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Abstract: Change is changing. It is loud and noisy, c haotic
and demanding. In dynamic work situations, change
programs are a continuous stream of multiple projects
running concurrently and demanding constant attention
as part of everyday business. For a change p
 rogram to
be credible and have a critical impact, the change leader
needs to ensure that the intervention c onnects on a h
 uman
level. The question, therefore, is not whether a leader
needs to instigate organization change but how change
can be led in a way that m
 anages the c onsequences of
change and delivers a f avorable outcome.
This article reviews the roles and tasks of the OD
practitioner as a change leader and the use of self in the
change process.
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Introduction
The purpose of this article is to review the organization
development (OD) practitioner’s role as a change leader
and the use of self in the change process. This includes
a review of how the change leaders’ own development
journey enables OD practitioners to o
 perate in dynamic
work situations, which results in credibility for the
change program and the ability to connect on a h
 uman
level in order to deliver a critical impact through
presence. This article will also provide a brief overview
of the roles and tasks of OD practitioners, leading to a
conversation about the concept of “self as instrument”
and what the “use of self” means in theory and practice.
Leading change and the use of self are in many ways the
basic requirements for a successful practice of OD in an
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organization and be of interest to anyone
who is planning to develop a career in OD.
It is probably pertinent to begin this
article by exploring the concept of change.
Many articles cover change management,
change leadership, change methods, but
what is change? What is being managed
and led that needs a methodology?
Change, in the organizational sense, means
something being altered, or made different. It
could be explained as a shift, transformation,
or transition that moves the o
 rganization
from where it was to where it will be in
the future. Change from this perspective is neither good nor bad, it just is a
process that is occurring. The outcomes
of change are what makes it good or bad,
but change happens replacing what was
prior to what will be. This is an important
point to remember when considering the
idea of leading change. In many ways, it
could be argued that the axiom “change is
inevitable” is true because nothing stands
still, even the permanency of rock will
change with the shifting sands of time.
Therefore, it is not so much change that
someone leads, but rather the need for
someone to lead in order that change
delivers favorable outcomes that occur as
a consequence of change. It is these consequences of change that are important
to those experiencing change, not the fact
that change is happening.
What is perhaps most interesting in
any foray into the world of change is to
understand how change itself is c hanging.
From an organizational perspective, change
appears never ending, as if the very act of
change is now not something that creeps
up on us unannounced but is 
instead
loud and noisy, chaotic, and demanding.
It screams at business leaders, seeking
attention, urging radical responses and

immediate solutions to complex problems.
Change programs are endemic within
organizational life; they are no longer huge
transformation projects demanding s pecial
attention for a period of time. Instead,
change programs are a constant stream
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of multiple projects running concurrently
demanding attention constantly as part of
everyday business. There is no let up, no
escape from, and no respite. Change has
in many ways become ordinary, while at
the same time the extraordinary level of
change that is taking place in organizations, politics, society, and the world is
breathtaking and even alarming when you
stand back and really observe the frenetic
pace of it.
There are many reasons for the shift
in how and why change happens. Our
world is no longer simple and there is no
normal. Like many of the conundrums of
the Digital economy, we no longer know
what is cause and what is effect, only
that the causes are many and the effects
profound. Globalization has accelerated,
although many commentators would note
that in recent years it too has changed,
and perhaps we are entering a period of
de-globalization. 
Although perhaps not,
because technology has stripped the
world of time and distance barriers, and
meant that geography is almost irrelevant
when it comes to trade. An organization
doesn’t have to be a large multinational
behemoth to trade globally, an individual
working from their iPad in café can trade
across the world with little difficulty.
The current Brexit negotiations between
the UK and EU are perhaps indicative of
the complexities of borders and trade,
but this won’t prevent the entrepreneurs
and internet gurus from going about
their business. Therefore, change isn’t
a simple mathematical problem with a
solution, which can be simply calculated
by logic. There are so many intricate
networks, and networks within networks
that systems, processes, and policies
that gave so much certainty to managing
change in years past, are no longer easy
to u
 nderstand in terms of how changing
one aspect will impact something else.
There is no logical flow even in structural
and technical systems. Traditional paradigms of o
 rganization design are moving
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away from 
hierarchical structures that
impose strictures on the change capacity of 
employees. The shift in Organizational 
Design is toward an agile and
flexible form, which allows for cooperation, collaboration, and full engagement
by all organizational actors. The boundaryless nature of life and work has meant
that change is invading every aspect of
our human life, whether in our roles as
employees or in our life as consumers.
We cannot possibly keep up with all that
change is throwing at us. In technology
for example, the change is so rapid, the
issue is that things are b
 ecoming obsolete
before they have had a chance to take
root. The same is true in organizational
life. No sooner has one change project
finished and people pack away the project files, than another round of change
begins. There is no time to catch breath,
to take stock and decide whether the
effort and investment made was actually
worthwhile and useful.

Summary Points
■■

■■
■■

Change in the organizational sense, means
something being altered, or made different.
The outcomes of change are what makes
it good or bad.
Change itself is changing.

