
Love, Liberty and Leadership  Chapter 8:   DIRECTIONS FOR
                                               CREATING FUTURE VALUE
A treatise on a youth antiviolence program for the 21st century

 ”Given the widespread current interest in service 
learning and volunteerism, there is clearly a large 
market hungry for programs that will make a 
difference in the lives of adolescents. Moral 
education programs that focus on building 
strengths and triggering the positive moral 
emotions may be more effective than the more 
traditional reasoning-oriented interventions.”
                                      Jonathan Haidt 200370

While my view over the years has been that the need for a program like 
the Young Canadian Leadership Challenge has grown and continues to 
grow, I will start off Chapter 8 with answering the particular and 
universally-asked question of self-sustainability and then move to the 
general  question of relevance -  to answer whether mounting such a 
program as ours is feasible and whether the directions it has taken us 
are the same directions as society is moving.

 At the outset (Chapter 1 Page 1) I promised to address the matter of 
self-sustainability of this program. It would have been futile to try to do 
that at the beginning, because the reader really does need to know the 
details of the program itself laid out in the first seven chapters - in order 
to begin to look at the question of self-sustainability. But, when all is said 
and done, funding entities who are entertaining grant proposals always 
want to know that the entity they are funding will become self-sufficient as a result of the funding. And itʼs 
equally true that any organization considering the assumption of responsibility for a project such as this 
would want to know if this is going to expose them to ongoing cost, unanticipated risk - or whether there is 
a point when it could even provide them with ongoing revenue. I will address this in this chapter

I have made no reference, so far, to how the nine prototypes were financed, nor have I suggested how 
this program could sustain itself in the future. I have, however, made reference to having done this on a 
shoestring.  Not having had an outside source of funding - has shaped the program itself– the decisions 
that we took were ones which didnʼt require spending a lot of money–which we didnʼt have. This has 
tended to mean that there is little or nothing about the program that is extravagant–and much of that 
frugality will carry forward to the future. Almost no capital will be required to get it up and running. 

It was also the case that the experts who were needed to make the critical decisions, did this as a labor of 
love–and for free. This left us with a product which, beyond being non-capital- intensive, is organized 
around a simple structure which can be managed by volunteers. If I had it all to do over again, I would still 
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build this around volunteers as they, rather than experts, are the ideal adult interface with young people. I 
know realistically, on the other hand, that if this project is taken any further, the administration will have to 
be done by people hired to do the job, even as the program itself continues to be volunteer-driven.

There are two ways to think of this program as being 
self-sustaining. One is to view it as it has been 
presented so far - a local program which is created 
one program at a time–the administrators of which 
need only  to be able to predict the shortfall between 
cost and revenues, and to find a way to plug in that 
amount from some outside source. The other way is 
to  re-envision the program from other possible points 
of view–as a training program for adults who 
afterwards will be working directly or indirectly with 
youth  – as a source of income derived from enabling 
other communities to mount a similar program – as a 
smoothly working template, perhaps the only one of 
its kind, which could be sold to the federal 
government – or some other federal government – for 
use as a national youth antiviolence program.



The Program as a Local Initiative 

One of the essential ingredients of the program, right from the beginning, was the fact that it needed to be 
in an outdoor setting and that the participants would require lodging, a space for food preparation, 
lavatory and showering facilities, and - if it were going to be held outside of the May–October camping 
window of opportunity - would require heated accommodation. The second essential ingredient, which 
evolved over the course of 9 prototypes, was the creation of a cadre of facilitators to ensure that the 
program delivered, each time, what it was capable of delivering and that, each time it came off without a 
hitch. Roughly speaking, paying for the accommodation for both the participants and the volunteers will 
entail a cost of about $100 per person per program. If the four required facilitators are paid - which I 
consider essential for quality control, this cost would be about another $100 per participant. In addition 
there are costs for food, supplies, T-shirts, and transportation. I havenʼt costed these, as experience tells 
me that if a more formalized initiative is well organized, donors will come forward to cover these incidental 
costs. Thatʼs been our experience to date. So, roughly speaking, excluding administrative costs, the 
program will cost somewhere in the region of $250 per youth participant after defraying the cost of the 
adult volunteers accommodation. If half of the participants are able to pay, and if the other half are not, 
the net cost per participant is about $125 (or $200 if there are no donated extras).

This means that the cost of the program will be in the lower end of the ballpark cost of current programs.

