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ABSTRACT

The thesis explores the nature of organization and governance by applying a method
of intentionality analysis as elaborated by the Canadian philosopher and theologian,
Bernard Lonergan, in his two monumental works, Insight — a study of human
understanding, and Method in Theology. The project arose from the writer’s own

experience in management education and consultancy.

Admittedly, intentionality analysis has not been a major theme in the management
literature. However, the late Sumantra Ghoshal drew attention to the consequences
of neglecting the dimension of intentionality in business education and management
theory, such consequences as unethical practices and even the collapse of
corporations, as was the case with Enron. In a paper published by the Academy of
Management Learning and Education in 2005, Ghoshal raised a number of crucial

and epistemological questions, though he offered no easy answers.

In the effort to rise to Ghoshal’s challenge, this thesis argues that Lonergan’s method
of intentionality analysis opens new ways to approach the theory and practice of
management. It thereby suggests a model relevant to all managerial tasks. Hence, it
repeatedly stresses the value of asking questions and of attending to data. It indicates
what is involved in the understanding of a given situation, in the making of
judgments based on experience, and in the deciding on particular courses of action.
In so doing, the thesis clarifies a number of intricate epistemological questions, while

emphasising throughout, the vital role of self-knowledge and self-possession.

The thesis is essentially a step-by-step discussion of the various elements in

intentionality analysis in the context of corporate management. Hence, for the sake of
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brevity, it designates its “intentionality analysis method” with the acronym, IAM
(and in reference to organisational operations, IAMO). To illustrate various aspects of
intentionality analysis for the purposes of management education, the author draws
on exercises previously used in his involvement in executive workshops. The
usefulness of the IAM developed in this thesis is highlighted by comparing and
contrasting it with selected management theories on learning and strategy as found
in the writings of, for example, Belbin, Janis, Kegan, Revans, Argyris, Nonaka,
Takeuchi, Senge, Mintzberg, Ansoff, Lewis and Jaques. The project concludes with a
discussion of the pedagogical challenges involved in presenting such material to
managers, with reference to some contemporary developments in business

education.
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CHAPTER 1: INTRODUCTION

Human development depends on organizations and good governance. That many
organizations fail is of perennial concern, especially to those who lead and manage.
Where then, does the source of healthy stability and solid development lie? This thesis
will argue that it lies, not only in personal integrity, but in a proper respect for the nature
and dynamics of genuine thinking: therein lies the source of all value-adding for all
organizations and activities. To grapple with such deep and personal considerations
means proceeding by way of what is commonly called “intentionality analysis”—simply
put, a method of investigation how the conscious person operates in ordering experience,
asking the relevant questions, arriving at sound judgments and making decisions and
implementing them. This whole topic has been neglected within management theory

and practice, and so we would wish to redress the balance in this regard.

Accordingly, the first two chapters introduce the need and place for intentionality
analysis in management theory and practice. The next four chapters provide a step-by-
step exploration of the components of intentionality analysis that bear on the nature of
organization. The final two chapters return to a consideration of management theory
and practice from this new perspective, and discuss the pedagogical challenges of

introducing this notion into business education.
This first chapter is set out as follows:

1. The Problem

2. The Basic Terms of the Thesis

3. Management Theory and Practice
4. General Theoretical Frameworks

5. Organization of the Thesis
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1. THE PROBLEM

A paper by Sumantra Ghoshal, published posthumously in the journal, Academy of
Management Learning and Education, and directed primarily towards his management
research colleagues in business schools, has provided a particular stimulus for this
thesis.! The concerns he expressed reflected many of my own that had arisen in
management consulting and education. His paper was passionate, wide-ranging and
extensively referenced. It was a call to business schools to take stock more deeply of

what they were doing.

Reflecting on corporate collapses, such as Enron, Ghoshal argued persuasively about
the harmful effect that wrong ideas, dominant in business schools, have had on
business practice. He focuses, for example, on the effect of the scientific model in

research:

..over the past 50 years business school research has increasingly adopted
the “scientific” model—an approach that Hayek described as the pretense
of knowledge. This pretense has demanded theorizing based on
partialization of analysis, the exclusion of any role for human
intentionality or choice, and the use of sharp assumptions and deductive
reasoning. Since morality, or ethics, is inseparable from human
intentionality, a precondition for making business studies a science has
been the denial of any moral or ethical considerations in our theories and,
therefore, in our prescriptions for management practice.’

' Sumantra Ghoshal was a Fellow of the Advanced Institute of Management Research
in the UK and a Professor of Strategic and International Management at the London
Business School. He served as a member of The Committee of Overseers of Harvard
Business School and was the Founding Dean of the Indian School of Business in
Hyderabad. He wrote this paper shortly before he died. Sumantra Ghoshal, "Bad
Management Theories Are Destroying Good Management Practices," Academy of
Management Learning and Education 4, no. 1 (2005): 75-91.

*Ibid.: 76-77.
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He goes beyond this issue to consider deeper influences of ideology and unexamined
assumptions that have “colonized” management thinking and disciplines beyond

management, such as in economics, psychology and sociology.

Ghoshal saw no easy way to reverse what has become a deep-seated problem. He
places the issue firmly with researchers themselves, and appears to challenge them
with a reminder of their larger objective:
The ultimate goal must be to go from the pretense of knowledge to the
substance of knowledge. Physicists continue to seek a unifying grand
theory that would combine both the particle and the wave nature of light.
We too must seek the same with regard to the different and contradictory
facets of human nature and organizational behaviour. But just as such a

grand unification has eluded physicists so far, so it is likely to elude us for
a long time.’

Ghoshal’s interest in intentionality, his concern about the “pretense of knowledge”
and his recognition of the ultimate goal for management research being the
“substance of knowledge”, including a “grand unification”, has also echoed concerns
which had preoccupied an academic in an unrelated discipline, fifty years earlier,
and whose writing, then and subsequently, has direct relevance today to the issues

that Ghoshal identified.

This thesis takes up the ideas of that academic, Canadian philosopher and
theologian, Bernard Lonergan, and applies them to the management field. Having
found these ideas immensely practical in my own work, I have developed them here

to offer a new approach to framing the foundations of management theory.

* Ibid.: 87.
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Ghoshal raised significant questions about the neglect of intentionality. Lonergan has
based his philosophy and the method of theology explicitly on what he termed
“intentionality analysis”.* This method, I will argue, offers a new way of thinking
about organizations and management in a way that rises to Ghoshal’s challenge.
Both for Ghoshal and Lonergan, intentionality is a key to unlock deeper insights into
management decision-making and the processes of value-adding, both central

features of organization and management.

Intentionality resides within human consciousness. Yet, as Ghoshal pointed out, any
examination of mental states falls outside of normal scientific method, especially in
the context of the organization and governance of today’s large corporations. Hence,
this thesis aims to challenge those who are immersed within a “scientific paradigm’ to
adopt a larger and more creative point of view. Suffice it to say, at this point, that I
aim to present an integral view of organizational process specifically based on the

human person as the source of value and of value-adding activities.

Anyone intent on effective, personal integration is involved in an exercise of self-
appropriation. As the thesis will make clear, personal integration—and personal
integrity—have significant parallels to the more extensive, corporate integration of
organizations and their governance. It suggests a process of authenticity in analysing
the data, pondering the evidence, making judgments and taking responsible

decisions, and all in a spirit of ongoing openness, vigilance and innovation.

* Bernard Lonergan, Method in Theology (Toronto: University of Toronto Press, 1972),
340-343.
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I argue, therefore, that intentionality analysis meets Ghoshal’s challenge, by offering
something akin to the “ grand unification” he requires. It will provide a robust,
explanatory framework for the familiar conflicts, failures and successes inherent in
organizational behaviour. This method also meets his concern about the substance of
knowledge, grounding it within a clear and explicit epistemological position. Within
this novel framework, we can proceed to a fundamental examination and assessment

of various management theories.

The Foundations of Management Theory and Practice

Management is a practical art. It necessarily draws on a wide range of instruments,
techniques and methods. It is not, traditionally speaking, a learned profession as is
the case with, for example, medicine, law, accounting, architecture or engineering,
with each of these based on classic texts and eminent authorities, and subject to a
highly developed regulation in accord with recognised criteria. For its part,
management lacks a scientific foundation on which to base its practice. Admittedly,
many systematic accounts are emerging, with their respective theoretical or practical
approaches for directing action in particular areas, such as the management of
change and the promotion of better communication between people with their

particular skills and responsibilities.

Many have commented on the proliferation of management theories. They have
drawn attention to the role of paradigms in management research and the quest,

however elusive, for some kind of integration or “foundational base” .’ From the

® Lex Donaldson, American Anti-Management Theories of Organisation: A Critique of
Paradigm Proliferation (Cambridge: Cambridge University Press, 1995), Jeffrey Pfeffer,
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perspective of social science research, Burrell and Morgan have offered an
integrating framework for all management theory.’ They have claimed that there are
four dominant groupings or orientations of sociological and management theory.
These are defined on the basis of their respective philosophical and epistemological
underpinnings and influence. Nonetheless, neither in such work nor in the wider
management literature, has there been any discussion of the foundational theory—

and its epistemological base—that I am proposing here.

Lest this sound too philosophical, we note that in his paper, Ghoshal implicitly raises
basic epistemological questions. For example, when he writes of “bad theories” being
taught in business schools, one might ask what are ‘good theories’. When he claims
that a “pretense of knowledge” pervades management research, we might ask what
genuine knowledge is. And, when he maintains that wrong ideas have “colonised”
business schools, we might question how this state of affairs, which he regards as

requiring urgent and collective attention, might be reversed.”

Three seminal questions, it seems to me, arise out of Ghoshal’s paper that are
relevant to this investigation: What am I doing when I am knowing? How do I know
whether an idea or theory is right or wrong, good or bad? How does this knowing

guide action? These basically epistemological questions have a direct bearing on the

"Barriers to the Advance of Organizational Science: Paradigm Development as a
Dependent Variable," Academy of Management Review 18, no. 4 (1993): 599-620.

® Gibson Burrell and Gareth Morgan, Sociological Paradigms and Organisational Analysis
(Aldershot: Gower, 1985).

7 Ghoshal, "Bad Management Theories Are Destroying Good Management Practices,"
87.
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judgment of the situation one is facing, and how this, then, relates to what is to be

done.

In the post-modern mood of philosophy, such questions seem peripheral. Burrell and
Morgan defer any discussion of them, while Ghoshal himself does not directly
address them—as is the case with management literature generally. Though such
literature is vast and of great diversity, some dissatisfaction has recently been
expressed as to the multiplicity of seemingly conflicting paradigms. As Pfeffer
observes,
There is little apparent agreement about how to resolve the controversies
among competing paradigms—not only disagreement about which one is
correct or useful, but disagreement about how to even go about figuring
this out. Because of these fundamental developments, debates about the
basic epistemological issues, even though useful at one level, never seem

to produce much resolution. Rather, they are repeated periodically, often
covering the same ground.”

I will contend that Pfeffer’s concern can be addressed in the light of Lonergan’s
method, as it opens a path to integration in ways that have not been considered
within the management field. It is not so much a matter of a wholesale revolution as
a development. The method we will commend will not replace existing theory, but

provide a more critical avenue from which to approach it.

On a personal note, my response to Ghoshal’s paper has been influenced by my own
practical experience as a consultant and management educator. In the various

projects in which I have been involved, the basic questions alluded to have kept

® Pfeffer, "Barriers to the Advance of Organizational Science: Paradigm Development
as a Dependent Variable," 617-618.
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recurring. Eventually, I found a way to answer them through intentionality analysis.
As a result, I came to the realisation that satisfactory answers to the questions
underlying good management practice could shape future developments of

management theory, and the learning, teaching and practice that follow.

The Analysis of Intentionality

The neglect of intentionality lies at the heart of Ghoshal’s concern. Those who
commented on his paper, in the same edition of the journal, did not acknowledge
this. Nor did they take up the equally serious contentions about bad theory, wrong
ideas, the pretense of knowledge, and the pervasive ‘climate of thinking” across
business schools. Most respondents agreed with his arguments in general, while
recognising the rhetorical style in which they were expressed. Some offered
alternative views about the cause of business collapse, while one contended that his

dismissal of Popper’s method of falsification need not have been so radical.’

Intentionality, however, originates within the individual human person.
Accordingly, in the first part of my thesis, I will examine its structure in the wake of

Lonergan’s analysis. I proceed in three steps.

? A more substantial response to Ghoshal’s paper occurred the following year, 2006,
at a conference titled “the Future of the MBA”. Deans and leading business
academics (including Mintzberg, Argyris and Pfeffer) met at Toronto University to
engage in constructive dialogue to address current concerns about business
education. The hosts have attempted “to integrate” the views of those who attended,
in their book: Mihnea C. Moldoveanu and Roger L. Martin, The Future of the MBA —
Designing the Thinker of the Future (New York: Oxford University Press, 2008). We will
turn to this text in our last chapter on pedagogy.
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First, on the assumption that the prime function of organization is to add value, I
argue that, in a foundational sense, the human person is the originator of value and
of value-adding. Here, I examine the process of value-adding, and the nature of
value itself. This leads to a definition of the structure of intentionality as self-
appropriation. Secondly, I show how this structure guides human communications.
Thirdly, I draw on the essential features of the structure of intentionality to develop a
generalized conception of the structure of organization and governance. This, in turn,
suggests a new template for management theory, which I deal with in the second

part of the thesis, in a manner that will address and answer Ghoshal’s concerns.

This approach then, will present a challenge to prevalent theory and practice within
the field of management. It points to what lies behind and beneath social science’s
preoccupation with behaviour and the measurable. In contrast to this preoccupation,
the method we will be exploring will require an examination of consciousness in

order to find the experiential base for organization and governance.

I turn now, in this chapter, to define the basic terms figuring in the title of this thesis.
After that, I discuss aspects of management theory and practice from three
perspectives: first, in relation to Ghoshal’s challenge; secondly, from my own
personal experience in consulting and management education; and thirdly, in the
larger context of thematic developments in management literature. Then follows a
brief discussion on general frameworks of management theory. Finally, the chapter

concludes with an outline of the thesis.
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2. THE BASIC TERMS OF THE THESIS

First, a preliminary word on the terms and references appearing in the thesis topic, in
anticipation of a fuller treatment to follow. I begin with the focal term, organization,
and then, in turn, I treat with governance, foundations and Ghoshal’s position. The
meaning of intentionality analysis and Lonergan’s contribution to it, will then be

explained.

Organization: Organization refers to the setting and processes through which people
gather and co-operate to achieve a specified purpose. Within an organization, roles
and tasks are set up, work is performed, relationships are formed, loyalties or
enmities are built and results are achieved. An organization is part of a community
or larger group. Its membership can extend across boundaries of state and nation,
and its individual members can belong, also, to other organizations. As an integral
part of human living, the organization is a system of relationships—including those
with stakeholders—expressed through communications and, especially,
conversation. As intimated above, a key integrating factor and binding force of
organization is the integral set of values that inform and guide its purpose and
behaviour, including its many forms of communications; and the key measure of its

effectiveness is its capacity and capability to add value.

Governance: Governance derives from the Latin, gubernator, meaning “helmsman”."’

This derivative has a personal connotation, implying a range of specific skills such a

person must have. Intrinsic to being at the helm is the notion of destination to which

' Cybernetics, or the science of systems of control and communications to which we
will later refer, shares the same etymology.
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one steers and also what one must do to navigate successfully to arrive there.
Furthermore, within an organization, the power and authority of governance is
established upon a foundation of trust, formal contract, direct empowerment or
delegation. Entrustment and accountability are two dimensions of cooperation

implicit in governance relationships.

Foundations: As a building has its hidden foundations, so also does an organization.
A foundation provides bedrock upon which a building stands secure. The building
“fits” its foundation. Thus, I will attempt to show how intentionality, or human
consciousness, provides a foundational account of organization theory and practice.
It will be central to my argument that this foundation lies, at its core, within the
human person. It follows that the powers of the organization amplify those of the
individual. In ever increasing circles and layers of control and freedom, the

foundational pattern is replicated in the organization.

Ghoshal: In his paper, Ghoshal stated that “the ultimate goal must be to go from the
pretense to the substance of knowledge”. This included the search for a grand
unification “with regard to the different and contradictory facets of human nature
and organizational behaviour.” Ghoshal’s quest, to find and establish a sound base
for business practice, raises many issues and topics pertinent to my thesis: the nature
of epistemology, the linkages between theory and practice, what is right and wrong,
the nature of ethics, the analytical methods of science, the nature of common sense
and the nature of good educational practice. My response to Ghoshal’s quest,
representative of a movement across the management field, is to contend that a
foundation and integration of these topics, as they apply to research, theory and
practice within management and business, is mediated by the structure of

intentionality and self-appropriation.
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Intentionality analysis: Intentionality analysis reveals the variety and pattern of
conscious activities involved in ‘thinking’, and by extension, in knowing and acting.
Thinking involves mental operations—such as listening, questioning, remembering,
understanding, reflecting, evaluating and making decisions. Grammatically,
however, note that each operation is transitive, for which there is, necessarily, a
subject and an object, such as listener and sound, rememberer and remembered and
so on. This trilogy of terms — a listener listening to a sound—can be generalized in
the form that for each operation, a subject intends an object. In this case, ‘intends’ is
the verbal form for which intentionality is the noun equivalent." Intentionality
analysis involves the identification of “intentional acts’ (or mental operations, or
cognitional activities) performed in consciousness, and the patterns that recur within
and between those acts."” It opens a way to conceive not only a common structure for
all subjects, all acts of intentionality and all objects, but also a method to guide all
collaborative engagements where thinking is involved. In this sense, I hope to show

that intentionality analysis opens out a foundational structure for organization.

Lonergan’s contribution to intentionality analysis: My presentation of this
foundational structure draws largely from the writings of the Canadian theologian
and Jesuit priest, Bernard Lonergan (1904 — 1984). They deal extensively with the
analysis of intentionality in knowing and acting, both within oneself and in

collaborative enterprise.

" Lonergan, Method in Theology, 6-7.

" Intentionality, as we use the term, refers to the acts which link subject and object. It
is to be distinguished from “intention”, which generally refers to the object of a
decision, and usually found within the explanation and reasons given for actions that
accompany the decision.
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Lonergan, in his wonderings about “what he was doing when he was knowing” in
his theological discipline, was led to write the deeply philosophical treatise, Insight,"”
in 1957. Some twenty years later, his greater project of intentionality analysis, Method
in Theology,"* followed. It designed a collaborative, interdisciplinary framework
specifically for theology, but of considerable importance to many other disciplines. In
fact, he suggested that the discipline of theology had to be a collaboration of eight
functional specialities, with each based in a specific activity of human consciousness
or intentionality. As we will see, these eight specialities appropriately find their
counterpart in the collaborative structure of organization and its governance. We will
be drawing on both texts to extrapolate from them a new model of organization and

governance in the area of management.

It is relevant to observe that Lonergan, as with all significant modern thinkers, was
formed, between World Wars I and I, in the classical disciplines of his profession—
in his case, theology and philosophy. Increasingly, like the generality of modern
scholars, he found the classical system unable to handle contemporary issues being
raised in modern physics, biology, psychology, economics, politics, history and, in
particular, philosophy. This led him to explore more deeply the basis of knowledge
in a way that would be pertinent to all disciplines. In the introduction to his
magisterial Insight, he summarised, in the following lapidary fashion, the radical

nature of his project: “Thoroughly understand what it is to understand, and not only

" Bernard Lonergan, Insight —a Study of Human Understanding, ed. Frederick Crowe
and Robert Doran, vol. 3 of the Collected Works (Toronto: University of Toronto
Press, 1992).

" Lonergan, Method in Theology.
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will you understand the broad lines of all there is to be understood but also you will
possess a fixed base, an invariant pattern, opening upon all further developments of

understanding.”"

In this respect, Lonergan’s project was focused, not so much on content, but on the
method, process and activity of the mind in its knowing. He was, in short, delving
into the foundations of the knowing process and the range and validity of the
knowledge it produced. While committing himself to a closer reading of Aristotle,
Aquinas and others classical authors, he was particularly impressed by the success of
modern science in many areas. He drew on the demonstrated success of empirical
science and of mathematics, yet was sensitive to the peculiarly adaptive capacities of
practical common sense. His most distinctive discovery was the role played by
“insight”, as he termed it, in every form of knowing. He wrote, with an eye to the
practical applications of his philosophical exploration:

.insight is the source not only of theoretical knowledge but also of all its

practical applications, and indeed of all intelligent activity. Insight into

insight, then, will reveal what activity is intelligent, and insight into

oversights will reveal what activity is unintelligent. But to be practical is to

do the intelligent thing, and to be unpractical is to keep blundering about.

It follows that insight into both insight and oversight is the very key to

practicality."

But insight was not only the source of enlightened practicality. It was also at the

heart of progress and social transformation. In this regard, Lonergan observes,

15 , Insight, 22.

' Ibid., 8.
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Thus, insight into insight brings to light the cumulative process of
progress. For concrete situations give rise to insights which issue into
policies and courses of action. Action transforms the existing situation to
give rise to further insights, better policies, more effective courses of
action. It follows that if insight occurs, it keeps recurring; and at each
recurrence knowledge develops, action increases its scope, and situations
improve.

Yet, as a condition of enlightened practicality and of the larger cultural process of
progress, this fundamental activity of insight also has a critical role to play in
revealing what is wrong in any situation, in offsetting decline and in addressing the
multiple biases that may be at work:
Similarly, insight into oversight reveals the cumulative process of decline.
For the flight from understanding blocks the insights that concrete
situations demand. There follow unintelligent policies and inept courses
of action. The situation deteriorates to demand still further insights, and as
they are blocked, policies become more unintelligent and action more
inept. What is worse, the deteriorating situation seems to provide the
uncritical, biased mind with factual evidence in which the bias is claimed
to be verified. So in ever increasing measure intelligence comes to be

regarded as irrelevant to practical living. Human activity settles down to a
decadent routine, and initiative becomes the privilege of violence."

From this perspective, Lonergan’s project is dedicated to remedying what he
interprets as the flight from understanding. It means contesting bias operating within
the individual, the group and society itself. In organizations, flight from
understanding (and, by implication, from responsibility) and the refusal to recognise
bias are two sources of dysfunction. Each, in its way, contributes to ineffective
decision-making, hastens the process of decline or, in some cases, leads to
catastrophic collapse. On this analysis, Lonergan offers an approach, through

intentionality analysis, to get to the heart of the matters that concerned Ghoshal.

Y Tbid.
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Furthermore, the only corrective to oversight and bias is to use the mind well,
individually and collectively. When individuals and groups recognise the demands
inherent in pursuing the truth of the situation, there is more likelihood of
appropriate development in personal and organizational terms. But, if one is to use
the mind well, it is of value to know how the mind, in quest of knowledge, actually

works. Hence, the fundamental importance of Lonergan’s contribution.

We must stress at this point, lest the impression be given of an unwarranted
imposition of theological concerns on the business of management, that Lonergan’s
project in Insight is not based on a theological position, or even on a particular
philosophical point of view. In that regard, he is, in one sense, a post-modern, in that
he radically criticises familiar concepts and appeals to a new foundation accessible to
human experience. He commends his approach as a generalized empirical method.
That is to say, he rigorously attends to data, namely, to what is given, before it is
conceptualised and formed into a system of some kind. The data concerned are of
different kinds, such as the findings and teachings of the scholarship and tradition
available to him, the successfully operating canons and norms of science and
mathematics as presently understood, and, most importantly in the present context,

the data of consciousness, with its acts of intentionality, responses and feelings.

In short, Lonergan’s intentionality analysis discloses the fundamental structure of
human consciousness in its activities of knowing and doing. Attention to these data
of consciousness results in the expression of four basic precepts: Be attentive; Be
intelligent; Be reasonable; Be responsible. In later chapters, we adopt an acronym,
IAM—Intentionality Analysis Method—to represent this fundamental structure as it

applies to oneself, and IAMO, as it applies to the organization.



INTRODUCTION 17

We now pass on to review issues pertinent to management theory and practice, an
apparent dichotomy, to which the consideration of intentionality can effect an

integration.

3. MANAGEMENT THEORY AND PRACTICE

My discussion of management theory and practice has three parts. First, I draw on
Ghoshal’s paper to highlight some issues relevant to my later treatment of
intentionality analysis. Secondly, I complement Ghoshal’s view by offering the
concerns of a practitioner—namely, myself—struggling to make sense of
management theory as it applied to his own practice as a consultant and
management educator. Thirdly, I offer a perspective on developments in

management theory, to show an emerging interest in intentionality.

Ghoshal’s Concern

Ghoshal, a widely recognised organizational theorist and educator, was deeply
disturbed by the collapse of Enron. It provoked him to return to the topic that had
been preoccupying him for some years about management theory and the extent to
which business schools contribute to, or fail to prevent, such catastrophic events.'®

His last paper, “Bad Management Theories Are Destroying Good Management

'® Sumantra Ghoshal and Peter Moran, "Bad for Practice: A Critique of the
Transaction Cost Theory," Academy of Management Review 21, no. 1 (1996): 13-47,
Sumantra Ghoshal, Christopher A. Bartlett, and Peter Moran, "A New Manifesto for
Management," Sloan Management Review 40, no. 3 (1999): 9-20.
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Practices” was offered posthumously to the American Management Association’s

Academy of Management Learning and Education, which published it shortly thereafter.

As Ghoshal reflected on the collapse of Enron, he asked what lessons there were for
himself and his colleagues, involved as they all were, in executive education.
Although, as he observed, Enron is now widely presented in business schools and
the community generally as a case of bad business ethics, he maintains that ethical
and legislative responses will not fix the problem. Rather, business schools should
stop doing a lot of what they are currently doing, including teaching deficient and
bad management theories. He challenges Deans and others who have an interest in
business education, to examine the truth of what he says. Of special importance for
our investigation, he challenges his professional readers to look closely in two places,

namely, in themselves and in the business theories they uphold.

Ghoshal, drawing widely and deeply from the management literature, contests that
bad theories destroy good management practice. His propositions are complex, yet
persuasive, and require more thorough analysis to validate than is appropriate for
me to do here, given my purposes within this thesis. What is relevant for my
purposes, in taking account of what Ghoshal is presenting, are two issues: the first
issue relates to his discussion of intentionality; the second relates to his assumptions
about epistemology, which he does not make explicit although he raises significant

epistemological issues in relation to the problems he presents.

Ghoshal looks behind particular management theories to find deeper underlying
factors, which have produced bad practice. He identifies two dominant influences:
the first, he calls “the pretense of knowledge”, based on a desire to make
management studies a social science; the second, he calls “ideology-based gloomy

vision” based on what is more generally called “liberalism”.
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Pretense of Knowledge

Ghoshal maintains, that in attempts to make management studies a social science,
management researchers have dropped intentionality from their considerations. This
requires them to regard human actions as based on a form of causal determinism and
to exclude any significance for the person: people’s actions are shaped by laws of

psychology, economics and sociology—as if these disciplines were a kind of physics.

Ghoshal maintains that business researchers have neglected normative methods well
known in the philosophy of science, such as those outlined by Jon Elster, a

philosopher of science."”

Ghoshal examines, in particular, agency theory as an example of bad theory. He
argues there is no empirical evidence to suggest that its prescriptions work. It has
adversely affected governance arrangements (independent directors, separation of
roles of chair and CEO, the use of stock options), yet its main elements have been
adopted by the major regulatory agencies in the US, in the UK and in India. In
contrast, there is more reasonable ground to support the tenets of stakeholder theory.
But, he maintains, this approach is neglected, for it is harder to model it
mathematically, and its use would require us to fall back on “the wisdom of common

sense”.

Ghoshal argues, however, for a “scholarship of common sense”. Though not explicit
in making clear what he means by this term, he gives examples by referring to

Freud’s “inductive and iterative approach to sense making” and Darwin’s work as a

" Jon Elster, Explaining Technical Change —a Case Study in the Philosophy of Science
(Cambridge: Cambridge University Press, 1983).
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detective and not an experimenter, an adventurer and not a mathematician. He
proposes that an epistemology of disciplined imagination,” and not an epistemology
of formalised falsification,” should govern business school methodology and

practice.

Ideology-Based Gloomy Vision

Alongside the “pretense of knowledge”, Ghoshal argues that a darker, deeper
pessimistic view of human nature has colonised business schools and other
disciplines. He cites “the Chicago agenda”, in particular, as an example of this
colonisation. Based on what Friedman called ‘liberalism’, this view focuses on the
primacy of the individual, who needs to be left alone to determine what is ethical,
but because the individual is imperfect, organizations need to design ways to
prevent excessive opportunism and self-seeking behaviour. This ‘liberalism’
disregards what others may hold as common sense, namely that people are capable

of being other-regarding, and are more complex mixtures of both good and bad.

The dominance of this ideological-type thinking leads, in Ghoshal’s view, to deficient
theories of determinism and behaviourism (which deny a place for purposeful, goal-
directed organizations) and value appropriation—as opposed to value creation—

such as typified in Porter’s theory of strategy.”

* Such as that advocated by Weick, in K. E. Weick, "Theory Construction as
Disciplined Imagination," Academy of Management Review 14 (1989): 516-531.

*! Ghoshal refers to K. R. Popper, The Logic of Scientific Discovery (New York: Harper
and Row, 1968).

* Mlichael Porter, Competitive Strategy: Techniques for Analyzing Industries and Firms
(New York: Free Press, 1980).
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He discusses the agency theory of governance” in some depth, setting it within the
wider context of underlying assumptions and influences discussed above. In it,
Ghoshal sees the influence of Friedman's famous assertion that the manager’s job is
to maximise shareholder value. But, Ghoshal asks, if value creation is achieved by a
combination of resources contributed by different constituencies, why single out
one? Moreover, why should it be taken for granted, that in this principal-agent
model, the shareholder be considered to carry the most risk in a business? After all, it
is easier for a shareholder to sell shares than for an employee to change jobs. It must
also be recognised that employees contribute their knowledge and skill; and this is

often more valuable than the contribution of capital by shareholders.

Friedman argues that there are no grounds for concern if theoretic assumptions do
not precisely reflect reality: what matters is that they can predict outcomes.” Against
such a position, Ghoshal maintains that agency theory, even though it has little
explanatory or predictive power, has influenced the important debates concerning
the need for independent directors, or for splitting the role of Chair and CEO. As for
prediction, though corporations create markets for corporate control or hostile take-
overs, and though they pay managers in stock options, none of these factors predict

the success or failure of the enterprise.

After pointing to the deficiencies of agency-theory, Ghoshal turns his attention to

‘liberalism’ as a social and economic theory. This, Ghoshal maintains, has a “gloomy

* This holds that managers cannot be trusted to do their jobs and that appropriate
control and reward systems are needed to ensure they do.

* Milton Friedman, Essays in Positive Economics (Chicago: University of Chicago
Press, 1953).
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vision” at its core. It brings with it a set of pessimistic assumptions about individuals
and institutions. This social theory influences how people behave and has a negative
impact on the organization, in the design of controls to prevent opportunistic
behaviour. The theory holds that individuals are not only self-interested but that they
will break promises and commitments, lie and cheat if they perceive that the benefits
of doing so exceed the costs.” In this context also, he cites Porter’s “five forces
framework”, claiming it adversely influences the design of strategy and policy. It
presumes that companies compete, not only with their competitors, but also with
suppliers, customers, employees and regulators, to appropriate value rather than

create it.

A New Pluralism

Although he does not underestimate the difficulty of bringing a reversal to these
negative influences, Ghoshal does take some comfort in the emergence of Positive
Psychology, such as espoused by Seligman, and a new movement called Positive
Organizational Scholarship.”® These, he maintains, are building on the positive

elements in human nature as opposed to finding ways to contain the negative.

His call to business schools to reform is simple. It is to adopt a pluralist approach to
scholarship. Following Boyer’s analysis of academic work, Ghoshal lists four kinds of

scholarship which he proposed would contribute to a recovery of good practice

* Ghoshal, "Bad Management Theories Are Destroying Good Management
Practices," 85.

?® Ghoshal refers to an article by Peterson and Seligman in K. S. Cameron, J. E.
Dutton, and R. E. Quinn, eds., Positive Organizational Scholarship (San Francisco:
Berrett-Koehler, 2003).
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within business schools. Boyer had written of the four pedagogies: discovery
(research), integration (synthesis), practice (application) and teaching (pedagogy).*

Ghoshal wrote:

We need to temper the pretense of knowledge and re-engage with the
scholarships of integration, application and pedagogy to build
management theories that are broader and richer than the reductionist and
partial theories we have been developing over the past 30 years.”®

Of these four, he maintains that business schools over the past 30 years have
eliminated all except the first. By restoring the balance, he hopes that a self-correcting

method and critique will be introduced.

Ghoshal is calling for a more deeply grounded response, beyond Boyer’s four
pedagogies. His challenge, when he refers to Freud’s and Darwin’s approaches to
scholarship, stops short of making explicit his own notions of epistemology. My aim
therefore, is to provide more satisfactory answers to Ghoshal’s concerns through a

detailed exploration of intentionality.

A Personal Perspective

As Ghoshal has challenged management researchers and academics to examine, not
only what they are doing in their research and teaching, but also to examine
themselves, I consider it appropriate to offer reflections that have arisen in my work

in management education and consulting. Questions arose for me on the theories and

*” Ernest L. Boyer, Scholarship Reconsidered — Priorities of the Professoriate (San
Francisco: Jossey-Bass, 1990), 17-25.

*® Ghoshal, "Bad Management Theories Are Destroying Good Management
Practices," 87.
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methods I was using in consulting engagements for the development of creative
thinking, change management, leadership and organizational design. These
questions primed my receptivity to intentionality and have influenced my taking up
the work of this thesis. Above all, change has characterised my working career, along
with an abiding interest in cybernetics, as a field of inquiry, to which I will return at
the conclusion of this chapter. Now I discuss briefly how this interest developed in a

way that anticipated its more satisfactory integration within intentionality analysis.

A Cybernetic Orientation

I graduated as an electrical engineer,” specialising in control and communication
systems, with a particular interest in cybernetics. At that time, cybernetics was a
relatively new field, attempting to provide a synthesis or overarching framework for
different specialities—biology, mathematics, physics and systems theory, to name a

few—through information theory.

My early work in Australia involved electronic control systems (hardware) in
telecommunications, then computer-based systems for factory management. In this
latter area, I became more interested in the role and function of creativity in system
design. I found work in this area with a computer manufacturer, ICL, in the United
Kingdom,” in a research program directed to explore how creative problem-solving
methods could be used to involve their customer executives in the design of new

information systems. However, although we developed new methods and

»B.E. (Elec.), University of Melbourne, 1967

* International Computers Limited, a British computer manufacturer.
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workshops for ICL’s executive customers, the project was brought to an end

prematurely, due to economic downturn at the time of the 1973 oil crisis.

I then found an opportunity with a Canadian multinational management
consultancy, to work in computer systems design, organizational reviews and, most
opportunely, process consulting on a large scale with the Cree Indians of Quebec, to

which topic I will return.

After four years in Canada, I was offered a position at the Australian Administrative
Statf College at Mt Eliza, in executive education.’! The college, modelled directly on
the Henley Staff College in England, used the syndicate method of group adult
learning. It provided a rich environment for experienced, practising managers to
consolidate and learn through small and large group processes, with greater
emphasis, in its methods, on practical experience rather than on academic theory or
research. In later years, Mt Eliza introduced an action-learning methodology, as it
sought ways to link individual learning more directly with ongoing practical issues

in organizations.

I spent six years at Mt Eliza, learning about learning and acquiring skills in
facilitation, group work, strategy and leadership development. I then left to set up

my own management consultancy. Some five years later, I discovered the ideas of

' The Administrative Staff College was a private college set up by industry in 1955
for leaders of Australian business and government bodies. It offered a post-
experience, three-month, residential program for senior managers from industry and
government in the Pacific region. In 1987, it entered into partnership with Monash
University, later with Queensland University and finally with the Melbourne
Business School of the University of Melbourne, where it is now known as
Melbourne Business School: Mt Eliza Executive Education.



INTRODUCTION 26

Bernard Lonergan through a close reading of Insight. I saw the direct relevance of his
ideas to my work and I began to import them, with some success, into what I was

doing.

I offer this overview of my career to illustrate something of its deeper emergent
process of development, learning and growth—a personal account, not unlike what
happens to an organization. Acquiring some competence in one area opens up
another to explore. One things leads to another. Theory and practice are somewhat
interwoven: in some cases, theory helps to open a way forward, in other cases, theory

has not yet ‘caught up’ to explain why something ‘works’ in practice.