Where Change Happens
Change usually costs organizations money,
productivity, efficiency, and quite o
ften
employee engagement. That change happens
is not under dispute, but where change happens is also important. There is a symbiotic
relationship between change that happens
within the organization, and change that
happens outside it. It could be argued that
organizations determine societal change. If
Facebook hadn’t grown in size and influence
then the changes in our society wrought by
its presence causing millions to be in the
thrall of social media would doubtless e
 xist.
It could be argued that introduction of the
iPhone by Apple in 2007 would not have led
to our reliance on mobile devices, and the

rise of apps. There is little doubt that we
would not have barriers at the train stations
that can read mobile tickets, mobile banking
apps or A
 pple Pay without the popularity of
iPhone. At the same time organizations are
equally affected by the changes in our society. The shifts in demographics, women in
the workplace, migration, education, and
occupation levels all impact what products
and services are in d
 emand and therefore
produced and sold. For example, changing
styles, fashions, and consumer preferences
have led to a rise in the on-the-go products
and services available in the marketplace
and working mothers and busier lives have
resulted in the reintroduction of grocery to
home deliveries. In this respect, some of
the new is familiar as if we are reinventing
the wheel, or at least the delivery round,
but in other ways it is completely different.
Inventions and innovation go hand in hand
as needs and wants shift and morph. As
demands are met, new needs arise.
The workplace itself, and changing needs
of the workforce, have also been responsible
for change. For the first time in history
there are four generations working side by
side in the workplace. This creates tension
and o
 pportunity in regard to the needs of
each generation and demands for different
working conditions, benefits, and career
opportunities are thrown together. This
wrangling of knowledge, experience, and
energy in a single office building brings
with it a unique opportunity to tap into
change agency from across the ages. There
are those who have been there, done it, and
bought the T-shirt, who have seen change
succeed and change fail. Who have felt the
call of change from birth to an age where
many would have retired, and found within
it patterns that are familiar and d
 ependable.
Alongside them work those who are the
bridging generation, born in an age where
computers were not yet common, but
brought into common usage. Adopters and
innovators, who have taken the baton of
innovation and swift change and run with
it, familiar and unfamiliar with the changes

© Business Expert Press 978-1-63157-993-6 (2018)
www.businessexpertpress.com

Expert Insights

3

Leading Change and the Use of Self
that are occurring. In the cubicle next door
will be those who will lead the o
 rganization
into the future, seeing what could be, and
planning what will be. Snapping at their
heels are those who are joining the workforce, navigating their entry into adulthood,
lacking in knowledge enough to think they
know all the answers. As the change agency
available to organizations changes, change
capacity changes.
It is without doubt an interesting time
in human economic and organizational
history and one which requires a response
to change that is different than in past years.
Techno-structural changes reminiscent
of business reengineering, including lean
and six sigma, have a place. But they are
not alone an a nswer. Previous r esponses to
change, driven from those who have power
and authority in the organization, and a
traditional change paradigm of planned
restructure done in meeting rooms with
paper analysis are not an adequate repose
to a reality of ever changing context and
organization.

Summary Points
■■

■■

■■

There is a symbiotic relationship between
change that happens within the organization, and change that happens outside it.
The workplace itself, and changing needs
of the workforce have also been responsible for change.
As the change agency available to organizations changes, change capacity changes.

A More Human Approach to Change
Organizations that can manage continual
change effectively can create a source
of competitive advantage. Change leaders should partner with organizations to
build the people capability in their organization to adapt and change effectively.
Continuous improvement programs are
dominated by economic and technical considerations, with the objective of h
 elping
the organization be more cost effective
but very often little attention is paid to
the human issues that are associated with

4

process change. 
However, it is 
possible
to adopt a more h
uman approach to
change, working with 
individuals and
the organization to facilitate the humanside of change that is needed. From a
socio-psychological perspective, the aim
is to reduce resistance to change, increase
participation in the change process, and
build a capability within the organization
for continued improvement activity beyond the current change program. Even
if an organization is embarking on a hard
or lean process change program, such as
the introduction of a new IT system, it
is necessary that the organization invest
in a program that focuses on developing
the soft people processes to e
 nsure the
changes are successful, supported, and
sustainable.
Organization development is a theory-based
practice described as “a field of knowledge to
guide the development of o
 rganization effectiveness, especially during change” (CheungJudge and Holbeche 2011: 11). The aim of
OD is to sustainably improve organizational
effectiveness and move individuals and groups
through the application of behavioral science
methodology and social, human, and group
dynamic processes. OD has its basis in the
science of human relations and is based on
the belief that “you cannot isolate a person
from his environment. When we examine an
individual we are also examining a part of
a genetic and social field at the same time”
(Likert 1947: 134).
As a discipline, OD approaches change
from a different perspective to procedures
and policies. Although these things are part
of the process, they are not the interest of the
OD practitioner in tackling change within the
system. OD is focused on people-led change,
unashamedly humanistic, and focused on
engaging the human element of the organization to turn the organization from where it is
to where it needs to go. OD methodologies,
which deliver change through people, and
enable people to be the change, offer a more
human approach to change, which works to
deliver the change the organization wants.
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Beyond changing the organization in response
to immediate challenges and opportunities,
OD also aims to deliver a legacy of capability,
culture of adaptability, and employee flexibility that makes employees change-ready
so the o
 rganization can respond to future
opportunities and challenges.
In the chaos of the of volatile, uncertain, complex, and ambiguous (VUCA)
context in which organization’s find
themselves, those leading change must
consider what approach is best to meet
the challenges the organization faces.
The other consideration is what change it
is that the organization is responding to
and at what level the change is impacting most significantly. A market change
will require a different response to a customer change, or an e
mployee change.
The depth and breadth of change may
require different interventions, and may
be at an individual, team, department,
or o
rganizational level. But all require
an 
approach that taps into the h
uman
element of the organization. Engaging

and collaborating with the people that are
part of the organization is to tap into the
very heart of what makes an organization
exist. Without people there is no organization, merely a collection of materials,
land, and buildings. Therefore, it is the
people who work with, and for the organization that determine the very existence
of the organization and as such are its creators and have the ability to recreate and
the change the organization.
For those seeking to lead change, it is
imperative that they engage with people
to make change happen. Ignore the people
element, and resistance to change will

invariably follow. However, engage with
people, and they will become the change,
driving forward the organization from
where it is, to where it will be. In this
respect the approach to change is com
pletely bespoke, with the leader rallying
the people to proactively change and live
comfortably with forever moving forward
from here to there.