Even as a strictly local initiative, the moment one anticipates having more than one of these programs a 
year the necessity arises to have a full-time program administrator who runs the logistics, liaises with the 
member organizations to ensure the availability of both volunteers and young participants, rounds up the 
donor organizations, and does all of the logistics things that keep the program running smoothly. In 
addition, as soon as the program is held for the first time, one also needs to have a post-program follow-
up program coordinator who is well skilled in building on the assets which have been gained during the 
program. While these are two necessary positions, inevitably they will add to the cost of the program.

On the other hand, when one begins to plan a 
sequence of several of these programs, and 
intends to have them occurring regularly, on a 
permanent basis, one might well include 
planning to finding permanent home for such 
a program. There are many summer camps 
which are operated by the Scouts which are 
regularly coming up for sale71–and either a 
sharing relationship with the Scouts for camps 
that they want to keep, or a benefactor 
stepping forward to purchase one of these 
camps, or even to donate a piece of land for 
long-term operations–would be a way to 
defray lodging costs - and if the planning 
process included providing the program for 
other communities, the planners could 
consider rental revenue sources which 
couldnʼt even have been thought about when 
we were just doing one program at a time.

Once one thinks of this more as a long-term 
project, it is also possible to imagine ways 
that the young people could raise funds for 
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the programs, and for themselves the same time. The more sophisticated oneʼs planning becomes in this 
regard, the more the fund-raising goes beyond occasional car washes and begins to center around real 
entrepreneurial opportunities with which the organization could partner with youth as a part of the ongoing 
financing - while teaching/learning entrepreneurship at the same time. 

 This tees up with the giving rise to initiative–as highly touted by Reed Larson. 

One of the options we looked into, after learning that the RCMP was wary of creating 
a program only to get stuck with the whole and sole responsibility for it - was 
partnering with the Lions Club to make this available in their constituencies. In the 
Ottawa area where we started this, District A4 of the Lions Clubs International, with 72 
member clubs, heartily endorsed our program in 2007. This even allowed us to lobby 
the president of Lions Club international, Jimmy Ross, with our idea. Ross was 
saying at the time.... 

“What we (Lions) need is a paradigm shift in our 
traditional ways of thinking. We are accustomed to 
performing certain projects and achieving at a certain 
level. But don’t let the past hold us hostage. We need to 
throw open the windows of possibility. You have to dream 
it before you can do it.”
                                                       
Just so that future organizers are starting in a realistic manner, I should 
point out that the Lions Clubs saw their role more as fundraisers for such a 
project and less so as hands-on participants. As is the case with most 
service clubs, the Lions Club is getting older each year, with less and less 
new young members coming on board, due to the fact that there are many 
volunteer opportunities which donʼt come in a set of requirements as 
demanding as those of a service club member. Since there are many 
partnerships available and since none of these is going to come with all of the pieces that are necessary 
– a constituency of young people – a steady stream of volunteers – an ongoing fundraising capacity – a 
facility which could house the program –  an organization taking this on would have to realize that while 
resources are available, their task would be build a fire under partners so that these would be be 
mustered.  Seen as a local initiative, the value to a sponsoring organization of the nine prototypes which 
have been done- and their extensive documentation - is that one does not have to reinvent the wheel 
before starting and that grant funding will obviously be much easier to garner with a program which is 
already well developed, well supported by current research - and which already has a formidable success 
rate. So the value of being able to use the program is more to attract funding than any other reason when 
it comes to seeing this as a local initiative.

Beyond the Local Initiative Formulation

There is no necessity to choose between seeing this as a local initiative and seeing it in larger terms.  
One could quite easily blend into the other. The value of the existing program becomes immensely 
greater, however, once one sees oneʼs task as that of developing a world-class program which garners 
interest from communities across the country and which could attract interest on an international basis. If 
this were a run-of-the-mill program, the potential for seeing it bigger terms would be nonexistent. But it 
isnʼt run-of-the-mill–itʼs extraordinary. The natural extension of the local initiative idea would be to purvey 
local success into an entrepreneurial opportunity which could support other operations of a sponsoring 
organization. There is no reason that this couldnʼt be Canadaʼs youth violence prevention program ($25 
million available) or Chinaʼs resiliency program ($2 billion available) for young people. Itʼs really just a 
matter of how broadly oneʼs vision extends.