The link between theory and practice became more telling to me after my career
move from technical design and installation to a focus on how people and
organizations worked. This latter area, in contrast to the more scientifically based
technical activities, appeared to lack any well-formulated or established theoretical
base. Most of my practical learning was ‘on the job’, watching and talking with
skilled practitioners, reading about current practice and acquiring relevant insights
into the methods and models used in organizational consultancies or in educational
method. This was particularly so in the area of facilitation of organizational change.
Irrespective of the nature or particular concern—such as to develop strategy or
policy, to resolve issues, conflicts or disputes, to identify needs, opportunities and
risks—the underlying intent of facilitation is to initiate and steer a conversation in
which a group might share understandings, reach agreement and engage upon
common commitment. Facilitation is about finding an appropriate method of
engaging minds to produce desired results. Leadership has been described in similar

fashion.
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As a facilitator, I discovered a simple principle: that the key to engage minds and to
generate productive conversation is the right and timely question. Three
observations can be made concerning this principle: Firstly, behind the right and
timely question, is the facilitator’s insight into the particular situation which the
group is facing, including its own dynamics and its readiness to deal with the
question. Secondly, behind the group’s recognition that the question is ‘right’, is its
own judgment that answering the question will immediately be productive. Thirdly,
underpinning the dialogue and the cooperation between facilitator and group, is
trust, arising from and sustained by their interaction, but always in danger of being
broken due to unspoken judgments and alliances within the group. Facilitation is a
heuristic process of sensitively negotiated and sustained collaboration, involving

much trial and error in its search for appropriate answers.

Search for Theory

In facilitation and in general consultancy and educational work, from the many
methods and models or constructs that my colleagues and I used, I could generally
find no grounded theory which explained adequately why they worked. Although
some seemed to have a basis in scientific method, the extent to which the applied or
supposed scientific method was adequate or appropriate for such models or theories

was rarely questioned. *

2 An exception was an instrument used widely in business schools at the time,
namely David Kolb’s Learning Style Inventory. We used this instrument at Mt Eliza
to increase awareness of personal preferences and dispositions in learning. A spirited
controversy initiated by Richard Freedman and Stephen Stumpf about the
instrument’s value appeared in the Academy of Management journals at that time,
but neither did it resolve the issue nor did it seem to affect the confidence with which
the instrument was used—and is still being used. Richard Freedman and Stephen
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In effect, from a manager’s point of view, pragmatism or usefulness seems to be the
guiding criterion as to a theory’s adequacy. If it appears to work, that is enough.
There is no need to be too critical, or to understand why it works. Sufficiency consists
in that it works or is claimed to work. But in any such result or claim, who does one
trust and upon what grounds does one trust? There was often the underlying

question about the theory’s foundational strength or adequacy to the task.

On several assignments, I found myself wondering more deeply as to whether such a
foundational structure could be found. Each involved some aspect of creative
thinking, problem solving and organizational culture, as well as issues arising from

resistance to change. I now turn to examine these situations.

Creative Thinking, Problem Solving and Organization Culture

Early in my technical career, when involved in the task of re-designing a
malfunctioning computerised system of production-control, I observed dysfunction
in the communication between managers contributing more to the systemic problem
than did the computerised system itself. The poor quality of interpersonal
communications inhibited the emergence of creative ideas needed to solve the
systemic problems. The managers were getting in each other’s way and were

therefore unable to investigate the problems facing them. They recognised the need

Stumpf, "What Can One Learn from the Learning Styles Inventory," Academy of
Management Journal 21, no. 2 (1978): 275-282, Richard Freedman and Stephen Stumpf,
"Learning Style Theory: Less Than Meets the Eye," Academy of Management Review 5,
no. 3 (1980): 445-448, David Kolb, "Experiential Learning Theory and the Learning
Style Inventory: A Reply to Freedman and Stumpf," Academy of Management Review
6, no. 2 (1981): 289-296, Stephen Stumpf and Richard Freedman, "The Learning Style
Inventory: Still Less Than Meets the Eye," Academy of Management Review 6, no. 2
(1981): 297-299.
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for outside help. As a result, it was possible for me to gain acceptance and to
introduce some basic ideas needed to correct their malfunctioning system. It
involved some organizational changes. The question remained: What was it that
inhibited their capacity to solve the systems problem in the first place? In some way,
the solution was linked to the quality of communications within the workplace as
well as to each person’s confidence in performing an assigned role or given task. But
there were deeper forces of organizational culture and structure that cried out for

consideration.

In another instance, with the computer manufacturer, ICL, I learned much about
processes and methods to engender creative thinking, but I was unable to penetrate
beyond them into any deeper appreciation of the creative process. Visualisation, use
of metaphors, meditation, biofeedback, brainstorming, synectics, and use of “How
to?” questions were some of techniques becoming more widespread.” But why did
they work—or not work—in different situations? An added dimension that I
discovered, at this time, was the Addison-Wesley series on Organization
Development, in particular, the ideas of Bennis on organization development, and of
Schein, on process-consulting and change-agents.* Their focus on method and
empowerment engendered client ownership of the problem and of its solutions.

There was something more substantial in these approaches to creative thinking than

3% Osborne, de Bono, Prince, Gordon and others were writing about creativity
techniques, and influenced my approach to this work, as were the ideas of Meredith
Belbin on team roles that ICL was adopting in setting up its sales teams. Meredith
Belbin, Management Teams (Heinemann, 1981).

* Warren G. Bennis, Organisation Development: Its Nature, Origins and Prospects
(Reading, MA: Addison-Wesley, 1969), Edgar H. Schein, Process Consultation: Its Role
in Organisation Development (Massachusetts: Addison-Wesley, 1969).
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in others, such as those of Edward de Bono.” Furthermore, although de Bono’s
methods and exercises were fresh, novel and, for the most part, effective, his
attempts to explain creativity on the basis of physiological and neurological
processes, seemed somewhat reductionist and irrelevant to the lived experience of

creativity.

Further experiences were necessary for me to uncover the deeper foundations for
which I was searching. One productive experience occurred some years later when
the Australian Commissioner of Taxation was facing a complex problem relating to
the tendering of tax advice and rulings by the Australian Taxation Office (ATO) to
large corporate taxpayers. Unhappy with a solution offered him by a prestigious,
multinational consulting firm, McKinsey and Company, the Commissioner sought
alternative advice. McKinseys had proposed a major restructuring of the ATO into
three new divisions. The Commissioner regarded this as most inappropriate, given
its scope and potential impact on other major systemic changes being implemented
at the time. In contrast to the multinational firm, I was a sole operator, but had won
the Commissioner’s trust through a number of executive facilitation exercises in

strategy that I had conducted for him and his senior management team.

There were several factors that contributed to my accepting the invitation from the
Commissioner. I felt trusted by him, and as I had had some years” experience helping
the ATO in corporate and divisional planning, I knew the organization quite well. I

was challenged by the invitation, particularly since I was pitted against this big,

* One of his many texts on creative thinking is: Edward de Bono, Lateral Thinking for
Management (London: McGraw Hill, 1971).
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reputable consultancy firm to find a better solution. And the issue itself was

significant. I felt my reputation at risk and I was highly motivated to succeed.

In accepting the assignment, I felt considerable pressure to find an appropriate
solution, but I had no immediate ideas as to what to do. I commenced on a wide-
ranging data gathering exercise. I made myself familiar with all the background
material, travelled to various interstate offices and interviewed key people. Also, 1
read broadly across the literature on organization design.”® After several weeks, I was

no further advanced with any notion of a solution.

Then, on an interstate flight one morning to attend a meeting with ATO executives,
just as breakfast was being served, an inspiration—a possible solution—came
suddenly and unexpectedly to me. I put my breakfast aside, quickly drew the idea on
a piece of paper and mulled over what I would do when the plane landed. I decided
to change my agenda with the group of senior executives and legal advisors I was to
meet and test my idea with them. My idea, supported by my drawing, stood firm
against their practical and critical thinking. I knew, then, that I had the basis for a
new approach. I flew that same afternoon to another city to present my tentative
solution to the Commissioner. When I saw a faint smile on his face during my
explanation, I knew he had understood and was in broad agreement. I had found an

answer.

I then spent the next month or so elaborating on its details and preparing a

presentation to 120 senior executives, together in conference, for their review and

* Including Mintzberg’s theoretical analysis of design, Henry Mintzberg, Structure in
Fives: Designing Effective Organizations (Eaglewood Cliffs: Prentice-Hall, 1983).
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testing. My proposal, in contrast to that of the McKinsey consultants, involved only a
slight organizational change. Nevertheless, it was a radical innovation—the use of
specialist cells, as a way of bringing together all relevant and current expertise
wherever it might be found within the ATO. Cells would convene when needed,
their aim being to solve the toughest problems and expedite their solutions. They
would be accountable to the new Chief Legal Counsel, who would report directly to
the Commissioner. Their expertise would be based on their designated members—

the brightest and best operators in any division, in any location.

It took some further months for this solution to be accepted,” and longer still for it to
be implemented.”® Nevertheless, it still operates in its essential form eighteen years
later, as this thesis is being written. The cells provide an effective bridge between
experience in the field and the general principles of the law. The stimulus for this
solution was my having met, during earlier consulting assignments, one person of
exceptional talent who was excluded by his local management from having
commensurate influence on the big issues across the Office. By seeking a way to give
him—and others like him—a voice, I had found the solution to the Commissioner’s

problem.

This example of a consultancy assignment demonstrated significant features which
need to be present in a dynamic, value-adding process of organizational change.

Firstly, the assignment was based on having: a) a well-defined problem, b) the

* Tim Dodd, "Boucher's Next Battle: The Quality of Service," Financial Review, 10 July
1990, 3.

* Emiliya Mychasuk, "Tax Chief Says Probe on Top 100 Is Over," The Age, 17 April
1993, 28.
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delegation and trust from an authoritative leader and c), high motivation to solve the
problem. Secondly, there were clear stages in how the process unfolded. It
commenced with a lengthy exercise of data gathering, taking in wide sources of
information, including seemingly unrelated observations. After some time, there was
an unexpected breakthrough—a transformative experience of insight (and its
representation in a drawing). This was immediately followed by a preliminary
testing of the insight’s capacity to address the problem at hand. Then followed a
more thorough testing and evaluation including its fuller elaboration and
presentation to all those with vested interest. With no serious challenge or objection
being raised at this stage, the process then moved to formal ratification, from which,
after due deliberation, commitment to introduce the required changes followed. This
involved a lengthy process of implementation, requiring further significant time for
detailed negotiations and planning, before the idea became operational in practice.

Once implemented, it was then subject to ongoing refinement.

The clear stages outlined above anticipate what follows in this thesis, namely an
account of the foundational structure of intentionality and value-adding within

organizational process.

A further instance relevant to my search for the foundations of management theory
and practice was when the Cree Indians of Quebec asked the Montreal-based
consulting firm, with whom I worked, to help them implement the James Bay
Agreement. I was assigned to the team set up to respond. Over the following four

years, through techniques of demonstration and reflection, we had imparted to the
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Cree leaders a range of processes and process skills, particularly those related to

collaborative planning. These methods were well received and very effective.*

We used a five-stage process of collaborative planning which enabled the Cree to
work through many of their situations in a creative, structured way. The five stages
were: 1) The development of practical vision, 2) the identification of barriers
impeding this vision, 3) the development of proposals to address the barriers, 4) the
formulation of strategies to gather these proposals, and 5) the detailing and costing of
action programs. Within each of the first three stages was a further subdivision of
task comprising three steps: brainstorming, evaluation of ideas and synthesis or
grouping of all the evaluated ideas. Of these three recurring steps, synthesis was the
most difficult yet most rewarding. It enabled detail to be seen within a unifying and

manageable order.

These methods helped the Cree to implement the James Bay Agreement because it
first helped individuals to understand their situation, to identify the needed changes
and to commit to them. The methods provided a framework for relevant
conversations while imposing a discipline on thinking and relating. One of the 100
participants in one particular exercise we conducted, a five-day collaborative
planning conference to plan for a new community, demonstrated for me the personal
value of such a method. On the first day, this person appeared lost and dejected. As

the conference unfolded, he began to see wider connections between what he felt

* After a lengthy negotiation process, the James Bay Agreement was signed in 1975
by the governments of Canada and Quebec with the Inuit of Northern Quebec and
the Cree Indians. The agreement included clear designation of rights to land, to self-
determination and governance of their local communities, economic development,
education and health.
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initially to be a ‘hopeless case” and the feasible solutions that they had then found
and which he could help implement. On the last day, he was confident, engaged and

hopeful. He subsequently took a major role in implementing the change program.

Although these methods worked, I still did not fully understand why they were so
effective. What was their theoretical base, and how robust was that base? How rigid
was the process meant to be or how loosely could it be applied? What were the
underlying principles of the method? Why was one person so clearly affected by

them, and others not?

An opportunity to apply this method in a different setting was offered to me at the
Queen Victoria Hospital in Montreal, within the Palliative Care Unit. I was asked by
the Director of this unit, the first of its kind in Canada, to help him in a crisis. The
Unit’s nursing staff were threatening to resign en masse over unresolved issues of role
and structure. We conducted a day’s collaborative planning involving about 80
people, using the first three of the five stages above—Vision, Barriers, Proposals—
and averted the crisis. The key to the conference’s success was the ability of delegates
to express their hopes for, and their dissatisfaction with, the Unit. In particular, they
were able to discuss openly and frankly the dysfunctional style of the Director and to
devise solutions and agree on new ways to proceed.” Subsequent meetings were
successful in resolving other issues that emerged in implementation. But questions

arose for me: Was it the process that produced the solution? Was it the identification

““John Little, "In Search of Collaboration," The Practising Manager 2, no. 2 (1982): 10-
14. A fuller account of the methods is found in: John Little, "Large Group Processes
for Organizational Diagnosis and Planning," in Australian Organizational Behaviour:
Readings, ed. W. M. Ainsworth and Q. F. Willis (South Melbourne: Macmillan, 1981).
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of the problem itself? Was it the fact that people could meet and talk—and, in doing
so, generate trust, in spite of clear differences between them? What, then, was really

going on?

In helping organizations plan, I used many different methods. One, for example, that
I used on many occasions in strategic planning was the matrix structure of Igor
Ansoff. I discuss this in more detail in Chapter 7. The matrix is expressed in terms of
Environment, Strategy and Capability (E, S, C) against five rates of change that
measure the turbulence and unpredictability of events in the environment. Using this
structure, executives can quickly grasp the interaction between the three factors and
their own roles in developing strategy, building organizational capability and
influencing the environment. But Ansoff’s model begs questions of direction and
value. Its prime focus is to assess the level of environmental turbulence—an
impersonal, determining force to which one responded or against which one was
pitted, at best, to influence in some way—and align the organization to it. One had to
look elsewhere for a starting position, including a direction and an overall and

comprehensive orientation of values.

Each of these experiences, associated with the context and management of change,
provoked my reflections on the topic for my thesis. I shall call on a number of other
such learning-experiences in the course of its unfolding. For the moment, suffice it to
say that in each case, we are dealing with the dynamics of communication and
control in the organization. Each suggests some aspect of the basic question: What is
the solid foundation from which organizations and their leadership can address the
flux, uncertainties and creative possibilities of change, and make decisions to act

realistically and responsibly?
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An Australian Example

A Royal Commission of Inquiry, set up by the Victorian Government to investigate
the collapse of the merchant bank, Tricontinental, in 1989, came to conclusions,
which, though differing from Ghoshal’s, are no less relevant to this thesis.* These
conclusions are closer to those of two of Ghoshal’s commentators, Mintzberg and

Kanter, and deal with personal and social factors that contributed.*

The Commission did not attempt to determine the adequacy or otherwise of
organizational or economic theory, as Ghoshal had done, but more in terms of the
personal responsibility or character of the bank’s directors and senior executives and
of the adequacy of its organizational arrangements. The Commission’s enquiries
went, however, beyond the organization itself to include its parent, the State Bank of
Victoria, the State Treasurer, federal regulatory bodies, such as the Reserve Bank,
banking legislation, and even the nature of the economy itself. It stopped short of

inquiring into the roles of the Victorian State Premier, his Cabinet and government.

Amongst its conclusions, the Commission assessed the significant contribution of
people to the collapse: firstly, there was the general inadequacy of the Chief

Executive Officer, revealed on many occasions to be a person of intemperate

! Royal Commission Victoria, "First Report of the Royal Commission into the
Tricontinental Group of Companies,” (Melbourne: Victorian Government, 1992).

1 discuss these in the next chapter.
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character and one with lack of experience.* Secondly, it noted the failure of the board

members to ask questions of the right kind at the right time.

In relation to the CEO’s culpability, it was ironic that he had earlier been awarded
the ‘Business Man of the Year’ citation by a prestigious Australian business journal.
What the Commission regarded as a cause of breakdown, the journal had mistaken
for strength. In relation to the second point concerning questions, there were many
complexities, mostly of a personal kind, behind Tricontinental’s failure. The Chair
had a narrow view of his role. Some directors delayed asking questions when doubts
arose in their minds. The Board’s authority was compromised by the ignorance of
some directors of this new environment, and the intimidation of others by those who
claimed to understand it. The social and interpersonal dynamics of the Board were
cited by the Inquiry as a major issue, whereas the competence or good character of its

members was noted.

From this and the earlier examples above, it was clear to me that inquiry and
questions played a significant role in management and governance, but I could not
see why. Management literature pays scant attention to the role of questioning, or
inquiry, as practical skills of managing and governing. Notable exceptions, that we

later discuss, include Argyris” double-loop learning, Senge’s learning organization

* As the Commission concluded: “All those decisions of Mr. Johns which directly
brought about the huge losses suffered by Tricon were made by Mr. Johns in the
belief that they were in the best interests of the group. He backed his judgment
without consulting others; he made reckless decisions on inadequate information; he
put his faith in many apparently successful businessmen who proved unworthy of
his confidence; and, when they seemed to be failing him, he was unwilling to admit
the possibility of losses. These were the faults of an over-confident gambler, not a
criminal.”
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and Revans’ action-learning. Each has identified the value of inquiry, and the
potential of focusing on ‘the question’. But there is no systematic or comprehensive
method within management theory that addresses the central role of questions and
inquiry and their linkage to intentionality—and their role in management and
governance. Lonergan, as I will show, has much to offer in this regard, since inquiry,
the activity of asking questions, and its relationship to personal integrity—both
issues relevant to the Commission’s conclusions—Ilie at the heart of his method in his

treatment of intentionality.

Management Literature

Although as a consultant and practitioner, I struggled with the link between theory
and practice, their integral relationship is evident in the history of what has been

written about management and organization, particularly over the last 100 years.

Over this time, different themes for consideration have come forward, remained
dominant for a time and then receded, to produce a wide collection of management
texts for education and training. Though there is evidence of an increasingly critical
exploration of this area, there is, as yet, no general consensus, agreed ‘text’, glossary
or definition of terms, or a firmly established set of norms and principles. To that
degree, and because of its history, and perhaps because of its nature, management is
unlikely to be termed a “science’. Its status as a “social science’ has been challenged by

Ghoshal.

Nonetheless, a vast management literature exists, from which can be discerned five
thematic developments that suggest an emergent focus towards “intentionality’. I

discuss these themes below, under the following headings: 1) Scientific Management,
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2) The Human Relations Movement, 3) Planning, Strategy and Systems Theory, 4)

Organizational Learning and Knowledge Management, 5) Ethics, Values and Virtue.

1. Scientific Management

As industrial processes and mass production took hold in the western world, the
achievements in scientific method began to influence management thinking.
Frederick Winslow Taylor’s, The Principles of Scientific Management, published in 1911,
shaped the analysis of methods and procedures for many years.* Taylor anticipated
a revolution in management. He sought to optimise labour performance by a careful
matching of the task, whether physical or mental, to the capability of both workers
and the tools at their disposal. This was accompanied by a precise appraisal of
incentive. For example, in shovelling coal, the physique of the person and the shape
of the shovel were specifically analysed to optimise design, while wages and rewards
were then matched to performance. Thus, statistical analysis, tabular records of
performance, job design and motivation were explicitly considered, singly and

together, within the purview of organization and work.

Under this “scientific management”, Taylor wrote in 1911, the involvement of the
work force was much greater than in the old system. But managers had to assume
new responsibilities compared to the past, such as gathering information, keeping
records and formulating norms for the best practice in a quasi-scientific manner. A
practical, workable approach was to be replaced by an explicit description of the task

required; the worker was no longer self-selecting and self-trained, but scientifically

* Frederick Winslow Taylor, Scientific Management (New York: Harper and Brothers,
1947).
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chosen and trained for the job. Co-operation along scientific lines between workers
and managers was a further requirement, with management shouldering its own

particular responsibility .

Fifty years later there appeared another seminal text, written by the later Nobel Prize
winning author, Herbert Simon.* This text explores the implications of
computational and problem-solving powers unleashed by computer technology and
mathematical techniques. He anticipates the computer taking over or duplicating

human cognitional processes and, thus, changing the world.

In addition to his helpful comments about bounded rationality and satisficing* in
decision making and problem solving, Simon holds out great promise for research
into computer simulation of human thinking and sees that this will radically
transform the organization and what people do. His confidence in computerised
calculation is accompanied by an ideological reduction of the importance of the
specifically human contribution, as when he wrote:
The definition of man’s uniqueness has always formed the kernel of his
cosmological and ethical systems. With Copernicus and Galileo, he ceased
to be the species located at the centre or the universe, attended by sun and
stars. With Darwin, he ceased to be the species created and specially
endowed by God with soul and reason. With Freud, he ceased to be the

species whose behaviour was—potentially—governable by rational mind.
As we begin to produce mechanisms which think and learn, he has ceased

* Herbert A. Simon, The New Science of Management Decision (New Jersey: Prentice-
Hall, 1977).

“® Satisficing was Simon’s term to indicate a superficial solution to a problem—which
had short term benefit, but which did not address the underlying cause.
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to be the species uniquely capable of complex, intelligent manipulation of
his environment.

From this reductive perspective, Simon cannot define the specificity of the human,
nor give any account of human consciousness and the conscious activities of thinking
and coming to a decision. For him, the workings of a computer seem more disclosive
of human conscious activities than the experience of consciousness itself: “We now
know a great deal about what goes on in the human head when a person is
exercising judgment or having an intuition, to the point where many of these

processes can be simulated on a computer”.*

Fifteen years later, in the third edition of his book, Simon states that most of what he
had assumed had proved correct, now that we have moved from the dawn of the
computer era to its morning. His apparent dismissal of the human and the role of
human intentionality in the meaning of governance and management is itself in flat
contradiction to the main emphasis of this thesis, even if I have no intention of
minimising the great benefits to be derived from computers, not as substitutes for
human intentionality, but as tools in the performance of the task. It is ironic that
Ghoshal cites Simon for the opposite point of view: “As Herbert Simon observed:
“Nothing is more fundamental in setting out our research agenda and informing our

research methods than our view of the nature of human beings whose behaviour we

* Simon, The New Science of Management Decision, 37.

“ Ibid., 81.
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are studying.... It makes a difference to research, but it also makes a difference for

the proper design of.... institutions.””*

2. The Human Relations Movement

Scientific management tended to regard workers as a productive work-force
equipped with the physical attributes necessary for the assigned task. It included the
notion of incentive which, in turn, opened up the study of motivation and other
human factors in work. The Hawthorne studies, which mark a stage in this
movement, were brought into prominence by Elton Mayo in the 1930s. In a
celebrated study of motivation, he demonstrated that improvements in group
performance were due to the group being observed by those conducting the
experiment, and not due to other factors being examined in the study, such as the
effect of ambient lighting or the length of time between breaks. The Hawthorne effect
has since been used to indicate an unintended contamination of an experiment
brought about by the presence of the experimenter. Nevertheless, the study has
engendered a more sensitive approach to the way in which groups worked and the
importance of group process and solidarity in organizational performance. The
human relations movement grew out of these studies and included many different
strands. From these different strands, numerous theories and models of
management, such as in motivation, team roles and leadership, developed, and

influenced the executive curriculum, including that at Mt Eliza during my time there.

* Ghoshal, "Bad Management Theories Are Destroying Good Management
Practices," 82. citing Simon, The New Science of Management Decision, 293.
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Motivation theories, such as those of Maslow, McGregor and Hertzberg, were
prominent in management texts in the 1960s and 1970s. Each had their own influence
on the overall understanding of organizations at the time, such as in the design of
work, roles, career paths and incentive payments.” Also prominent, was Belbin’s
theory of team roles, developed in the 1970s. He identified eight complementary
behavioural, problem-solving and decision-making roles that people adopted in their
jobs by disposition, habit and preference. Belbin’s typology helps individuals
recognise their own preferred styles and what they might do to adapt to or redress
unbalanced teams where the styles are of one or two dominant kinds. We discuss this
model in some detail in Chapter 5. Leadership models also emerged in this period,
such as Hersey and Blanchard’s Situational Leadership, combining concern for task
with concern for people; and Kotter’s distinctions between leadership and
management on the basis of their distinct responses to change; and Mintzberg's
Managerial Roles, which described management work by examining what managers

actually did “on the job’.

Such theoretical and practical models increasingly influenced not only the practice of
management, but have become something of the heritage of unchallenged
management dogma which influences reflection, self-development, staff selection
and job design. In the later part of the human relations movement, more
sophisticated tools appeared—based on psychological types, emotional attributes

and character traits.

** Maslow developed a hierarchy of needs. McGregor discussed power relations and
Hertzberg identified the motivational aspects of job design.
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Yet, there is something ironic in these developments of theory and their use in
practice. Mintzberg’s nine role descriptors of leadership, for example, which he
formulated by following a number of Chief Executives around and observing what
they did, influenced the design of an ongoing successful leadership development
program conducted by the Centre of Creative Leadership—the Looking Glass
Simulation Program.”* However, within the program, the model itself is not ‘taught’,
nor used as a device for self-reflection. It has become “lost’ as other activities
assumed prominence, particularly the reflective debrief and feedback from trainers
and the participants themselves, concerning the behaviour they each had observed in

the simulation.

3. Planning, Strategy and Systems Theory

Another strand of thinking about organization and management, which
subsequently emerged, has placed emphasis on the activities, scope and role of
planning. This further differentiated into long-term and then, strategic planning
which, in turn, led to other emphases, such as strategic management, systems-

thinking and futures-thinking.

Theory and practice became highly intertwined as organizations sought to move
forward in increasingly challenging and changing environments. Planning, in earlier
times, reflected a yearly budget cycle and regarded the organization’s environment

as if it were fixed. Increasing lead-times for new technologies stretched budget and

* The US Navy commissioned the Centre for Creative Leadership (CCL) to test
Mintzberg’s theory about leadership behaviour. As a result, CCL designed and
conducted the Looking Glass Simulation, and later discovered, unexpectedly, its
commercial value as a training program. For the history of this program, see
http:/ /www.ccl.org/leadership/pdf/research /UnconventionalWisdom.pdf
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planning time-frames beyond a year. This, in turn, brought attention to the roles of
forecasting and prediction. Environments were recognised as more unpredictable,
especially as understanding grew of the impacts on them of such factors as
competitive forces, government policies and international events. Risk management

became a significant topic, of its own, in the later part of the 20" century.

Although in Australia, Government bodies and ministerial departments lagged
behind the business sector in their planning methods, a shift occurred in the 1970s as
they also began to adopt their methods of corporate and long-range planning. This
cross-sectoral influence continued through the 90s as the Australian public sector
‘environment’ became increasingly viewed as a ‘market’, and citizens became
consumers and customers, even in the Victorian Prison system.52 The market,
increasingly a driver of change, has, in turn, given way to ‘economic rationalism’ in
which contestability of government services opens the way for services of public
good to be transferred to private enterprise and, there, subjected to competitive

forces as a means to improve performance.

Competition theory has also influenced both government and private sector strategy
and policy frameworks. Porter’s analysis of the five factors governing competitive
advantage, as Ghoshal pointed out, proved compelling. An organization becomes a
player in a larger system, in which complex interactions occur. Porter’s model looks

beyond the bounds of any one organization to see it as one player within an industry.

*? A good discussion of public sector reform in Australia is found in Colin Clark and
David Corbett, eds., Reforming the Public Sector —Problems and Solutions (St. Leonards
NSW: Allen & Unwin, 1999). Earlier, Corbett provided an overview of the
management of the public sector in David Corbett, Australian Public Sector
Management (St. Leonards, NSW: Allen & Unwin, 1996).
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Within an industrial field, competitive forces are in play, and these must enter into
any exercise of strategic planning. After some years promoting his industry model,
Porter extended his insight further ‘outward’, into the analysis of nation states and
the forces of competition that must be acknowledged by those shaping national

agendas and industrial policy.”

Scenario planning and futures-thinking have also figured in activities related to
management. These are not regarded as predictive techniques, but as methods for
extending the minds of those responsible for leading and shaping organizational
directions.” In this sense, they are powerful tools for building leadership capability,
stretching minds and deepening the capacity for judgment. To construct a scenario
requires that one immerse oneself in a complex data-gathering exercise. It aims to
bring all relevant issues, trends, forces, impacts, policies, environments to the
foreground. Then follows the need of searching for and formulating a coherent view
by which an understanding of the system one is studying emerges. Ideally, a deeper
insight into different worlds of possibility occurs. With such awareness, management
can determine probabilities, risks and appropriate strategies that the organization

could adopt if evidence emerges that an imagined scenario is becoming a reality.

* Michael Porter, The Competitive Advantage of Nations (London: MacMillan, 1990).

** A particular method used extensively in Australia was the Search Conference,
developed by Australian Fred Emery, where participants invent and explore
multiple futures, configured around particular values or selected environmental
trends. At Mt. Eliza, we introduced our executive programs using the Search
Conference to deepen participants” awareness of the many systemic interactions
which are shaping the future. Emery influenced Ackoff who developed idealised
planning methods. Ackoff was also influenced by Churchman in a common search
for the pragmatic application of philosophy. See

:mailto:http:/ / projects.isss.org/C West Churchman
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4. Organizational Learning and Knowledge Management

Complementary to developments in strategic thinking during the 70s were those
related to learning. These have highlighted the dynamic nature of organization itself,
and of the processes it needs if it is to adapt creatively and sustainably to its
increasingly complex environment. Argyris, Schon and Senge have contributed
much valuable insight in this area and inevitably open the close link between
individual cognitional and organizational processes. Theory is moving both ‘inward’
and ‘outward’. It is not organizations that learn, but people who make them up, be it
on the small scale of a business or on the largest scale of the nation state.
Nonetheless, the organization, through its culture and policy framework, must
support and encourage individual learning. So, questions arise: What is it to learn?
What are the conditions for learning? How does one create and nurture those

conditions—within oneself, within one’s organization?

Equally, the creation, storage and communication of knowledge has become a vital
issue as organizations straddle nations in their global reach. We discuss Nonaka and
Takeuchi’s contribution to this area in Chapter 4. There will be a growing
dependence on information technology if rapid and responsive decision-making is to
be possible. From any perspective, knowledge, not competition, is seen as the key to
organizational success. Again, the question arises: What is knowledge? What is it “to
know’? If knowledge is ‘power’, how is it to be shared and what is the link between it

and cooperation?” How do we best store and communicate knowledge?

* For an exploration of this question see Janine Nahapiet, Lynda Gratton, and Hector
O. Rocha, "Knowledge and Relationships: When Cooperation Is the Norm," European
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Those who govern are most in need of “knowing’” and judging correctly, since they
are responsible for directing an organization. One result of this is that the focus is
shifting to the social dynamics of boards, their composition and to some extent, the
independence of directors. Again, questions arise, such as: What is independence?
What are the attributes required of an effective director? How does one establish
criteria for good judgment? How do directors access knowledge within the

organization that will assist their decision-making?

5. Ethics, Values and Virtue

Recent trends in management writing have shifted to questions of purpose and
meaning, such as: What is the role of stakeholders? What is the common good, and
what relevance does it have for business? What are the ‘right’ values that underpin
mission and vision? What is virtue and what virtues should one cultivate for

business?

Organizational culture and behaviour are defined by value sets. Organizational
change strategies seek to invest in value identification and value modification, prior
to behavioural change. Again, movement ‘inwards’ to the person is evident. Ahner,
for example, sees virtue and values within an emerging, and more holistic, paradigm
of interconnectedness, typified by new understandings of business as a deeply
human activity—groups sharing common values, individuals acting with virtue (or

value or excellence embodied in action), and free enterprise being committed to the

Management Review, no. 2 (2005). The authors acknowledge “Ghoshal for his
inspiration, insights and encouragement to research cooperation.”
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goal of general human prosperity.” Solomon, in his exploration of virtues relevant to
management and business, reaches back beyond the practical injunctions of
Machiavelli, the speculations of medieval theologians and the disciplines of the
Stoics, to situate his reasoning within the tradition of Aristotle.” Virtue has been

around for a long time, but is given lip service in management studies.

Again, questions arise about whose value is implicated in an organization’s value set,
and how to determine it and its relationship to organizational purpose and
governance. As we will discuss later, an holistic, systems view of organization, such
as that developed in the cybernetic literature, needs to incorporate answers to such
questions for it to be truly a new and effective paradigm. In this sense, we are
proposing that our approach to intentionality analysis offers a new paradigm that
takes ‘value’ as its prime key. From this, several considerations derive: of virtue—
and of vice; of group commitment and cooperative endeavour; and of organizational

mission crafted around agreed notions of value and of value-adding.

4. GENERAL THEORETICAL FRAMEWORKS

Such questions about knowing, about purpose, about right and wrong, and about
value, are not new, nor have answers to them been lacking. The point I am making is

that their saliency in contemporary management discourse requires some

*® Gene Ahner, Business Ethics: Making a Life, Not Just a Living (Maryknoll: Orbis
Books, 2007), 30-33.

*” Robert Solomon, A Better Way to Think About Business—How Personal Integrity Leads
to Corporate Success (New York: Oxford University Press, 1999).
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foundational view upon which good answers can be given. Furthermore, there is
increasingly an awareness of a connection between one and all: what applies to one
person applies to the organization, what is critical for an organization also applies in
a social, national and global context. There is need for a robust, scientific view that
integrates these perspectives. Yet the prevailing scientific view separates subject and
object: this is evident in the ways in which some theorists on creativity and systems

behaviour look to factors outside of human consciousness for their seminal insights.

Each strand of management thinking, such as those identified above, and every
practical model, system or paradigm can exert its own form of tyranny, as one must
‘enter’ it fully to use and appraise it. It can become a way of ‘seeing the world’. In
moving beyond it, when one discovers another, there is a danger of losing the best of
what the first model has to offer. Forgotten, put aside, superseded, it then becomes a
topic of mere curiosity. Together in the library, however, a collection of such texts
reflects rich and productive thinking about organization and management. But what
value are they in terms of a ‘curriculum’? How might one extract the essence of each
or determine relative merits? If one alternatively ‘leap-frogged” into some
contemporary view, what might that view be and how might one shape it? Is there
an appropriate meta-view or foundation from which one might take up the study of

management?

Within all these theories lies some implicit notion of value being sought through
processes of efficient value-adding within a world of change. Productivity, outcome,
survival and sustainability, engagement, focus, direction, effectiveness: such terms
indicate what is implicitly at stake in thinking about organization. Human work is
the final source of value-adding, however powerful the tools used to amplify natural
human powers, whether physical or mental. Although “work’ may evoke images of

muscular labour, it is clear that its foundation lies within human consciousness, and
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is shaped by personal, conscious intentionality. A worker asleep does not add value.
A worker awake may not add value. A worker intending to add value may add
value, depending on the quality of the intention and of the skills deployed. All work
originates within persons and ultimately within their consciously directed activities.”
Innovation and machinery together can amplify, to unprecedented degrees, any base
contribution. Thus a computer programmer who designs a word processing
application contributes to the value-adding of a vast population of typists who use
the program. New generations draw on the value-adding contributions of those who

preceded them in vast, linked, heuristic and emergent chains.

“Work” is a term which covers all that a person contributes to an organization—in
fact, the organization is based on that very contribution. Furthermore, an
organization functions to the extent that people cooperate in their consciously
directed activities. It follows that a look at consciousness with its intentional
correlates and products may provide an integrating perspective on work, value-
adding and organization itself, including the place and role of the individual within
it. It may also extend our notion of work beyond what is measurable and definable

and highlight some unique value-adding properties.

All professional literature, however, has a history and is set in a context,
philosophical and otherwise, that is not always evident, but which deeply affects the
kind of theory in question. For example, theories can be foundational, general or

special. Burrell and Morgan’s organising template, which I discuss in the next

*® The author has explored this connection between work and thinking in John Little,
"Mindfulness at Work: A Five Rooms Model for Thinking About Thinking,” Mt Eliza
Business Review Winter / Spring, no. Winter / Spring (2000).
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chapter, could be viewed as foundational. On the other hand, a general systems
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theory, such as cybernetics, was envisaged to provide a general frame for all systems

and to be interdisciplinary:

The cybernetician has a well-specified, though gigantic, field of interest.
His object of study is a system, either constructed, or so abstracted from a
physical assembly, that it exhibits interaction between the parts, whereby
one controls the other, unclouded by the physical character of the parts
themselves. He manipulates and modifies his systems often using
mathematical techniques, but, because in practical affairs, cybernetics is
most usefully applied to a very large system, he may also build
mechanical artefacts to model them. Simply because the particulars are

irrelevant, he can legitimately examine such diverse assemblies as genes in

a chromosome, the contents of books in a library (with respect to
information storage), ideas in brains, government and computing
machines (with respect to learning processes).”