By being the change, people will bring the
knowledge that they have of the organizational internal and external environment,
which may otherwise be hidden or withheld. In this way, news from the front line
of the organization will flow easily to the
areas where change is needed and as a consequence can become intentional rather
than unintentional. A human approach to
leadership, therefore, is not one whereby
leaders give top-down diktats that determine the direction of change, but one by
which the leader creates an environment
where every individual feels a responsibility for change and empowered to do something about it. The leader is intentional
in encouraging organizational members
to increase their capacity to embrace and
embark upon change. This is more than
a muted nod to keep the people happy,
it is a deliberate approach that seeks to
open a d
 ebate, facilitate self-organization,
and create a shared learning across the
organization.
Organization development programs are
predominantly focused on Lewin’s t hree-step
model of change. Step 1: U
 nfreeze; Step
2: Transition; Step 3: Refreezing (Lewin
1947). The journey of change begins with
the unfreezing step and may involve a
chaos-centered view to bring everything to
the table to work to develop a deep understanding of the organization’s current state
versus its d
 esired future. In addition to the
usual analysis of the internal and external
environment, including a detailed SWOT
(strengths, weaknesses, opportunities, and
threats) analysis, there also needs to be an
in-depth study of the organization’s people
and cultural capability. Throughout this
process, individuals, teams, and the organization as a whole will be encouraged to
capture their ideas, learning, and observations to c ontribute to p
 ersonal as well as
organizational learning.
Rogers (1961) developed a theory of
personality in which he hypothesizes that
the individual learner is at the center of
their experience of change and therefore
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within organizational change significant
learning only takes place when the learner
perceives that what they are learning
maintains or enhances their structure of
self. Furthermore, change in the individual’s o
rganization of self in response to
experience can only be assimilated if the
individual is open to examining their current perception of self (Knowles, Holton,
and Swanson 2015). Therefore, within the
various OD interventions, the leader of
change must also consider how to facilitate
not only the examination of organizational
change, but in the process the individual
transformative learning process. Pittenger
and Gooding (1971) state that individuals
will make a choice to change current thinking as they recognize “some inadequacy
of a present organization” and if it is the
right thing to maintain or enhance self
(Knowles et al. 2015: 108). This process
can be encouraged in open dialogue with
others around the organization, driving a
sense of shared experience and through
the change leader also being open about
their own learning processes within the
change program.
Organization development interventions during change will often result in
the confrontation of situations, which can
sometimes be unproductive and help individuals, teams, and the wider organization
to understand what actions and activities
are beneficial to moving the organization
forward. Through this process, there will be
the development of a new philosophy about
who the organization is, what the team is
capable of, and the ability of i ndividuals and
groups to shape their own destiny. A key
element of such interventions is to change
the questions that managers and employees ask themselves in order to d
 evelop a
clarity as to what is happening and what
possible responses are available to the
organization. It is during Step 3: R
 efreezing,
that the nature of the OD program moves
from the hands of the OD practitioner
being the driver of the intervention to the
internal organizational team embedding in
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and understanding the impact of the new
experiences and information, which will
potentially challenge their existing beliefs
and knowledge providing an environment
where it is necessary that “individuals make
sense of their experience and in turn yields
a basis for future actions and initiates new
or adapted ideas in the process” (Peltier,
Hay, and Drago 2005: 251). The opportunity
for personal reflection, learning, and selfevaluation is most pertinent in Step 3 of the
Change Process and offers the opportunity
for change practice to be reviewed with the
benefit of hindsight.
A leader’s role when adopting a human
approach to change is similar to that of
gardener. The leader must consider the
environment as a whole system, having an
awareness of how different aspects of the
garden work together in harmony, where
special attention must be paid, and where
other areas can be left to grow unhindered.
In respect to individuals and teams, the
gardener must ensure that they are planted
in the right ground and that any weeds that
will rob them of light and space to grow
and develop are removed. This metaphor
is also relevant to the need for leaders to
behave in a way of someone who will tend
and care for each segment of the garden as
one who seeks for each plant to thrive and
grow to its fullest potential and each part to
add to the whole.

Summary Points
■■

■■
■■
■■

■■

Organizations that can manage continual
change effectively can create a source of
competitive advantage.
It is possible to adopt a more human
approach to change.
The aim of OD is to sustainably improve
organizational effectiveness.
OD is focused on people-led change,
unashamedly humanistic, and focused
on engaging the human element of the
organization.
OD also aims to deliver a legacy capability,
culture of adaptability, and employee flexibility that makes employees change-ready.
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Leading the System
An OD perspective of organizations regards
the organization as a system. Systems t heory
(Kataz and Khan 1966; Von Bertalanffy
1950) approaches the human enterprise as
a living organism, each part of the s ystem is
interdependent of the other parts, although
each has its own specific function, like a
heart or the lungs in the human body, the
parts rely on each other to operate effectively. Within the organization system, each
individual, team, d
 epartment, and function
has a part to play but is reliant on the other
parts to operate effectively. When leading
change, the change leader must consider
how to lead the system, and as such must
be cognizant of how the system operates as
a whole, and the relationship between the
different parts of the organization. Leading
the system requires the change leader to
be open, and open to interacting with the
different independent parts of the system,
holding the threads of the different parts
and their corresponding properties. In d
 oing
so, the leader can continue to maintain a
finger on the pulse of the organization in
order to be aware of its health and vitality. It is the arrangement and relationships
within the system, and which interact with
the external, wider system that will determine the ongoing health and effectiveness
of the o
 rganization as a whole. In regard
to responding to change, it is the influences that the environment has on the
organization that require a response and
demand adaptation and i mprovement from
the organizational system itself. However,
by introducing change to one part of the
system, all parts of the o
 rganization are
affected.
This interconnection is as intimate
as the nervous and vascular systems
operating within the human body. In this
respect, it is important to note, that o
 ften
the pain felt within the organization can
be seen as merely a symptom rather than
a cause. Too often, organizations r eact to
pain within the system, whether that is a
loss of a contract, a customer complaint,