While the program as it presently exists provides plenty of opportunity for the generation of love, liberty 
and leadership, there is plenty of opportunity available to use its very inspirational atmosphere to front-
end other programs. Within the program itself, the second day, after the real thrust of change has 
occurred, could be rejigged to become the entry point of a youth entrepreneurship program. I have 
already envisioned a program by which young people in the community would take on the problem of 
community blight brought about by graffiti. This affects their schools, their parks and their neighborhoods, 
and encourages petty crime, drug use and a generally pessimistic atmosphere. What if young groups of 
students created their own graffiti-removing organization, and what if they used the state-of-the-art 
methods rather than the self-defeating methods of putting up paint patches which are now the order of the 
day, and which serve as canvases for immediate new graffiti What if if the work in restoring their own 
schools and their own neighborhoods were a delightful opportunity to earn for their future while at the 
same time developing their artistic ability? This would be an easy leap from the present program forward.

I have already alluded as well to the uniquely 21st century discoveries which have told us more about 
human evolution than we ever knew. We were able to fashion our pre-program volunteer training - 
reinventing it so as to avoid the pessimism that comes from operating at a high level, and then not being 
able to sustain this going forward. In the interim, Iʼve learned about the three evolutionary learning styles 
which accurately portray the road to mastery in adult evolution. One of the things that is needed to move 
this knowledge beyond something thatʼs conceptual is an atmosphere thatʼs replete with optimism and 
learning. Voila - we have one! When it 
happens that something thatʼs valuable 
conceptually turns into something thatʼs 
hands-on, learning occurs on the spot. So 
while this was never necessary in the 
development of our program, if, as Iʼve 
suggested above, one begins to recast the 
program primarily as an adult training 
program with a youth program component–
back in the same way that Brad Leslie saw 
his Young Menʼs Adventure Weekend, one 
could create a marketable adult training 
program that is second to none. Such a 
program would be worthwhile in its own right, 
but once created, it could also be marketed to 
organizations who have a need for the 
development of adult capacity. It is not hard to see how very small additions to what is already available 
could become a source of considerable revenue for the organization capitalizing on the opportunity.

Is Our Program Relevant and Timely?

Beyond the matter of feasibility I see what weʼve got here and what we can make of it in the future as 
highly relevant and extremely timely. Jonathan Haidt, in his 2003 address to positive psychologists 
quoted at the beginning of this chapter, when asked about future directions said:

One of the goals of positive psychology is to bring about a balanced reappraisal of human nature and 
human potential. We can grant that people are capable of perpetrating great cruelty upon one another, 
but we must also grant, and study, the ways in which people are good, kind, and compassionate 
towards one another. How can positive psychology bring about this reappraisal? I offer four 
suggestions.

1) Begin with the positive emotions. Psychology already knows a lot about the negative moral 
emotions (anger, shame, guilt), and about reactions to suffering (sympathy/empathy). But the positive 
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moral emotions are a new frontier, one with vast potential to improve the lives of individuals and the 
functioning of society. Only in the last few years has work begun to appear on gratitude , and 
elevation . In the next few years work will begin to appear on awe and admiration as well . Guided by 
new theoretical perspectives towards the positive emotions, positive psychologists can balance out 
what is known about the emotions that make us care about the actions of others .

2) Look to other cultures and eras for guidance. It is a dictum of cultural psychology that different 
cultures are "experts" in different areas of human potential. There is clearly not just one kind of 
flourishing, one kind of "good life," and one kind of coherent morality. Positive psychologists should 
look to other cultures and other historical eras for ideas and perspectives on virtue and the good life. 
For example, classical Hindu ideas of purity and pollution have helped me to understand the moral life 
of Americans. Classical Greek ideas of well-being [eudamonia] have informed modern research on 
happiness. In particular, the world's religions offer highly developed and articulated visions of virtues, 
practices, and feelings, some of which may even be useful in a modern secular society (e.g., agape 
love, forgiveness, and meditation).

3) Apply what is learned for the common good. It is sometimes said that there is nothing as 
practical as a good theory, but I think there is nothing as practical as a good demonstration 
project. If positive psychologists can create moral/character education programs that work, or 
moral growth experiences for adults that can touch and enrich their lives, the world will beat a 
path to their door. Given the widespread current interest in service learning and volunteerism, 
there is clearly a large market hungry for programs that will make a difference in the lives of 
adolescents. Moral education programs that focus on building strengths and triggering the 
positive moral emotions may be more effective than the more traditional reasoning-oriented 
interventions.