Cybernetics as a discipline emerged in the late 1940s as an interdisciplinary study of

control and communications, which Pask reduced to the way things organise

themselves.” Self-organization within any system, whether it be of a plant, a brain,
an economy, a body, the level of chemicals in the blood, a population of bees or of

people, the voltage and frequency of electric power mains, implies some notion of

end-state, ideal state, or stable state to which the system aimed to function and which

was integral to it. Pask does not include “person” within his schema.

It is one thing to understand things from a cybernetic and empirical viewpoint, such

as how a bird manages to coordinate its wings and body to sweep so gracefully on its

prey, or a factory its flow of product, or a neuronal circuit its place in the regulation

* Gordon Pask, An Approach to Cybernetics (London: Hutchinson and Co. Ltd, 1961),

15-16.
“Tbid., 11.
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of body temperature. It is another to understand one’s self and one’s own thinking
and interaction with others in an organization or a community. For the bird, the
factory or the neuronal circuit, there are many models and much empirical data. But,
the exploration of one’s self, the phenomenon of human consciousness, its activity
and creativity requires another kind of method. This will involve at least the study of
one’s own agency in its own conscious activity. It will demand something radically
different from other methods, such as those taken by De Bono in his explanations of
creativity, which appealed only to physiological models of brain function. There he
assigned no agency to ‘mind’, but claimed rather that “the mind does not organize
information but provides an environment for incoming information to organize itself

into patterns”.”

The strangely dehumanising consequences of such a position as de Bono’s on those
involved in the governance of organizations have not been noticed, even when
highly technical models have been developed. Stafford Beer applied cybernetic
thinking to management and organization issues in the 1960s. Drawing inspiration
from biological models, he proposed radically new, but somewhat complex,
solutions to issues of organizational design and information flows within them. In
the Brain of the Firm, avoiding the mathematical language of cybernetic modelling, he
uses analogies from the human nervous system—the autonomic control systems in
particular—to advance a new way of thinking about organizations.”” Remarkably,

despite the technical achievement of the book, the index in the Brain of the Firm

°' Bono, Lateral Thinking for Management, 15.

°2 Stafford Beer, Brain of the Firm —the Managerial Cybernetics of Organisation (London:
Allen Lane Penguin Press, 1972).
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contains no reference to consciousness, creativity, innovation, person, mind or
thinking. It is as though all these attributes are assumed or, at best, reduced in some
way to physiological processes. The presumption seems to be that on that level alone

the governing principles of an organization are to be found.”

Consciousness Provides the Gateway to Integration

In this thesis, without diminishing the value and work of Beer and others, I propose a
higher level of organization and integration. It is based in human consciousness
itself. I note, first of all, the central role of questioning in change and development.
The notion of questioning, as used here, includes the kinds of questions which can be
asked, the types of answers they may lead to, the dynamic involved in questioning
and in being questioned, the effects of the neglected question, the power of the
critical question, the unasked and the unanswered question, and so on. Here I argue
that questions are not only the drivers of organizational change, but also the
instigators of personal development in any sphere of life and action. They are the

base and origin of intentional consciousness.

* Beer, however, plays on the edge of these matters by not entering into a full
examination of intentionality. Although he discusses intentionality in the citation
below, he does not regard it as a structure in the way Lonergan did. Yet there are
many parallels to his cybernetic formulations. He has a holistic, fractal notion that we
also have identified in the structure of organization as replicating the structure of the
human mind. Regarding change as emergent and probabilistic, he nevertheless holds
that there are underlying principles at work that can be modelled. He laments the
culpable ignorance in the community of systems thinking (particularly of self-
organizing systems) and calls for, within the academic scene, a “cybernetic insight
into epistemology, with its emphasis on the role of models, and a mastery of
cybernetic technique in respect of systemic consequence”. In this reference, Beer
seems to regard epistemology as a concept that can be formulated as a cybernetic
model. Our model of intentionality, IAM, is cybernetic (self regulatory) as well as
delineating an epistemology, as we shall develop in our subsequent chapters. See —
, "The Culpabliss Error," Systems Practice 10, no. 4 (1996).
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Secondly, a consciousness-based approach recognises the integral relationship
between power and trust in any collaborative effort. Cooperation between human
agents provides the source of organizational power and amplifies the competence of
the individual. Our method examines what is happening in conscious activity in the

relationship between cooperation and trust.

A third aspect of recognising the fundamental and foundational importance of
human consciousness is its capacity to accommodate multiple viewpoints. These may
be secular, religious, professional or lay, all potentially included in a model

applicable to any organization and at any time or place.

The elaboration of such a model in which the operations of human consciousness are
primary will tend to have radical and positive consequences. For example, the role of
intelligence, exploration and planning will be recognised for the organization’s
development over time, as it adapts to changing conditions with refined awareness
and responsibility. Moreover, the honest and ethical responsibility of the person is
not something that is lost in the corporation, but rather the very model of the
organization at every level. When human consciousness is the key, the formation of
teams and the maintenance of their optimal performance is more easily secured and
reviewed. Likewise, in communicating with stakeholders, the leadership of the
organization need not speak in an esoteric code, but communicate in terms accessible
to all concerned—namely the data of the situation, the questions that arise, the
probabilities of judgments, the discernment of value and the underpinning
commitment to the good of all. All participants in the organization thus share the
same learning base, with enhanced possibilities of communicating across the whole
spectrum of corporate responsibilities. Consequently, the exercise of leadership is
more clearly understood, for it works by inviting the organization to attend to the

data (especially what is being overlooked), to allow for the full range of questions
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and interpretations (even the most uncomfortable), to seek shared understanding
amongst those concerned, to weigh the evidence available (even if it goes against

expectations), to evaluate the options and then commit to responsible decision.

Here, we are simply foreshadowing the advantages flowing from having a model of
governance based, not on physical forces, chemical reactions or electronic circuitry,

but on the experience and activity of the conscious human being that each of us is.

5. ORGANIZATION OF THE THESIS

In this introductory chapter, I have raised issues concerning theory and practice in
management and organization. Ghoshal has drawn attention to the neglect of a full
account of the human person in management theory and the need to include
intentionality to restore balance and synthesis. I have taken this notion forward and
propose that intentionality offers fresh perspectives in management and organization
theory. I have reflected upon my own experience in management consulting and
education and how my practice has been strengthened by my discovery of
intentionality analysis presented in this thesis. I have indicated how developments
within management literature are moving towards intentionality as a dominant
theme. I concluded with a consideration of general frameworks for management
theory, including that of cybernetics, from which to approach our foundational

account of intentionality.

In Chapter 2, I examine two approaches within social science theory to illustrate its
pluralist tendencies and how intentionality analysis offers a way to retrieve this
situation. I locate the broad direction of my thesis within the context of human living,

in its knowing and doing, and then turn to Lonergan’s exploration of knowing in
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Insight and doing in Method in Theology. In his study of “knowing”, Lonergan brings
the human knower, as subject knowing an object, to the fore. This raises the issue of
studying oneself, as subject and object, and by implication, one’s own consciousness
and the methods one deploys within it for adding value. In his study of “doing”,
Lonergan developed a schema of value-adding, which I apply to organization theory.
In working with executive groups, I have developed methods to facilitate their
understanding of this material. I discuss the place of such methods as an

accompaniment to the elaboration of the structure taken up in the next four chapters.

In Chapter 3, I explore four levels of conscious intentionality drawing on experiential
exercises on the nature of insight in understanding, judging and deciding as the basis

of value-adding within consciousness.

In Chapter 4, I examine the structure of intentionality as a set of skills and the
distinction, in practice, of core and minder skills. Other notions follow: the human
good and the authentic subject; conversion, enlargement of horizon, self-
appropriation; and their obverse—inattention, oversight, premature judgment,

rationalisation, and the subject as neglected or truncated.

In Chapter 5, I examine the nature of communication and cooperation. Trust and the
corresponding “minding” of group and team performance are identified as value-
adding, integral outcomes of our structure, acting in collaborative operation. I
examine some tools used in management practice, such as those of Belbin, Janis and
Kegan, and some consequences of these notions in relation to conflict resolution and

dialectic method within organizations.

In Chapter 6, I assemble the various components, developed so far and, with
particular attention given to decision-making, I discuss the nature of organization as

an operational, dynamic system of eight value-adding stages in the delivery of
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valued goods and services. The central role of inquiry, the nature of stakeholder
good and the role of trust are drawn together to present an integral structure of

intentionality. Delegation and accountability follow.

Thus, over four chapters, I develop the ground upon which I build the structure of
organization and governance, illustrating points along the way from selected

management writers and my own experience.

I then turn, in Chapter 7, to discuss how this structure addresses the challenges,
which Ghoshal identified: in intentionality, epistemology and method. I also
conclude with a further discussion of selected management topics on learning and
strategy, arguing that the structure serves a foundational role in management theory.
I discuss the learning theories of Revans, Argyris, Kolb and Senge and the ideas of

strategy of Ansoff, Mintzberg, Lewis and Jaques.

In Chapter 8, I review some implications of the structure for executive education,
with emphasis on personal development appropriate for leadership and governance.
I examine some current pedagogical ideas in this area, including those of
Moldoveanu and Martin, of Scharmer and of Roca, each of whom also has responded
to issues that Ghoshal raised in his paper, and I conclude with a summary of my

argument, a general reflection and an outlook for the future.
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CHAPTER 2: LONERGAN’S INTENTIONALITY ANALYSIS

IN CONTEXT

In the first chapter, I laid out the context within which intentionality might be
explored. Firstly, we discussed Ghoshal’s concern about its neglect in the teaching
and practice of business. Secondly, in support of Ghoshal, I reflected on my own
work as a practising consultant, but also presented examples where intentionality
suggested an integration. Thirdly, we overviewed the management literature
noticing thematic developments amidst multiple paradigms and the tensions these
create. In this chapter, I take this context further to introduce Lonergan’s
intentionality analysis and its application to the theory and practice of organization

and its governance.

Ghoshal had both theory and practice in mind when he maintained that bad theories
being taught in business schools infected minds and attitudes there and in the world
of business. His critique led him to question the methods of social science, in
particular, their exclusion of intentionality. Several replied to his paper in a later
edition of the Academy’s journal: ' Mintzberg, while agreeing with Ghoshal’s main

points of argument, contended that Enron and other corporate collapses could be

" Henry Mintzberg, "How Inspiring. How Sad. Comment on Sumantra Ghoshal's
Paper," Academy of Management Learning and Education 4, no. 1 (2005), Rosbeth Moss
Kanter, "What Theories Do Audiences Want? Exploring the Demand Side," Academy
of Management Learning and Education 4, no. 1 (2005), Lex Donaldson, "For Positive
Management Theories While Retaining Science: Reply to Ghoshal," Academy of
Management Learning and Education 4, no. 1 (2005), Reginald Shareef, "Want Better
Business Theories? Maybe Karl Popper Has the Answer.," Academy of Management
Learning and Education 6, no. 2 (2007).
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explained more simply, by greed; Kanter offered a larger viewpoint, suggesting that
Ghoshal’s focus had been too restrictive—society itself contributed to corporate
behaviour with its mores, culture and ways; Donaldson supported Ghoshal’s view of
Positive Management Theories but argued against moving away from a scientific
approach; and Shareef, in a later edition of the journal, argued for a science-based
approach that adopts, in particular, Popper’s more “revolutionary method of

falsification”.

No commentator, then or subsequently, has picked up on Ghoshal’s point about
intentionality—either its role in ethics or in its potential to integrate. Yet, each
response had its particular merit. Ghoshal and his respondents exemplify the
pluralist views and dialectic tensions that characterise the field. There is no explicit
method for dealing with these conflictual assessments, nor arriving at what might be

termed an holistic point of view.

The deeper epistemological structures informing the respective views of the
protagonists remain “out of sight” and unexamined. Yet, this is precisely the import
of Ghoshal’s contention about wrong management theory, namely, that beneath
one’s theorising lies an unstated, epistemological assumption. He himself did not
offer any specific remedy, nor did he think it could be found through an analysis of
intentionality. Though he referred back to a notion of “imaginative common sense”,
it is unclear how he would assess the epistemologies that inform the views of Kanter,

Mintzberg and others who responded to his paper.

The matters he raised, however, concerning the inclusion of intentionality and an
adequate treatment of the human person within management theory, remain open.
Before I address the question of intentionality and its place in this thesis, it is

appropriate, first, to investigate further the connection between theory and practice,
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which Ghoshal implicitly raised and which his respondents overlooked, discounted
or challenged in part. Accordingly, I will present the material of this chapter under

the following main headings:
1. A Social Science Perspective
2. Lonergan’s Approach to Intentionality

3. Generalized Empirical Method: a Way Forward

1. A SOCIAL SCIENCE PERSPECTIVE

In general, social sciences treat of methods, categories and explanatory viewpoints
that support Ghoshal’s inclusion of epistemological issues in his concern about
management theory. Bateson, for example, identified the role of epistemological
underpinnings of theory. For him, the researcher is “bound within a net of
epistemological and ontological premises that—regardless of ultimate truth or
talsity—becomes partially self—validatilrlg”.2 This “net” works as a paradigm, that is,
as an interpretive framework, a “basic set of beliefs that guides action”. The notion
of “partially self-validating” raises a concern similar to that of Ghoshal, who also
acknowledged the self-fulfilling nature of some management theories. The question,
therefore, arises: Does self-fulfilment justify a belief or a theory? If so, how does one

validate the theory?

> Norman K. Denzin and Yvonna S. Lincoln, eds., Handbook of Qualitative Research,
Second ed. (Thousand Oaks: Sage, 2000).
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The relationship between epistemologies, philosophies and theories has been

extensively developed by Burrell and Morgan in their discussion of social science

research.’ They identified four dominant paradigms operating within social science,

with slight variations within each dominant group. The four paradigms are

represented in Figure 2.1 below. This, an avowedly pluralist view, contains a

framework that suggests an overall synthesis. These researchers appear to equate a

paradigm with an implicit epistemology.

The sociology of radical change

Radical humanism

A

Radical structuralism

Subjective 4

Interpretive sociology

\ 4

Functionalist sociology

>

Figure 2.1:

The sociology of regulation

Objective

Burrell and Morgan’s Paradigms of Social Science

*Burrell and Morgan, Sociological Paradigms and Organisational Analysis.
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Each dominant paradigm is defined by its position between two orthogonal axes
representing the main orientations or focus of social science. The vertical axis
represents a range of notions about social reality. At one end, there is sociology of
regulation; at the other, there is social understanding of radical change and chaos.
The horizontal axis distinguishes between the polar opposites of the subjective and
the objective. In this interpretative grid, four quadrants emerge defining the four
dominant paradigms, specified as radical humanism, interpretive sociology, radical

structuralism and functionalist sociology.

Within this frame, Burrell and Morgan, having noted the influences of different
philosophies and epistemologies, proceed to plot management theories. In
developing this framework, however, Burrell and Morgan do not, in fact, reveal the
basis of their own interpretative framework and its underlying epistemology or
philosophical influence. Consequently, they do not avert to the fact that their way of
framing the situation is actually a theory designed to offer an explanatory account of
the inter-relationship of differing sociological theories and constructs. Moreover, if,
for example, they propose that their frame ‘fits” into the Functionalist box, how do
they address the claim that the paradigm located in this quadrant is more
“foundational”, or more comprehensively explanatory, than the paradigmatic

approaches located in the other quadrants of their frame?

Nonetheless, what these authors do attempt is to explore the value of each paradigm
on its own terms. What they propose is that all research will operate out of one of the
paradigms and, on the basis of its own assumptions, will inevitably suffer the

restrictions inherent in its particular parameters. They avoid offering a critique of
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any of the paradigms they have specified, for they have no expressed ‘position’ from
which to adjudicate on the respective value of such differing approaches.* The
situation is further complicated in that, within each of the four dominant paradigms,
sub-groupings emerge. For example, they point out that the earlier theories of
Silverman fell predominantly into the Action Frame® (that lies within the
functionalist, close to the boundary with the interpretive paradigm). However, in the
course of his development, he moved more to a phenomenological base within the
interpretive paradigm. But, later again, he found himself more closely linked to “the

hermeneutic approach to critical theory within the radical humanist paradigm”.°

Burrell and Morgan refer to earlier attempts at theoretical synthesis.” For example,
they refer to Angyal’s definition of system, in 1941, as “a logical genus suitable to the
treatment of wholes”; and also to von Bertalanffy’s subsequent notion of open
systems. These authors attempt to cross disciplines by examining interactions and
discovering principles of organization that underlie all such systems. Angyl’s ideal

was a “unity of science, based upon isomorphy (sic) of laws in different fields”. Von

* Albert Mills discussed these matters with Morgan in an interview published online
in 2001. Morgan indicates his personal preference for the radical humanist approach
and Burrell’s for the radical functionalist. Morgan admits that the paradigm is a way
of organising sets of unstated and unexamined assumptions. “We tried to explore
and expose assumptions on the premise that good social scientists must come to
grips with the fact that they do make these assumptions. ...... So the idea was that if
we could make an epistemological critique of organization theory, we might widen
the epistemological basis of organization theory to open up the different paradigms
we were identifying”. Albert Mills, "Gareth Morgan: Sociological Paradigms and
Organizational Analysis," http:/ /aurora.icaap.org/archive/morgan/html.

® Burrell and Morgan, Sociological Paradigms and Organisational Analysis, 195-201.
® Ibid., 270.
7 Tbid., 58.
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Bertalanffy added a further refinement by introducing the notion of environment
into his open system: change was effected in the system through a process of
interaction with its particular environment. Although steady states may be realised,
equilibrium is not a necessary condition. Open systems are open, that is,
unpredictable developments can occur. Burrell and Morgan go on to refer to
developments in open systems theory. They mention, for instance, the Tavistock
Institute’s work on socio-technical systems theory, and, in particular, the work of

Rice, and the later contributions of Emery and Trist.”

As we will explain below, human intentionality can be basically understood as an
open system in its relationship with its environment. Though Burrell and Morgan

acknowledged as much, they did not develop it.

Donaldson, one of the authors cited by Ghoshal, endorses a development of open
systems theory, namely structural contingency theory, yet he laments the
proliferation of new paradigms.” He draws attention, in particular, to the
proliferation around the notion of power and power elites, from which “three new
paradigms arose in the United States in the seventies which all shared elements of
the political view—resource dependency theory, institutional theory and population-

ecology theory”. His concern for this proliferation lay in the fact that their

® In the later part of his interview with Mills, Morgan states where this synthesis
might lie: “I think that everyone is always looking for some sort of synthesis, and I
guess that the paradigms will be negated by future theories that may actually
transcend that subject-object relationship. It was our judgment that no one has ever
done that.” Mills, "Gareth Morgan: Sociological Paradigms and Organizational
Analysis." It appears that Morgan has not read Lonergan.

? Donaldson, American Anti-Management Theories of Organisation: A Critique of
Paradigm Proliferation.
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proponents had distanced themselves from earlier theories, especially that of

structural contingency theory. He writes:

The approach is not the eclectic or synthesizing or integrative one of
building upon an earlier model and showing how the new model explains
more variance in organizational structure or in other dependent variables.
The underlying process is not integrative rather it is dialectical, being the
postulation of opposites. Hence each of the three newer organizational
theories potentially constitutes a paradigm revolution. The old structural
contingency theory with its supposedly erroneous adaptive functionalist
base-assumption is to be swept away and replaced by a more adequate
political model of the organization struggling to wrest resources from its
environment. "

Continuing his critique of what appeared to him as ill-considered rupture in the

organic development of a useful paradigm, he goes on to say,

Paradigm revolution becomes a major impediment to serious integration
of thought—unless one paradigm completely triumphs over the other,
that is, the paradigm revolution is successful.

Consequently, he argues for a recovery and further development of structural

contingency theory, as against the power-based types of paradigm.

Since the paradigms contain dramatically opposed theoretical statements,
there can be no integration of the diverse theories as they stand. The
foregoing critical review has indicated certain strengths and weaknesses
of each. It would hardly be desirable to retain all of the weaker elements of
each theory; it would be desirable to draw selectively on each theory to
build the synthesis. Moreover, because of the empirical validity of
structural contingency theory, such a synthesis would draw heavily on
that theory. Structural contingency theory would be the base onto which
elements of the other theories would be added."

" 1bid., 17-18.
" 1bid., 202.
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Donaldson returns, ten years later, to this notion in his response to Ghoshal’s paper.'
He again laments the poor “take-up” of his integrative approach through systems
theory. Though largely supportive of Ghoshal, he does not comment on the

foundational importance of intentionality, as Ghoshal had proposed.

Ghoshal had alluded to the relevance of the epistemological base within
management theory and practice, through his questions related to human knowing.
A similar issue arose out of my own work as a facilitator, consultant and educator in
the area of change management. I too often found myself wondering about the
rigour and fundamental validity and foundational base of the theories, models and
constructs that I was employing. The management literature, on the other hand, has
tended to expand and proliferate with new theories, but without any sense of
integration or coherence. Though discussion of knowledge and cognition emerged as
a consideration, nevertheless it continues to beg the question of knowledge per se. I
could find no satisfactory resolution of these matters in Burrell and Morgan' nor in
subsequent developments, such as those outlined by Donaldson. Burrell and Morgan
point out the significant influence, on their paradigms, of German philosophers, such
as Kant and Hegel, and later, of Weber and Husserl. Such philosophical currents of

thought are pervasively at work in the substratum of management theory. Each of

12

, "For Positive Management Theories While Retaining Science: Reply to
Ghoshal," 109-113.

" Morgan comments later on the issue of paradigms: “The really important
distinctions between the paradigms are the ontological ones in terms of whether
reality is subjectively constructed or whether it is more objective, real, and
independent of the observer or the actor in social life.” Mills, "Gareth Morgan:
Sociological Paradigms and Organizational Analysis." Lonergan’s analysis does not
force one into this “either.., or” position.
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these notable thinkers was attempting, in the best tradition of philosophy from

Aristotle on, to come to a correct understanding of the realities concerned.

Post-modern approaches, with the resultant fragmentation of philosophical
discourse, fail to offer any resolution, theoretically or practically, of the questions that
need to be faced. Morgan, in his later writings where he explored the role of
metaphor and imagery for organizational constructs, had moved to a post-modern
critique of the objectivity of knowledge in favour of a more subjective,
conversational, dialogical and interactive mediation of meaning;:

We need more dynamic modes of understanding that show how
knowledge results from some kind of implicit or explicit “conversation”,

AT

“dialogue”, “engagement,” or interaction between the interests of people
and the world in which they live. Instead of seeing knowledge as an

objective, known “thing”, we need to see it as a capacity and potential that

can be developed in the “knower”."

Morgan clearly senses that knowledge is a more participative and engaged process,
compared to the detached inspection of data and the making of objective judgments
without taking into account any activity of the knower. But this raises a further
question, beyond the possibility and validity of knowledge as such. How are
knowing, deciding and acting linked? Because management is primarily focused on
“action that adds value”, the connection between knowing and doing emerges as a

vital consideration for the understanding and application of management theory.

'* Gareth Morgan, Imaginization (Thousand Oaks: Sage, 1993), 279.
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2. LONERGAN’S APPROACH TO INTENTIONALITY

The questions that arise from this context lead into a consideration of intentionality
as Lonergan has analysed it. I begin by referring to Miller’s response to one of

Lonergan’s major works, Insight. In the words of this philosopher,

One could argue, in fact, that Insight is the great, culminating text of
modernity, in so far as it addresses the same fundamental issues that
exercised Descartes, Hume, Kant, and Hegel, and attempts to resolve
dilemmas generated by their inadequate responses to them."

Suffice it to say, at this point, that Lonergan’s work is monumental as “a study of
human understanding”, to cite its subtitle. Through his prolonged effort to articulate
the process of coming to know and the meaning of understanding itself, this
Canadian Jesuit contributed a compelling analysis of intentionality, thereby making a
major contribution to epistemology. In my own field of cybernetics and management,
Lonergan’s treatment of intentionality casts fresh light on practical management
issues. His work became an essential point of reference in matters related to problem
solving, creative thinking, strategy formulation, facilitation, leadership, judgment
and decision-making. His intentionality analysis proved its integrative power, and so
suggested a way to recover what Ghoshal lamented had been dropped from

management research and theory.

From his intentionality analysis, Lonergan develops comprehensive theories of the
roots of social progress and decline. Granted this vast scope, it will be best to

introduce his thought by treating what is most fundamental of all, namely, human

' Jerome Miller, "A Reply to Michael Maxwell," Method 12, no. 1 (1994): 110.
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living, and then proceed to tease out its relevance to the topics of organization and
governance. Lonergan’s writings are based in conscious experience. Indeed, they are
an invitation to his readers to verify for themselves, and in themselves, the terms and
activities he discusses in relation to how we know and how we act. The verification
of his analysis can occur only by attending to one’s own activities related to
experiencing, questioning, reflecting and deciding. The data are found in one’s own
conscious experience. This is not, as Burrell and Morgan might suspect, a shift to
subjectivistic solipsism,'® but is a method of relating objectivity to subjectivity in a
more thoroughgoing fashion: genuine objectivity can result only from deploying the
full resources of subjectivity, while subjectivity is always self-transcending in regard
to the data, its meaning, truth, and the responsibility demanded by the situation. A
refined correlation of subject and object has been neglected in the literature we have

referred to.

Lonergan’s approach raises fundamental questions for the ways in which executive
managers think, act and conduct the business of governance. Although raising
questions on this philosophical level must, at first glance, appear irrelevant to the
daily concerns of management, I hope to show in the course of this thesis that there is
a significant and central place for Lonergan’s approach. We will argue that it arises at
the core of one’s intentional engagement with the realities of organization and its
governance, and that it is verifiable in the conduct of the practising manager and in

the government of the organization in question. The more we are critically aware of

' Burrell and Morgan, Sociological Paradigms and Organisational Analysis. “on the
extreme pole of the subject”.
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coming to know, of what we know and how we arrive at valid knowing, the more

our “doing” has a secure base.

We turn, therefore, to a more specific presentation of what can be learned from
Lonergan’s approach. This is covered in four sections: A) Human Living, B)
Connections between Knowing and Doing, C) The Power of Wonder and Inquiry,

and D) Questions as the Starting Point.

A. Human Living

Our first remark is the most general. It concerns human living itself. The way we live
is characterised by knowing and doing. In the writing of this thesis, for example, I am
‘doing’ something; but that can proceed only from the effort to know what I am
writing about and to commend it as worthwhile knowledge for those who are in

charge of organizations and bear the responsibility for their governance.

Typical questions arise. When we claim to know something, are we talking merely
about an idea or a hypothesis to be considered? In other words, how do I know it is
true, and truly indicative of the reality with which I am concerned? Those involved
in practical management are often tempted to think that ‘common sense” is enough,
or that these matters are so obvious or so elusive that any further investigation is

pointless.

Admittedly, the formal consideration of these and related questions has traditionally
occupied the philosopher rather than the busy manager. Nonetheless, the small

philosophical detour I am about to make is justifiable in that it has immense,



LONERGAN’'S INTENTIONALITY ANALYSIS IN CONTEXT 73

practical importance that, I trust, will become more evident at this presentation
unfolds.” And so, with professional and practical concerns in mind, let us examine
more in depth the relationship between knowing and doing and the process that

links them.

First of all, knowing and doing are basically personal activities, common to all.
Knowing and doing are linked in such a way that each kind of activity influences the
other, and both change over time. Notably, each depends on the social context as, for
example, one person may depend on another and also call on the experience of a
larger community of expertise in the realm of theory or practice. Both knowing and
doing seek and produce outcomes. What is known and what is done influence what
we might describe, in the broadest terms, as progress, or conversely, as decline,
either of society and culture as a whole, or of any organization, in particular. If the
control of an organization is to be effective, any basic model of learning and practice
must show some critical awareness of what is involved in coming to know, in
deciding to act on such knowledge, and in the implementation of the decision that

has been made.

Figure 2.2, below, represents the two terms of knowing and doing,. They are linked in
a circular motion that can extend visually outwards in a spiral to represent growth

and progressive achievement; or inwards, as overall performance contracts and

' Philosophy and management have recently come together in a newly established
journal, Philosophy of Management, which “offers an independent, refereed forum
for philosophers, theorists and management practitioners to apply philosophical
scrutiny to management theory and practice.” See

http:/ /www.managementphilosophers.com/ About Reason in Practice.htm
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“falters”. Both are expressions of consciousness, of thinking, or, more precisely, of

intentional consciousness. They also reflect a process unfolding in time.

Knowing Doing

Figure 2.2: Knowing and Doing

Both these terms, knowing and doing, have broad and generic connotations that
have the effect of blurring their reciprocal relationship. While distinguishing these
activities is necessary, separating them in practice is inevitably harmful. A manager,
for instance, is unwise to turn the office into a study when there is practical work to
be done. On the other hand, even the most energetic commitment to the work in
hand, if divorced from any consideration of new data and the questions they prompt,
would be acting irresponsibly—and with disastrous results. In ordinary
conversation, ‘knowing’, for example, is commonly associated with thinking,
learning, conducting research, developing hypotheses, predicting, calculating and
modelling. All this suggests mental work and the intense study that may be required.
‘Doing’, on the other hand, has connotations of action—organising, moving about,
delegating, addressing the tasks in hand, and processing materials. It is a matter of
performing, making, doing well or badly, and changing things for better or worse.
Knowing is largely intent on interpreting the world, while doing is intent on

changing it, and moving it forward to some goal.
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To take an illustration from science, physics may be more concerned with ‘knowing/,
but it requires sophisticated ‘doing’ in the making of its instruments and conducting
experiments. Academics are engaged in “knowing’, but professional engineers are
concerned with ‘doing’, using the scientific knowledge of their academic colleagues
for the sake of making things for future use. Organizations and governments are not
universities, but engaged in the business of getting things done. If the management
concerned is committed to ‘doing’, it will draw on various theories and models—on
occasions, as Ghoshal points out, even those of doubtful validity offered by
‘experts’—to guide or justify the imperative of “doing’. With this problem in mind,
recent theories, such as Senge’s Learning Organization, attempt to recover a more

integrated notion of ‘knowing’, or learning, within an organization’s ‘doing’."®

The “‘common sense’ that Ghoshal referred to, has a primary connotation of
knowledge for practical action in a particular circumstance. For him, it is an
experiential form of knowing, distinct from scientific theory, such as that of physics.
As in physics, likewise in common sense, there is no ‘doing” without some kind of
‘knowing’, and no ‘knowing’ without some kind of ‘doing’. It remains to unpack
what each term signifies, the relationship between the two, and the ways in which
common sense differs from theory. Here, we will indicate how these questions occur

within human experience, and in the context of collaboration with others.

' Peter Senge, The Fifth Discipline: The Art & Practice of the Learning Organization
(Sydney: Random House Australia, 1992).
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B. Connections between Knowing and Doing

Knowing and doing, as illustrated in figure 2.2, have a relationship with each other. I

will now add three more terms.

First, at the completion of ‘knowing’, and prior to the “doing’, there is a principle of
personal freedom, that we call ‘deciding’. Deciding marks the point in time when
deliberation ceases and action, upheld by personal commitment and responsibility,

commences.

Secondly, deciding intends an outcome from the doing, which we designate at the
end of the arrow in Figure 2.3, below, and call ‘the good’. Aristotle recognises ‘the
good’ in the first two sentences of his Nicomachean Ethics:

It is thought that every activity, artistic or scientific, in fact every

deliberate action or pursuit, has for its object the attainment of some good.

We may therefore assent to the view which has been expressed that ‘the
7 19

good’ is ‘that at which all things aim’.

Thirdly, prior to the ‘knowing’, we insert the word ‘ground’ (or ‘world’), as that
which gives rise to our knowing and upon which the ‘doing’ intends to deliver its
concrete objective, namely, ‘the good to be achieved’. This is represented in figure 2.3
where the ‘good to be achieved’ and the ‘ground’ merge. Adding ‘good’ to the world
makes things ‘better’. In this respect, deciding is about creating a ‘better world’ in the

future: it inserts some aspect of the ‘good” into the “‘ground’.

¥ Aristotle, The Nichomachean Ethics, trans. J. A. K. Thomson (Harmondsworth:
Penguin, 1958; reprint, 1958), 25.
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Deciding

Knowing Doing

Good
Ground

Figure 2.3: Knowing, Deciding and Doing

Again, these terms require further unpacking. The “world’ or ‘ground’, from the view
of science, is the universe of matter and life in which human agents participate. It is
the whole of the “given’ in our experience, the field in which we move and act, as on
a stage. Scientific method is a theoretic exploration of the given world. Yet it assumes
the critical importance of empirical data, that is, all that is received by our sensory
organs directly or through instruments that extend their powers. An example of the
latter would be the use of equipment to detect ultrasound and electromagnetic
frequencies outside the visual spectrum, or of robots to gather materials on distant
planets, to analyse their chemical composition and to transmit this information back

to Earth. Scientific method is ‘grounded’ by empirical data, however it is collected.

C. The Power of Wonder and Inquiry

Thirdly, our general structure has a place for a sixth basic term, ‘inquiry’, a factor
that provides its dynamic character. We will show later how inquiry is the base and

origin of intentionality and, as such, orients and drives our knowing and doing.
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Figure 2.4, below, represents ‘inquiry’ at the centre of the model. It can be likened to

a hub or axis upon which the wheel of knowing and deciding turns.

Deciding

Knowing

Ground

Good

Doing

Figure 2.4: Inquiry as Driver in Knowing and Doing

At the root of inquiry is the wonder that arises in consciousness in response to what

is given. It provides our primary orientation to the world and, through the questions

it inspires, opens a way to exploring what is as yet unknown and undetermined. In

this regard, wonder invites the mind to move into the limitless totality of all that is,

namely, what we usually designate as the universe.

There is nothing that can lie beyond the range of wonder, either the sheer fact of

being or the threat of nothingness. Wonder is essentially open. It engaged the Greeks,

Hebrews and Romans in their different interests as they made their respective

contributions to western culture through classic texts of mathematical, philosophical,

scientific, spiritual, legal and practical significance. Aristotle began his Metaphysics by
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writing, “All men by their very nature feel the urge to know”.*” He went on to

observe, “Philosophy arose then (in its earlier days), as it arises still, from wonder”.”!

As a subjective state in relation to something that presents itself in experience,
wonder will normally give rise to questions. “I wonder what this is”, may lead to the

question “Why is this?”, or “How can I find out more about this?”

Questions, because they seek answers, are, by nature, intentional. Answers, in their
turn, lead to more questions, and then to more answers. All this constitutes the basis
of our knowing and doing. Answers may become more accurate with the passage of
time and experiment, as methods develop and are perfected. Science, in particular,
presents evidence of development, refinement and specialisation in answering
questions over the past four hundred years. The practical results of scientific
discoveries have also developed to such an extent that earlier boundaries for human
living are being extended, and new challenges for ethics and policy are emerging at

the highest levels of government and organization.

D. Questions as the Starting Point

From an organizational point of view, certain questions are essential and powerful,
such as: What are we doing? Why are we doing it? How are we doing it? Can we do
it better? Questions, such as these, can release fresh energy, direct new thinking,

generate ideas, stimulate discussion, mobilise resources and engender collaboration.

20

, Metaphysics, ed. Loeb Classical Library, trans. U. Tredinnick, vol. 17
(Cambridge Ma: Harvard University Press, 1933). Book 1, Chapter 1, (Bekker 980
a22).

*! ibid 982 b12 -13.
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Questions underpin an organization’s ability to deliver high quality goods and
services and to stay in business. From this perspective, inquiry—the innate human
capacity for asking questions—is the key to vital, successful and well-functioning
organizations. Not only is inquiry the most important resource for organizational
health and sustainability, it is also the most freely available, being distributed across
the entire organization, at every level and function, in the persons who occupy its
roles and perform its tasks. It is also the primary resource of all stakeholders. This,
strangely, is a matter largely overlooked within management literature. Still, it is an

essential resource, however neglected or even misused.

Inquiry, as we have said, gives shape to intentionality. We will present this as a set of
highly coordinated mental powers pertaining to the structure of knowing, doing,
communication and control. This structure, a renewed concept of organization itself,
serves as a template for all management theories. In the light of Ghoshal’s lament
over the neglect of intentionality, I hope to show how, with inquiry at its core, the
intentionality of organization and governance can be recovered, with significant

consequences for business schools and teachers of management.

As organizations are concerned primarily about achieving practical results, it is of the
utmost relevance to examine more closely what an organization might do to activate
and nurture this “inner spring” of wonder and the questioning power to which it
gives rise, as well as to the knowing and doing that result. The more we can grasp
what is involved in the experience of wonder, the more we will discover some

insight into how fresh ways of managing our knowing and doing can be devised.

In figure 2.5, representing inquiry as the hub of a wheel, we add eight “spokes”

connecting it to its rim. These signify different kinds of questions we can ask and
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represent eight stages of value-adding that inquiry opens up in all our knowing and

doing.
Deciding
Knowing <®> Doing
Ground Good

Figure 2.5: Value-adding Stages in Knowing and Doing

The diagram now represents, in broad schematic form, the structure of intentionality
and control proposed in this thesis. It depicts a basic distinction that is important for
subsequent discussion, between the empirical realm of experience, as represented by
‘ground’, and all that lies beyond it in the structure and dynamics of human

consciousness, namely, in inquiry, knowing, deciding, doing and the good.