a supply issue, or a team dysfunction, assuming that the output is the problem. This
results in problem solving at the wrong
place, and also focusing on the problems
instead of focusing on the strengths of the
organization. In many ways the role of the
change leader in this situation is that of
diagnostician. Responding to the symptom
in the way a doctor responds to symptoms
someone may present in a surgery. Yes,
there is an acknowledgment that pain exists, and p
 otentially introduce temporary
measures that are aimed at treating the
symptoms and r educing the pain.
Once the crisis is over, it is the responsibility of the change leader to thoroughly
investigate the systemic causes of the problem. This means taking time to understand
what is happening within the organization,
investigating the demands upon the organization from the environment and fully
cognizant of the strengths that the organization possesses, determine an appropriate
response that is positive rather than
negative, systemic rather than 

isolated.
Of course, such a responsibility cannot
be delivered by a single person, instead it
is the change leader’s position as leader
of the change effort that comes into play;
they must bring together people who are
affected to drive the change forward within
the organization.

Summary Points
■■
■■

■■
■■

■■

An OD perspective of organizations, regards
the organization as a system.
Within the organization system, each
individual, team, department, and function has a part to play but is reliant on the
other parts to operate effectively.
When leading a change, the change leader
must consider how to lead the system.
Leading the system requires the change
leader to be open, and open to interacting with the different independent parts
of the system.
It is the responsibility of the change leader
to thoroughly investigate the systemic
causes of the problem.
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The External Environment
It is obvious that the change leader is not
in charge of the external environment,
and has no control over elements that are
affecting the organization. From a system
perspective, the organization o

perates
within an open system. This introduces a
number of challenges to the change leader
with the organization both influenced
by, and influencing, the environment
in which it operates. From this perspective the change leader must e
 nsure that
they are taking steps to closely monitor
the external environment and accommodating any relevant changes necessary
to ensure that the organization maintains a steady progression. Without such
knowledge and awareness, the change
leader exposes the organization to likely
environmental shocks and cannot pre
pare to navigate the organization through
choppy waters that are inevitable part of
organization life.
The change leader cannot hope to
know everything there is to know about
the system in which the organization
operates. For this reason, transparency,

inclusion, and empowerment are essential elements of a change response. Field
theory “is an approach to understand group
behaviour” within context (Cheung-Judge
and Holbeche 2011: 33). This was used to
impact the actions and behavior of organizational actors and develop their personal
awareness of their role in “how things
are” and “how things could be” within the
organization. This can be achieved through
developing a number of interactive s essions
exploring personal, group, and organizational 
challenges and opportunities. The
purpose of destabilizing activities during
these change interventions can be designed
to cause the individual to experience particular types of psychological forces, and
evaluate the influence of change activities
on the organizational environment both
within the intervention setting and once
the participants return to their normal
work duties.
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It is essential that the change leader
invites mixed groups to come together to
discuss their different perspectives, knowledge, and experience in order to understand what is really happening at different
levels of the organization. It cannot be
that the change leader remains isolated,
thinking that they know what is really

happening. Keeping a finger on the pulse
of what is really happening means that
attention has to be paid to clues that are
happening within the system. These symptoms are easy to miss if you are not close
to the action; therefore, those who are
experiencing the symptoms are best placed
to provide an overview of what is really
happening. Some of these changes may be
subtle and it is only those who are b
 eing
affected by the systemic symptoms can
honestly provide an understanding of the
effect that change is happening in different
parts of the organization. Bringing people
together from different parts of the organization also provides a forum for individuals to share different ideas, and examine
what impact certain solutions will have on
different parts of the system. What seems
like an obvious answer to a problem, may
in fact end up causing a different problem
somewhere else in the system if a holistic
view is ignored.
Creating a future that everyone can get
behind also cannot be done in isolation.
Very often organizational leaders will sit in
a board room to set the strategy and direction for the organization and then try and
push the idea for the new direction down
the organizational hierarchy in the hope
that everyone will buy into the vision, and
persuade hearts and minds to get behind the
new direction. This is in direct contrast to
what needs to happen to help the organization secure an inclusive and secure future.
To begin with setting the direction of the
organization requires an understanding of
what is important and having clarity about
the independencies throughout the organization in order to devise a way to move forward and create support for the direction
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of travel. Getting the different sub-systems
within the organization to work together,
requires individuals to have an awareness
of both their own independent areas and
the connections between the different areas
that require collaboration to devise processes and procedures to move the change
forward. At the same time, this cooperation
in understanding where the organization is
now, will honor the primacy of relationship
between different teams, 
departments,
and functions, and bring people together
in the change 
effort rather than divide
people along group contingencies. This
joined up process of diagnosing the issues
that the o
 rganization is facing, should also
include external factors such as suppliers
or customer, in order to provide additional
data to stimulate understanding and thinking about possible ways forward. It has the
added benefit of e
 xposing the o
 rganizational
actors to face up to some of the issues the
organization may not be aware of in regard
to the external system that is influencing
the organization.
The process of creating dialogue between
internal and external players within the
organization system provides the 
basis
by which the change leader and the
organization can remain sensitive to the

external environment and avoid b
 ecoming
insulated to such an extent that their perspective is misaligned to what is happening
more widely within the system.
Group Dynamics, which “refers to the
forces operating in groups” (Cheung-Judge
and Holbeche 2011: 33), can be used to manage the organizational change e
 nvironment
and help organizational a ctors understand
their interdependency in achieving the goals
of the organization. E
 xperiential activities
coupled with reflection and coaching support can be employed to i ncrease awareness
of group norms within the organization,
challenge negative or positive interdependencies, and encourage individuals to think
about how they can help improve group
functioning. This could include interventions to u
ncover 
areas where individual

managers and teams might experience a
resistance to or a desire for change (Lewin
1947). The change leader may ensure that
the participants are co-opted into goal development to create a “dynamic whole” to
the planned change.
It is imperative that the change leader
continues to remind the organizational
leadership team that they do not have
access to, nor possess all the data required
to move the organization from where it is
now, to where it wants to move to. That
data resides in the wider system, both
internally and externally, and time and

resource must be committed to uncovering
it and ensuring that the data is available to
all those involved in decision making and
action throughout the organization.

Summary Points
■■
■■

■■

■■

■■

From a system perspective, the organization operates within an open system.
The change leader must ensure that they
are taking steps to closely monitor the
external environment.
Individuals need to have an awareness
of both their own independent areas and
the connections.
The organization needs to avoid becoming insulated to such an extent that their
perspective is misaligned to what is happening more widely within the system.
Group Dynamics, can help organizational
actors understand their interdependency
in achieving the goals of the organization.

The Use of Self
The “use of self” is a term used by
Cheung-Judge and Holbeche (2011) and
refers to how the “I” and self-structure of
the change leader is an important e
 lement
of the change process. In this respect, self
is both a structure and a process. Self exists
in our relationship with other p
 eople, and
the relationship that we have with our
environment. The organization is one

environment in which we d
 efine self. It is
a complex web built from our interactions
with others, or from position, authority, and
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power. We identify ourselves by what we do,
more than perhaps by who we are. Within
the change process, therefore, the changing
environment will impact the self of those
affected by change. For those who are being
made redundant, the loss of e
 mployment
and a position is perhaps obvious in terms
of its effect on self-structure and who they
are. For those who survive though there
is a rebalancing from what was, to what is
going forward to understand. Whether it is a
change in role, in responsibilities, or simply
as a survivor of the organizational restructure, change impacts each individual who
is part of the change process.
For the change leader, self is more than
something that receives the change, it is a
tool to be used within the change process.
Garden (2015) in The Roles of Organization
Development probably provides one of the
most comprehensive lists of the roles of an
OD practitioner, which explains how who
the change leader is and explains how self
is used within the change process. The
roles are:
■■

■■

■■

■■

■■
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Seer: It is the skill of seeing things; of
seeing through appearances and looking
into the future. Knows what to begin to
prioritize or pay attention to. They may
know before other do, what needs to be
focused on.
Translator: The hearing equivalent to
seeing. It is the skill of listening in order
to translate one person to another. Listens
to the organization’s speech, looking for
the intentions and purpose behind the
problems in the organization.
Cultivator: A role of understanding the
rhythm and pacing in the organization.
Recognizing when to go slow, or when
to operate at great speed. Aims to heal
people and the organization, focusing on
organizational wellness.
Catalyst: Hits the bull’s-eye. Good at combining different things or people to create
something quite new and exciting.
Navigator: Charts people and the organization through psychological space. Knowing

■■
■■

the direction, the current space as well as
propelling people to get to the direction.
Teacher: Focuses on teaching well.
Guardian: Creates an ethical, not just
effective, organization. Being aware of
oneself and having disciplines to encourage that.

Within this framework the various roles
are not defined by the positional role of
change leader, but instead is focused on
the various hats that the OD practitioner
dons throughout the swell and pitch of the
change process.
However, the use of self, is more than
simply taking on different roles, and d
 oing
different jobs. At its most essential, the
use of self is how we, as change leaders,
are able to be authentic in the change process and in doing so releasing others to be
the change the organization is looking for.
From a relational perspective, the use of
self is focused on how the change leader
brings other people into the change process merely through their own self. This
may be termed trusted advisor, confidant,
or healer, but at each step of the process it
is the authenticity that draws others to the
light knowing that change is taking place
and that they are safe following the change
leader during the transition from now to
the future.

Knowing Self
The issue of course is that the use of self,
requires that the change leader knows

thyself intimately. To be truly authentic is
to be comfortable with being curious about
who you are and what it is that you uniquely
bring to the change process. It is a criticality of thinking about myself that is unabashed and unashamed. This goes beyond
a simple list of strengths and weaknesses
but an a ssurance of the self that emerges
as a result of staying curious about who am
I at this moment. It is recognizing that in
change leadership we are as much changing self, as we are changing environment
and noting the shifts that are occurring as
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a result of self-influencing the change and
the change in self being influenced by the
change.
Just as the organization is within an
open system, so too is self. The change
leader therefore must be aware of the impact that change is having on their own
self at the same time as leading the change.
Each client organization that an OD practitioner works in will place an indelible
mark on the change leader; the relational
contact will lead to the mobilization of self
in response to the needs of the organization. This will determine the type of leadership that the organizational development
practitioner will offer to the organization.
As much as the change leader will respond
to the context of change, certain aspects
must 
remain undiminished. Continuous
curiosity and non-judgment are essential
characteristic traits that are necessary for
a change leader to be effective, and these
traits must stretch beyond the change effort itself and be directed inward to expand
the knowing of self by the change leader. In
this way, self and the use of self within the
change process has a fluidity that means
just as the organization shifts from here
to there, the change leader, the self, goes
through a similar trajectory of change.
For the OD practitioner, reflection and
the process of personal development
forms the basis of both self-knowledge and
continuous professional development in