In the chapters to come, we will develop several features of this structure. We will
show, firstly, that it is of foundational significance, in that it can be personally
verified and, to that degree, has the capacity to be appreciated as ‘self-evident’.
Secondly, it operates by way of integrating knowing and doing at differing scales: of
the micro, in relation to the individual human being; of the medium, with respect to

organizational process; and of the macro, in relation to human history. Thirdly, it
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suggests a set of skills that are normative for thinking, doing and value-adding.
Fourthly, it represents a structure of communication that will ensure trust and
collaboration. Fifthly, it offers new perspectives for the treatment of such topics as
leadership, decision-making, strategy, delegation, change-management and for the

resolution of conflict.

If it can be successfully argued that the structure represented in Figure 2.5 is of basic
importance, then, by using it to direct and check the knowing, deciding and doing
involved in any project, it is clear that we possess within ourselves and our

collaboration with others, what we might term, a cybernetic foundation.

This brings me now to introduce and then discuss in some detail Lonergan’s account

of generalized empirical method. I will be focusing on the key role of inquiry.

3. GENERALIZED EMPIRICAL METHOD—A WAY FORWARD

In our investigation of the structure of intentionality, the turn to human
consciousness for relevant data may appear to go beyond the boundaries of
conventional methods used within social science and applied to the field of
management. This perception is valid—it is the cause of Ghoshal’s lament—for I
approach my topic, not with a scientific method as is commonly understood, but
with, what Lonergan called in Insight, a “generalized empirical method”, as

mentioned previously.

Insight was primarily a methodical exercise of self-analysis, even while supported by
his investigation of what scientists, mathematicians and practical people were doing
in their respective kinds of knowing. In this regard, Insight was also a challenge for

its readers to examine themselves in their own acts of knowing as they were reading
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his text, and, by doing so, to validate his claims in their own experience. In this, they
would not be accepting the authoritative answers of others, but would be occupying
the place where they were each the authority, namely in the working of their own
intentional consciousness in its honesty and responsibility. But the project of going
‘inwards’ to discover the foundations of self was not to be an end in itself, but as the
basis for turning outwards again, into one’s human activities. The act of
understanding is common to all knowing and provides a key to its synthesis. Here
Lonergan outlines the grounds for a correct epistemology:

The beginning, then, not only is self-knowledge and self-appropriation but

also a criterion of the real. If to convince oneself that knowing is

understanding, one ascertains that knowing mathematics is

understanding and knowing science is understanding and the knowledge

of common sense is understanding, one ends up not only with a detailed

account of understanding but also with a plan of what there is to be

known. The many sciences lose their isolation from one another; the

chasm between science and common sense is bridged; the structure of the
universe proportionate to man's intellect is revealed;...”

In the last sentence above, Lonergan indicates a universe that is unlimited, for it
includes answers to the unlimited number of questions we might ask. It takes him,
therefore, from the epistemological foundation in self-knowing, to knowing physics,
mathematics and common sense, and then metaphysics.

.... and as that revealed structure provides an object for a metaphysics, so

the initial self-criticism provides a method for explaining how

metaphysical and antimetaphysical affirmations arise, for selecting those

that are correct, and for eliminating those that patently spring from a lack
of accurate self-knowledge. ...”

* Lonergan, Insight, 23.
Z Tbid.
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Lonergan postulates the possibility of “correct” metaphysical affirmations, and that
those that are not, derive from a lack of correct self-knowledge. He goes further than
metaphysics, into practical living. He raises the possibility of ethics, based on the

same critical self-realism.

... Further, as a metaphysics is derived from the known structure of one's
knowing, so an ethics results from knowledge of the compound structure
of one's knowing and doing; and as the metaphysics, so too the ethics
prolongs the initial self-criticism into an explanation of the origin of all
ethical p(gfitions and into a criterion for passing judgment on each of
them. ....

We will take up this notion briefly in later chapters in our discussion of ‘the good” as
it relates to decision-making. But as questions are the key to his structure, he takes up
the demands of being open. This takes him to the question of the possibility of
transcendent knowledge, and against that possibility, how we are to give an account

of our experience of evil.

.... Nor is this all. Still further questions press upon one. They might be
ignored if knowing were not understanding or if understanding were
compatible with the obscurantism that arbitrarily brushes questions aside.
But knowing is understanding and understanding is incompatible with
the obscurantism that arbitrarily brushes questions aside. The issue of
transcendent knowledge has to be faced. Can man know more than the
intelligibility immanent in the world of possible experience? If he can,
how can he conceive it? If he can conceive it, how can he affirm it? If he
can affirm it, how can he reconcile that affirmation with the evil that
tortures too many human bodies, darkens too many human minds,
hardens too many human hearts?*

The grand scope of Insight, indicated by the last quote above from the Introduction,

goes well beyond the boundaries of this thesis. Nevertheless, it contains a relevant

* Ibid.
> Ibid.
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question about good and evil. As we started with Ghoshal’s considerations in the
light of corporate collapse—an evil of some proportion—it is sufficient here to
indicate that, in our discussion in later chapters of Insight concerning ‘the good’,
there is always the possibility of oversight and the absence of ‘the good’ in decision-
making. If ‘the good’ is intended in decision, would it not follow that ‘a good’
suppressed or overlooked in a decision would result in some form of evil or
diminishment? Lonergan’s affirmation of self-knowledge becomes the key to good
decision-making and to achieving good results. For an organization, this applies at
every level and position, but has particular importance for its overall direction and

governance.

Insight is an invitation to its readers to understand understanding. It stopped short of
examining this as a collaborative enterprise, such as in theology. Lonergan addressed
this later, in Method in Theology, where he distinguished eight functional specialities.
These were based on the distinctions made in regard to the components of human
knowing and responsibility (or ‘doing’). This differentiated “framework for

7726

collaborative creativity”* provides a general template to develop my account of

organization as a conscious and cooperative enterprise of ‘knowing and doing’.

4. A TURN TO THE SUBJECT

Despite the conceptual and schematic clarity of Lonergan’s model of knowing, doing

and collaboration, there is an initial strangeness in the claim that what he proposes is

26

, Method in Theology, xi.
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verifiable. It must be admitted that his claim, in this respect, can be appreciated only
by each one of us undertaking a careful, personal scrutiny of our own conscious acts
of ‘knowing and doing’. Such a “turn to the subject’, such an introspection of one’s
own consciousness, may well seem bewildering, difficult, and even unscientific (even
though scientists themselves would not readily admit that they had never attended
to data, or asked questions, or pondered the evidence, or made responsible
decisions!). Such a procedure appears to belong to a mysterious other realm,

divorced from the tasks in hand.

Still, a few comments are in order. This study of consciousness may appear to be
problematic for several reasons. Firstly, as consciousness is exclusive to a person, it
can only be examined immediately, or at first hand, so to speak, by that person. All
other examinations are necessarily mediated by others—educators, instructors,
consultants and the like. Secondly, the words or images used to draw attention to
consciousness, its different levels and activities, can never be separated from the
phenomenon of consciousness itself. The language and metaphors employed derive
largely from others, and are already loaded with all kinds of historical and cultural

connotations.” Further, consciousness involves ‘subject’ and “objects’ in continual

flux.?®

o Images, words, consciousness, culture and transcendence are discussed at length in
relation to postmodern notions of the other and of the subject in Fred Lawrence,
"Fragility of Consciousness: Lonergan and the Postmodern Concern for the Others,"
Theological Studies 54 (1993).

*® Objects and objectivity are often portrayed, erroneously as we will contend, as “out
there”, subject and subjectivity, as “in here”.
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The difficulties, then, are apparent, for consciousness lies outside the domain open to
study by our normal use of scientific method or empirical investigation. If, however,
the data of consciousness are to be registered and explored through intentionality
analysis, this depends exclusively on each one’s direct experience and ability to name
the phenomena involved, using an adequate vocabulary. Therein lies danger of
subjective distortion, bias, ambiguity and imprecision. And worse, from the
customary scientific point of view, it would imply some kind of detachment from the
so-called ‘objective and real world out there’. Yet scientists who study consciousness
can do no more than locate and examine its neurological or molecular correlates.
They can do this, however, only with the cooperation of a person, as conscious
subject, prepared to give an account of his or her conscious awareness. In this sense,
the scientist depends on an accurate and honest report of conscious subjects,

accurately naming and interpreting their immediate experience.

Many of the social sciences, used in management theory and observing the canons of
scientific method, avoid a consideration of the phenomenon of consciousness. On the
other hand, researchers may rely on individual accounts of behaviour, attitudes and
opinions, such as may be provided by the techniques of questionnaire, interview or
observation. Moreover, the investigators concerned also take for granted the good
functioning of their own conscious operations, upon which they depend, but rarely
examine. To the degree scientific method rules out any direct investigation of
conscious phenomena, it excludes any satisfactory account of the conscious
intentionality of personal agents. As we noted earlier, Ghoshal, drawing on analysis
of empirical methods within the physical and human sciences, postulated that the
neglect of methods for exploring human intentionality has had disastrous
consequences for contemporary management theory. In our accustomed use of

empirical methods, we tend to discount the allegedly “subjective’ world of conscious
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data. We are trained, scientifically, to look ‘out there’, but not “in here’ to the world of
intentionality. Ghoshal sums up the situation,
Management theories at present are overwhelmingly causal or functional
in their modes of explanation. Ethics, or morality, however, are mental
phenomena. As a result, they have had to be excluded from our theory,
and from the practices that such theories have shaped. In other words, a
precondition for making business studies a science as well as a
consequence of the resulting belief in determinism has been the explicit

denial of any role of moral or ethical considerations in the practice of
management.”

Lonergan, in taking up the study of intentionality, gently reverses this selective focus
on scientific method, by seeing it as part of a more general method. In outlining ‘the
canons of empirical method’, he explains:

We have followed the common view that empirical science is concerned

with sensibly verifiable laws and expectations. If it is true that the same

method could be applied to the data of consciousness, then respect for

ordinary usage would require that a method, which only in its essentials is
the same, be named a generalized empirical method.”

If we follow Lonergan’s cue and adopt the essential pattern of empirical science, or
generalized empirical method, as he suggests it be named, we are in a position to
undertake our own thought-experiment in regard to the data of consciousness. It
would demand the following moves: Firstly, one must identify the relevant data and
seek patterns or categories with which to organise it. Secondly, we must seek insight
into this data and its patterns in order to develop a coherent explanatory account of

it, namely an hypothesis. Thirdly, we must test whether this account or hypothesis

* Ghoshal, "Bad Management Theories Are Destroying Good Management
Practices," 79.

* Lonergan, Insight, 96.
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can fully explain the data. Fourthly, we must revise our account if it is not fully
explanatory, but accept it if it is, by assenting to it as the way to genuine knowledge.
Fifthly, we must use the knowledge to advance other dimensions of knowledge,

scientific or scholarly, to face up to any problems that arise in a given discipline.

Nevertheless, in the conduct of such a thought-experiment, we may nevertheless be
puzzled by what the term ‘data’ means in this context. A preliminary attempt to
catalogue the data of consciousness may well produce a list of ‘experiences’. These
we might distinguish and name as memories, dreams, images, feelings, sensations,
questions, and so forth. In each of these items of experience, an added component is
introduced by the very fact of naming it. Thus, our consciousness of a memory, in its
raw form, is modified when we isolate and name it as ‘a memory’. But there are other
data present, along with the content of a particular ‘memory’. There is a self-
consciousness or awareness, that is, the presence of ‘T’ who is remembering and
reacting to it. Such aspects of data are not immediately accessible to another person,
but remain exclusively one’s own experience. Furthermore, a single memory may
expand as we ponder over its place in our lives. It may provoke a host of feelings,
thoughts and associations of satisfaction or regret, and so influence any subsequent

course of action.

This open-ended expansion of the original ‘data’ may complicate any attempt to
control and analyse it. But here, we experience ourselves at another level again, as
one seeking control—perhaps, even questioning whether or not to abandon the

task—as would be the case in therapeutic counselling, journal-keeping and the like.

An examination of consciousness is inherently elusive. But the elusive dynamics of
consciousness do not rule out any controlled investigation of the phenomenon. After

all, we cannot pull a motor apart when it is running nor examine our own eye when
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it is looking. The more we try to nail consciousness down by looking at it directly,
the less it allows examination. As Lonergan observed, this paradox can be resolved
quite simply, for our consciousness as an activity of mind is heightened when we
attend, not to self, but to objects. It is a matter of catching ourselves in action: “The
data of consciousness consist of acts of seeing, hearing, tasting, smelling, touching,
perceiving, imagining, inquiring, understanding, formulating, reflecting, judging and

so forth”.*!

In view of this difficulty and to help managers acquire personal familiarity with
generalized empirical method, a colleague, Dr T. Daly, and I designed and ran a
series of two-day executive workshops. Through a number of experiential exercises,
group discussions and reflections on managerial work, participants could discover
the structure of consciousness operating within themselves. In this sense, we were
introducing the participants, not to Lonergan’s writings, but to themselves as the
primary reference point. In fact, we listed their names at the beginning of our
workbook as the “textbooks’, as it were, for the workshop in which they were
involved.” These exercises were aimed at demonstrating the intrinsic value of the

structure of consciousness and intentionality for leadership and management.

In our treatment of the four levels of conscious intentionality in Chapter 3, we will

refer to these experiential exercises, to illustrate the immediacy and practicality by

' Tbid., 299.

%2 The workbook sets out the timetable, the exercises used, together with appropriate
readings. The original workshops were for one day, but subsequently lengthened to
two days, with a follow-up meeting two months later to review what had been
learned and applied. The number of participants was limited to 12.
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which the range of cognitional operations that occur across these four levels can be
identified, and related to each other, within the one consciousness. The key to our
understanding Lonergan’s analysis lies in our ability to experience each cognitional
operation he identifies and to relate it to the other operations. In his terms,
‘experience’ is an activity, or cognitional operation, corresponding to the operation of

‘being attentive’.

The experience of the activity introduces what we call the “double-take” in the
exercises. On the one hand, there is the activity itself; and, on the other hand, there is
the requirement to attend to one’s activity. In this way, in addition to having its own
object, a cognitional activity becomes, itself, an object, when the subject attends to it.
As the pattern of cognitional operations becomes objectified, it can be appropriated,
and assimilated into the conduct of one’s life and work. Thus, we become more self-

aware—and self-critical performers of the task in hand.

I will be drawing on the material of these workshops and the experience that came
out of them. We will examine, in Chapter 3, what is implied in the activities of
‘knowing’ and ‘deciding’, so as to clearly establish the basic terms. I will then move
on, in Chapter 4, to discuss the coordinated skills to be deployed within the structure
of intentionality. Then, in Chapter 5, with a focus on human relationships, questions
of trust, communication and cooperation in governance are considered. After this,
we will be in a position to offer, in Chapter 6, a more general account of the structure
of organization and governance from the perspective of the method of intentionality

analysis, or JAM.

Having articulated the intentional structure of organization and governance (that we
call JAMO), we will be in a position, in Chapter 7, to show its relevance to the issues

Ghoshal identified and to a selected range of topics, within the management
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literature, on learning and strategy. Finally, in Chapter 8, I present some conclusions
and implications for management education. In short, I will be presenting a practical

application of intentionality analysis to the specific area of management.
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CHAPTER 3: THE DYNAMICS OF HUMAN

CONSCIOUSNESS

In the previous chapter, we began an analysis of human intentionality in relation to
the perspectives of the social sciences and their bearing on the issues of management.
This present chapter examines more closely the structure and dynamics of
consciousness, for such a consideration necessarily underpins all activities related to

management and governance generally.

The point of this inevitably philosophical and introspective presentation is to
highlight the essential humanity of those in charge of organizations, a humanity
which they share with all those they deal with, whether these people work within the
organization, provide resources or services to it, or receive what it has to offer. As
Ghoshal had raised intentionality in the context of individual and corporate ethics,
our treatment of intentionality inevitably heads in the same direction, as we lay out
in this chapter, this ethical foundation within the human person. Consequently, this
chapter will focus on the practical considerations of intentionality within the
individual leader or manager. The following two chapters look more closely at
practical considerations of governance and leadership, Chapter 4 dealing with
particular skills and capabilities and Chapter 5, with the relevance of trust and

cooperation.

These chapters then converge in the examination of the structure of organization and
governance in Chapter 6. Chapter 7 considers, in detail, how our expansive treatment
of intentionality rises to Ghoshal’s challenge. We conclude our discussion in Chapter

8, with a proposal of what is required for executive and managerial development.
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At no stage, in all the skills, attitudes and activities we are considering in the
complex sphere of governance and management, can the structures and imperatives
embedded in human consciousness be ignored. To do so, would result in profound
distortions in the conduct of governance, to say nothing of a general confusion in the
business of management. We proceed, therefore, to tackle this fundamental issue in
light of Lonergan’s analysis, in the hope of bringing both clarity and new energies to

the particular professional areas of our concern.
I will present the material of this chapter under the following six headings:
1. The Four Levels of Consciousness
2. The Creativity of the Question
3. The Power and Fertility of Insight
4. Judgment as Reflective Insight
5. Decision as Practical Insight

6. Summary

1. THE FOUR LEVELS OF CONSCIOUSNESS

The structure of knowing is expounded in Insight. It presents the features of knowing
common to all knowers in all times and places. Lonergan’s account is explicitly
transcultural and aims to uncover what is normative with its careful treatment of the
basic terms and activities involved in every cognitive activity. This is not to say that

it cannot be further developed on both the theoretical and practical level.
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Lonergan employs his distinctive term, “insight”, in the title of his book that
purports to be “a study of human understanding”. In the preface to Insight, he states
the aim of his work: it is “to convey an insight into insight”. More generally, it aims
to provide a knowledge of knowledge in all the contexts in which it operates,
whether these be scientific, philosophical or practical. In so doing, Lonergan
uncovers the bases of the defective epistemologies that work to distort our efforts to
know reality. Moreover, he discerns, in knowledge, the necessary condition for
progress in the wide domain of history. At the same time, he finds the basis of
decline in any area can be attributed to a flight from insight, that is, from the norms
inherent in our conscious lives." Despite the extensive conceptual and analytical
material contained in this project, Lonergan makes clear in the Introduction that the
validity of his far-reaching claims can be verified only in the personal, intellectual
experience of each one, as he or she grapples with the challenge of coming to know:

.. it is essential that the notion of insight, of the accumulation of insights,

of higher viewpoints, and of their heuristic significance and implications

not only should be grasped clearly and distinctly but also, insofar as

possible, should be identified in one's own personal intellectual
experience...”

Lonergan goes on to establish the importance of identifying, within one’s own
personal, intellectual experience, the key notions he employs. It means becoming
aware of the successive levels of consciousness involved in the process of knowing.

To this end and in the course of this chapter, I will make reference to experiential

' Lonergan, Insight, 3-6.
2 1bid., 14.
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activities designed to create a learning environment for executives who, in their

different ways, face the problems of knowing in their professional conduct.

Lonergan examines knowing as an activity with special reference to science,
mathematics and practical common sense, and challenges his readers to find within
their own conscious experience the cognitive structures and dynamics to which he
repeatedly refers. This conscious experience is dipolar. When people are engaged in
the effort to know, obviously, with greater or less success, they come to know
something, that is, the object of their knowing. But, in the process, they are not only
conscious of themselves as knowing this or that, but they are also conscious of
themselves as knowers. They may now have a heightened awareness of themselves, as
creative agents, whose consciousness has been enriched and extended in the whole
process of coming to know something. In other words, they are consciously aware

both of knowing something and of themselves as knowing subjects.

The four levels referred to in the title of this section are related to the way Lonergan
distinguishes four components in cognitive activity—experiencing, understanding,

judging and deciding. These are represented in Figure 3.1 below.

He relates each component to one of the four ‘levels’ of consciousness that he
describes, and he establishes knowledge as the compound product of the first three—
experiencing, understanding and judging.’ This compound of experiencing,

understanding and judging is present in all forms of knowledge, whether it be in the

* Daly refers to the first three levels as learning-levels, on the basis that learning is
more familiar way of describing “coming to know”. Tom Daly, "Learning-Levels," in
Australian Lonergan Workshop, ed. William F. Danaher (Lanham: University Press of
America, 1993), 233-248.
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research of scientists, in the refined calculations of mathematicians, or in the practical
common sense of managers in the governance of their organizations. It is also found

in the technical and operational knowing within an organization.

Deciding

Judging
Object

Understanding

Experiencing

Figure 3.1: The Four Levels of Consciousness

Thus, the knower is one who experienced some data, who has made sense of it with
appropriate questions intent on understanding the ‘given’ of the data, and finally,
after carefully and reflectively assessing the evidence, has made a considered
judgment that his or her understanding is correct. Then, on the basis of this
knowledge, the knower can make a responsible decision to act. The subject, in this
sense, is therefore an experiencer, understander, judger and decider. This is
represented, along with the object as experienced, understood, known and acted

upon, in Figure 3.2, below.



THE DYNAMICS OF HUMAN CONSCIOUSNESS 98

Subject Cognitional activity Object
ACTION Decider Deciding Acted upon /changed
Judger Judging Judged (or known)
KNOWLEDGE
Understander Understanding Understood
Experiencer Experiencing Experienced

Figure 3.2: The Structure of Intentionality: IAM

The reality that this whole process intends is the action which results, namely, the
object acted upon and changed. It is therefore what has emerged in the process of
experiencing, understanding, judging and deciding. In this respect, the process of
knowing and deciding can be described as a personal involvement in a process of
‘value-adding for action’ that inevitably changes the world in some way. There is no
longer a question of ‘raw data’, or even bright ideas, but of data subsumed into a
reflective and responsible process terminating in something new, at least in the sense
of not having been present before, but now newly understood and perhaps leading
to change. The character of this conscious process suggests the outline of the
structure of intentionality (and of consciousness) that we now investigate further. We
refer to this structure throughout the text, for the sake of brevity, as IAM—the

Intentionality Analysis Method.

First, a word on each of these different levels of consciousness and their respective
relationships to action. They are not simply juxtaposed, but work in organic unity.
Each of these components in the cognitional process builds on the one below or

preceding it, by adding its own intrinsic value. Thus, understanding, on the second
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level, adds its own value to what is presented as experience on the first level.
Understanding adds insight to the data of experience and, with it, an intelligible
grasp of what is presented in the raw data. The routine of poring over columns of
figures or checking reports may, on happy occasions, yield to a sudden experience of
creative ‘breakthrough’, as when hitherto unaccountable trends or intractable

problems give way to the bright promise of a possible solution.

But then the process of reflective judgment becomes necessary, lest one be ‘stuck’
with merely a sudden brainwave or bright idea. In this situation, the activity of
judging sends one back to a careful consideration of the evidence. It adds value to
understanding. The elaborate processes of verification checks that one’s
understanding does in fact stand up, especially against other bright ideas or
brainwaves. In Lonergan’s terms, these three-tiered interrelated activities are the

components of ’knowing’ in its integral sense.

As an act of responsibility on the fourth level, decision carries through the
achievement of the cognitive process into the realm of action, and so adds its distinct
value to the overall process. In the dynamics concerned, doing is informed by
knowing, so to ensure that action is not blind, but based firmly in reality. Intentional
consciousness is not arrested in simply interpreting the world, but becomes

creatively involved in changing it.

It is fundamental to our thesis that these four levels of empirical, intelligent, rational
and responsible consciousness are understood to be at work in organizations, and
make for their value-adding capacity as an ever-renewable resource. In marketing,
for example, these four levels are evident in a new product cycle—first, with the
gathering of customer data; secondly, by identifying business opportunities; thirdly,

in testing the market; and, fourthly, in the commitment to make a new product.
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Likewise, in any criminal investigation, police visit the scene of a crime and collect
data. This usually results in a detective identifying a suspect and making a charge.
After that, in the court case, a jury hears the evidence, understands the charge and
gives its verdict, with the judge making a decision in the light of the proceedings—
with consequences for the accused. Similarly, such procedures shape any serious
planning exercise. Data are gathered and issues identified, then solutions are
devised, and then tested for risk and feasibility. Only after all this, are decisions
taken to implement the project. In short, as with all problem solving, the basic
sequence stands out: first, the problem; second, its possible solution; third, testing the

suggested solution; and fourth, deciding and implementing the required response.

Within each of these examples, one can discern a further refinement in our notion of
‘minder’. This we explore in Chapter 5. In addition to being an organic unity, each
level is also implicated in all the others. Thus, the detective makes decisions about
the collection of data; the marketer gets insights into how to conduct feasibility
testing; the planner makes judgments about the quality of data being collected in the
planning exercise, and so on. For our purposes however, at this stage we restrict
ourselves to presenting, in familiar examples, the broad recurring patterns relevant

to the four levels.

The structure we have sketched is dynamic; one phase leads to another, while
incorporating what has preceded it. It is also heuristic, as it brings to light the pattern
to be followed if reliable knowledge and responsible action are to result.
Furthermore, it is productive, as the value realised in each step is then added to those
preceding it, to reach its term in an integrated instance of ‘value-adding’. The
structure has also an integral character. As the hand coordinates and integrates
fingers and thumb, so does this intentional structure coordinate and integrate its own

parts within an organic whole. Although each part can be distinguished, they cannot
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be separated if the organic structure of the whole is to work effectively. This “hand
metaphor’ can be applied to organizations, whatever their complexity. For it suggests
the structure underpinning and connecting all the operations of the individual, the

group and the organization itself, if the whole is to function well.

It will become clear within this thesis, that neglect of any part of this structure leads
to problems and dysfunction within the organization. The restoration of good

function is based on recovering the integrity of this structure.

2. THE CREATIVITY OF THE QUESTION

A persistent theme in Lonergan’s account of cognition is inquiry, and the relentless
questioning to which it gives rise. It initiates and sustains the dynamism of
intentional consciousness on all its four levels. An initial wonder gives rise to
questions, and these seek answers. As with all cognitional acts, it is accessible only,

though plentifully, within personal experience.

Inquiry, as the thrust of the mind from the unknown to the to-be-known, is
inherently dynamic. It rests only on achieving its goal. The goal of inquiry is found in
the answer it seeks. In this regard, it is described as ‘heuristic’, that is, a process of
searching is implied. It anticipates an answer as it moves from a vague anticipation
of something unknown but which needs to be known, to a moment of rest in
discovering it. This kind of anticipation is inherently ‘fuzzy’, and must proceed by
trial and error until a satisfying answer is found. While inquiry anticipates an
answer, it imposes no a priori limitation on what might emerge, nor does it limit the
number of questions that must arise if the goal is to be reached. To this degree,

inquiry is ever-expanding. It moves toward other goals even as it achieves what it



THE DYNAMICS OF HUMAN CONSCIOUSNESS 102

initially sought. In other words, any answer to a question will, in most cases, lead

one to ask more questions in a process for which there is no conceivable limit.

The ongoing dynamism of inquiry may be understood to embed cybernetic
principles of goal-seeking and control within an open and expanding system. That is,
it is never arbitrary or chaotic, but always operating within the scope of personal
control and direction. There is the possibility of the inquirer giving up at any point in
the unrelenting stream of possible questions. The reasons for this are many, such as
fear of the consequences, sheer fatigue, or frustration over the elusiveness of the
answer in question. Also, there may be pressure from others who become irritated by
the need to raise questions and ‘rock the boat” that seems set on a steady course. Still,
one may persist; and, indeed, must persist since one’s personal integrity is at stake.
There is never the need to pretend that one has all the answers, particularly when it
is evident to oneself that such is not the case. Needless to say, respect for the
dynamism of inquiry is critical not only for the individual, but also for the
management of organizations. There are productive consequences when inquiry is
encouraged for individuals and groups within an organization, from the highest
level of governance to the ground level of the shop-floor.* When inquiry is active, the
organization is drawing life from an ever-renewable resource. New knowledge born
of inquiry will inform the direction and control exercised by the corporation’s

management. But if inquiry is absent or discouraged, the routine situation may

* This is clearly part of the “Toyota Way’, which encourages total involvement of all
staff and managers in the pursuit of high-quality products and services through
processes of continuous problem solving and improvement. The 14 principles of this
highly successful company are summarised in Chapter 4 of Jeffrey K. Liker, The
Toyota Way (New York: McGraw Hill, 2004).
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continue undisturbed for a while, and management may soon begin to expend its

energies in pretending that all is well.

Lonergan characterises inquiry as both “detached” and “disinterested”. This feature
of detachment must not be taken to indicate some posture of non-involvement or a
purely theoretical attitude. On the contrary, it is intent on the healthiest kind of
objectivity that the situation most needs. Similarly, the quality of disinterestedness is
not meant to communicate a lack of concern for positive outcomes when there is a
business to be run. Rather, it points to the need of investing oneself in what is best for
the organization. It is in no way limited to not disturbing the status quo, nor, for that
matter, to bolstering one’s own position within it, nor to serving any number of

vested interests that have reason to fear too many questions.’

Another one of Lonergan’s preferred terms is ‘notion” when he speaks of the goal of
inquiry. A notion of something becomes more likely a ‘known’ as the process of

questioning unfolds. Given that one has a starting point of inquiry, ‘notion” suggests
an obscure and vague ‘sense’ of what it is that needs to be known. When knowledge

reaches its goal, it is the known: it is no longer a notion, or a ‘known unknown’, even

* “However, among men's many desires, there is one that is unique. It is the
detached, disinterested, unrestricted desire to know. As other desire, it has its
satisfaction. But unlike other desire, it is not content with satisfaction. Of itself, it
heads beyond one's own joy in one's own insight to the further question whether
one's own insight is correct. It is a desire to know, and its immanent criterion is the
attainment of an unconditioned that, by the fact that it is unconditioned, is
independent of the individual's likes and dislikes, of his wishful and his anxious
thinking”. Lonergan, Insight, 619.
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if it leads on to further questions and further ‘notional” anticipations of what may

need to be clarified as the inquiry unfolds.

In this detached and disinterested activity of inquiry, all kinds of questions arise. By
categorising the potential range of questions, we can hone a more effective method
for directing and controlling inquiry. Questions could be categorised by the
interrogative words, such as When? How? Why? What? and so on. They can be
typified as ‘open’, as intending the whole range of reality, or ‘closed’, as delimited to
particular times, places or situations. Revans, in his action-learning methods,
proposed two: “P” symbolises the kind of questions for which answers have already
been found; while the “Q” type covers questions whose answers are yet to be

discovered.®

In the context of our executive workshops, Daly proposed four categories, as
questions are grouped according to the kinds of answers they seek.” This fourfold
grouping was a way of extending and applying the four levels of consciousness
detected in Lonergan’s intentionality analysis. This useful device in communicating
the dynamics of inquiry, and the role of questioning within it, can be presented

under the following points, and is represented in Table 3.1, below:

® Reginald W. Revans, The Origins and Growth of Action Learning (Bromley, UK:
Chartwell-Bratt, 1982), 763-771.

" Daly subsequently wrote about this method of grouping questions and the
associated skills of intentionality in a paper, presented and distributed at a meeting
of the Catholic Moral Theology Association (Australia) in Melbourne, July 2000. Tom
Daly, "Conscience and Responsibility in the Unity and Complexity of the Human
Person," (Catholic Moral Theology Association, 2000).
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1. First, there are questions that can be answered by what amounts to the simple
gesture of pointing. If one asks, for example, “Who?” “When?” “Which?”
“What?” “Where?” the respective answers can be concisely and accurately
indicated. This type of question-answer conforms to Lonergan’s first level of

intentionality. It focuses on the data to which one is attending.’

2. The second category of questions need ‘long’” answers, that is, a satisfying
explanation according to the demands of the audience addressed. Here, we
have questions such as “Why?” “How?” “What does it mean?” The answers
required are explanations. This category of question-answer marks Lonergan’s
second level of intentional acts on which the activities of ‘understanding’ and

‘conceiving’, and, in this case, ‘explanation’, come into play.

3. The third category of questions is met with answers that are short: an
unqualified “yes” or “no”, or a qualified “maybe”. They answer the
generalized question, “Is it s0?” This category is related to Lonergan’s third

level of intentional consciousness, namely, the level of judging.

4. The fourth category of questions is for those that cannot be satisfactorily
answered by either an indication, an explanation or a judgment, but only by
action. It focuses on the pivotal point of decision and response where one feels

the sharp edge of the question, “Will I?” The answer to this question lies in the

® Questions, strictly speaking, do not intend data, as questions always give rise to
meaning. We refer to these first level questions as ‘pointing-type questions’ because
they direct and control one’s gathering, selecting and managing of data. We
elaborate on this further in Chapter 4 in our discussion on the “minder”, our term
that refers to the mind’s capacity to direct and control itself.
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doing of something. It therefore corresponds to Lonergan’s fourth level of

deliberation where knowledge overflows into decision and responsible action.

Questions Intentional Level Answers
Will I? Decide Action
Is it? Judge Short answer: “yes” or “no”
How? Why? What is it? Understand Long answer: explanation
Where? Who? When? Experience Pointing or naming: data
Which?

Table 3.1:  Questions and Answers

This concise scheme usefully communicates how the inquiring mind moves across
four levels of intentional consciousness to the culminating point of decision and

action.

3. THE POWER AND FERTILITY OF INSIGHT

When Lonergan refers to his approach as a generalized empirical method, he wishes
to underscore its experiential basis. Admittedly, the term ‘experience’ is notoriously
elusive in its connotations. But in the present context, it should be stressed that
‘experience’ is reasonably straightforward in what it denotes. First of all, it refers to
the totality of what is consciously registered through the activities of our five
senses—sight, hearing, touching, smelling and tasting. It refers to that primal data
accessible to all animals. But in addition to the data of sense, there are the data of

consciousness. Not only do I experience the particular sense-objects as they are seen
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or heard as my eyes respond to light, and my ears to sound. I also experience myself
‘seeing’ the light and ‘hearing’ the sound. Further, I experience myself as the subject,

namely, as the one who sees and hears.

Furthermore, each act of sensing is inevitably accompanied by innumerable
associations, as memory does its work. This is especially the case, for instance, for the
sense of smell: the fragrance of a particular flower may take me far back to a
seemingly lost world of childhood when I first registered the scent of such a flower

in a particular garden of long ago.

But there are further and higher domains of experience connected to distinctively
human activities. I can experience the delight of getting the point of a joke, or of
finally understanding the argument of a demanding book. I can experience myself
pondering what is really going on when confronted with a complex situation where
action is called for, and then, perhaps after somewhat anxious deliberation, reaching
a moment of clarity. And, given the evidence before me, I can experience myself

judging that this, not that, is the case, and then taking action accordingly.

Thus, experiencing occurs in many registers, including those indicative of different
levels of consciousness. Fundamentally, experience is the totality of the manifold
data, in its original sense of ‘what is given’ in the field of my awareness. Of course,
experience in this sense is only the beginning. We must, in common parlance, ‘make
sense’ of it all, or at least of what has captured our attention within it. And so begins
an arduous journey toward clarification, further understanding, sound judgment and
responsible decision. As mentioned above, there is, what might be termed, “value-
adding’, in each successive stage: sheer experience of the data may lead, under the
drive of inquiry, to the higher value of understanding; the whole array of possible

meanings may then lead, again under inquiry’s direction, to the settled position of
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judgment; and right judgments are the basis for the final value of responsible

decision and action.

At the heart of Lonergan’s experiential method is that especially illuminating
experience that he names “insight”. It is an act of understanding that occurs if one is
to attain an intelligible grasp of the data (direct insight), if one is to reflect correctly
on the evidence required for judgment (reflective insight), and if one is to embark on
a responsible course of action (practical insight). To that degree, the character of
insight is differentiated, for it brings different kinds of illumination to the different
levels and phases of our intentional consciousness. Yet insight can occur only in the
individual mind, and to say more about it—to have further “insight into insight”—
demands a careful reflection on one’s personal experience. Technically speaking, it is
a matter of “self-appropriation”, that is, the progressive familiarity with how one’s
mind works, and the consequent ability to express what is demanded at every stage
of its working. It is the path, not only to personal authenticity, but also to genuine
creativity in any given domain. It discloses a structure of operations that recur in
predictable patterns. This dynamic structure is nonetheless unvarying, demonstrated

when inquiry remains open and productive.

Lonergan’s extensive treatment of insight, and the self-appropriation it leads to, is
never designed to substitute personal experience with a highly refined theory. His
often demanding expositions, together with the illustrations and models he employs,
are meant to heighten the experience of oneself as a knower. Lonergan insists on the
equivalence of the cognitive operations involved in knowing with the self-
appropriation it will lead to:

I have presented this pattern of operations at length in the book, Insight...

and more compendiously in an article, “Cognitional Structure”, ...

reprinted in Collection, 1967. But the matter is so crucial for the present
enterprise that some summary must be included here. Please observe
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that.. the process of self-appropriation occurs only slowlgl, and usually,
only through a struggle with some such book as Insight.