the form of critical reflection. Schön (1983)
distinguished between two types of reflection: reflection-in-action, which relies on
intuitive knowing and reacting to action as
it is happening, and reflection-on-action,
which focuses on reflection after the action
has taken place. Research indicates that
reflection continues before, during, and
after the experience and is not limited to
whether a practitioner dedicates a specific
time to reflective practice.
It is thought that professionals use a retrospective process of reflection-on-action
to examine their current experience, problem, or situation against prior experience

and understanding (Grushka, McLeod,
and Reynolds 2005; Roessger 2014; Schön
1983). By this process, it is possible for
professionals to consider how they used
knowing-in-action (Schön 1983) and can
examine how Self has been employed to
influence the change process. It is through
this process of continuous reflection that
the organization practitioner is able to understand how Self contributes to the consequences of decisions and actions made
during the situation being reflected upon
and change their perspective regarding
Self based upon the experience. For reflection-on-action to occur, individuals must
be intent on learning, being deliberate in
noticing how Self influences and is influenced during the change process, a key
component being their personal involvement with the experience on which they
wish reflect. Furthermore, the organizational development professional must be
determined to do something with their
learning about Self since for there to be a
benefit from reflection it must be linked to
action (Boud and Walker 1991).
Learning about self has the potential
to create opportunity, increase inclusiveness resulting in the removal of cultural
and social barriers that prevent individuals from embracing others and alternative
points of view. From this sociocultural
perspective, self-knowledge is a driver
toward the betterment of a person and
grounds them in their own humanity. As
each change leader learns and develops
self, increases their understanding, knowledge, and skills, the greater the contribution they can make to other people, teams,
organizations and society as a whole.
Exploring self-knowledge should inspire

and arouse a change leader’s curiosity to
search for more and wonder what could
be. This form of reflective practice is not
an end in itself but rather a contributor to
an individual’s learning journey, providing a means for the individual to develop
self: emotionally, intellectually, socially,
and physically.
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Individuals already have all the personality, character, and talent potential necessary to be all that he/she could be e
 ngaging
in knowing self enables the change leader
to thrive and grow.

Summary Points
■■

■■

■■
■■

■■
■■
■■

The use of self refers to how the “I” and
self-structure of the change leader is an
important element of the change process.
Within the change process, the changing
environment will impact the self of those
affected by change.
For the change leader, self is a tool to be
used within the change process.
The use of self is how we, as change leaders, are able to be authentic in the change
process.
Self, requires that the change leader knows
thyself intimately.
In change leadership we are as much changing self, as we are changing environment.
Reflection and the process of personal
development, forms the basis of both
self-knowledge and continuous professional development in the form of critical reflection.

Self As Instrument
Cheung-Judge (2001) suggests that the core
role of the OD practitioner is that of establishing a helping relationship, and forming relationships that, depending on the
change being tackled, may require a dialogic or diagnostic response. Although the
task at hand may require knowledge and
experience in aspects of organizational
change such as Human Resources systems,
Organizational Design, business process
reengineering, or process consultation, it is
self as instrument that takes this subsidiary
roles and makes change happen within the
organizational system.
It is the quality of relationship that determines the effectiveness of the o
 rganizational
practitioner’s role as self as an instrument.
Drawing on Burke’s instrumentality (1982),
Self as instrument is more than simply having
great interpersonal skills or the in-depth
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knowledge of OD tools and techniques. Self
as Instrument is a gestalt methodology,
which draws on presence, which Nevis (1998:
69) describes as “the living embodiment
of knowledge: the theories and practices
believed to be essential to bring about change
in people are manifested, symbolized, or
implied.” This goes beyond simply doing
the processes, engaging with a process of
facilitation and technical competence and
instead calls upon the OD practitioner to
be the instrument through which change
occurs. Metaphorically it is determining to
be the trumpet rather than playing it. This
is according to Cheung-Judge (2001) “the
cornerstone” of change leadership. To t otally
embody a human approach of change to
such an extent that it is not just the practice of the method but our self-knowledge
refined to such a degree that we are, for
example, open space technology, we are
appreciative inquiry or we are SOAR. There
is no distinction between the intervention
method we choose to use or us as the leader
of change. For any practitioner who dwells
in the realm of Self as Instrument, there is
moment of acknowledgment that you are in
the moment, leading change, not because
of your status, role, or practice but because
by your very presence in the organization
and, in the room, change becomes around
you. It is a strange notion to those who have
not experienced it, either personally, or
when working with a change leader. At its
best, instrumentality can be described as
being in the flow, not so much as following a prepared set of facilitation notes, but
responding to the human i nteraction within
the room, and as a result directing the flow
of that interaction to the next step in the
journey. A true change leader does not have
a predestined route that demands that first
this will happen and then that will happen,
instead they enable the participants within
the change to find their own route to the
destination. Therefore, the co-journeying
in instrumentality is less about dictating
direction as ensuring that everyone on the
journey is aligned and moving in the same
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direction. In many ways facilitating this
journey is stepping into the unknown with
people who aren’t sure what the next step
is, or what will happen next, and knowing,
that by your very being on the journey,
that certainty will follow. To explain how
it works and how to get there is a little like
a singer explaining what it feels like to
feel the m
 usic and sing outside of technical ability and just be a singer. It is those
who are in the auditorium who can tell
the difference and are transported in that
moment to a different place, than perhaps
they would experience with anyone else
saying the same things, and using the same
techniques.
For this reason, true instrumentality
comes from talent and the question becomes
whether you believe that this can be learned
or whether it is something you either possess or not. My personal perspective is
that it is something that comes from two
things. First, refined skill and experience.
The more you develop as a change leader
the easier it is to step from facilitating into
the flow of instrumentality. But second, it
comes from an ability to let go, and that
comes from self-knowledge. The more
comfortable a change leader is with self,
the more e
 asily they enter into a place of
vulnerability, unafraid of unknowns and
weakness, confident in who they and willing to be e
 xposed for what they are not.
In this way the organization practitioner
goes beyond simply being a change leader
and change occurs merely because of their
presence within the organization. It is therefore the change leader’s own positive core
(Cooperrider 2000) that is almost elemental
on the impact that we have on other people.
It is more than being inspiring, or motivating
others. It is the development of a relationship where just by being in our presence
people pursue the best of themselves, and
the organizational development practitioner pursues the best of themselves in a
continual cycle of pursuing self-knowledge,
self-development, and r efinement to release
our true potential.