In this ‘struggle, a kind of “double-take’ is involved: For example, in reading Insight
as a “study of human understanding”, we seek both to attend to what is written and
to understand it, but, at the same time, we are invited to attend to our own
experience of attending and understanding. In such an exercise, we become aware of
ourselves as the subject who knows, explicitly conscious of the different components
involved in the dynamic structure of coming to know. In that way, we discover

ourselves in a new way of self-appropriation.’’

In the workshops Daly and I designed to promote this self-appropriation in
executives, we developed a number of very simple experiential exercises. Their aim
was to enable executives to examine their own conscious experience of attending to
something, inquiring, getting insights, making judgments and taking decisions. For
example, early in such a two-day workshop, in exercises related to “direct insight’,
the participants were given 30 minutes to work alone to solve six simple puzzles and

to record their experience. Then, a further 20 minutes were allotted to sharing their

’ Lonergan, Method in Theology, 7.

' This notion sheds more light on Descartes’ compact statement “I think, therefore I
am”. Further, although Descartes is interpreted by many as dividing mind and
matter, (and that the mind has to find a ‘bridge’ to cross to get into the real world),
Lonergan presents an integral view where mind cannot operate without an object
and is defined by the operations of so doing. There is no bridge to cross, but merely
deeper insights and better distinctions to make about reality and being.
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experiences with a small group and then 40 minutes for sharing with the whole

group."

The point of the puzzles being simple is that, by solving them, one has an experience
of at least one insight. Moreover, the insight stands out from all the other data of
consciousness that one may have experienced in the exercise, such as questions,
doubts, reflecting on the evidence—to say nothing of the jumble of feelings felt in
most cases. But a further gain lies in the recognition of how prior understanding
shapes the path to a solution. Thus, previous insights enter into the data of the
puzzle. In the effort to solve this trivial puzzle, one may grasp, in addition, an
important feature of the exercise: With its focus on the pivotal role of insight, the

whole cognitive structure can be experienced.

In order to gather data about the experience of insight, we invited participants to
recall and record, as best they could, what they experienced as they worked on the
puzzles. They were to write down thoughts, feelings, actions, self-talk and mental
acts that occurred prior to, at the moment of and after insight. Typical self-
observations from the group, as a whole, are recorded in the three columns in Table

3.2, below. The central column, recording 'at the moment of insight’, conveys the

" The puzzles were simple and unrelated to ‘executive work’. This sometimes caused
offence. The puzzle itself is of no import, for the purpose of the exercise is to attend
to one’s experience of getting the insight to solve it. The offence suggests more about
the executive’s misunderstanding of the purpose of the exercise than about the
puzzle’s simplicity. A typical puzzle was the following: “A bear walks one mile
south, one mile east and one mile north, back to the point from which it set out. What
colour is the bear?” For further discussion on the use of puzzles as a pedagogical
device, see: Tom V. Daly, "Eleven-Year-Olds and Philosophy!," Catholic School Studies
62, no. 2 (1989).
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sudden shift in consciousness that occurs as insight arrives. Feelings of relief,

pleasure, joy instantaneously replace those of frustration, bewilderment and tension.

Some turn on themselves and berate themselves for being so dumb. Others celebrate
the fact that they have understood. Most detect, however, a desire within themselves
to test and confirm that their insight was correct. They are being lead by the drive of

inquiry to reflective insight. There is also a natural tendency to tell others the

solution.
What I experienced...
Prior to insight At the moment of insight After insight
Frustration Fantastic Am I sure?
Anger Ahhh Why didn’t I see it before?
This is silly I feel great How dumb was I
I am silly A let down So what?
Remembering previous puzzles Easy It could be brown if...
Being challenged Relief It’s not possible for a white bear to
Confident T will soloe this one Like a light turning on live at the North Pole
Imagining different solutions Twanted to tesl(flif;e'g% one the
Drawing

Table 3.2:  Typical Recall Statements

After the participants had had time to recall and record their experiences, we invited
them to share and discuss the data they had collected. By sharing this data, they are
more likely to appreciate others’ accounts, perhaps more dramatic than theirs, of
insight, and to gain a deeper sense of the underlying structure of intentionality they

all possess in common.
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Though these recorded reactions reveal the inadequacy of language to capture the
essential experience of insight, insight as a phenomenon is disclosed often in a
dramatic and deeply personal fashion, generally in sharp contrast to other mental
states and activities. Clearly, insight is not simply “looking” at something; nor is it a
clear image—though good images make it more likely to occur. Nor is it some kind
of higher theory or good idea devised by someone else. It is, rather, a deeply
personal act, qualifying its possessor in any given instance as a conscious
understander. The capacity of insight is one aspect of the mysterious vitality of

human existence and the meaningfulness of the world."

Strangely, philosophers and psychologists have made little effort to describe the
experience of understanding something and to explain its features. This neglect
accounts for the monumental significance of Lonergan'’s treatise on the

understanding that keeps all science, scholarship and human practicality alive.

Lonergan gives many illustrations of insight, one early example in Insight being
Archimedes’ ‘Eureka moment’ in the baths at Syracuse. Archimedes had been asked
by the King of Syracuse to establish, without damaging it, whether the new crown he
had been given as a votive offering was made of gold or of some lesser alloy. Such a
problem had never been solved. Archimedes’ insight came unexpectedly and
suddenly while he bathed. Legend has it that he ran naked down the streets of

Syracuse shouting “Eureka”, meaning, “I have found the solution”. It involved

"2 Despite the difficulty of expressing what the act of insight is, it can nonetheless be
identified. Insight is not however like sensation that can generally be performed at
will, such as ‘opening one’s eyes’. I cannot exercise understanding, or insight, as an
act of will, nor can I even tell when it will occur—though, often enough the hard
work of research prepares the way, and makes understanding more likely.
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weighing the crown in water. It took some time for him to formulate what has
become known as Archimedes Law: “When a body is partially or totally immersed in

a fluid, it loses weight equal to the weight of the fluid displaced”.

In another example, Lonergan reflects on the mind’s workings as it labours to define
a circle. The example has the advantage of forcing one to make a distinction between
an image and an insight on the one hand, and between an insight and its different
expressions, on the other. In the first place the appropriate insight into the meaning
of a circle is not to found in an image, but in a geometrical formula. In the second

place, the insight can be formulated in different ways."

An image is a construct of data, such as memory of a wheel or a drawing of a circle
mediated through sensation. An imaginative representation of any kind is a
gathering of data prior to the grasp of its meaning through insight. Thus, data and
its mental representation as image, lie within the first level of consciousness, as
“experience”, alongside whatever might be received as sensation. Figure 3.3, below,

illustrates the distinctions between image, insight and concept.

Lonergan offers some characteristic features of the phenomenon of insight. For

instance, insight is always in regard to data; it brings a release from the tension of

" Most likely, in performing the exercise, an image is evoked by the word, such as a
wheel or part of its rim. But neither the image nor the word is a circle. Insight into
what a circle is (and why “it” is a circle) is the act that grasps its intelligibility and
that enables one to formulate a definition, or many kinds of definitions, such as: 1)
the locus of a point moving on a plane equidistant from any fixed point on the same
plane (in the English language); or 2) x* + y*= r’ (in the Cartesian system); or 3) a = r
(in polar co-ordinates): or 4) the first definition above, as expressed in French or any
other language. What is also apparent is that each formulation meets the implicit
criteria, namely, to be accurate. Otherwise, it will not convey the insight.
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inquiry—and in this way, may come suddenly and unexpectedly, not as caused by
outer circumstances, but by the interior vitality of intelligence as it remains alert and
questioning. It occurs, not to disappear as suddenly as it came, but as passing into

the habitual context of the mind.!*

Insight »| Formulation
UNDERSTANDING
T or concept
Image
T EXPERIENCE
Data Sensation

Figure 3.3: From Image to Insight

As insight occurs within a dynamic process of inquiry into data, it follows that the
good management of this process can influence the probability of an insight

occurring. ** Several factors are involved in this form of self-management if full

" Lonergan, Insight, 28.

' Many of the creative problem solving activities in which I have been involved
encouraged the activities of gathering and disposing the data: asking questions of
others; ‘day-dreaming’; seeking leisure; tolerating no apparent productive result;
staying with the question one is seeking to answer; using ‘how’ and “why’ type
questions; being open; listening for clues and hunches; suspending judgment;
seeking total stillness and freedom from all ideas; using imagery, metaphors and
story-telling; drawing; body sculpture; rephrasing the problem; using ‘wild” ideas to
‘hold’ the data. Creative problem solving methods, such as Photolanguage,
meditation, brainstorming, morphological analysis and synectics, focus on particular
aspects of the process of insight generation.
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attentiveness to the data is to be realised. One must be grounded in hope, for
example, that an insight will occur, just as one must be willing to invest time and

resources in a thorough collection of data, and the like.

The phenomenon of insight can be further described. First of all, insights possess an
innate fertility. One insight leads to another. In this regard, one insight can shed light
on a range of different situations. For example, the insight that was originally
formulated in Archimedes’ law can be applied to the design of ships, the circulation
of air, meteorology, the distillation and separation of oils, and the determination of

specific gravity of elements and compounds.

In their original occurrence, insights are the unique possession of an individual
mind. One cannot directly ‘give’ one’s insight to another, but only through its
formulation can one make it potentially available to others. So it enters into the
public domain and becomes available to successive generations. A good teacher is
most effective in enabling the student to personally grasp, with his or her own
intelligence, the insight that the teacher wishes the student to acquire. But bad
teaching often does not dispose the data well and collapses into rote learning—with
no expectation of the student’s personal and enlightened taking up of the original

discovery.

When good teachers have appropriated the insight in question, and disposed their
students to grasp it themselves, the process of teaching and learning becomes an
exciting adventure for all concerned. It possesses the vitality of communication
between mind and mind. It employs any number of illustrations to bring home the
value of the explanatory power of the original insightful clarification. Thus, insights
build on insights, and lead to more insights as the fund of available knowledge is

enriched and extended to ever more data, to create new connections in an
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enlightened field of meaning. As insights coalesce, higher viewpoints emerge to
bring coherence and unity to whole areas of knowledge, and increase the value of a
culture’s intellectual capital and its capacities to transform the world. In
mathematics, for instance, insight presupposes previous insight. If one fails to get
early insights in algebra and geometry, the refined operations of calculus will be
impossible. To take another example of higher viewpoints, systems theory attempts
to correlate diverse and wide-ranging scientific understandings in order to provide
an holistic and integrated frame of reference within which particular issues can be
addressed. Public housing, for example, from a systems perspective, will include
considerations of health, education, demography, employment, social security,
crime, economics and government policy—each offering its own contribution to

housing problems, but within a more integrated and collaborative context.

I gave a personal account of insight in Chapter 1, in my example of advising the
ATO. The insight occurred suddenly and unexpectedly early one morning on an
interstate flight. I was very excited by it and immediately drew a sketch of the idea,
preserving it in the image which somehow accompanied it. In a meeting later that
morning, I shared this insight through my sketch and commentary, with others.
Then, later the same day while telling the Commissioner, I noticed him smile. In that,
I realised that he had had the same insight. Although considerable work lay ahead in
testing the idea and developing it, it was eventually adopted and is still operating,
though undoubtedly with many refinements. My use of Photolanguage with the
Prison Governors also demonstrated the power of imagery to generate relevant

insights.

In all facilitation work, the facilitator is attempting to lead the group to acquire
insight of one kind or another. There is, firstly, the gathering of data and then the

question about what it means. In a strategic planning exercise, for example, insight
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into critical issues is required before any strategy can be devised. The typical SWOT"
analysis is usually the first step in this process. This is a series of insights that
participants have from their own experience of the organization. Then, with this
analysis in mind, further insights are sought—higher viewpoints—to draw out a
synthesis of what is critical and important within the data. The mental work
involved is demanding and thorough. This was evident in the processes used with

the Cree Indians, as mentioned earlier.

Of course, blind spots and resistances to insight also operate. In one example in a
conference of industrial chaplains that I facilitated, there was an issue that escaped
the group’s clarity and resolution. It hinged around succession of leadership. In my
asking the group to find a non-verbal way to represent the leadership, one member
quickly volunteered to create a body sculpture. Taking three people, he had them
stand in a circle, each with their left hand on another’s shoulder—and then he placed
their right hand on the same person’s throat. This image quickly conveyed the
insight to all, and particularly to the leaders. They were perceived as appearing on
the one hand to support each other, but on the other, (behind their backs) they were
subversive. The conference was put on hold as the leaders went aside and worked
together on the issue that had emerged. This insight, up until then resisted, was
effectively communicated through a graphic, non-verbal representation. This image
precipitated a moment of breakthrough for this particular conference and

organization.

'* SWOT stands for Strengths, Weaknesses, Opportunities and Threats in the
organization and its environment
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Within politics, insights form the basis of new policies. Where science and politics
overlap, such as in contemporary debates on climate change, scientists have had an
insight that human activity is causing global temperature increase. As science, this
insight is an hypothesis that most people have understood. Its verification is more
contentious. For there are substantial differences between scientists about the
methods of gathering data, the kinds of data and how they are to be treated; about
the modelling of relationships between variables and the conclusions that the
modelling reach. The complexity of validation bewilders many scientists and most
non-scientists. Knowing, in this instance, is based on trust in the integrity of the
scientists and their methods. On the political side of the same issue, there are equally
complex judgments to make. Proposals for reducing carbon emissions will be very
costly for many. Complications arise with each exception, qualification and
development. In each and every step, there are insights and higher viewpoints, all of
which hinge around the probability of the scientists being right in the first place.
Democratic leadership has a more challenging task than autocratic leadership in
conveying the essential insights of policy or direction. In both science and politics,
when insights are not easily conveyed or tested, the issue is often resolved, for many,
by trust, either in the scientists or the politicians, or both. In the absence of such trust,
there will be unrelenting dissention, conflict and non-compliance. This matter of
global warming and the policy responses to it are, of course, emerging as a matter of

global significance.

Psychology presents other examples of insight. In therapeutic situations, insight into
one’s situation is the beginning of health. However, the therapist more often has to
find ways to help patients overcome firmly established routines of flight from
understanding their own contribution to their dysfunction, together with a tendency

to blame others for it.
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In political contests, the lack of insight into what is going on is often masked by
attacks on the opposing parties. A typical media discussion on any issue—for
example, petrol prices, terrorist insurgency, homelessness, banking profits—will seek
some insight, adequate or otherwise, into what is really going on and what policies
will then work best. Experts may contest with opposing insights and with how they
explain the data. The moderator may present the relevant data, ask the hard

questions and seek to establish the robustness of replies.

But with all insights, there are further steps to take. For not all are correct, and may
actually distort communication in its different forms. To take familiar examples, in a
crossword puzzle, several answers may satisfy a primary clue, but only one will fit
when all other answers are correctly worked out. Likewise, a good detective novel
will keep the reader guessing, with suspicion moving from first this person, then to
another, as more clues are presented. In both these instances, insights proliferate, but
they remain revisable as more relevant data is presented. Only when the insight is
appreciated as explaining all the data relevant to the situation, can it be judged

correct.

There is a further possibility of error. An insight may be correct, but its formulation
incorrect. If, for instance, one defined a circle as “a curved line that moves at an equal
distance from a fixed point”, it might appear technical enough. But when one realises
that such a ‘definition” could, in fact, apply to an unlimited number of different
shapes drawn on the surface of a sphere, with the fixed point being at the centre of
the sphere, there is obviously something wrong, and a better formulation must be
found. An adequate formulation would have to add the phrase, “on the same plane”.
Only then would the co-planar curved line moving at an equal distance from a fixed

point express the full understanding of what a circle means.
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In a more familiar, social context, a joke is an opportunity for shared insight.
Accomplished joke-tellers provide most of the data necessary for insight, but their
special skill consists in the ways they present the data as leading to the “punch line’,
at which everything falls into shape. Needless to say, comedians shrewdly assess the
background knowledge of their hearers: otherwise, the joke can fall flat because no-
one, or only a few, can get the point. Not a small part of the comic skill lies in subtly
providing the background knowledge needed for the audience, at least for most, to
get the joke—and to get it at the same time. This kind of entertainment provides the
particular delight of many sharing a sudden insight more or less simultaneously. Of
course, it is a poignantly isolating experience if anyone should happen to miss the
point. The telling of a joke is a peculiarly gifted capacity to connect people. Despite
the social, cultural or religious differences among the hearers, there is a moment of
shared insight when they ‘get the joke’. In that moment, the differences vanish, and
in that experience of humour, a sense of unity and happy communication is the

dominant factor. A shared insight exhibits its power to connect and unify people."”

' Alongside direct insights that enrich, add value and integrate into higher
viewpoints, there is, in contrast, a smaller set of “inverse insights”. Such insights are
the inverse of grasping intelligibilities in presented data: they grasp that there is no
intelligibility in the data—that there is nothing to understand in what has been
presented. An example of inverse insight in practical problem solving is when, in
spite of one’s expectations to find a solution within a particular line of investigation,
one realises that there is nothing to understand in the data. One needs to drop this
line of inquiry, start again and find a fresh approach to the problem. One was,
perhaps, asking the wrong question.
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4. JUDGMENT AS REFLECTIVE INSIGHT

Lonergan called the act of judging a “reflective insight”. A reflective insight grasps
that one’s direct insight into the data and its formulation is or is not correct. A
judgment holds firm when there are no further questions to challenge one’s
understanding and no further lines of inquiry to pursue in relation to the data.
Judgment reaches the point of what is termed “the virtually unconditioned”. This is
to admit that there is no question of reaching an absolute certainty with full evidence
of everything implied. In most cases, it is a matter of probabilities, with the

consequent possibility of the risk of being wrong.

By testing the adequacy of our understanding, judging adds value to understanding.
The answer “yes” or “no” of judgment resolves the question of whether our
understanding is, in fact, correct. In most cases, we can support our judgment with
reasons that amplify and explain how the verdict of judgment has been reached. In
this sense, though they operate in service of judgment, reasons are the product of
intelligence, giving an explanatory account for why or how one’s judgment is as it is.
The reasons may be highly complex and qualified in the reflective activity necessary
for clarifying how one’s explanation fully or most probably matches the data. Thus,
judging adds rationality to intelligence, and leads to a reliable public statement of

assent (yes), dissent (no) or qualification (maybe).

The vocabulary of judgment, depending on circumstance, uses words such as
“correct” as opposed to “incorrect”, “right” as opposed to “wrong”, “true” as
opposed to ” false”, “fact” rather than “fiction”, or “real” in contrast to “illusory”. In
the given context, the disjunction is absolute, that is, virtually unconditioned—even

though the absolute clarity that would depend on knowing everything about

everything cannot be supposed in the case of finite, human judgments. There are, in
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practice, limits to reaching unqualified certainty in any instance of judgment.
Nonetheless, the evidence available makes a true judgment possible if a prudent
course of action is to result. Relativistic philosophical theories may question the
possibility of ever attaining the truth; but they would be self-defeating if they
supposed that their proponents lacked all insight or were dispensed from the need to

consider the available evidence in judging what is the case.

Clearly, managers must make judgments on which to base their decisions and
actions. Their acts of judgment bear on the assessment of risk, the severity of the
problem that must be addressed and the best measures in solving it, in terms of
strategy, timing and the use of resources. They need to weigh the competence of their
staff and the reliability of its key figures. The manager does not make such
judgments “out of the blue’, so to speak, but brings to such deliberations the full
range of prior experience, particularly of the trial and error involved in the course of
making many such judgments in other situations. Managers cannot but be affected
by what life and work have taught them, with all the successes and mistakes

involved.'®

Executives may often associate good judgment with a ‘gut feeling” about the
situation. A kind of intuition or instinct arising from long experience brings its own
sort of evidence, and persuades to a particular course of action. There may be no time
for an elaborate, verbal account of formally presented reasons, even though such an

account may become necessary at some later stage of review. Still, it is expected that

' Vickers explores throughout his text how appreciative judgment is based on the
experiences of the individual, the organization and society. In particular, see:
Geoffrey Vickers, The Art of Judgment (London: Sage, 1995), 82-89.
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those experienced in the matter at hand, who are working ‘on the spot” and in touch
with the data relevant to the situation, are more likely to make sound managerial

judgments than those who are comparatively inexperienced and uninformed.

While sound judgment is confident, it remains open to pertinent and persistent
questioning. As already mentioned, many judgments are qualified, as full
verification may be impractical. Thus, one may avoid “yes” or “no” by inserting the
qualification, “maybe” or its equivalent, such as “probably so”, “best guess”, “for all
intents and purposes”. Such qualifications also require a ‘reflective insight’, but in
this case, it is as assertion into the quality of assent: that no definitive reflective
insight has occurred in relation to the data."” In making a judgment, reflective insight
consists in the grasp of the unconditioned, namely that all conditional qualifications
have been adequately addressed, all relevant questions asked, and all appropriate
tests conducted that are needed for the understanding of the presenting data. If this
is so, one may come to virtual certainty with respect to one’s insight: the driving
question, “Is it s0?”, yields to the answer, “Yes, it is” or “No, it's not”, whatever be

the case.

By way of summary, we can return to Lonergan’s precise account of what we have

been presenting:

[O]n the third level of reflection, grasp of the unconditioned, and
judgment, there is rational consciousness. It is the emergence and the
effective operation of a single law of utmost generality, the law of
sufficient reason, where the sufficient reason is the unconditioned. It
emerges as a demand for the unconditioned and refusal to assent

" We will clarify this notion of making a judgment on the quality of assent when we
discuss the minder in the next chapter.
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unreservedly on any lesser ground. It advances to grasp of the
unconditioned. It terminates in the rational compulsion by which grasp of
the unconditioned commands assent.?

Lonergan then goes on to say that ‘value-adding’, as it were, lies not only in the

objectivity of what is known, but also in the subjectivity of the knower:

Exact and balanced judgment not only affirms things as they are but also
testifies to the dominance of reasonableness in the subject.”

In other words, good judgments, whether they be in science, law, politics or
organizations generally, express the self-transcending attainments of the people who
made them. An idea may be clever, but it is, of itself, merely an idea. Judgment adds
the value of reasonableness, an irreplaceable condition for addressing any problem

and for making a good decision.

We now turn to the role of insight in the making of good decisions on the fourth level

of consciousness.

5. DECISION AS PRACTICAL INSIGHT

Decision-making is arguably the most central and essential feature of personal and
organizational life. Decisions shape the future and initiate change, not only in the
world, but also within the decision-maker. Decisions are ultimately personal, for

which responsibility is the key indicator.

** Lonergan, Insight, 346.
2 bid., 347.
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Many methods and techniques have been devised to assist the process of individual
and corporate decision-making. One, for example, the method devised by Kepner-
Tregoe, has been widely promoted and used in organizations.” It helps the decision-
maker to clarify objectives, alternatives and risks, and then, by assigning numbers to
each as a measure of their relative attractiveness, benefit or likely cost and then, by
calculation, to identify the best option. This process helps a group work
systematically through the complexities of its decision, and to identify all the factors
they need to consider. In the process, they work through conflicts and potential
problems, and become more aware of each other’s values and desires—and their
relative measure—and become better prepared to handle adverse consequences
down the track. Another technique, well known in management, is Management by
Objectives which sets out clear definitions of responsibility and accountability for

goals to be achieved in corporate decision-making.”

Our purpose here, however, is not to develop a process, or to comment on those in
use, but to establish the features of decision-making within the structure of
intentionality. It brings us back to that which is personal. The question “What am I
doing when I am making a decision” invites a reflection relevant to the fourth level
of conscious intentionality, beyond what one is doing on the third level of judgment

and on the second level of understanding.

?? Charles H. Kepner and Benjamin B. Tregoe, The New Rational Manager (London:
John Martin, 1981).

* This term was coined by Drucker in his 1954 classic text, and was subsequently
developed and has persisted as a management technique. Peter F. Drucker, The
Practice of Management (New York: HarperCollins, 1954).
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We offer the term “practical insight’ to refer to decision, to the moment when
deliberation concludes and action commences, when the generic question, “Will I?”,
for decision is answered and commitment ensues. Where reflective insight has
grasped that a particular option for future action is reasonable in relation to the
situation, practical insight grasps that it meets, additionally, personal criteria of
value, compelling enough to engage one to act in a way that brings this value to bear
on the world. This assessment of personal value constitutes the value-adding
contribution of decision-making, for it engages the person freely to an act of creation,
guided by the practical insight grounded within his or her own assessment of

value.*

The distinction between the levels of understanding, judging and deciding were
illustrated very clearly for me in an exercise with a group of 15 prison governors. The
governors were resisting systemic change being introduced across the state prison
system. My assignment was to engage them in discussions about the changes and
their role as leaders in bringing these changes about. I divided them into three
groups of five, each person to select, from a set of photographs laid out on the
conference floor, one or two photographs which would best illustrate the prison

system.” Those in the first group, selected photos to illustrate the system as they

* Note that the question “Ought I?”—often regarded as the ethical question— is a
question for judgment about whether the object under deliberation for action is
compellingly right and good; It is not a question for decision on the fourth level, but
for assent on the third. “Will I do it?” is the natural question to arise in wake of a
“Yes” to the “Ought I?” question.

* The photographs were part of a set, called Photolanguage, developed by the NSW
Office of Catholic Education. The set comprised 120 black and white photos of a
general nature— of people, landscapes, buildings, animals and human situations. As
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knew it in the past, those in the second group, as they knew it to be today, and those
in the third group, as they envisaged it for the future. I then asked each group to
discuss its particular selection of photographs, after which I convened all the
governors to share the conclusions of each group. The discussion that followed
illustrated very clearly that these governors understood the changes being proposed.
In their exchange, they also tapped into a deeper set of values, attitudes and beliefs
that they held, which guided their decision-making and which would account for

726 was one such attitude that was

their resistance to change. “Never trust a crim
expressed. The vision for the future that they were being asked to implement,
required higher levels of personal interaction and trust between guards and
prisoners. Such a vision was clearly counter-cultural and was therefore being deeply
resisted.” Consequently, the emphasis of the change program was shifted to focus
more directly on the governors themselves, and how they could be helped to
appreciate more deeply their role in influencing and shaping the prison culture. This

approach was eventually successful, particularly in bringing those in opposition to a

new personal viewpoint and value-set.

We recall our earlier reference to Aristotle: “It is thought that every activity, artistic

or scientific, in fact every deliberate action or pursuit, has for its object the attainment

images evoke insights, this technique is used to bring out deeper understandings and
values in a group.

% “crim”, as short for criminal.

* For a more detailed account of this intervention and its outcome, see: John Little,
"Insight, Strategic Thinking and Control," The Practising Manager 17, no. 1 (1996).



THE DYNAMICS OF HUMAN CONSCIOUSNESS 128

of some good.”* By linking this ‘good’ directly to ‘value’, we come to the core of
what constitutes a decision with a most practical question: what is this ‘good’, and
how do we establish some understanding of it?** It would appear to be implicit
within the decision-maker, sometimes easy to access and name, sometimes more

elusive.

If decisions intend what is “good’, of what, then, does this ‘good’ consist and its
attainment entail? Managers will speak of a ‘good” or ‘bad” decision, often in
retrospect, in view of its being effective or not. We seek, however, within our account
of organization and governance, a more comprehensive account of what constitutes
the ‘good” intended in corporate decisions. Furthermore, by attainment, there is

implied not only direction within the action, but control of it until it reaches its term.

For this, we return to our reflections within intentionality for guidelines on the
nature of the ‘good’. The Oxford philosopher, John Finnis, points us in a practical
direction that we used in our executive workshop.* We defer Lonergan’s account of

the structure of the human good to a later chapter.

Finnis gives a list of what he terms “basic goods” that are desired for their own sake

in the conduct of a good life. A basic human good can be identified as the answer

2 Aristotle, The Nichomachean Ethics, 25.

? In discussing ‘the good’, we are confronted again with the difficulties of language,
and particularly in any management lexicon, with the absence of standard
definitions and terms. Management decisions may involve distinctions between
objectives, goals, purposes, mission and values without any standard definitions,
leaving each organization to agree and adopt its own.

*John Finnis, Natural Law and Natural Rights (Oxford: Clarendon Press, 1980).
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that lies at the end of a process of asking oneself the question, “Why did I choose
this?” In the process, deeper responses of value are unearthed, and the final answer

is reached, sufficient within itself. Finnis identifies seven such basic goods.

The first is “life itself”. Within this notion lies all that we understand to be life: our
own health and well-being, the preservation of life around us—animals, trees, the
planet itself. Concerns about global warming, the use of genetically modified seeds,
health services and much besides: all can be seen, within Finnis’ schema, to be linked
to a deeper desire to ensure and uphold life and, in this sense, are instrumental
goods. “Life itself” needs no further justification. It is a sufficient end in itself to
which one directs action. Its equivalent for an organization is its ongoing and

sustainable existence.

“Knowledge” is the second on his list, and he takes this to be self-evident, for human
beings cannot live without meaning, information and the search for truth—as we
have been arguing in the course of this thesis. For organizations, it is reflected, for

example, in the thorough assessment of a situation, of opportunities and of risks.

“Play”, or better, “excellence in work and play” is a third type of good.*" Each of the
arts, sciences, professions and crafts provide opportunities for this desirable good. In
business, quality product or outcome is an example of individual and collective
skilled performance. Not only does this make good business sense, but also it

contributes to human development. For many, excellence is integral to their

*! Finnis revised his “play” to a fuller notion “excellence in work and play” in a later
discussion: , Moral Absolutes (Washington DC: Catholic University of America
Press, 1991), 42.
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approach to work and living. A business that recognises this aspect of the ‘good’
through appropriate policies, support, encouragement and training, is more likely to

tap into deeper sources of human motivation and commitment.

“Aesthetic experience” is the fourth basic good—with applications to the workplace

environment on many levels.

Finally, for his last three goods, Finnis identifies what he calls three reflective
goods—harmony within self, harmony with others, and harmony with one’s higher
source of meaning. These harmonies could be expressed in terms of living in peace
with oneself, with others and with whatever one attributes ultimate meaning. Within

these terms lie fairness, justice, friendship and integrity.

Finnis refers to the seven basic goods together as the “integral human good”.” He
maintains that the ‘good’ is one, and that each basic good can be discovered within it.
In this way of accounting for the human good, Finnis sketches a more differentiated
approach to ‘the common good’ compared to the somewhat abstract calculus of

many more traditional accounts.® It remains, also, open for development and
y

% Finnis” account of the integral nature of the ‘good’ reflects also the integral nature
of the structure of intentionality. As we have indicated for intentionality, each part of
its structure operates with the support of the others—the structure cannot operate
effectively if any part is excluded. We discuss this in more detail in Chapters 4 and 5.
In using this material in our workshops, in reflecting on the good being sought in a
particular decision, participants would often find several basic goods implicated,
with one perhaps more dominant than the others. This discovery supports the
proposition of its integral nature.

% Kennedy provides a more extensive treatment of the relationship between Finnis’
basic human goods and the common good in Robert G. Kennedy, The Good That
Business Does, Christian Social Thought Series (Grand Rapids: Acton Institute, 2006),
41-66.
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refinement, as he himself demonstrates. Daly, in his turn, developed a comparable

list.>*

I will draw further on this discussion in Chapters 4 and 5, as it concerns the skills
associated with decision, and in Chapter 6, as it concerns the ‘corporate good” of

decision and governance within the organization.

A final comment needs to be made with respect to the ‘good’. Lonergan maintains
that the “good’ is always concrete. This means that it is more than an idea, a theory, a
value: it is “delivered’, achieved and made ‘present’ within the action that decision
takes. Thus, an artist who seeks to deliver a skilled performance, will do so in the
performance, and rest, momentarily, when it has been achieved; but inevitably, will
move on to perform again, perhaps at a higher level. A student’s pursuit of
knowledge is never completed, but forever advancing with each gain. The action
initiated by decision carries within it an ongoing vector of commitment and control,
and the requirement to sustain it creatively, reasonably and responsibly. We discuss
this action component of decision more fully in Chapter 6 as it relates to the
organization. In brief, in view of decision as seeking and delivering the ‘good’, the
four-levelled structure of intentionality, IAM, becomes for the individual the basis
for personal self-control, self-management and self-direction. Corporately, as IAMO,

it becomes the basis for corporate self-management, governance and direction.

Suffice to say at present that the effective management of corporate decision-making

in relation to its governance requires attention to many factors: a clear grasp of where

* Daly’s list is: life, truth, beauty, achievement, integrity, friendship, religion. John
Little and Tom Daly, "Smart Link - Mind Management," (1996).
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responsibility and accountability lie; the delegations of roles and tasks; the
specification of organizational structure and its systems; the sources and flow of
information; the acquisition and development of appropriate skills; the

communication of decision, and so on.

Though decision occurs in persons, in the case of organizations it is an exercise of
collective responsibility. Since its source is in human beings, decision can never be
blind or automatic. It presupposes personal freedom and responsibility, also the
awareness of the many options that occurred in its making. Needless to say, it can
therefore leave a residue of regret and conflict, especially in those who favoured
other courses of action. For individuals differ in what they understand, what they
judge to be correct, and what they feel needs to be done, even though they share the

same fundamental structure of consciousness.

Although the organization may specify and promote its publicly espoused values in
staff induction and development, its people may fail to ‘take them on’ as the basis for
their own decisions and practices. A corporation does not necessarily march to the
beat of a single drum, and conflicts are inescapable. One way or another, the conflicts
and different points of view within organizations provoke a more thorough
consideration of the good that is intended and of the processes that are needed to

communicate this to all.

6. SUMMARY

To restate our approach: In examining conscious acts, we have differentiated four
levels or groups of cognitional or intentional operations, and four levels of oneself, as

subject or operator. We define consciousness as awareness immanent in cognitional
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acts and in the subject performing those acts. We have summarised the operations

and what is produced by them in Table 3.3, below.

Dynamic Operations: Product:
Level
what we are doing what we have
4 Decide Act Control and change, values,
goods
Knowledge, fact, reality,
3 Judge Assent truth, being
Heuristic drive
of inquir i ioibili
5 quiry Understand | Conceive An intelligibility, a concept,
a theory, hunch, idea
Data of sense, emotion,
1 Experience memory, imagination,
perception etc
Table 3.3:  The Products of Intentionality

In relation to these acts, the first level of empirical consciousness is characterised by

the receiving of data or communications through sensing, perceiving, imagining and

remembering, grouped under the more general term, experiencing. At the second

level, the acts of intelligent consciousness are those of understanding and

formulating, in which intelligibility or coherence and unity within the data received

is sought, grasped, conceived, formulated and communicated. The third level is the

emergence of rational consciousness, in which the correctness of one’s understanding

is validated and affirmed by acts of judging, and communicated through assenting or

dissenting. The fourth level is the domain of responsible choosing: of deliberating,

evaluating, deciding and communicating through action.



THE DYNAMICS OF HUMAN CONSCIOUSNESS 134

In addition to the differentiation of individual acts, there is a development of value-
added “product’ over the four levels, from data to theory or hunch, to knowledge and
to control. This development pertains to the role of insight—direct, reflective and
practical—in effecting a deeper ‘making of one’, a more secure integration as we

move up each level, in a process that Lonergan calls sublating.

These four levels are recognised in philosophy, general use and business, using
terminology appropriate to each. This is illustrated in Table 3.4, below. Note that the
levels convey the general structure of knowing and deciding. They convey an

emphasis on the value-adding processes that precede the more general term ‘action’.

Level | Philosophy General use Business
4 Will Responsibility | Good Decision Value Ethic Commitment
3 Act Reason True Knowledge Fact Risk Judgment
2 Form Intellect Beautiful | Concept Theory | Opportunity Opinion
1 Potency Experience | Potential Data Situation | Environment | Experience

Table 3.4: Terminology and the Four Levels

Figure 3.4, on the following page, helps one to distinguish certain features of the four
levels. The private, interior acts within consciousness—inquiring, experiencing,
understanding, judging and deciding—are represented in the left and central
columns, and those acts that are public and give rise to their communication and to
their storage and preservation—experiencing, formulating, assenting and acting—are

represented in the right hand column. Note that ‘experience” has both private and
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public dimensions, and is shown to be ‘in touch with’ the ‘ground’, the source of its

sensory data.

Private Public
Richness and Communication
Openness delight and preservation

Decide

Assent

L Understand Formulate

L Experience

Ground

Figure 3.4: The Public and Private Domains of Intentionality

An alternative way of visualising this structure, in which the relationship between all
its elements is preserved, is illustrated in Figure 3.5. This circular image suggests
intentionality as a rotational movement around the central hub of inquiry. It also

shows a white circular band separating private and public expressions of each level.
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This figure enables one to hold more fully, in an image, the dynamics of
intentionality. For example, as turning a wheel requires a rotational force, or torque,
acting at the hub, so inquiry could be considered as a force rotating the wheel of
change; also as rotation creates a centrifugal force outwards, so understanding,
judgment and decision, as private acts, urge their communication and preservation
into the public domain, in formulation, assent and action. Thus the ‘inner” world

gives rise to an ‘outer’ surrounding mantle of public communications.

KNOWING , DOING

values promise

Public communications

facts ] .
direction
opinion plan
.......... Private intentional acts
data performance

— X

Figure 3.5: Intentionality as Rotational
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The above figures, however, are incomplete, since they represent more fully the
‘knowing’ side of intentionality, as distinct from the ‘doing’ side. The left half of
Figure 3.5 conveys the notion of “ascent” as one moves “up’ to decision from
experience, understanding and judging. Decision on the fourth level, as we have
discussed, gives rise to “action” which delivers results on the ‘ground’. In doing so,
‘action’” completes the control loop. It can be imagined as a ‘descent’ from decision to
the ‘ground” where it delivers the ‘good” intended. ‘The good’, as known and
appropriated, would lie in the inner area of our diagram, within decision. There, it

would represent the heart of the person, the source of true value and right action.

Lonergan, after writing Insight, identified a symmetry in the ‘knowing’ and “doing’
that formed the basis the eight functional specialities for theology that he developed
in Method in Theology. We elaborate upon this symmetry more fully in Chapter 6
when we develop our account of organization as eight value-adding stages. Figure
3.5 shows eight value adding stages for the individual’s knowing and doing. For
‘knowing’, we move ‘up’ through data, ideas and knowledge to value. For ‘doing’,

we move ‘down’ from promise, direction and plan, to performance on the ground.

In this chapter, we have presented the “knowing’” and ‘deciding’ components of the
structure of intentionality and control. We have proposed that this structure is
grounded within conscious experience and discloses the basic elements of a science
of intentionality. It remains to elaborate upon the ‘doing’ in Chapter 6. There, we will
combine and develop the representations of the previous two diagrams in a more

general model for organization.

Prior to our discussion of organization, we turn, in the following two chapters, to
examine the skill component of each of the four levels of this structure and explore

how each skill interacts with the whole in an integral fashion. This discussion will
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introduce the notion of ‘minder’, a critical part of our model of organization, in the
role it plays for self-management and communications. Then follows a more
thorough treatment of communications and trust, essential considerations in our

treatment of organization and its governance.
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CHAPTER 4: SKILLS AND STRUCTURES

In the previous chapter, I appealed to Lonergan’s intentionality analysis to specify
the key intentional acts in all domains of human living, while keeping in mind our
particular interest in governance and organization. Unless such governance proceeds
by way of inquiry, it will be blind; unless it is open to understanding all available
data, it will be narrow; without rigorous questioning and readiness to weigh the
evidence, it will be unsure; and without due deliberation on the values at stake, it

will act inappropriately.

In this chapter, I turn to the skills that are required if the executive mind is to act well
in these matters. I then show how groups of skills make up structures, such as of
knowledge and of common sense that Ghoshal thought so important in his treatment
of management theory. I draw once more on exercises used in my executive
workshops, especially to indicate the role of what we term the ‘minder’, of special

importance in this chapter and in those that follow.
I will present my discussion in this chapter under the following headings:
1. The Skills of Intentionality
2. The Core Skills and their “‘Minder’
3. Mindful Structures
4. Common Sense Knowing
5. Knowledge—the Critical Factor

6. Summary and Conclusion
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1. THE SKILLS OF INTENTIONALITY

First, a brief working description of four terms that suggest a set of performance
criteria applied to oneself, a group, a team or an organization: capacity, competence,
skill and capability. By “capacity’, I mean potential within the person, group or
organization for performance; by ‘competence’, I refer to the general outline of a
particular skill; by ‘skill’, the description of what one actually does in practice; and
by ‘capability’, the extent of the skill development. Thus, in relation to seeing, I have:
1) a capacity to see if the appropriate biological and psychological functions are in
good working order; 2) a competence of seeing in that I can distinguish things within
my field of vision; 3) a skill, which I have developed, to distinguishing slight shades
of colour and pattern; and 4) a highly developed capability when I am able to detect,

match and arrange slight changes in tone and texture.

In his analysis of intentionality, Lonergan identified four performance criteria or
precepts, as he frequently referred to them, corresponding to the four levels he
identified. We have already mentioned these: Be attentive! Be intelligent! Be
reasonable! Be responsible! To these four precepts, I add a fifth, for inquiry, the
power upon which the other four depend: Be open! A precept implies that one
possesses a certain capacity to do what is required, and can exercise mindful and
personal control of appropriate skills as and when they are needed in the situation.
As these precepts basically objectify the dynamics of human consciousness, heeding
them is both a matter of personal integrity and a development of one’s capability as
an honest and creative agent in any domain of human living. In other words, to the
degree these precepts are conscientiously heeded, the “character’ of the agent is
formed and progressively shaped by the skills that are acquired. And each precept

comprises a set of particular skills.
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Skills, generally, can be defined further in both positive and negative terms.
Positively, they foster development. Negatively, they counter any tendency to
neglect, hurry over or bypass any phase in the analysis of the situation. One develops
skills in any discipline by imitation, instruction, practice and repetition—always
assuming sufficient interest, basic capacity and motivation. This is also the case in
regard to the core cognitional skills that add precision to the five precepts mentioned
above, in how they add the value of intelligence to raw data, the value of judgment,
based on evidence, to any intellectual exercise, and the value of responsible decision-

making to simply judging the truth of the situation.

But even core cognitional skills can be neglected when, for example, the data of the
situation is impulsively dismissed, or when the emerging evidence is insufficiently
weighed or a particular good implicated in a decision is suppressed or overlooked.
Although this may appear somewhat elementary, the neglect of any skill can have
significant, adverse consequences. For the skills together dispose one to be open to
wider experience, clearer thinking, sounder judgment, and more responsible
decision-making. Furthermore, they contribute directly to the quality of
interpersonal relations, team performance and task accomplishment. Clearly, the
absence or neglect of any such skill will distort the collaboration of any group and
hamper the accomplishment of any team. In the next chapter, we will examine this
phenomenon in relation to competency-based models of management, such as those
used by Belbin in relation to Team Roles, by Irving Janis in Groupthink and by

Kegan in his analysis of conversational dynamics and corporate culture.

Cognitive skills, as with any others, generally operate habitually and unconsciously
or subconsciously, that is, outside of one’s immediate field of awareness, but they
can be identified within consciousness by an appropriate exercise of attention.

Familiarity with them enables one to ask more relevant questions to determine
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whether one is being fully open, attentive, intelligent, reasonable and responsible in
the matter-at-hand. In this respect, using the mind well, according to these criteria or
precepts, becomes the measure of personal authenticity. This, again, broadly
describes the project of self-appropriation, which is, at once, both a personal

achievement and the way to managerial effectiveness.

The use of exercises to identify particular cognitive skills was a feature of our
executive workshops. Exercises help all forms of skill development. As athletes can
draw on the science of anatomy to identify a particular muscle within a whole set,
and then develop its performance within some complex movement, similarly, one
can draw on the science of intentionality to focus on one skill and develop
competence in its role of ‘value-adding’ within the whole. But first, one must pay
attention to each component as it contributes to the whole. Commitment to develop
and uphold the integrity of each skill increases the probability of successful outcome
of the whole. The neglect or absence of any skill increases the likelihood of failure

and decline of the whole.

These skills are set out in Table 4.1 below. Here, Lonergan’s precepts—Be attentive,
Be intelligent, Be rational and Be responsible—occupy the first column, while the
other columns, based on a list developed by Daly and others and used in our
executive workshops, extend their implication and application as particular skills.
The second column represents inquiry, with its injunction, Be open, that drives the
whole process. The third column reflects the “richness and delight” experienced in
the moment of insight, whether direct, reflective or practical. The fourth column
represents the communication and preservation of insights, such as expressed

through the body, in language, gesture or action.
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OPENNESS

RICHNESS and
DELIGHT

COMMUNICATION and
PRESERVATION

BE
RESPONSIBLE

BE
REASONABLE

BE
INTELLIGENT

BE
ATTENTIVE

Inquiring

BE OPEN

Be active

Persist

Avoid
obscurantism

Avoid
drifting

Deciding

Performing

Be fair, patient, team-spirited, committed,
courageous, self-controlled, objective, open to
each of the basic human goods

Avoid partiality, revenge, grandstanding, laziness,
cowardice, impetuosity, superficiality,
suppression of a human good

Judging

Become familiar
with the field

Ask all relevant
questions

Do not rely on a
single glance

Assenting
Be humble but not shy

Do not assent without full
justification

Do not refuse assent when
the justification is full

Understanding

Recognise clarity
and foster it

Acknowledge your
confusion

Formulating
Be accurate

Do not exaggerate or
understate

Experiencing
Attend to the data

Gather a wide range of data and of all sorts

Do not just gape

Avoid projection and ‘reading-in’ theories

Table 4.1:

Intentional Skill Set

Drawing on the material in Table 4.1,  now examine sets of particular skills under

headings expressing the five precepts: Be open, Be attentive, Be intelligent, Be

reasonable and Be responsible, not only as positive injunctions, but also as their

obverse, namely, what to avoid.
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Be Open

Inquiry is a driving force behind our questions. It arises from an original wonder, the
roots of which go deeply into our psyche in our response to life." It is our opening to

the future and our way to practicality and to better living.

As we presented it in the previous chapter, inquiry gives rise to questions looking for
answers, either theoretically or practically. Where one question fails to deliver
results, another arises. Persistence is necessary in the face of setback, false leads, and
opposition. Yet, it is rewarded when it finds appropriate answers. Only then does
inquiry rest, and the line of questioning come to an end. Journalists, barristers and
scientists, for instance, with their respective lines of inquiry, all seek particular
answers to particular questions. To that end, each profession or discipline develops

the skills appropriate to posing and answering questions in their respective spheres.

In contrast to the drive and persistence of inquiry, there is obscurantism of all kinds.
It is manifest in neglecting to ask or brushing aside questions that arise. On this
matter, Lonergan had much to say.
As the desire to understand is the opposite of total obscurantism, so the
unrestricted desire to understand is the opposite of any and every partial

obscurantism no matter how slight. The rejection of total obscurantism is
the demand that some questions, at least, are not to be met with an

' As the philosopher, Miller, reflects: “It is the experience of wonder, which
Heidegger, like Aristotle, places not just at the origin of philosophical wisdom but
also at the origin of all human inquiry. Because wonder makes “the “Why?’ spring to
our lips,” it is the hinge between ignorance and knowledge, between oblivion and
insight, and perhaps for that reason the hinge between every past and future.”
Jerome Miller, In the Throe of Wonder - Intimations of the Sacred in a Post-Modern World
(Albany: State University of New York Press, 1992), 33.

? In particular, see pages 23, 286 and 667: Lonergan, Insight.
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arbitrary exclamation, ‘Let's forget it!' The rejection of any and every
partial obscurantism is the demand that no question whatever is to be met
arbitrarily, that every question is to be submitted to the process of
intelligent grasp and critical reflection. Negatively, then, the unrestricted
desire excludes the unintelligent and uncritical rejection of any question,
and positively the unrestricted desire demands the intelligent and critical
handling of every question.’

It always remains possible, for whatever reason, that one can ignore or suppress
one’s own questions or those of others. Distraction, defensiveness and public
embarrassment all play their part. The Royal Commission of Inquiry into
Tricontinental, as discussed in Chapter 1, cited two examples of failure to ask
pertinent questions that led to the collapse of the merchant bank.* Firstly, the Chief
Executive Officer disallowed certain types of questions to be asked internally by
managers and internal auditors. He thus prevented the discovery of the misleading
nature of reports on the company’s cash flow. The Inquiry also referred to self-
censorship with regard to members of the Board. One member silently deferred to
the judgment of another, a more senior banker, who had not asked the question the
member thought should be asked and, not wishing to embarrass the senior banker by
so asking it, did not ask it. In this way, a particularly significant problem remained
unacknowledged, with subsequent disastrous results. The example brings out the
significance of individual, intentional mental acts of inquiry and deliberation

affecting critical organisational outcomes.

> Ibid., 661.

* Victoria, "First Report of the Royal Commission into the Tricontinental Group of
Companies."
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The first orientation of inquiry is in relation to the data. But although questions may
arise spontaneously in relation to data, they nevertheless remain under our control.
We may not wish to go where the question intimates. Alternatively, we may leave no

stone unturned in our quest for answers.

In evaluating one’s own performance, we may well ask: Am I open in my inquiry
about this matter, or am I already set in my conclusions? Or, Am I persistent with my
questions when I face difficulties? Am I closing off, without due reason, possibly
fruitful lines of inquiry? Am I brushing questions aside? These types of questions are
directed to what we might call ‘self-minding’. In this, they are focused on the
direction and control of our own inquiry’s reach in practice, to assess its thrust and
throe and to modify it, if appropriate. This applies to all levels of consciousness: Be
open ensures zest and life in each of the other four precepts and the skills they

deploy.

Be Attentive

Attention to the data is the first step in the process of knowing and doing. In the
executive workshops referred to, this precept, ‘Be attentive’, was extended into
further injunctions regarding a skilful process of data-gathering—in all the range and
kinds of what is available—along with techniques to avoid projection and

preconceived ideas of what is given.

A skilled attentiveness contains an active component. It consists in going out into the
field, as it were, and gathering data from many sources. A key skill for a manager is
listening, walking about, and getting impressions from all and sundry, including
reading body language and sensing mood. In an organisational audit, for example,

the auditor will gather information of many kinds and from many areas, internal and
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external to the organization. In any exercise of consultancy, the consultant would be
remiss in his or her task if there were no serious effort to base the final report on a
wide cross-section of sources. Neither the manager, the auditor nor the consultant,
therefore, is content merely to merely ‘look’ or ‘gape” at the data. Attentiveness
means actively ‘taking it in’, assimilating, storing and sorting what is available in the
‘given’ of the situation. Here, care must be taken with what is found, lest one
interprets it prematurely or fits it into a ready-made theory or conviction.
Furthermore, one must be careful not to exclude further ranges of data by declaring
them to be irrelevant to what is already known (supposedly) and routinely accepted.
Considerable skill, born perhaps of sorry experience, is necessary if the data are not
to be unconsciously filtered by past experience, and present expectations and

assumptions.

This distorting, filtering process can have any number of ingredients—psychological,
organisational and those arising from prevailing theoretical paradigms or habitual
practices. Further, a skilful attentiveness is alert to the danger of projection, that is, of
reading more into the data than is there. It would be like interpreting the motives of
any complex human being on the basis of a single act or episode. If that should
happen, it would be like taking a single statement of someone without taking into
account the whole personal, and even cultural, history of the one who uttered it. It
would reduce everything about the other to one’s own current suspicion or
expectation. In other words, it would be saying more about oneself than the other’s
real attitude or thoughts. Attentiveness requires a certain mindfulness. It is
manifested in the capacity to “check oneself out’, both in regard to the quality of the
attention and to the adequacy of what is presented. Here, too, I will explore the
nature of this mindfulness below, under the heading of “‘minder’. Suffice it to say at

this point, that, in a basic way, we can exercise inappropriate, careless, even blind
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control over the data by what amounts to simply walking away, closing our eyes or

blocking our ears.

As ‘data’ is the first step towards knowing, its adequate collection is essential. But
there is a further requirement that we can express as the need to “play with the data’.
If understanding is to occur, the data must not remain a chaotic collection of mass of
impressions, but must be shaped and arranged so as to allow for its meaningful
assimilation. Imagination enables us to ‘play with the data” as it configures it in
potentially intelligible forms. Thus, graphs, tables, and visual models are commonly
employed to shape the manner in which the data can be understood. Likewise,
cartoons and photographs can facilitate the required ‘play’, and so rescue the data
from a chaotic jumble. In a similar way, stories, fables, metaphors and symbols stir
the imagination into life. And even dreams deserve to be mentioned. After all,
Kerkule’s discovery of the benzene ring emerged out of a daydream he had on a

London bus in which he imagined a snake coiled back on itself.

But the skill of attention can be instanced in a wide range of activities. Besides an
active involvement of ‘playing with the data’, it is not unknown for busy executives
to discover the value of recollection and the illuminating power of certain meditative
practices. For instance, a kind of creative stillness can be achieved, by repeating,
mantra-like, a particular word or phrase, or by adopting a certain bodily posture.
Such stillness leads to the silence that enables a deeper listening. While such
meditative practices seem to be a long way from the exchanges of the board room
and the “busy-ness’ of the office or shop-floor, there is increasing interest in such
spiritual practices, for they can lead to surprising results and benefits, such as more
energy, improved powers of concentration, creativity, mental clarity and deep

relaxation.
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Be Intelligent

As discussed earlier, our executive workshops used puzzles to generate experiences
of insight. Following these exercises, participants spent time alone to identify the
skills associated with getting an insight, namely, of fostering clarity, of reading
correctly the situation presented by the data, and even of handling one’s confusion or
ignorance when no understanding or insight had emerged. In many ways, we can
command ourselves to be attentive, in gathering the data, and so forth. But the act of
understanding is not directly under our control. Direct insight cannot be commanded
at will, such that it often occurs suddenly and unexpectedly. Before that creative
moment, often a period of incubation, distraction, physical exercise or relaxation will
help to shape the conditions in which insight occurs with its stream of creative ideas

and solutions to a problem.

But the important point in this process consists in being free to admit that insight, the
moment when things fall into place, has not occurred, if this is, in fact, the case. Such
an admission to ‘not getting it is genuinely honest, even if it might seem like losing
face or appear as excessive slowness in the quick and often forceful deliberations of
business and organizations. The time spent waiting on insight to come may indeed
bring with it a feeling of inner darkness, frustration and perplexity. But the hope that
insight will come helps one to persevere through the obscure processes of incubation

out of which understanding can emerge.

The critical test in understanding is the ability to formulate it in many different ways,
and in ‘one’s own words’, as we say. This test contrasts with the skills and activities
necessary for being attentive. On that level, one may repeat someone else’s words
without necessarily understanding what they are getting at. Understanding is

different. It gives one the ability to express, in a variety of situations and in different
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words what has been understood. Insight, as an act of intelligence, brings meaning
into data. It unifies what was, previously, a more or less chaotic collection of
impressions, crystallising what was, then, in solution. Insight is always ‘into data’.
And because it brings meaning to such data, genuine understanding must then turn
back to the original data, in its fullness, to validate the correctness of what is
understood. The whole reflective process may take some time—between getting the
raw data, gaining an insight into its possible meaning, and the final validation. Take
for instance when, in a criminal trial, the jury has to understand the charge, hear the
evidence, and after much deliberation, reach its verdict. Needless to say, hurrying
the period between gathering data, understanding what appears to be the case, and
checking that it is in fact so, can lead to disastrous results in the courts, as it will in

any situation of management.

On the other hand, the process of intelligent inquiry does not necessarily start from
scratch. Insights build on previous insights; future possibilities of understanding are
enhanced by achievements in the past and in the present. In Lonergan’s terminology,
understanding matures into ‘higher viewpoints’: knowledge builds on knowledge;
and facts, once established, become the data for a deeper grasp of the reality

concerned in a cumulative process of learning.

The particular kind of understanding characteristic of good management is related to
specific sets of data. Scientific discoveries, assessment of market needs, economic
analyses, predictions of demographic and economic growth, and so on, are all part of
the picture. Each area has its own data and yields its own range of insights. But,
taken together, the scope of understanding broadens into increasingly higher
viewpoints. We note that both Kegan and Jaques deal with this notion of higher
orders of complexity in their respective models of cognition. Jaques specifies four

primary mechanisms and four levels of complexity, or higher orders, of thought and
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expression.” For his part, Kegan presents five levels of cognitive complexity inherent
in subject-object relations, with the fifth level reflecting a post-modernist stance.® But
each lacks a consideration of the central role of insight in their respective accounts. It
is not as though we criticise these authors on some kind of refined philosophical
point. Without a recognition of the role of insight in the mechanisms Jaques refers to,
and the levels of cognitive complexity favoured by Kegan, their respective schematic
accounts fail to identify a vital human factor, namely, the act of understanding that is

at the heart of intentionality.

Some writers have introduced the notion of multiple “intelligences’.” But this refers
not to the higher viewpoints as we have described them, but to the understanding of
different domains of data. For instance, Goleman has drawn attention to the skills of
“emotional intelligence” in management performance.’ It refers to one’s
understanding the data of emotion in oneself or others. Likewise, ‘physical’

intelligence, “artistic’ intelligence, and so on, refer to the data that one is attentive to

> Elliot Jaques, Requisite Organisation. The CEO’s Guide to Creative Structure and
Leadership (Arlington VA: Cason Hall and Co, 1989), 44.

® Robert Kegan, In over Our Heads: The Mental Demands of Modern Life (Cambridge,
Massachusetts: Harvard University Press, 1994), 314-315.

7 Gardner posited the theory of multiple intelligences (MI) in 1983 and has continued
to explore this notion of multiplicity in his latest work that begs clarity about his
meaning of terms. He writes: “The five minds posited in this book are different from
the eight or nine intelligences. Rather than being distinct computational capabilities,
they are better thought of as broad uses of the mind that we can cultivate at school,
in professions or the work-place. To be sure, the five minds make use of our several
intelligences: for example, respect is impossible without the exercise of interpersonal
intelligence. And so, when appropriate, I will invoke MI theory.” Ironically, one of
his five “minds” is the synthesizing mind. Howard Gardner, Five Minds for the Future
(Boston: Harvard Business School Press, 2006), 4.

® Daniel Goleman, Emotional Intelligence (New York: Batman Books, 1995).
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and into which one has cultivated insights and developed appropriate responses,
habits, skills and personal capabilities. Lonergan also recognises this diversity of
pattern, but behind the diversity, there is, nevertheless, the one intelligence.’ For
instance, intelligence works in the biological domain when it operates for the
survival and health of the species. It takes on an aesthetic pattern in its creative
search for artistic forms. It works in the dramatic pattern in the unfolding of
individual lives and whole societies. It pervades and promotes the various
professions in their practical engagement. It assumes a scientific form when it moves
into the realm of theory. Similarly, the higher reaches of philosophy and religious
living are not without their respective patterns of intelligence. Thus, it is the one
intelligence, but in different patterns, as it operates in different domains. In this
regard, there is a polyphony of any number of different patterns of intelligence as
one develops the capacity to move across these varied spheres of thought and

exploration.

But insights can be lost. There is need for them to be harvested, that is, preserved in
their formulation. Then they can be offered to others in what is communicated. We
noted earlier this distinction between insight and its formulation. As certain skills

apply to the act of understanding, likewise, others apply to its formulation. The

’ Lonergan, Insight, 204-212. Lonergan distinguishes what he calls “patterns of
experience”: biological, aesthetic, intellectual and dramatic. Scientific and theory
building would be associated with the intellectual pattern; common sense with the
dramatic; the aesthetic with artistic expression that “liberates intelligence from the
wearying constraints of mathematical proofs, scientific verifications, and
commonsense factualness”. The biological pattern is “a set of intelligible relations
that link together sequences of sensations, memories, images, conations, emotions
and bodily movements; and to name the pattern biological is simply to affirm the
sequences converge upon terminal activities of intussusception or reproduction, or,
when negative in scope, in self-preservation.”
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essential skill for formulation is to be accurate. It is deployed in the precise
formulation and communication of what has been understood, especially when
matters are inherently complex. Such a skill is marked with discretion; it ‘reads’ the
audience for whom the formulation is intended. I will discuss this skill more fully
later in this chapter when we explore ‘minding’, and further still, in the following

chapter on communications.

Many possibilities arise for any formulation of an insight. I have noted earlier several
mathematical and linguistic expressions for the single insight of a circle. Even for this
simple example, each term of any chosen expression will carry its own rich set of
insights and linguistic history. It contributes to a rich network of interconnected
meanings integral to the overall insight that has occurred. The higher the viewpoint,
the more complex the formulation might be; yet at every stage, accuracy is a requisite

skill.

Be Reasonable

This precept evokes skills associated, firstly, with the reflective insight of judging
and, secondly, with its communication in affirming or assenting. As explained in the
previous chapter, judgment turns what might be simply regarded as a bright idea
into a verifiable statement. It means deliberately reflecting back on the original data
to ensure that all the relevant questions have been asked and answered. Questions at
this stage are redirected. They seek to establish that the understanding and its
formulation adequately address all the original data. Some questions may involve
how the data was gathered, interpreted and presented in support of the
understanding that occurred. Questioning at this stage may involve complex
methodological procedures, scientifically established positions, and the resources of

language itself. It may involve establishing the trustworthiness of witnesses. Legal
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and scientific procedures of verification are highly refined. But in the normal flow of
daily living, matters for judgment are less methodical, even though they involve a
reconsideration of the original data. In the reconsideration of the data involved in
judgment, the most important skill, therefore, consists in asking all relevant
questions. In short, does the explanation adequately address all the questions latent

in the data?

The asking of relevant questions, however, requires familiarity with the field under
investigation. Experience counts. The broader and deeper one’s experience, the more
likely will one be able to find the relevant questions to ask in order to test a
proposition. To the extent that one is not familiar with the field, risks of oversight
and faulty judgment are increased. This is evident also when one thinks one is
familiar with the field, but the models of reality are faulty, such as those for modern
finance and efficient markets. Driven by the question, “Is it so?”, the essential
criterion of being reasonable is to ask all questions that need to be answered in the
proposed solution or explanation. Thus, judgment calls on experience, and the
broader and deeper the experience that can be called on, the sounder judgment is

likely to be.

Vickers, with deep and wide administrative experience, regarded judgment as
eminently human, integral to decision-making and not reducible to algorithm or
computer simulation. His concept of “appreciation” was central to his avoiding the
narrow scientific view that was emerging in his time. His central theme of

appreciative judgment involves three components: the making of reality judgments,
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of value judgments and of instrumental judgments." Each of these three types of
judgment in business—reality, value and instrumental—requires familiarity with the
field through long experience as the major factor involved in judging well. Reality
judgments come to grasp what is the case and what is factual, including probabilities
and risks. Value judgments involve an assessment of the significance of these facts to
someone or some body. Instrumental judgments pertain to those about the practical
requirements of action, including their effects on the environment and social context.
Vickers regards these multiple capabilities for judgment in decision-making as
integrated within the appreciative system of an organization and of its decision-
maker. In this view, his notions are thus close to our own, where judgments of fact,
value and practicality are involved in decision and integrated within the person in

self-appropriation, as we will show.

To say “yes” to the question for judgment, “Is it right?”, is an act of affirming or
assenting. There are skills in making such affirmation or assent. One skill relates to
the degree of confidence one has in giving assent. Another relates to a certainty that
is humble and not arrogant. Another is open to revision, in that it welcomes further
questions. One is not shy of making an affirmation and is not undermined by doubt.
Again, these skills reflect self-awareness and mindfulness in judging well. On this
level, we seek reality and gain it through uncompromising, critical reflection on the

evidence at hand.

" In addition to his administrative experience, Vickers draws on systems thinking,
control system theory (cybernetics) and psychology in his development of
appreciative systems. He sought to recover a moral dimension in decision-making, in
contrast to the approaches taken by his contemporaries, for example Simon and
Bateson, whom he regarded as imposing too narrow a scientific view on
management decision-making. Vickers, The Art of Judgment, xiii-xxii.
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Be Responsible

The fourth level of responsibility subsumes previous attainments in attentiveness,
understanding and judging, adding one’s very person, so to speak, in the assessment
of values that one has identified with. As decision links deliberation with action,
separate skills are involved with these two arms: the first with an appreciation of the
value at stake, the second with the action that follows. The appreciation of value
introduces the personal dimension, for it will inevitably draw upon some compound

of the human good to which one is wed and seeks to bring about.

Before discussing in more detail the values, or good, that are sought and the skills
involved to attain them, we will revisit briefly the intentionality of decision-making,
focusing on the question for decision: “Will I?” and the action that comes in answer,

reversing it to an “I will....”

The “I will” of decision occurs when understanding, reflection and evaluation, in the
process leading up to decision, give way to willing and acting, in the immediate
process leading from it. The process of evaluation requires a careful questioning of
the decision in light of the values (imagined, understood and judged as practical
benefits) one hopes to achieve. Practical insight occurs when all relevant questions
have been asked concerning these values. It reveals the desired outcome as one’s
own genuine desire; it accepts whatever risks and feasibilities might be involved, and
it opens commitment to make one’s vision a reality. The dynamism of inquiry, now
under the sway of practical insight, then rises to meet new demands that emerge in

its implementation.

Decision is, in a sense, disclosed by the release of intentional power related to “I
will...” and is upheld as long as this intentional ‘willing’ persists. The intended

action seeks a concrete outcome. To achieve this, the intentionality of decision will



SKILLS AND STRUCTURES 157

inevitably confront obstacles, opposite viewpoints, and complications arising from
the unexpected. An ongoing inventiveness will be required if the decision is to be
fully implemented, an inventiveness that devises new means and methods to
overcome whatever the decision may encounter. The decision may be found to be in
opposition to a countervailing intention and the decision-maker, consequently, in
conflict with others." Equally, it may be quite simple and uplifting to execute, if one
has reached a certain degree of confidence, based on having done the appropriate
work of investigation. This is to say that, in intending a future outcome, it moves
forward by way of anticipation and extrapolation from the present. As decision and
its intention are shaping the future, its outcomes are not known but merely
anticipated. Risk, uncertainty, and potential failure belong to this realm of
probability. This aspect of “willing’ reveals the complexity of multiple layers of
probability in the achievement of what is intended. Given the turbulence and
trickiness inherent in decision-making, it is a matter of steering in the right direction.
The helmsman must adjust the ship’s course in light of emerging conditions of the

sea and air. The monitoring of progress and the development of techniques for

""Howard, drawing on Clausewitz’s celebrated text On War, provides a lucid
account of two key requisites of decision-making which Clausewitz claimed to be
necessary for the best general to possess. “The first was intuitive: the almost
distinctive capacity to discern through the fog of war what was happening and what
needed to be done; a flair for essentials that enabled the commander to select the
right course without thinking, and certainly without going through the elaborate
process of calculations of possibilities and probabilities that would paralyse the
decisions of a lesser man. The second requisite was the capacity, having taken a
decision, to stick to it: determination. Everything would conspire to convince the
general that his decision had been wrong: conflicting intelligence or, worse, the
absence of any intelligence at all; the doubts of his subordinates; and the gradual
exhaustion of the forces under his command, the decline in whose moral strength
had to be made up for by the greater exertion of his own.” Michael Howard,
Clausewitz (Oxford: Oxford University Press, 1983), 27.
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confronting new questions arising in the course of implementing a decision are

inevitable requirements.

Decision takes place at the fourth level of intentionality—at the apex, as it were, of a
climb to the summit. A decision, so envisaged, is based on multiple layers of data,
and on many insights that constitute the foundational base of knowledge. What is at
work is a single, generative intention, even as it gives rise to a range of strategies and
a plethora of tactical decisions and practical adjustments. In this sense, the practical
insight that underpins a significant decision will necessarily generate a continuing
stream of further insights and reflections in the course of its unfolding in time. We
will expand this notion of generativity when we address the structure of
organization. Argyris, in this connection, has identified the issues that arise when
values espoused within an organization will often differ from those evident in
practice; and similarly Mintzberg, who identified issues that arise when the emergent

strategy diverges over time from the strategy as it was first intended.

Not all human actions are deliberate in this fashion. Impulses and spontaneous
reactions may be difficult to control or manage. For example, the biological demands
of addiction can diminish responsible choice. Further, when the judicial system
distinguishes between manslaughter and murder, it recognises that the death of
another may not necessarily be directly intended; hence, a diminished degree of
personal responsibility may be recognised. Such a qualification of degrees of
responsibility is admitted, since responsibility, of itself, suggests the notion of free,
self-directed, conscious, intentional choice to bring about some value or desirable

good.

A variety of skills relate to good decision-making. On the positive side are fairness,

patience, courage, team-spiritedness, and openness to the whole human good. On
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the negative side, skills are needed to avoid partiality, a self-serving agenda, revenge,
grandstanding, laziness, cowardice, impetuosity, and a narrow conception of the
human good. All these skills belong to a thoroughgoing commitment to what is
intended and decided: courage in the face of difficulties, doubts and fear; and, in
their turn, the qualities of fairness and of team spirit, in the recognition that other
persons are involved in the decision-making process, and are affected by it.
Obviously, too, patience must accompany the implementation of any decision or
policy, especially if change in the organization is intended, and resistance is to be

expected.

With some reliance on Finnis, the list of basic human goods used in our executive
workshops—life, truth, beauty, achievement (in work or play), integrity, friendship
and religion—are to be respected as an integral set. The suppression of any one of
these goods is at the root of a dehumanised organization and working environment.
Here, the principle is that the desire for one particular human good must not
summarily sacrifice concern for the whole range of human values. Friendship cannot
be allowed to involve a suppression of integrity and honesty; achievement cannot
involve the telling of lies; just as religion cannot be so otherworldly as to undermine

the practical concerns of making a profit.

A further elaboration of these skills that pertain to being responsible would take us
into the realm of spirituality, and so is beyond the scope of this work. Nonetheless,
by summarily listing them, we are suggesting a practical, starting point for a
consideration of the core skills of decision, where these pertain to the ethics of
executive responsibility. Ghoshal’s concern for intentionality as the key to good
management theory and the teaching of business studies was heightened by the

collapse of Enron. In that context, he saw the practical relevance of ethics in the
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avoidance of such disasters. For ethical sensitivity exposes what is fundamentally at

stake in the intentionality of responsibility.

When ethical considerations are peripheral, partiality will be unchecked in its
selectivity and prejudice. Unwarranted criticism and revenge, with their aim to
damage another person or group, distract from the main business. Grandstanding
and defensiveness work against collaboration, just as impetuosity undermines the

possibility of due deliberation.

The more we centre our discussion on responsibility, the more the required skills
resemble moral habits or virtues pertaining to the ethical character of the person

involved. The same observation applies to the other three levels.

We have sketched, in the above section, the significance of various injunctions or
precepts for the personal control of attention, intelligence, rationality and
responsibility in decision-making. We then offered a brief consideration of the skills
and moral dispositions that enhance attentiveness, understanding, rationality and
responsibility in decision-making. We now move on to examine more closely the

intentionality of the ‘self-minding’ that is at work.

2. THE CORE SKILLS AND THEIR MINDER

In the executive workshops referred to, we had exercises to identify each set of skills
discussed above. In these exercises, it became clear that no skill operated alone, but
rather in the company of all others. Although one could identify a particular skill, so
could one identify most of the others, though they were in the background,
supporting the more prominent. Thus, our notion of core skills developed to describe

those in the foreground. All the others were ‘keeping an eye’ on, ‘minding’, and
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supporting them in what they were doing. We called this background set, ‘the

minder’. This notion takes us to the seat of personal control in thinking: oneself.

It was evident too, that what was background for one exercise might be foreground
for another. Thus, the exercises, as a whole, demonstrate the organic and cohesive
unity of the skill set—that the structure manages itself—and that through the
exercises, one can grasp the unity of oneself as having the capacity to be open,

attentive, intelligent, reasonable and responsible.

This point is illustrated by two exercises used in the workshops: one for “attention’,
requiring each participant to find as many red objects in the room as he or she could,
and another, for the ‘formulation’ of an insight, requiring each participant to express
an accurate definition of a circle. Both exercises also demonstrated that this organic
and cohesive set of skills operated integrally as a structure of control. Anyone
attempting to find ‘red’ objects cannot do so without controlling their eyes and using
their powers of judging red. Anyone attempting to define a circle must be quite

deliberate in ‘controlling’ their particular formulation.

Control is achieved when five interrelated functions work together in a system. First,
there must be a desired performance or goal. Secondly, an actual performance is
required. Thirdly, there must be a monitoring of this performance. Fourthly, there is
a calculation made of the difference between the desired and actual performance.

And, fifthly, some corrective action must be made to bring the actual performance in
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line with what is desired. These five functions are linked in a closed, ‘feed-back’ loop

of information-flow2.

Engineering offers a good example of control: the thermostat in an engine is
designed to maintain its operation at a constant temperature. It measures the actual
temperature and produces a physical response in the cooling system to ensure the
maintenance of the optimum temperature. At a level of complexity higher than that
of the thermostat, is a zoological example. Take the flight of a bird of prey, as it dives
to swoop down onto its moving quarry. Eyes, head, wings, feet, talons are highly
coordinated to achieve their end. In both instances, sensitivity and accuracy of the
control-system are necessary in the integral design of the engineering or zoological

systems in question.

Human conscious intentionality likewise is characterised by a specific form of control
in its operations. This is instanced on five levels: First, deciding has a desired goal;
secondly, acting leads to its concrete performance; thirdly, experiencing the actual
performance is a way of monitoring it; fourthly, understanding and judging are
required to determine how much the performance differs from what is desired; and,
fifthly, implementing any necessary, corrective action completes the feedback loop.
Although, for the large part, this ‘structure’ operates unconsciously, it can be brought

forward into consciousness, such as through our exercises, and its essential features

"2 Feed-back in electronic systems means that some proportion of the output signal is
fed back to the input to modify it in such as way as to produce a more stable and
controlled output. There is both negative and positive feedback, the former aiming at
stability, such as in a controlled nuclear reaction, the latter being characteristic of
instability and run-away, such as in a nuclear explosion.
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recognised. This account of the structure is a more technical description of the

minder, operating in the ‘background’ to control any particular intentional activity.