Power and the Use of Self
Charismatic leaders across history have
found ways of creating followers, which can
be healthy or unhealthy depending on the
motivations of the leader themselves. The
development of a cult leadership personality are a result of instrumentality, which
draws other people to a person, and cause
them to follow and individual blindly,
faithfully, and without questioning. There
is therefore a cautionary warning when discussing instrumentality and the use of self
in leading change. This is not to advocate
the cult of personality or determine that to
be an OD practitioner it is necessary to be
an extroverted, charismatic, larger-the-life
leader. In fact the opposite is probably true.
The change leader using OD practices is
there to serve others and the organization.
The purpose of instrumentality is to use
self to help others rise up and take ownership of the change taking place within the
organization.
Power and politics are commonplace
within organization life, and cannot be
ignored when it comes to leading change.
As part of the system, those who wield
power are affected by the power they hold
and affect those who are subject to its use.
The acknowledgment of power and politics within the organization is useful in
helping the organizational development
change process to achieve its ambitions, or,
if ignored, has the ability to derail the work
of the change leader.
This requires that the change leader
ensures that they review, and tackle any
issues they may become aware of during
their reflective practice to understand the
emotional impact power and control may
wrought personally. This includes how the
change leader reacts to other people using
their power and control in interactions
with the change leaders themselves, or the
use the change leader makes of power and
control in their change activity.
As a change leader, the OD practitioner
must ensure that they are aware of who
holds both soft and hard power within the
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organization. A change leader cannot lead
change without having access to, and influencing, those who hold power within the
organization. This requires the building of
relationship and transparency in addressing issues that are affecting the change process and being creative in utilizing power
without descending into inefficient and
unproductive organizational politicking.
The existing power structures must be part
of the transformation process if change is
to be sticky, and the change leader is successful in their endeavors. Therefore, partnering with the powerful will ensure that
the change process itself is championed by
those who have the ability to affect change,
and avoid resistance from those engaging
in power plays to protect themselves and
their power base. Power plays are very common in a change process, engaging with
the power players to ensure that they feel
responsibility and take accountability for

the success of the change program within
the organization. This requires great levels
of organizational awareness, and also the
ability to come along anyone, 
regardless
of job role or hierarchical level, to co-opt
them to the cause and need for support of
the change process. This is no small feat,
and is a primary action in the contracting and diagnostic phases of the OD cycle.
There is no one right way of doing this,
but must instead focus on the determined
effort to build relationships and focus on
serving the organization from the perspective of bring healing to the organizational
system. Knowing that needs doing is part
of the battle. Determining to engage, even
with those organizational actors that may
be difficult to deal with requires resilience and non-judgmental dialogue. Power
doesn’t have to be dirty or result in conflict. It can be employed as a positive force
within the organization, as individuals who
hold the power chose to align their power
in the 
direction of change in which the
organization wishes to move.
Knowing who are the key players within
the power system, and ensuring their
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i nvolvement in critical change activities,
can support the OD process. It is therefore
incumbent on the change leader to use
Self to orchestrate cooperation within the
client system, develop a positive framework, and role model the ethical use of
power and politics within the changing
organizational system. It is through building alliances with key stakeholders and
power brokers that the change leader is
able to drive through and develop sponsorship of the change efforts and help the
organization move toward greater levels
of collaboration.

Summary Points
■■
■■
■■

■■

■■
■■

The core role of the OD practitioner is
that of establishing a helping relationship.
Self as Instrument is a gestalt methodology, which draws on presence.
There is no distinction between the intervention method we choose to use or us as
the leader of change.
The more you develop as a change leader
the easier it is to step from facilitating into
the flow of instrumentality.
The change leader using OD practices is
there to serve others and the organization.
Partnering with the powerful will ensure
that the change process itself is championed by those who have the ability to
affect change.

Developing Self-Awareness
Reflection and reflective practice is c entral
to adult learning, professional development
(Hilden and Tikkamaki 2013), and the
development of self-awareness in the

change leader. Moon (2004) identifies four
ways in which reflection is involved in
learning:
1. A deep approach to learning is taken.
2. Learning is expressed (written or verbalized) meaningfully.
3. Ideas and prior experience are reconsidered
with different frames of reference.
4. New and meaningful ideas are generated
from what we know.
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Meizrow describes critical reflection,
assessing our habits of mind, as a major
element of transformative learning leading
the learner to be “more inclusive, discriminating, open, reflective and emotionally
able to change” (Illeris 2009: 92). Therefore,
reflection is more than just ticking boxes
to meet the requirements of a professional
body, but a development of effective behavior in practice, developing as a professional, and becoming an effective learner
using “prior experiences to reflect on and
to maintain the quality of their teaching
in an ongoing manner” (Moon 2004: 81).
Schön (1983) describes the reflective process as twofold, part intuitive judgment and
skill, what he terms “knowing-in-action,”
and “reflection triggered by uncertainty,”
termed “reflection-in-action,” driven by the
reflector in the moment “surfacing, criticizing, restructuring and testing of intuitive
understanding of experience phenomena”
(Schön 1983: 241). Reflecting in the context of the teaching portfolio provides an
opportunity for me to consciously think
about what I have learned in regard to
tacit knowledge about teaching, but also
to appraise the experience both in terms
of understanding what has changed in my
teaching practice but also to challenge my
frames of reference in regard to my future
development needs.
Taking time to engage in reflective practice will help the change leader to ensure
that they are aware of their fears, blind
spots, and areas where they retreat to
zones of comfort. R
 eflective writing is one
practice, whereby the change leader is able
to represent and learn from an experience
meaningfully. Moon (2006) describes the
process of reflective writing as cognitive
housekeeping and argues that a consistent
practice of keeping a learning log improves
metacognitive capability. The keeping of a
log enables the change leader to keep track
of their choices and decisions, providing a
data source to examine reasoning b
 ehind
actions within the client 
interventions
and an exploration of self-perception