In the exercise to find ‘red’ objects, for example, one chooses to undertake the
exercise, and then directs the eyes to scan the room. One may then question oneself
whether this colour is red or not, whether one might stand up and walk around to
get a different view and so on. In this way, the full set of intentional skills operates in

support of the task of finding red objects.

The same is found in defining a circle. Every attempt at accurate formulation reveals
the difficulty involved, given the complex inter-relationship of cognitional
operations. This is not normally noticed, since attention is focused on the formulation
itself. But, if the goal of formulation is to be clear and accurate, proper control must
take into account at least four requirements: firstly, that one attends both to the
articulation of the formulation and to the audience for whom it is intended; secondly,
one must understand what is stated, given the possibility of confusion in any one
kind of expression; thirdly, there must be a judgment assessing the level of
comprehension on the part of the intended audience; and fourthly, it may be
required that the formulation will need further clarification or revision if it is to take

effect. In this whole process, all levels of consciousness are active and inter-related.

Although we introduce the idea of the ‘minder’ in this way, it is not an impersonal
mechanism, for it refers basically to how persons act, alone or in collaboration with
others. Nor is it meant to suggest some external, superintending, controlling
authority, for it aims to model the experiential matrix of perceiving, thinking,
deciding and doing, residing within the conscious activities of persons and groups.
In our executive workshops, in order to foster discussion on the core skills and the

notion of the minder, we used a template showing some of the intentional skill set, as
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listed in Table 4.1. The discussion required participants to insert an ‘x’ into
appropriate columns that distinguished core and minder skills. The typically

completed template is represented in Table 4.2 below.

FINDING RED e A
SKILL CORE | MINDER | CORE | MINDER
Using all the senses X X
Fostering clarity when it comes X X
Asking all the relevant X X
questions
Gathering information X X
Being open X X
Testing for validity X X
Being accurate X X
Taking courage X X
Actively imagining X X
Recognising one’s feelings X X
Discriminating X X

Table 4.2: Core and Minder Skills

The model of the minder reveals that the full set of intentional skills operates in
support of each individual skill exercised by any person or group intent on acting

intelligently, rationally and seeking to succeed. It illustrates how the core skills for
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‘finding red’, such as gathering information or using all the senses, become part of
the minder set of skills for the task of “defining a circle’. The template helps one to
focus specifically on what each skill is doing, whether it is in the foreground, active
and prominent, or in the background, aiding and assisting. It also helps one

recognise that the full set of skills is operating holistically.

The self-minding suggested by this model contributes to integrate all aspects of
executive responsibility, and to serve as an ongoing point of reference in the conduct

of management. We can extend the notion to group, team and organization.

As the proverb, “Practice makes perfect”, has it, the development of any skill and
competence named in this structure requires continual and repeated cycles of
application, monitoring, assessment and improvement. An integrated set of
competencies and skills makes for good thinking and responsible decision-making.
The absence of any one of them distorts the whole process, and undermines the

integrity of the thinking and doing involved.

3. MINDFUL STRUCTURES

Our treatment of the minder has drawn attention to the holistic nature of the
structure, namely, that no part can operate without the whole. The startling reality
about this structure is that all its parts find themselves operative and alive in an
integral and holistic fashion as the conscious human person, or subject, who ‘intends’
and ‘minds’. As Lonergan pointed out, the careful attention to these various
intentional acts within ourselves, and familiarity with the skills associated with them,
leads to an understanding and affirmation, on reflection, that the structure is robust

and holds for all situations. The mindful attention to oneself as the agent, in this
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fashion, leads to a comparable self-knowledge and self-affirmation, that Lonergan

calls self-appropriation.

As in an orchestra, single instruments have prominence at times, while groups, such
as string or wind instruments, are prominent at other times. Likewise, within our
whole structure of IAM, we can distinguish single parts as well as groups within the
whole. There are four major groups: 1) The structure of attention, represented by the
first level. 2) The structure of creativity, that combines the first and second levels. 3)
The structure of knowledge, combining the first, second and third levels. And 4), the
structure of control which, as we have discussed, is constituted by the four levels

together.

With reference to the structure of creativity, we have shown earlier how creative
thinking is based on insight. It is demonstrable that all creativity methods in
management invariably focus on developing specific skills within the first two levels
of experiencing and of understanding, and prescind from exercising skills at the
higher levels of judging, evaluating and deciding. But note that they draw on these
higher skills to manage and control the creativity they are seeking.”’ Creativity is not
interested in knowledge, but in new ideas; not in the assessment of probabilities, but
in the identification of possibilities; not in what is real or fact, but what is fanciful and

even dream-like.

Creativity methods used in management seek direct insights above all else—

breakthroughs and fresh ideas to solve the problems that managers face. Thus, these

B Tn our treatment of the matter, we assert that the minder’s direction of creative
activity is the basis for this control.
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methods dynamically engage the structure of attention. They enlarge the data and
manipulate it by imagination, story, metaphor, theatre, images or supposition. They
ask “why” or “how” type questions. They reframe the problem, even moving one
into new environments. They use incubation and relaxation techniques. They seek
ways of letting go of fixed ideas or mindsets. And they ‘brainstorm’ by open

association.

In the structure of knowledge, the third level of judgment is added to the structure of
creativity. Now, critical reflective thinking is involved. Ideas are assessed, weighed
up, tested. More rigour is introduced. This leads us back to Ghoshal’s questions that
relate directly to the structure of knowledge—about epistemology, the neglect of

intentionality in social science and the use of “imaginative common sense”.

My purpose is not to confuse the management field with refined philosophical terms
and distinctions, but to use the structure we have developed to clarify the meaning of
the relevant terms Ghoshal used. This discussion will then be further developed in
Chapter 7 where I take up the matter of a “grand unification theory”, to which

Ghoshal referred.

I remark, first of all, that the structure of knowing is heuristic. That is, it
methodologically anticipates a goal as it moves from the known to anticipate a
further knowledge of what is as yet unknown. In this regard, what is known expands
and develops over time. Initial small achievements in knowing lead to a larger
comprehension. This accumulation of results is particularly evident in science and
mathematics. Science is a cumulative result of collaboration between individual
minds as they seek to understand the physical universe. Mathematics, too, is a
cumulative body of knowledge. It developed its exquisite refinements on a

foundation of numbers and operations such as addition and multiplication, and the
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pattern of the relationships between the various numerical values and the ways in
which they can be conceived. Now, both science and mathematics provide
explanatory accounts of defined terms and relations. Both seek verification in
reference to data in which the various terms are grounded. Science advances from
inquiry into data, then to hypothesis, and then on to verification of the hypothesis.
Verification proceeds by methodologically establishing that the hypothesis can
provide a complete and thorough explanation of the data it deals with. For example,
the terms of a scientific theory, such as energy, mass and velocity of light, are
definable and measurable. By correlating these terms, an hypothesis, such as E = mc’,

is formed, the validity of which is verified by experiment.

The methods of science have been developed and refined over the recent centuries.
In practical terms, the bulk of scientific work is spent, not in simply seeking new
insights, but in establishing strategies or methods to verify the insights—and
resultant hypotheses—already in possession. Scientific method is collaborative, as
any research group must allow others to repeat its discoveries and further verify
their validity. However, it is not continually necessary for any one scientist to repeat
the experiments of all others. Each scientist builds on another’s work. To build on
previous work, the scientist must accept the cumulative results of the scientific
community in what amounts to an act of responsible belief. It means trusting that
others have been honest with their data and followed established and appropriate

methods of verification.

Although scientific method continues to be ever more refined and differentiated, the
main concern of scientists is to understand the data they are dealing with. It would
seem to be a philosophical distraction to be concerned with a further understanding
of the scientific process itself. Although, of course, scientists are aware of what they

are doing, such awareness is not yet knowledge in its full sense. That would require
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them to attend to their own data of consciousness. It would mean examining the
components of their various acts of knowing, and then understanding and verifying
the recurrent pattern in these acts. This seemingly irrelevant and philosophical task is
the domain, not of science, but of epistemology. However peripheral epistemological
issues may appear to scientists, science nevertheless depends on a sound
epistemological base. It makes a difference for science if even its most rigorous
efforts to understand the real world are declared to be illusory, and are no more than
subjectivistic projections or imaginary expressions of minds unconnected with reality
and incapable of knowing the truth. Likewise, it makes a difference to the
practitioners of other forms of knowledge such as history, philosophy, theology, the
social sciences and so on, if the physical sciences, confining themselves to the
material world, declare that knowing anything beyond such concerns, or any
methods other than exclusively scientific, do not advance the knowledge of reality in

any real sense at all.

Still, it remains that the findings of science are empirically based and seek
applications irrespective of time, place, culture and the whole range of human values
and concerns. In this, it offers a theoretical, verifiable account of the constitution and

workings of material reality.

With this Ghoshal had no argument. He was critical of the truncated methods being
used in the name of social science to exclude intentionality and, hence, a full
consideration of the human person in management theory. In appealing to
imaginative common sense, he was advocating more dynamic and exploratory
approaches to theory-making, less constrained by some of the rigours of scientific
method, such as Popper’s approach to falsification, and more open to addressing the

issues that current approaches were neglecting.
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Lonergan distinguished knowing in science from that kind of knowing called
“common sense”. He nevertheless argued that the same structure of knowing
applied to both. Lonergan’s distinction helps to clarify an apparent difficulty that
Ghoshal encountered in his discussion of the two notions, and which resulted in a
lengthy comment in the literature of the Academy of Management Learning and

Education.

4. COMMON SENSE KNOWING

Common sense knowing, technically understood, stands in contrast to scientific
procedures. It does not pretend to possess the rigour of cumulative bodies of theory
or explanation, as does science. Where science provides an explanatory account of
things in relation to each other, common sense is more immediately practical; it seeks
to provide a descriptive account of things in relation to the immediate demands of
our own successfully living in the world. It operates within an horizon determined
by a particular experience of time, space and practical concerns. Common sense is
“common” only for those who share its particular, practical horizon. We might say,
its main concern is in knowing that something works, rather than a full

understanding of why or how it works. This can be left to theorists.

Lonergan’s distinction, “Where the scientist seeks the relations of things to one

another, common sense is concerned with the relations of things to us.” is helpful."*

Take, for instance, the position of the sun in relation to earth, an example that

" Lonergan, Insight, 204.
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Ghoshal used in his discussion of wrong theory. The common experience of all
people is that the sun rises in the east and sets in the west, and over the year moves
higher in the sky for summer, and lower in winter. This is a descriptive account from
the observer’s perspective of the apparent movement of the sun. Scientific theory, on
the other hand, prescinds from the observer in order to offer an explanatory account
of the relationship between sun and earth. The sun remains fixed, more or less, and
the earth moves in an elliptical orbit around it. This account has no reference to an
observer. Scientific knowledge of the solar system expresses, in this regard, a
verifiable understanding of planets moving in coplanar, elliptical orbits around the
sun, with the planet earth spinning around its oblique polar axis as it moves along
the path of its solar orbit. But the solar system itself is dynamic with respect to the
universe, and an account of its motion within that larger frame would constitute a

higher viewpoint.

Ghoshal wrote: “If a theory assumes that the sun goes round the earth, it does not
change what the sun actually does. So if the theory is wrong, the truth is preserved
for discovery by someone else.”"® Donaldson, in his reply to Ghoshal, wrote:
“Ghoshal lauds common sense, but the natural sciences have shown some common
sense to be false, for example, that the sun goes around the earth. The creation of
knowledge that is not already known through common sense is a major achievement

of the natural sciences and is possible also in management science.” '°

' Ghoshal, "Bad Management Theories Are Destroying Good Management
Practices," 77.

' Donaldson, "For Positive Management Theories While Retaining Science: Reply to
Ghoshal," 110.
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With a more comprehensive point of view, Lonergan would regard both kinds of
knowledge, common sense and scientific, as right in their respective formulations.
One, the common sense account, is descriptive from the perspective of the observer,
while the other, the scientific mode of knowing, offers an explanatory account of

relationships of one body to another.

Common sense favours concise communication as in the case of proverbs—even if
one proverb may contradict another: “He who hesitates is lost” is not obviously
compatible with, say, “Look before you leap”. The application of proverbs in any
particular situation requires an understanding of the concrete circumstances of time,
place and persons. To this degree, proverbs, as common sense insights, are not
universally applicable. In this respect, they stand in contrast to scientific
formulations. After all, Newton’s law of Gravitation, (F = G (m;m,)/r?) is applicable

to all cases of gravitational attraction between bodies, in all places and times.

Nonetheless, despite being in contrast to scientific modes of knowing, common sense
can be appreciated as a legitimate form of knowledge. It is an accumulation of a
practical, shared, experiential knowing concerned with successful living in a
particular place and time. In a different place and time, common sense takes on a
different character: What is ‘common’ in a particular cultural, historical and
environmental context and to the people who live in it, may appear exotic and
strange to those who live in other worlds of common sense. For example, what is
common sense for a Cree Indian hunting for food in the snowscapes of northern
Quebec has no relevance for an Australian Aborigine intent on survival in the
Australian desert; and both of these forms of common sense are in startling contrast
to the common sense of the modern urbanite wheeling a trolley through the aisles of
supermarket in a city mall. In none of these instances is there need for a theory of the

planetary movements within the solar system. Their experience of seasons or the
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established pattern of modern commerce provides them with sufficient predictive
capacities for knowing the movement of game, the growth of plants, or where food
can be bought. The skills in design and construction, say, of traps, weapons,
motorcars and the use of credit cards have come from insights accumulated over
time, and are related to the practical problems of survival in a particular
environment. Similarly, in the cooking and eating of what is caught, grown or
bought, each population will have a store of common sense knowledge and wisdom

to be passed on to successive generations.

The language of common sense, unlike that of science and mathematics, does not
need to be of a technical or specialist character. Nor is common sense itself
particularly interested in speculation about why or how things are, or is it interested
in general or universal explanations, though at times it may attempt to provide them,
particularly in a time of crisis, for example, when food is scarce, or petrol prices are
increasing. For common sense is intent on practical action and successful living.
Experience has taught that conditions change and that new ways of coping might be
necessary if one is to successfully adapt to ensure survival in new situations. All this
leads to the conclusion, in the present context, that management practice is itself a

specialised form of common sense.

What we wish to emphasise is that both science and common sense utilise the same
structure of knowing. But they are oriented to different ends: in the one case, the
intention is to understand how and why things work; in the other, to guide practical
living. For our purposes, we note that stakeholder theory may not interest a director
who sees the firm in terms of making money. Nor, for that matter, will the
intentionality analysis we have employed be of urgent interest to a manager who
wishes to get on with the job in hand. Such theoretical considerations may, in fact,

sometimes appear to be opposed to the prevailing common sense, or, at least, quite
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irrelevant to it. Managers, well established in the worlds of common sense, will
predictably be suspicious of any theory that does not offer immediate practical
benefit. The opposite is also a possibility: Executives might uncritically accept some
new theory of management when it superficially appears to agree with habitual
common sense, and so to promise immediate results, such as offered by the theory of
efficient markets, or by agency theory that aligns their interests with those of

shareholders.

While excessive theorising will be rightly resisted, clarity concerning the kinds of
knowledge available and the processes by which it is attained is of increasing
relevance to management especially in today’s common sense world in which
information-processing, ‘knowledge’ management tools, such as computers,
databases, the internet and communication systems are ubiquitous. Without some
‘shareable” and precise language, terminological and conceptual confusion results. A
critical appreciation of what today’s sophisticated technologies can realistically

deliver will be impossible.

In the account we have been presenting, genuine knowledge is a compound of
activities related to attending, understanding and judging. When this is recognised, it
becomes clear that knowledge is not reducible to a set of marks on paper or dots on a
computer screen. While such communications are not knowledge in the complete
sense, they deserve one’s attention. They represent the data on which the activity of
intelligent understanding turns. Nor, for that matter, is knowing complete simply by
understanding the meaning of the marks on the paper or the dots on the computer
screen, however elegantly arranged. For one cannot defer the question: “Does the
meaning, so represented, lead to a true grasp of the realities concerned, that is, to the

act of judging?”
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5. KNOWLEDGE—THE CRITICAL FACTOR

In addressing such questions regarding knowledge and the process of knowing,
Nonaka and Takeuchi have argued that knowledge is the most critical factor in the
world of modern management.”” They distinguish western and Japanese approaches
to knowledge, and illustrate their argument with examples of Japanese innovation
and industrial success. They do not claim to know what knowing is, but discuss the
Western philosophical tradition from Plato to Satre, offering many contrasting
theories about knowing that have arisen within that tradition. Their exploration of
the Japanese intellectual tradition, as distinct from its Western philosophical
counterpart, binds together three strands in its vision: the oneness of humanity and

nature, the oneness of body and mind and the oneness of self and other."

However, Nonaka and Takeuchi, in spite of their broad and comprehensive account
of epistemological methods, do not reach any definitive conclusion on what knowing
or epistemology is. On the other hand, their approach converges to a large degree
with the epistemology of Lonergan to which we have been appealing through this
study. There is, of course, no explicit statement on their part on this convergence; but

still, what is implicit in their approach provokes further comment.

The implicit epistemology of these Japanese authors converges with Lonergan’s
approach in the following four ways. First, they carefully collect the data regarding

Western and Japanese traditions. Secondly, based on this data, they offer an

" Tkurjiro Nonaka and Hirotaka Takeuchi, The Knowledge-Creating Company (New
York: Oxford University Press, 1995).

'® Lonergan achieves a similar integration in his metaphysics, in his notion of being.
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explanatory account of implicit and explicit knowledge, and in this, they
communicate their insights into trends, contrasts and emphases in the two traditions,
but without making definitive judgments at this point. Thirdly, in order to verify
their interpretation, they present a number of well-illustrated cases, in particular, the
instance of the development of a home bakery to show how tacit knowledge is
converted to explicit knowledge. Fourthly, by withholding a definitive judgment,
they give evidence of lack of reflection on the method guiding their investigation, in
that it cannot come to term as a statement of the realities concerned. Throughout
their investigation of knowledge management, they draw on Michael Polanyi’s
distinction of two kinds of knowledge—tacit and explicit. Polanyi’s model seems to
fit best with their juxtaposition of western and Japanese traditions, and appears to
offer a synthesis taking the best of both. They define explicit knowledge as
“processed by a computer, transmitted electronically, or stored in data bases”."” In
contrast, they define implicit knowledge as highly personal, not easily expressible,
hard to formalize, difficult to communicate and share with others. It is made up of
subjective insights, intuitions and hunches rooted in an individual’s action and

experiences, as well as in personal values, ideals or emotions.

Nonaka and Takeuchi do not discuss the roles of insight and inquiry in knowledge,
and so fail to identify the components of knowing as we have been presenting
them—inquiring, attending, insight (or understanding), conceiving (or formulating),

judging and assenting. To that degree, they are not sufficiently attuned to the

" Nonaka and Takeuchi, The Knowledge-Creating Company, 9.
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intentionality analysis that would have notably helped their case. As a result, they

appear to confuse knowledge with its formulation.

Danabher, in highlighting the importance of insight in scientific method, remarks that
its role is generally overlooked. He argues that Popper’s method of falsification is not
sufficiently critical, in that like the methods of the Japanese authors just referred to, it
tends to reduce the act of understanding to the way it is formulated, and so misses a

vital component.”

The philosopher, Daly, has discussed the difficulties ensuing from an incomplete
grasp of what knowing is.”’ One component can be so emphasised that the integral
compound of the necessary cognitive activities is lost sight of. He compares
philosophers and philosophies on the basis of how each performs at the different
stages in the process of coming to know. By mapping each philosophy against
Lonergan’s structure, he provides a means of both integrating and critiquing their

specific contributions, while recognising areas of de-emphasis, neglect or oversight.

A similar method applies to Burrell and Morgan in their treatment of management
theories that indirectly reflect different philosophies. Their schema is a tool useful in
mapping different positions so as to compare and contrast them. For example, as we
saw in Chapter 2, along the axis of the polarities of the subjective and the objective,

different philosophical and epistemological systems can be located. Lonergan,

* William Danaher, Insight in Chemistry (Lanham MD: University Press of America,
1988), 88-89.

*' Tom V. Daly, "Rediscovering Philosophies through Cognitional Models," in
Australian Lonergan Workshop, ed. William ] Danaher (Lantham: University Press of
America, 1993), 141-167.
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however, does not contrast the subjective and the objective as polar opposites, but
correlates them. To be genuinely objective demands the fullest activation of one’s
subjective capacities. The more we are attuned to the data of our senses, the more we
let the imagination play and the more the intelligence raises questions and considers
the most probable evidence, the more objective our knowing is likely to be. As he
puts it axiomatically, “Genuine objectivity is the fruit of authentic subjectivity”.”
Where Burrell and Morgan’s schema is a static conceptual tool designed for
classification, Lonergan’s notion of intentionality is dynamic, and allows for a variety
of different methods in addressing complex situations demanding change. Whereas
Burrell and Morgan include in their schema a second axis with the polarities of
“Radical Change” as opposed to “Regulation”, Lonergan’s method would be located
at the “radical change” end of the axis, for it is premised on the need for continuing
inquiry. Yet, at the same time, the structure is a robust, explanatory account of
control, seemingly therefore, relevant at the pole of Regulation. Thus, the structure

‘holds’ the four poles of Burrell and Morgan’s schema as integral: stability and

change, and subject and object cohere within the structure of intentionality.

We need to emphasise that the intentionality of common sense, as we have been
discussing it, is essentially grounded on one’s own experience, using this term in its
broadest sense that includes all the data available to one upon which one can inquire.
But, from this perspective of personal experience and the common sense it possesses,
the structure of intentionality may appear as an abstract theory, with no immediate

and demonstrable relevance. And the practising manager, therefore, will have no

* Lonergan, Method in Theology, 292.
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inclination to attend to that area of personal experience that includes cognitional acts.
Though Galileo may have required a telescope to demonstrate his theories and
mathematics to argue them, the structure of intentionality requires no instruments,
mathematics or other forms of reasoning. Yet, it is no less a powerful, verifiable
theory. It requires nothing more than the exercise of one’s own powers of

attentiveness, questioning, understanding, reflecting, deliberating and deciding.

Mistakes, Oversights and Flight from Understanding

We do not deny that mistakes and oversights can occur. Any achievement of
knowing is a compound of three activities: the gathering of data, the breadth of
understanding and the comprehensive effort involved in judging the adequacy of
one’s understanding in relation to the data. The cognitive achievement can be
compromised in any of its three components: if insufficient data is gathered, if
understanding (and its formulation) is deficient, or if judging is made without asking

all relevant questions.

Mistakes can and do arise. Unless one is radically open to this possibility, any
impression or judgment might be taken as true. Truth can be attained only by
verifying that one’s presumed understanding is correct, in that it fully explains the
original data. Having arrived at what one considers to be a true judgment, one is
understandably reluctant to keep on revising it. For the nature of judgment is such,
that unless compelling evidence is presented to the contrary, or new understanding
enters to provide a more coherent explanation of the data, it is intrinsically
unreasonable to abandon what has appeared as the truth of the given situation.
However, a more fundamental openness to new data may lessen any possible
rigidity. If certainty appears to be unfounded, or if commitments to particular

courses of action need to be modified, the original judgment can be further qualified.
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Openness lies at the heart of the minder-matrix, and permeates the responsive skills
it gives rise to. For openness requires willingness to question one’s own judgment—

or to have it questioned by others if it appears deficient in some way.

The Law is not lacking examples of mistakes and oversight. One example is an
Australian case concerning the disappearance of a baby girl, Azaria Chamberlain, at
Ayres Rock in Central Australia, in 1980. A judicial inquiry concluded that a dingo
took the baby. There remained some uncertainty about the evidence at hand, and
also, rumours had persisted in the community that the Chamberlains were involved
in some bizarre religious practice. In spite of the Inquiry’s findings, Azaria’s mother
was later charged with murder and found guilty. One piece of evidence that helped
to convict her was a scientist’s analysis of a particular chemical substance found in
the family car, which the scientist claimed to be Azaria’s blood. Several years later,
further analysis revealed that this material was not blood, but a “sound deadener”
sprayed on during the manufacture of the car. Also, a baby’s jump-suit, Azaria’s, had
been found in the vicinity of a nearby dingo lair. The conviction was overturned on

the basis of this new data, and Mrs Chamberlain was released from prison.”

The tension involved in challenging an established judgment of what is true is
common in science. Kuhn observed that, in relation to scientific knowledge, an
inherent resistance to revision exists. The Nobel Prize for Physiology or Medicine

awarded in 2005 to the two Australian medical scientists, Barry Marshall and Robin

* John Bryson, Evil Angels (Rydalmere: Sceptre, 2000).
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Warren, was based on a discovery they made in 1981.* But it took several years
before the medical community accepted it. The pharmaceutical industry was perhaps
more systemically resistant, for the discovery threatened a profitable line of acid-

suppressing drugs.

Common sense knowing, also, has its own proclivity in resisting revision. For
common sense holds to be true that which has proved to be effective. Puzzlement
and confusion result when circumstances change, and unless there is an openness to
revise one’s habitual judgments, the old ways remain in possession and the required
adaptation cannot occur. Resistance to change is a widespread phenomenon in
organizational life. It is often interpreted only as a negative factor. But resistance may
be appropriate if the suggested change lacks evidence. Ideally, this tension brings
forth dialogue between proponents of the different views; but this will only lead to a
successful resolution of the conflict when conducted in accord with the norms of

attentiveness, intelligence, reason, deliberation and responsibility.

6. SUMMARY AND CONCLUSION

In discussing the core skills deriving from and serving the structure of intentionality,
we have indicated the ‘self-minding’ that is necessary in their skilful deployment.
Further, with the development of such skills comes a growth in capability—where

neglect in this regard leads to a decline or loss of potential. The development of these

* Martin Van Der Weyden, Ruth Armstrong, and Ann Gregory, "The 2005 Nobel
Prize in Physiology or Medicine," The Medical Journal of Australia 183, no. 11/12
(2005).
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skills is a kind of fundamental self-creation as an intelligent and responsible agent,
undertaking the task in hand and promoting the developments that are required.
Indeed, the virtues or vices that facilitate or impede our capability have their genesis
in the development or neglect of these core skills. Good moral character,
independence of thought, integrity and honesty, all alike reflect the manifold
structure and dynamics of intentionality. Thus, an appropriate humility consists in
allowing oneself to be under the sway of compelling evidence, whatever its origin.
Patience enables us to wait until all relevant questions have been asked. Integrity
demands that no decision be made unless the situation is properly examined and
investigated and then that one’s decisions and actions are in line with one’s knowing.
On the other hand, to use management terms, “walking the talk”, before the “talk”
has formulated a correct judgment, undermines all honest proceedings, just as
arrogance would distort any situation by making one’s own experience or

convictions the only court of appeal, and so block the flow of relevant questions.

t.® Each is derivative of a

Solomon identifies 45 virtues relevant to managemen
competency or of a set of competencies linked to our structure of intentionality, [AM.
For example, he describes “attentiveness” as listening, understanding and getting it
right. In other words, his term includes our first three levels of attention,
understanding and judging It is possibly closer to our ‘mindful” attentiveness. He
identifies “integrity” as a synthesis of the virtues, suggesting a holistic view of

ourselves. In this way, his notion of integrity would align with ours, with that of

authenticity.

* Solomon, A Better Way to Think About Business—How Personal Integrity Leads to
Corporate Success.
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As already mentioned, Kegan and Jaques, in their respective schemas, attempt to lay
out a blueprint of cognitive development. But Kegan, in relation to the fifth level of
his theory of cognitive development, knew of no individual example as evidence to
support his model! In contrast, Lonergan approaches cognitive development on the
basis of one’s immediate experience of consciousness. His intentional analysis reveals
a robust structure replicated in all human intentionality, and which underpins all
human development. For this reason, it is of special value to be able to identify its
essential characteristics and to be mindful of the creativity and control in all areas of
activity. We introduced our discussion on intentionality in Chapter 2, by reference to
human knowing and doing. Flanagan reminds us that knowing is also doing. This
paradoxical conflation finds its resolution in the integral nature of the mind and of its
role in self-making:

..we do not ordinarily think about knowing as ‘doing’. Walking and

working are examples of ‘doing’, but knowing is assumed to be an

internal, mental activity that is often contrasted with external exercise.

However, it is important to think of knowing as something that you “do’
because in knowing what you ‘do’ is your self. Knowing is self-making.”

In the next chapter, we lay down further building blocks of organization and
governance in our discussion of the intentionality of communication and its role in
relationships and trust, in effective groups and teams, and in organizational culture
and conversation. These building blocks, we might say, are further differentiations of
the structure of intentionality. Lying beneath the increasing complexities of human

interactions and arrangements, this structure provides, in its innate simplicity, a sure

** Joseph Flanagan, Quest for Self-Knowledge (Toronto: University of Toronto Press,
1997), 134.
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‘map’ by which all human affairs might be more effectively managed and directed.

But such a task requires first, that one knows oneself.
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CHAPTER 5: COMMUNICATIONS, TRUST AND

COOPERATION

In the previous chapter, we treated of the set of skills related to the four-levelled
structure of conscious operations with particular emphasis on their mindful
deployment. In this chapter, I will examine the nature of communications as an
integral “product’ of the structure of intentionality. This includes looking at the
nature of trust and cooperation—the basic building blocks of organization and its
governance—and particularly as manifested within teams and groups. Accordingly,

this chapter will be presented under the following six headings:
1. Features of Good Communication: The Conversational Mode
2. Circles of Meaning
3. Insight in Communications
4. Communication as Cooperation
5. Trust in Communications

6. Communications in Teams and Groups

1. FEATURES OF GOOD COMMUNICATION: THE
CONVERSATION MODE

Practical human living cannot exist without communication if it is to be genuinely
collaborative. Communication between those involved presupposes an interactive

presence in a shared space, to exchange information, discuss ideas, reach agreement,
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debate points of view, make decisions and coordinate action. In this open field of
communication, directors and executive management, in giving leadership within
the enterprise, can ask questions, find out what is going on, negotiate, give
instructions, delegate tasks, review outcomes and so forth. Staff can take up the task
at hand, discuss common problems and organize amongst themselves how to

proceed. The most obvious form of this open field of communication is conversation.

However informal it appears, conversation across an organization presupposes a
shared language, a shared culture and familiarity with the particular contexts so that
all concerned are ‘on the same page’. In this most familiar form of communication,
conversation is the outcome and development of a shared intentionality, for it occurs
between living and conscious human subjects. In such an interpersonal exchange,
there are no impersonal objects to be manipulated at will. Accordingly, I wish to
draw special attention to four features of communication and of the conversation it
promotes. I note that conversation in the management literature is a topic that is
seldom addressed directly. But, as we shall see towards the conclusion of this
Chapter, under the heading of Communications in Teams and Groups, conversation
evidently affects the approaches of the three writers we consider, namely, Belbin in
his analysis of team roles, Janis in his examination of groupthink, and Kegan in his

treatment of the way we talk.

First, there is presupposed a prior intention of all parties to communicate. This
readiness to communicate manifests itself, at least, in implicit openness and
receptivity. It will mean recognising the other, not as a projection of oneself, but as
genuinely ‘other’. Not only does each of those involved in the field of
communication possess an individual experience, talent and sense of responsibility,
but also, each has formed a judgment on the capacity and willingness of the other, or

others, involved to participate. This kind of mutual evaluation, however implicit,



COMMUNICATIONS, TRUST AND COOPERATION 187

affects the level and detail of the discussion. In other words, an assessment of ‘where
the other is at’ is a requirement in any serious communication. For instance, if
language and cultural norms are not shared, communication is necessarily limited.
Some assessment of the limits to the possible communication is necessary, especially
if there is evidence of stubborn bias, prejudice, ignorance or lack of acumen on the
part of those with whom one is in communication. All parties in such situations need
to be ‘re-minded’ of the ever-present necessity of being intentionally open and
attentive if good communication is to occur. This includes the mindfulness of the
communicator if he or she is to communicate tested judgments to the larger group,
and not merely subjective hunches, let alone manipulative behaviour to ‘get one’s

way’ despite the complexities involved.

Secondly, a conversation involves a meaningful exchange. It cannot exist without the
‘asking of questions’ that lies at the heart of inquiry. It presupposes that those
involved will show the requisite attentiveness to the data, along with the effort to
understand it and assess the evidence that it suggests. Obviously, too, it will mean
shouldering the responsibilities of making a decision and taking appropriate action.
At this juncture, the communicators’ core competencies, skills, personal development
and practical experience come into play. It will mean keeping the object of
communication in mind, as well as the way that those involved can contribute to its

practical realisation.

Thirdly, a conversation has its own particular dynamics. It anticipates an eventual
agreement along the main lines of what is being considered. If this is to be the
outcome, a genuine conversation cannot suddenly be stopped, but must be allowed
to unfold into ever-larger contexts of meaning and possibility. In this case, the
perceptions and insights of each of the participants are then brought into fruitful

contact as all move in the direction of what is not yet fully comprehended or
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implemented. A conversation marked with such openness means being ‘on the
lookout” for opportunities to move into a larger frame of reference. In this way,
conversation may unfold through different stages in realising its objective. The
interactions that take place add value to the contribution of each of the participants.
It invites them to a fuller understanding of any project and to a more effective

implementation of the task in hand.

Fourthly, conversations must end. The more crucial the issue, the more are
conversations, in some sense, ‘ongoing’. Yet, on the other hand, decisions must be
reached and taken. Endless conversations can obviously be nothing more than a
pathological reluctance to take responsibility for what needs to be done. But each
kind of focused conversation, because of the development it has promoted in those
who have participated in it, can be the fertile ground, in its style, content and
orientation, for any future conversation. Still, a ‘mindful” protocol of closure is
needed. It will include an evaluation of what has been achieved and of what will be
required, if future conversations are to be fruitful. Likewise, it will reflect on the
quality of mutual trust and affirmation that has been in evidence, and how this might
be further promoted. While these protocols of closure may be largely implicit, on
closer examination, they may reveal widely held values and assumptions related to
the good of the organization and its role in society. I will deal, in the last section of
this chapter, with Kegan’s treatment of value-elements structurally embedded in the
communication taking place within organizations. Also, in the earlier section on
trust, I will take up Melchin’s fuller discussion of conversation within a commercial

exchange as indicative of a larger notion of social value.

I have, with these remarks, pointed to the qualities of conversation as a radically
human element in the communication necessary in the governance of organizations.

I have highlighted four features of conversation: prior intention, meaningful
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exchange, open-endedness and closure. In these respects, conversation is of
fundamental importance in the governance of any organization, and at every level—
board, executive, management, supervision and operations. The individual or the
management team, who have positively recognised the effective value of
conversational communication, will be well equipped with the skills of self-

management, team-minding and effective leadership.

2. CIRCLES OF MEANING

Communications, in the larger sense, are correlated to communication of each of the
four levels of attentiveness, intelligence, deliberation and decision. Such levels of

communication make cooperation a reality.

As already implied, communications occur within a field of shared expectation. In
this regard, the communicators can never stand apart from wider circles of reference,
such as relationships to stakeholders, and the formal agreements that establish the
organization in the first place, and the expectations of society as a whole. For
instance, the collapse of Enron and, subsequently, of its principal advisor, Arthur
Andersen, began when a significant group of stakeholders withdrew their trust and
proceeded to terminate their relationship with the organization. This precipitated a
further withdrawal of confidence on such a scale that neither organization could

function any longer.

Enron’s collapse sent a virtual tsunami wave across institutions and social
arrangements, causing widespread disruption and affecting such areas as

government regulation, practices of governance, teaching of business studies—hence
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Ghoshal’s concern—investor strategies, life styles and career choices, to name but

some.

Although I have made mention of conversation as of fundamental importance to
communication, I do not thereby imply that it is a soft option in any way. Such
conversation must occur within a framework of available data of, for example,
accounting reports, legal advice, industry analyses and so on. Accountants, for
example, as trusted professionals, make decisions regarding the structure of
accounts, the allocation of costs and the ownership of assets. These decisions, in turn,
affect the presentation of data and the understandings, judgments and decisions that
feed into the organizational conversation. Without its underlying fabric of trust in
professional honesty and competence, any conversation will be inept and
misinformed. Enron began to unravel when trust was undermined not only in the
integrity of its accounting structures and reports, but also in the integrity of its
auditors, Arthur Andersen, and it continued in its collapse following the persistent

probing of an investigative journalist.'

I have been emphasising that the structure of intentionality underlies all
communication and the conversation it gives rise to. As already mentioned, the
structure of intentionality is the basis of all value-adding and change for the better. In
the case of Enron and the cascading effect of its collapse, there was revealed a vast
network of interconnectedness across the whole of society. Enron, itself, had been

attempting to introduce new forms of energy trading, the effect of which challenged

" Bethany McLean, of Fortune magazine. Her story is recounted in the film Enron: the
Smartest Guys in the Room and referred to in Loren Fox, Enron: The Rise and Fall
(Hoboken NJ: John Wiley & Sons, 2003), 242.
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existing industry arrangements, such as distribution networks, maintenance
schedules, pricing structures and so on. Change initiated by one organization
stimulates change across many, and has the capacity to shape a new social agenda,
for better or for worse. On this topic, in making sense of changes and impacts on the
circles of meaning, Lonergan contributes a valuable notion that he termed,

“emergent probability”.

To speak in the most general terms, the concept of emergent probability seeks to
offer an explanation of how change occurs in any number of situations. For change
affects realities of all kinds—living things, systems, cultures, societies and the
evolutionary universe itself. The concept of emergent probability, therefore, is
applicable to such different matters as the planetary system, geological formations,
the weather, biological growth, the operation of the mind, knowledge, economics,
even to history itself. The totality of the world is itself an example of emergent
process. It includes an unimaginable series of interconnected developments, together
with the integral connection of the human mind that seeks to understand what is
going on, and the ways in which it formulates its knowledge of what is happening.
But the point is that each instance of development has arisen at a particular time and
place, and under particular conditions that favour the probability of its occurrence.
But no scheme of probability is self-enclosed or an end in itself, for each, in turn,
establishes new sets of conditions for other schemes to emerge, and so on. As 1
mentioned above, one good conversation makes it more likely that others can occur
in the future! To understand the probabilities of change, four complementary

methods need be applied: the classical, the statistical, the genetic and the dialectic.

In Chapter 6, I will discuss these methods in relation to change, and how they
address Ghoshal’s difficulties on this matter. In his discussions of Enron and the

deficiencies of management theory, Ghoshal drew on Elster’s typology for handling
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change in terms of causal, functional and intentional categories.” He was
commenting that Ester’s typology needed to be revisited within social science. As
Lonergan’s four methods differ from Elster’s, we will return to this topic of method
and change in the next chapter. Suffice it to say at this point that change, in terms of
emergent probability based on schemes of recurrence, is related to the structure of
intentionality and to the control of any development that it introduces into the
structure of the organization. We shall examine how communications, as expressions
of the structure, constitute the necessary conditions for the emergent scheme which
we call “organization”. For the moment, we will return to the topic of insight and the

role it plays in communication.

3. INSIGHT IN COMMUNICATIONS

Communication aims to share, not confusion, but insight and intelligence. Though
insights, judgments and decisions have their own reality-shaping force, these mental
acts are not ‘seen’ as objects to be displayed in any normal sense. No one has ever
‘seen’ an insight, a judgment or a decision, nor has anyone “seen’ the structure of
intentionality, which is an insight of a higher viewpoint.’ Still, these can be

formulated and expressed; otherwise, they could not be shared. I want to turn now

? Ghoshal, "Bad Management Theories Are Destroying Good Management Practices,’
78.

’ Mintzberg makes this point of no-one ever “seeing” a strategy, and focuses
attention on the intellectual work required to develop them. Henry Mintzberg, "The
Strategy Concept I: Five Ps for Strategy," California Management Review, no. Fall
(1987).
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to examine this connection between insight and its formulation, the better to

highlight the central role of insight in communication.

Though insight as a mental act is invisible, as we have just mentioned, it can be
expressed either in words or some appropriate code. In order for the insight to be
communicated, others must be familiar with the language or code in question. If an
insight is totally novel, expressing it may present a problem—Ilanguage or previous
modes of expression may be so strained that new formulations must be devised. But
if this new formulation is used inappropriately, it may eventually lose its capacity to
convey the original meaning. Here, the importance of a shared culture is of the

utmost importance if a communication of novel insights is to be effective.*

The account, given by Jessica Rees, of her discovery of words as carriers of meaning,

highlights the distinction between word and insight. She recalls how, as a young deaf

* Note that in this account, the formulation does not, of itself, guarantee the
transmission of insight. A skilled formulation may facilitate the emergence of insight.
It may evoke other unrelated insights. On the other hand, it may be totally
misconstrued; it may not even reach its mark. There are many conditions which
attach to the successful transmission of insight, which we here call communications.

Our use of the term “communications” is broader that its use in other areas, such as
in engineering. There, it refers to the generation, transmission, receiving, processing
and transformation of electrical or electromagnetic code derived from some
empirical source — sound, image or measurement of some kind in time and space. In
this sense, engineering systems may extend our capacities, empirically speaking, to
generate, transmit, capture and process data, but they remain neutral with respect to
insight and meaning which emerge transcendentally within consciousness.
Nevertheless, the design of such systems draws on all methods of analysis: classical,
statistical, genetic and dialectic. The technical aspects of a telephone system, for
example, operate on the basis of classical and statistical laws - the design of electronic
circuitry follows classical law relating voltage and current; the specification of its
capacity and technology is based on probabilities of use and growth, including the
genetic development of new technologies and their likely impact; the system’s
marketability depends on dialectic factors, such as competing in the market place
and negotiating successfully with regulators.
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girl celebrating her fifth birthday, the number “five” had been represented to her in a
variety of ways: her birthday cake was in the shape of a hand with five candles on
the fingers and thumb; the number “5” was written, along with the letters “FIV E”
and the image of a pair of lips partially opened. Something stirred inside her.... She
writes:

Suddenly something clicked. I Jessica Rees was five years old. ‘Five’ was

also the number of fingers and thumbs I had on each hand. I had five nails

and each candle showed one year for each year I had lived making FIVE

in all. These figures were the same as the word ‘Five” written by the side — it

was just a different way of presenting a word. The word ‘five’ did have a

meaning. [ had five fingers, five nails, I was five years old.... Suddenly it

was if somebody had turned the light on in a dark room..... I stood rooted

to the spot in this sudden flash of realisation. I felt as Helen Keller must

have felt when she stood at the pump while Annie Sullivan operated it
and water gushed all over her hands.’

Rees is reporting on her personal experience of the transformative, yet elusive,
character of insight, and its critical role in grasping meaning. She alluded to the
various conditions within which insight emerged, namely the various stimuli,
images and events, including the birthday itself, each of which carried the idea of
“five”. After a stirring inside, “suddenly something clicked”. A transformation of
consciousness occurred. New feelings were released, and new energies were directed
to learning the connections between things and people. In quite another context,
Kegan, in his researches into adult development, also came to recognise the central
role of insight. In the following passage, he refers specifically to the difficulty of

sharing an insight with others:

> Jessica Rees, Sing a Song of Silence (The Kensal Press, 1983).
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Insight cannot be taught or learned, but the consciousness that gives rise
to insight can be developed. Trying to teach insight without transforming
consciousness is like trying to create apples without growing trees.®

Kegan uses the term “transforming consciousness” in a particular way. It reflects his
hypothesis that five mental transformations occur in adult development. These relate
directly to a person’s capacity to manage the demands of modern life. In this respect,
Kegan's idea of transformations has some similarity to Lonergan’s notion of
conscious intentionality, and the imperatives of self-transcendence and the shifts of
horizon to which they give rise. Likewise, his treatment of conversation, in relation to
some seven languages of transformation, link the variety of individual expressions to
complex, underlying mental structures. Kegan maintains that an appropriate
foundation must exist within the person for insight to occur. The more complex the
insight, the more developed must be the foundation. This is self-evident within
education, particularly within the field of mathematics and science. It applies equally
to fields of common sense. It applies most critically in self-development, in the task
of personal transformation and growth. Lonergan specifies the necessary conditions
for such insights to occur, whatever the context:

The occurrence and the content of sensation stand in some immediate

correlation with outer circumstance. But with insight internal conditions

are paramount. Thus, insight depends upon native endowment, and so

with fair accuracy one can say that insight is the act that occurs frequently

in the intelligent and rarely in the stupid. Again, insight depends upon a

habitual orientation, upon a perpetual alertness ever asking the little

question, Why? Finally, insight depends on the accurate presentation of
definite problems.”

® Kegan, In over Our Heads: The Mental Demands of Modern Life, 128-129.

”Lonergan, Insight, 29.
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Consciousness is multiform. It contains the plurality of states and modes, which
accompany it at any time, including previous associations and achievements. This
whole manifold of interior experience can never be fully accessed in any given
moment. Nonetheless, it is always a tidal movement beneath every communication
and conversation that may take place. The self-mastery and creativity of the
communicator are enhanced by an ongoing process of ‘re-minding’ at every stage of
listening, understanding, judging, deciding and formulating what is to be
communicated. Furthermore, this ‘re-minding’ process bears directly on the quality
of the contribution one makes to the conversation: it brings sharpness to one’s

attentiveness and a reflective solidity to the judgments that are made.”

We cannot but agree with Kegan at this point. The task of transforming one’s own
consciousness is primarily one’s own. Nonetheless, others can facilitate it. In such a
transformation or development, particular insights and a succession of higher
viewpoints are essential to keep the process moving forward. Unlike sensory stimuli,
insights do not saturate consciousness, but open it for more. For there is always more
to be understood and realised—an experiential phenomenon which Daly noted that

Aristotle clearly recognised in his De Anima.’

® Kegan explores this process from his perspective on problems that arise when levels
of consciousness differ between persons and on how to ensure one’s own personal
authenticity in such a situation: Kegan, In over Our Heads: The Mental Demands of
Modern Life, 137-197.

‘In T.V. Daly, "How Lonergan Illuminates Aristotle," in Australian Lonergan
Workshop, ed. William J. Danaher (Langham: United Press of America, 1993)., Daly
explores how Lonergan’s intentionality analysis sheds light on Aristotle’s discussion
of thinking. In De Anima, Aristotle writes, with Daly’s terms in brackets, substituting
understanding for “thinking”; and intelligence for “mind”. “For the sense loses
sensation under the stimulus of a too violent sensible object; e.g., of sound
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Communication presumes consciousness, of oneself and others. Through
communication, the “transformation” (in Kegan's sense) of one consciousness can be
shared with others, and provoke the same attainment in them. The success or failure
of such communication depends on the occurrence of insight in all involved. Because
insight cannot be produced mechanically as an effect following on a particular cause,
there is an inevitable indeterminacy in the process of communication in regard both
to its content and its most telling formulation. In this respect, any conversation, as it
waits on the occurrence of insight in oneself and others, is marked with a certain
drama and tension: analysis, reflection and decision can follow only when matters
are clearly understood by all parties. In this way, communication is more than mere
occasional talk amongst individuals. It is a public, social exchange for the sake of
bringing more light, confidence and direction into the organization. Communication
succeeds to the extent that a common understanding, based in a common experience,
occurs. In this way, communication is an interpersonal event. Thus, a football final is
a communications event in which fans around the globe may participate and unite in
shared meaning, particularly in the values represented at the moment of victory. A
religious liturgy is a communications event in which people may participate in
shared faith commitment. A stirring speech by a leader may unite followers in
common vision and commitment. A storyteller may unite the audience in the
moment of their shared understanding of a joke. A musical performance enables

listeners to enter and share a mysterious world of beauty. But in each case,

immediately after loud sounds, and neither seeing nor smelling is possible just after
strong colours and scents; but when the mind thinks (intelligence understands) the
highly intelligible, it is not less able to think of (understand) slighter things, but even
more able;” Aristotle, On the Soul, ed. Loeb Classical Library, trans. W. S. Hett, vol. 8
(Cambridge Ma: Harvard University Press, 1935), Book 111, iv, Becker 429b421-425.
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differences between people in terms of capacity, skill, experience and commitment
affect the quality of their involvement in each event and the kind of communication

that occurs.

Of the many forms of communications, the interaction of two persons
communicating face-to-face is the most common—and the most potentially dynamic.
The essential factor is that at least two minds seek to ‘connect’. They can do so on the
level of experience, such as touch, gesture, or in a shared attentiveness to the data of
the situation. They connect on the level of understanding when they share insight
into a common experience. They connect on the level of judgment when they agree
on the most compelling evidence. They connect on the level of decision when they

come to the point of collaborating in a common undertaking.

4. COMMUNICATIONS AS COOPERATION

For the most part, interpersonal communications unfold in the interplay of shared
understanding and cooperation for the sake of a particular goal. Cooperation may
commence tentatively and proceed only with implicit mutual agreement. Further
cooperation often follows a communication that is more ‘sounding one another out’
rather than a commitment to collaborate. In that case, even in the usual banalities of
talking about the weather, sport, and so forth, some kind of mutual evaluation is
taking place. Questions are implicit, such as: Is the other a worthy partner?, Can I
work with him?, Is she up to it?, or Is there a mood of frank and easy discussion
here? Such a ‘sounding out’ and its attendant mutual assessment can then lead to a
discussion of what is actually on the mind of the other person involved, and then
result in hard-headed negotiation on the possibilities and limits of cooperation in a

given field, such as in a commercial enterprise.



COMMUNICATIONS, TRUST AND COOPERATION 199

The omnipresent technology of the telephone provides a good example of the
communication that may lead into a deeper exchange of views and eventual
cooperation. One person rings with something in mind; the other answers, usually
wondering what this particular contact will lead to. At this stage, both parties are in
control of their respective situations, for either can hang up the phone. But then the
reason for the call and the kind of person making it, come into focus. A common
understanding is promoted, once both parties decide to continue the conversation.
Each party remains free to break the connection at any time, for each has his or her
own respective expectations and goals. Yet, if the conversation is to continue, it is
because a mood of trust has emerged. The conversation thus far has proved
promising: something good may come of it. In such a situation, trust takes the form
of a disposition of openness to further possibilities. On the other hand, distrust may
arise from the impression formed of the other as one unlikely to share any common
interest or, if the other appears manipulative in some way, perhaps deceitful or
engaged in little more than a public relations exercise. Proceeding is too risky. As we
reflect on this familiar experience, it is worth reminding ourselves of the complexity
of communication, even in such a seemingly straightforward matter as a telephone
conversation. Not only are two individuals in vocal communication through this
basic electronic medium, but also they are present to one another in a personal,
intentional consciousness. The vocal sounds they employ are not simply signals.
They are communications of a polyphonic consciousness in which blend the different
voices of experience, inquiry, understanding, reflection and responsibility. If the
communication is not to collapse into the cacophony of different parties talking past
one another, however implicitly or spontaneously, they must keep in mind the
different levels on which such a conversation moves. Thus, if one is speaking about

the discovery of new data, a fatal misunderstanding would occur if the other
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interpreted it straightaway as a program for immediate action, thereby bypassing the

need to assess what the new data means, and how it should be evaluated.

Admittedly, in well-established routines of interaction, communication is generally
straightforward. What this points to is that there is a shared common language, a
customary frame of reference that is a prior agreement on terms and what they
usually mean. But when people attempt to communicate across language and
cultural differences, misunderstandings and confusion easily arise that only a skilled
translator can sort out. When any attempt at communication is further compounded
with prejudice and suspicion, to say nothing of the memory of past machinations of

one kind or another, problems intensify.

Thus, communication is open to derailment. It can be terminated on one side or the
other. Yet each speaker must depend on the other if the interaction is to be fruitful.
There are familiar problems, in a media interview, say, when one party seeks to
control the exchange by deflecting questions and persisting with the promotion of his
or her own views. In a legal cross-examination, the accused or the witness may seek
control by refusing to communicate. Taken to an extreme, silence in this situation
may occasion more vigorous kinds of examination, even to the point of torture, in
order to ‘break’ the resisting party. But in more usual kinds of resistance, persuasion
is the normal course of action, as is the case with skilled salesman trying to sell an
expensive product, or with politicians using all the resources of rhetoric to defend an
unpopular government policy. With these situations in mind, it must be emphasised
that communication in general, and conversation in particular, presuppose that those
involved monitor the exchange and assess the direction it is taking. To the degree
communication becomes a science, it must take into account all the relevant data, not
only the content of what is being communicated, but also the intentionality of the

parties involved, and the manner in which this operates. Here, Lonergan’s
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intentionality analysis provides a robust structure on which both the science and the

art of communications can build.

In the following paragraph, Lonergan pointed out the daunting complexity inherent

in the crafting of a communication:

By way of illustration let us suppose that a writer proposes to
communicate some insight A to a reader. Then by an insight B the writer
will grasp the reader's habitual accumulation of insights C; by a further
insight D he will grasp the deficiencies in insight E" that must be made up
before the reader can grasp the insight A; finally, the writer must reach a
practical set of insights F that will govern his verbal flow, the shaping of
his sentences, their combination into paragraphs, the sequence of
paragraphs in chapters and of chapters in books. Clearly, this practical
insight F differs notably from the insight A to be communicated. It is
determined by the insight A as its principal objective. But it is also
determined by the insight B, which settles both what the writer need not
explain and, no less, the resources of language on which he can rely to
secure effective communication. Further, it is determined by the insight D,
which fixes a subsidiary goal that has to be attained if the principal goal is
to be reached. Finally, the expression will be a failure in the measure that
insights B and D miscalculate the habitual development C and the relevant
deficiencies E of the anticipated reader."

This account describes the interior activity required to create and control a particular
instance of communication and the various acts of understanding that are necessary,
that is, the four insights he refers to as A, B, D and F. We have already recognised, in
our discussion of skills, the role of minder performing this background control of
mental work, specifically here, as gathering the requisite data, allowing for

intelligent inquiry, reflecting on the evidence, and proceeding to decisions and

' A footnote in the text comments: “The ambiguous phrase “deficiencies in insight
E” occurs several times, the context making it clear that Lonergan is not speaking of
insight E, but deficiencies E.”

" Lonergan, Insight, 579.
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action. As Lonergan points out, communication cannot succeed unless it proceeds
with this intentional matrix in mind at every stage and at every level. Note, in this
respect, how Lonergan sees the whole intentional structure leading to responsibility,

as well as controlling the process by which it is achieved.

However, one can distinguish further attributes of the minder’s role in controlling
the crafting of a formulation on the second level of consciousness, from its role on the
fourth level “in and over’ the acts on lower levels. Lonergan, in this aspect, places
notions of freedom and responsibility alongside self-control:

The fourth level, which presupposes, complements, and sublates the other

three, is the level of freedom and responsibility, of moral self-

transcendence and in that sense of existence, of self-direction and self-

control. Its failure to function properly is the uneasy or the bad conscience.
The satisfying feeling that one’s duty has been done marks its success.

Lonergan then goes on to refer to the overseeing function exercised by the fourth
level over those below, and what we have called the ‘minder’.
As the fourth level is the principle of self-control, it is responsible for
proper functioning of the first three levels. It fulfils its responsibility or
fails to do so in the measure that we are attentive or inattentive in

experiencing, that we are intelligent or unintelligent in our investigations,
that we are reasonable or unreasonable in our judgments. **

In all this, the basic point is that consciousness functions as a dynamic whole. To
neglect, to hurry or to suppress any of its inter-related activities is a form of self-
mutilation that cannot lead to a successful outcome: hence our stress on identifying

within oneself the basic template of an integrated intentionality. But this is not for

12 , Method in Theology, 121.
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oneself alone. This same template must be acknowledged in others—above all, if

successful communication is to result.

A basic condition of good communication turns on how the message received
equates to the message sent. Because human communication occurs not between
machines but between persons, it is interpersonal and cannot bypass the structured
consciousness of either the sender or the receiver. It follows, then, that many
activities are going on, or should be going on, in the mind of the receiver. Such
receivers, in their various situations and contexts, must first accurately attend to the
formulation of the message sent, and not be distracted from it by preconceptions
likely to prejudice its correct reading. Secondly, they must try to make sense of what
it means. Thirdly, they cannot but deliberate on the truth and value of the message
they have received and understood. Fourthly, if the lines of communication are open,
there can be a process of feedback in order to make the original message more

accurate, more telling and more effective.

5. TRUST IN COMMUNICATIONS

An open and interactive exchange is intent on a common goal. It may be quite
informal, as with the ‘catching-up’ of friends. It may also be quite formally
determined, with a precise end in view, as in the case of commercial conversations
seeking to come to some agreement on the particular value of some goods or
services. But in all cases, a larger range of goods, personal and social, is implied.

Melchin, a well-known exponent of Lonergan’s thought, with a special interest in its



COMMUNICATIONS, TRUST AND COOPERATION 204

ethical applications, has reflected on the interpersonal communication involved in a
commercial transaction.” In any such exchange of goods, Melchin identified four
stages that keep recurring between buyer and seller: opening, negotiating,
contracting, and closing. Each stage establishes conditions for the next to occur and
together they establish a highly flexible and adaptive scheme connected to wider
circles of meaning and social value. Melchin, taking the case of buying a camera in a
shop, reflects on what is involved, especially in terms of trust, and links it to the
success of commerce at large. At the outset, when the buyer enters the camera shop,
two persons encounter each other in their potentially respective roles of buyer and
seller. Each sizes the other up to establish their bona fides. Melchin describes this

meeting:

In many cases a nod or a word responding to the other’s gesture will
acknowledge a shared meaning and will validate the economic
relationship. This validation, to one degree or another, requires that each
party take the role of the other, anticipate the other’s response to a gesture,
and watch for confirmation. When this role-taking goes according to
expectations it is almost totally preconscious, practically invisible. It
becomes conspicuous when expectations are found to be mistaken.
Generally, the behaviour of customers and merchants follows custom or
convention. But one way or another, this conventional discourse requires
that complementary expectations be communicated, that participants
engage in some minimal role-taking, and that expectations be confirmed
in the response of the other. The suspicion that results when any of these
elements is absent is often enough to put an end to any further
discussion.™

" Ken Melchin, "Economics, Ethics and the Structure of Social Living," Humanonics 10
(1994).

" Ibid.: 27-32.
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In this account, we discern the intentionality operating in each of those involved. A
mutually accepted common ground is the basis on which further communication can

proceed with a sense of trust on both sides.
Still, there are variables. As Melchin puts it,

The conversation of gestures and responses can vary depending on the
personalities, the cultural backgrounds, or the professional formations of
the participants. One way or another, these styles must also ‘fit’ for the
parties to come to an agreement to proceed. Many potential viable
transactions have broken off because a salesperson was too aggressive, a
customer too demanding, a merchant seemed indifferent, or a customer
showed too little interest.”

And thus Melchin takes his discussion of the various stages in a given transaction
further by linking them with the overall workings of the economy itself.
Each stage involves the reciprocal exchange of meaning in a set of
operations involving gestures, responses, and role-taking towards the
confirmation of shared meaning. The transaction is a cooperative scheme
involving the two parties’ reciprocal contribution towards the
achievement of mutual goals which neither could have achieved on their
own. And while this scheme has a distinct internal structure and an

identity of its own, it functions within a wider series or ecology of
schemes, which, together, make up an economy. "

The likelihood of continued recurrence of these schemes that underlie and inform a
whole economy depends, as Melchin goes on to point out, on each and all of those
involved accepting their respective contractual responsibilities. Along with the
requisite commercial skills, civility, fairness and honesty also come into play. Such

qualities, however, are not purely individual activities or attitudes. Implicit in them

15 Tbid.: 28.
16 Ibid.: 31.
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all is a shared responsibility to uphold the social value of commerce. The success of
the commercial exchange depends on the recognition of the social process as a good
in itself. It has the capacity to deliver worthwhile outcomes to those who participate
in it. Thus, the whole scheme, at every stage of its recurrence, is upheld, not only by
an ongoing willingness to participate in it, but also by the trust the participants place
in it to deliver desired outcomes. The social significance of individual transactions is
nicely summed up in the following words:

Our actions are virtually always contributions to a wider communal or

social project involving others. Action is seldom action in isolation. Most

usually, our acting is cooperating. Our initiatives are contributions to joint

projects, tuned to fit with the contributions of others, fashioned as links

within wider chains of actions which bring societal projects from inception
to implementation."”

The realisation of the social significance of any transaction leads inescapably to

considerations of social morality and the ethics that inform it. The values at stake are

more than economic. Melchin explains:
When we consider this cooperative structure of action, the term “value”
begins to take on a second meaning. “Value” here concerns the entire set
of elements which inform the social character of our actions. Ethics begins
with the realm of the personal and the private but takes a second step and
moves to the public sphere where action becomes collaboration and
individual gestures become cooperative inputs into joint projects of social
living.'®

The ostensibly simple commercial example of someone buying a camera, when

considered with countless other instances of buying and selling, constitute the

economy. As an essential dimension of social living, it can operate only on the basis

Y Ibid.: 23.
' Tbid.
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of the expectations, which each party brings to contractual activity of any kind. It is
based on the personal judgment of all parties that the social and economic
arrangement they commit themselves to, be robust and trustworthy. Admittedly,
none of those involved can have an absolute certitude regarding the result. Hence,
there is always present, however implicitly, an element of risk assessment. Any
grounds for suspicion of the potential of the process, at the individual or social level,
to deliver the desired goods or services, could mean abandoning it. It is, after all, a
matter of making a judgment of confidence, faith and trust that the scheme will
follow its normative cycle and that those others who are involved will honour the

commitments and roles they have undertaken within it.

Judgment about the trustworthiness of a scheme, and of those involved, precedes
and informs each person’s decision to participate and engage in the process. Without
an act of trust, there can be no basis on which negotiations, decisions and individual
commitments can rely. Consequently, there is a continual testing of the
trustworthiness of the persons and structures involved in the transaction. The
various parties must be alert to any indication of their trust being misplaced. Any
commercial structure, even when it successfully operates, can be improved. But its
continuance and improvement need the trustful participation of all parties. Of
course, deception, not to mention human tallibility of all kinds, is possible. If one
waits on some absolute security and certainty regarding the structures and the
persons involved, any transaction becomes impossible. However, in the generality of
cases, confidence in the trustworthiness of what is going on is upheld both by the
achievement of successful outcomes and the reputation of the institutions and
persons concerned. If reputations are called into question, trust suffers; and when
trust is undermined, the willingness of people to participate is compromised. Such

was the case of Enron as an emerging multinational institution, of Arthur Andersen
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as a professional accounting firm with global reach and presence and, more recently,

of the global financial system, following the 2007 sub-prime crisis in the USA."

Commerecial transactions occur in countless forms. The contracting parties may form
a business partnership. This can further develop, branch out and change its character
as others come on board in the creation of a multi-faceted business enterprise.
Whatever direction it takes, it is the initial trust that enables a particular scheme to

unfold and develop.

In his analysis of commercial transactions, Melchin appealed to what Lonergan
terms, a “scheme of recurrence”. This is meant to describe the complex process which
unfolds under certain conditions and which recurs when fresh circumstances allow.
The conditions specify critical elements present in each stage of the process, so that
the successful completion of any stage provides the conditions for the emergence of
the following stage. Thus, on a purely physical level, recurring conditions are, for
instance, the circulation of water from rivers to cloud, and then to rain and to rivers.
On the chemical level, there is the circulation of oxygen through plants and animals.
On the biological level, there is the set of recurrences that constitute a food-chain, for
example, of the animal and its ability to catch its prey. On the social level, we are

familiar with the recurring conditions that are work in the daily distribution of

" This crisis involved the trading between banks of packaged mortgages that
included tranches of sub-prime blended with good securities. High fees were
involved, but as sub-prime defaults began to occur, the securities rapidly lost value,
and trust between banks began to disappear. Due diligence had, in many cases, been
neglected, even by some prominent financial advisory firms that had given AAA
ratings to the securities. Banks began to distrust each others’ capacities and lending
between them virtually stopped. Governments then felt impelled to spend hundreds
of billions of dollars, to prevent the system suffering melt-down.
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newspapers, the election of a government or the implementation of a taxation

system.

Now, each such cycle of conditions can be described as a “probable system on the
move”. We say, “probable”, because the conditions necessary for any stage of the
process to occur do not take place with an absolute necessity, but are exposed to all
kinds of contingencies: drought, fire and floods can interrupt any life-cycle. Sudden
fuel shortages can disrupt industry and transport. Strikes can affect the production of
the daily news. Still, there are schedules of probability that all life and industry learn
to live with. In other words, this order of probability is sufficient to be named as
‘system’, for it has a cyclic character. The wheel of the system keeps moving forward,
and is not stuck in a rut. It is not something, once and for all time, fixed and
immobile; it is “on the move’, and hence open to the forward movement of

innovation and modification.

Commercial exchanges too are “probable systems on the move”. Yet now we must
recognise that there is an intentional element involved, for these do not take place
unconsciously, but consciously. They do not occur outside the world of intention and
meaning, and represent the interior dimension of what is taking place. In other
words, a commercial exchange has the characteristics of a meaningful
communication. For instance, a set of intelligible expectations on the part of the

buyer and the seller underlie and direct the commercial transaction in question.

This interior, underlying dimension finds expression in the external realm of
language, in the formulation of agreements, and in the goods that are exchanged.
The presumed recurrence of certain conditions enable both parties to move on to a
mutually satisfying result—hence, the importance of mutual trust and confidence in

the good will of those involved in the transaction. Despite all kinds of regulatory
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structures, it remains that there is no ironclad guarantee that all parties have acted in
good will. A happy outcome is not predictable as an absolutely necessary result, but
retains an element of probability. Fortunately, this kind of probability, on which the
complex negotiations of human activity can be based, is supported by an intricate
network of interaction and of types of probability extending through the length and
breadth of all society and its institutions. Indeed, it can be said that one becomes
competent in an organization, and even in society at large, by learning how to
operate, with a sense of proportion and discrimination, within a complex web of
probabilities. Any change that disrupts the cycle of probabilities requires the learning
of a new routine. Some patterns of activity are fixed by rule and convention—and,
thus, as far as possible, narrow the range of variations that may arise from individual
initiatives. For example, in traffic management in Australia, one drives on the left
side of the road, and in entering a roundabout, gives way to those coming through
on the right. But other patterns, such as internet selling, develop through adaptation
and innovation. Still, in every case, the presumption of probable outcomes underpins
all human activities. If this sense of probability is lost, any scheme of organization is
likely to become set in its ways and incapable of moving forward by adapting to new

circumstances.

We have discussed the central role of trust in interpersonal communications. Trust is
necessary, since we are not dealing with a purely mechanical process, but with a
transaction between persons. If it is truly between persons, intentionality cannot be
ignored. Yet all parties are involved in a system of recurrent probabilities. Anything
that supports the mutual trust demanded is good for the overall system; anything
that undermines trust has profound economic and personal consequences. For that

reason, we now move to a consideration of trustful team-communication.
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6. COMMUNICATIONS IN TEAMS AND GROUPS

Belbin, in his analysis of successful team performance, refers to what he terms, “role
and role preference”. His account identified eight team roles. These can be usefully
correlated to the structure of intentionality, IAM, to which we have been appealing.
Janis, by studying catastrophic outcomes in decision-making, developed the concept
of “groupthink”, and suggested ways in which it can be overcome. Here, too, we will
note the parallels with the approach we have adopted in this investigation, especially
in the emphasis we have placed on the full deployment of intentionality. For his part,
Kegan, as already cited, and in line with our remarks so far, examines the vital role of
conversation in the improvement of organizational culture and performance. I will
endeavour to show, therefore, how the structure of intentionality can be applied to

each of these cases, and how its expression can be further clarified.

Belbin’s Team Roles

Belbin bases his theory of team roles on two kinds of empirical data.* The first is
found in his observations of executives working in teams to solve business problems;
the second arises out of three psychometric tests administered to each team member,
namely, the Watson Glaser critical thinking test, the 16 PF, and a personality-type
preference questionnaire. He proceeds by correlating his observations of behaviour
against the measures of intelligence, emotional factors and personality-type
preferences derived from the three tests. Thus, he develops a theory of eight team

role preferences described below. As a result, each individual can be classified with a

*Belbin, Management Teams.
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distinctive profile of role preference. When these various role profiles are clarified,
the performance of any particular team can in some measure be predicted and
compared to others. Belbin goes on to describe different team types on the basis of
different combinations of roles. A balanced team, for example, had all eight team
roles represented in appropriate measure. The more the differing profiles of the team
members are clarified, the more it is possible to diagnose dysfunctional aspects of
team performance, to offer corrective strategies to improve performance, and to
counsel individuals who have not performed well because of their respective role

preferences.

In this context, a role preference denotes a set of skills developed over time. It can be
improved or adjusted with appropriate counselling. Any one member may be quite
deficient in some roles but be proficient in others. A clear knowledge of one’s profile
in this regard makes for a more informed contribution to the team as a whole. By
observing the performance of other team members and other teams, any strengths
and weaknesses are clarified by comparison and contrast, so that appropriate

remedies for any major deficiencies can be applied.

Based as it is on observation of teams and of psychological profiles of the individuals
involved, Belbin’s theory implies normative criteria for team performance. Good
data, original ideas, critical thinking, orientation to action, and effective coordination,
for example, contribute to the effective performance of the team in question. He
draws attention to a particular role which he calls, Plant, that is, the contribution
made by zest and original ideas. If a team lacks a Plant profile, its performance is
invariably poor; but with the originality and imagination that a Plant contributes, the

team’s performance is significantly improved.
y
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Along with the Plant contribution, Belbin specifies a number of other roles. They are:
the Monitor Evaluator (the source of critical analysis), the Complete Finisher (whose
contribution is attention to detail), the Shaper (the source of the drive to get results),
the Chairperson (who promotes proper interaction in the team), the Implementer or
Company Worker (one familiar with the workings of the company), the Team
Member (a source of group solidarity) and Resource Investigator (a medium of larger

contacts).

The intentionality analysis we have favoured suggests the manner in which these
different roles interact in the one corporate consciousness. The roles of Plant and
Monitor Evaluator, for example, correlate with the second and third level of
conscious intentionality, respectively, as intelligent inquiry gives rise to the
deliberations of critical judgment. The Plant is the ‘ideas’ person, the source of
innovation and creativity typical of new insights. The Monitor Evaluator is the sober
realist, contributing a detached reflectiveness to the play of new ideas and
possibilities. The Completer Finisher is attentive to detail, thereby ensuring that no
data has been overlooked in the team'’s deliberations. On the fourth level of decision
and commitment, two roles work together, those of the Shaper and the Chairperson,
but with different emphases. The Shaper is intent on results, and so exerts pressure
on the team to resolve issues, make decisions and take action. The Shaper’s role is
continually to remind the team of its primary task, especially if it appears to be
wandering off course. The Chairperson, with an eye on the collaborative interactions
of the team as a unit, resists, when necessary, the impatient pragmatism of the
Shaper, and so calls forth the contributions of all team members, and ensures that the
merits of all ideas and suggestions are considered before moving on. In this focusing
and steadying capacity, the Chairperson keeps in play the questions that make for

honest inquiry and thorough deliberation. The Implementer or Company Worker,
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with an intimate knowledge of how the corporate system works, helps to turn ideas
and proposals into strategies and manageable tasks in accord with company
procedures, and so contributes to the process of corporate decision-making. For its
part, the role of the Team Member consists in being sensitive to relationships and to
feelings of others, with the empathy of a good listener, attentive to what has not yet
been fully heard or appreciated. The Resource Investigator, with a wide range of
contacts outside the group, is often the source of ideas expressed in terms of
comparisons, contrasts and possible associations with other groups and institutions,
but does not possess the creative capacities of the Plant. These two roles operate
primarily at the first level of intentionality, that of being attentive to data. The focus
of the Team Member is on his or her fellow collaborators; that of the Resource

Investigator on the larger world that affects the project in hand.

Belbin’s theory can thus be correlated to the structure of intentionality. None the less,
Belbin does not appreciate the phenomenon of insight as Lonergan does. Nor does he
recognise inquiry as the key driver behind the team’s engagement, moving forward
and eliciting team members’ contributions. We might also add that he overlooks, as
most management theorists do, the importance of humour and ‘good fun’ in
establishing team spirit and in building up team unity and identity— a contribution

we might have expected from the Team Member and possibly from the Plant.

Furthermore, within intentionality, our notion of minder implies that all core
competencies are active within each individual person. Belbin sees this more in terms
of the whole team, but not as the key to the contribution that each of its members can
make. Still, his idea of a balanced team of thinking and action reflects the structure of
intentionality and the process of value-adding, even if he distributes its functioning
among some eight individuals in the group. To that degree, his implied treatment of

cooperation is not so much between persons as between roles. As a result,
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communication can appear more superficial and less interpersonal, with a
consequent loss, in the intentional consciousness of each member, of the depth of

trust that binds the group together.

Janis” “Groupthink”

Irving Janis developed the concept of groupthink to describe tendencies within a
group to make decisions under pressure that they will consequently regret. In his
words, this is,
A mode of thinking that people engage in when they are deeply involved
in a cohesive in-group, when the members' strivings for unanimity

override their motivation to realistically appraise alternative courses of
: 21
action.

Janis examines some catastrophic decisions and detects evidence in support of this
aberration. This leads him to identify a number of conditions underlying this mode
of thinking, such as a highly cohesive or homogenous group with a strong leader and
insulated from others. Such conditions can result in illusions of invulnerability and
unanimity. There can be an unquestioned belief in the group’s morality and, at the
same time, pressure on members to conform to group norms. Warnings that may
challenge the group’s assumptions are rationalised and any opposition is negatively
stereotyped. Self-appointed “mind-guards” protect the group from receiving
information that may challenge its views or assumptions, while others members
exercise self-censorship in their rejection of any of their own ideas that they perceive

to lie outside the group consensus. Such symptoms point to the absence of reality

' Trving L. Janis, Victims of Gr