and self-efficacy. The reflective process
requires ownership and motivation on

behalf of the individual to maintain a seemingly cloistered process of journal writing
(Rigano and Edwards 1998). This processes
engages the change leader in facing up to
areas where projects or relationships are
ineffective, and provide a basis to examine
the energy levels available to the change
leader. By keeping a written record, the
change leader is able to revisit ideas, and
make links with previous experiences to
develop further meaning for the purpose
of learning. 
Reflection, 
therefore, plays
an important part in the d
 evelopment of
self-awareness as well providing an insight
into the worth of the learning to both the
organization and the individual (Foster and
Stines 2011). Change leaders are therefore
encouraged to begin keeping a learning
log and engage in the practice of reflective
writing in order to contribute added value
to both the change leader as an individual
and the organization in regard to the development of instrumentality.
Developing instrumentality, therefore,
demands that the change leader proactively
creates space for reflective writing. The
choice to adopt such a practice in the professional environment and to make time for
reflection is often hobbled by the pressures
of time and can be the cause of failure in
the change leader engaging with learning
logs (Moon 2006). Arguably, reflective writing can only add value if they are valued
by the change leader in making a choice to
use them as a learning tool. If it is viewed
as another task that needs to be completed,
it won’t be used effectively and no critical
reflection or learning will take place. Furthermore, change leaders using a learning
log need to have developed the capability
to reflect critically if critical reflection and
deep learning is to take place.

Summary Points
■■

Reflection and reflective practice is central
to adult learning, professional development,
and the development of self-awareness.
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■■

■■

■■

Taking time to engage in reflective practice will help the change leader to ensure
that they are aware of their fears, blind
spots, and areas where they retreat to
zones of comfort.
Change leaders are encouraged to begin
keeping a learning log and engage in the
practice of reflective writing.
Developing instrumentality, demands
that the change leader, proactively creates space for reflective writing.

Caring for Self
As a final postscript to this article, it should
be highlighted that leading change and the
use of self draws a huge amount of energy
from the individual doing it. Such a human
approach requires a self-sacrifice that is
perhaps overlooked in much literature.
To use self requires the giving of self and
this serving of others demands a lot of self.
Cheung-Judge (2001) highlights the needs
for a commitment to self-care, to recharge
“intellectual and emotional energy.” In the
modern organization well-being is on the
agenda, precisely because self-care is disregarded and demands of context means that
many struggle to balance work with the
demands of life. To be a leader of change,
that demand is higher. The pull on the
energy levels is not merely time, expertise,
skill, and knowledge, it demands the immersion of self fully into the process.
This cannot be sustained over long
periods of time without the change leader
taking time and organizing their diary
to ensure their own self-care is on the
agenda. Without doing so, the change
leader becomes like a wine server trying
to fill other people’s wine glasses when the
jug is empty. Refilling the jug is essential
to being effective and useful in a change
program. Forgetting to organize time off,
which is really time off, away from devices
that bleep, phones that ring and free from
disturbance, needs a deliberate act of separation from the change program. This
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means taking time off, and taking time
away in places that refresh mind, body,
and soul. What this looks like will depend
on the individual, it may vary from hiking
in the wilderness, lying on a beach by a
pool, sightseeing, visiting art galleries, or
signing on for a retreat for a monastery.
Whatever, the self-care agenda looks like,
the important factor is to take time away
for the demands of change.
In addition, time must be given for
reflection on a regular basis. Taking time
to breathe and think is highly undervalued
in Western society but it is an essential
element to change leadership. My recommendation is to pick a time of day that you
are at your most energetic and block out all
distractions. This means, that the change
leader must dedicate themselves to developing their self-knowledge as part of the
rhythm of their routine. Daily reflection,
and regular development of their professional practice is as important to self-care of
the professional change leader, as exercise
and healthy eating is needed for a healthy
lifestyle. Just as everyone knows that we
should incorporate regular exercise and
healthy eating, every professional knows
that continuous professional development
is important to their practice. However, not
everyone exercises and eats healthily and
not every professional embarks on continuous professional development.
Committing to caring for self will e
 nsure
that the change leader is effective and consulting at optimal levels of performance in
both professional competence but also in
terms of using self as instrument.

Summary Points
■■

■■
■■

Leading change and the use of self draws
a huge amount of energy from the individual doing it.
To Use Self requires the giving of self and
this serving of others demands a lot of self.
Change demands the immersion of self
fully into the process.
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■■
■■

■■
■■

The change leader must take time to ensure
their own self-care is on the agenda.
Whatever the self-care agenda looks like,
the important factor is to take time away
for the demands of change.
Time must be given for reflection on a
regular basis.
The change leader must dedicate themselves to developing their self-knowledge
as part of the rhythm of their routine.
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