4) Examine peak experiences and moral transformations. Moral development is generally thought of 
as a slow and lifelong process. Yet many people have experienced moments of profound emotional 
power which left them changed forever. Maslow (1964) studied the changes that peak experiences 
can bring about in people's identities and in their spiritual lives, but since then there has been little 
empirical research on such issues. I believe that powerful experiences of elevation can be peak 
experiences. Powerful moments of elevation sometimes seem to push a mental "reset button," 
wiping out feelings of cynicism and replacing them with feelings of hope, love, and optimism, and a 
sense of moral inspiration.“

 I see our program and its future possibilities 
scoring high on all of Haidt’s four directions, and 
in particular, we are “right on the money” when it 
comes to Direction 3. In regards to Direction 1, 
we have taken an interest in the cause of moral 
emotions–because that’s what our young 
participants told us to do. While we have not 
studied other cultures and eras, we did find a 
meeting place where divergent cultures can 
converge and we use a mythical experience of 
another era to stimulate the imagination of young 
people in the current era. In regards  Direction 4, 
we have seen and experienced in ourselves - peak 
experiences and moral transformations. We do not 
just “believe” that the powerful experiences of elevation can be peak experiences. We’ve seen it 
happen many times. And we agree that there is a mental “reset button” which leads to hope, love, and 
optimism, and a sense of moral inspiration which I have come to call love, liberty and leadership. 



Peak Experiences and Moral Transformations

Suffice it to say, peak experiences and moral transformations may or may not be linked. All too often, 
a peak experience is not followed by moral transformation. We are held in awe for a few moments, 
then we go back to our usual way of dealing with things.  We feel elevated, but it wears off when we 
awake in the morning. This reality has left a certain skepticism when it comes to programs which we 
hope will make longer-term difference, not just a blip in our emotional landscape. Keep in mind that 
the Lillian Lincoln Foundation found only two youth programs for males in the United States in 2001 
which had a markedly positive effect on participants over time (See p. 24-25).

 Let me return here to the statement I made in the INTRODUCTION about the results of the Young 
Canadian Leadership Challenge...

“The highly replicable results are easily apparent, widespread (occurring in 75% of 
participants) and are readily observable - right away, during the program, and less often, 
delayed, appearing in the six weeks following the program. They include:

1. Increasingly “authentic” behavior and the ability to articulate this behavior.
2. Increased self-respect and parallel respect for the diversity of others.
3. Reduction in violent behavior and/or victimization by others.
4. Increased resilience (quantifiable ? See: Chapter 7 p. 73) 

Unlike many intervention-related behavioural adaptations, the results seen are not 
extinguished over time. Rather they are enhanced by subsequent everyday life.

 Anecdotally, the positive results achieved are seen in the same frequency in individuals who 
were dysfunctional, disabled or at-risk prior to attending.”

You will remember perhaps that I was surprised, to say the least, when I saw our first group of 
participants six months after the program and a year after the program. There was no doubt in my 
mind, and others readily concurred, that rather than losing the effects over time, the young participants 
had somehow been able to make use of their results such that they increased over time. Either the 
experience of being elevated had occurred a sufficient number of times or with sufficient depth that a 
moral transformation had taken hold.  In retrospect, this would also explain how the young man who 
was sent from Vancouver, and who became the inspiration for our efforts, had not only not lost his 
transformative experience, but that it was continuing to grow. This made it even more fetching.

 Not only were these young people changed – but they had become masterful at it.

 As Natalie will tell you in the next chapter, this doesn’t let us off the hook of needing to provide a 
follow-up program  that capitalizes on the jumpstart they get. I have had lots of opportunities over the 
ten-year period to observe the young people who participated in our programs, and some of them 
have been able to make much more use of it than others. I’ve seen four instances at least of two 
siblings from the same family who attended, one of whom was able to purvey their experience into a 
“life well lived,” while the other seemed relatively unaffected over time.  Having said that, and having 
committed myself to make that happen in subsequent uses of our program, there is also another 
direction to take when one thinks of expanded use of the program in the future. This direction is the 
creation of an overarching understanding of the phenomenology of emerging leadership - as it occurs 
regularly in our program - which was perhaps only partly understood as we progressed
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 An Expanded View of Leadership and Personal Mastery

In 1999–2000 when we began, the acknowledged preeminent textbook on 
adult leadership was Peter Senge’s The Fifth Discipline, published in 1990. Senge 
had also created an experiential program called Leadership and Mastery which 
had a 20 year run between 1980 and 2000.  I also had had the pleasure of 
studying at length with one of Senge’s partners, Robert Fritz, and had attended 
Leadership and Mastery in the mid-80s. It was wonderful so I used it in my work.

 While all of Senge’s five disciplines blend with each other, the one which is 
central to our purpose here is “personal mastery,“ where Senge relies on the 
work of Robert Fritz to define and explain how mastery arises. Fritz would tell 
you that there are three components to mastery – 1.) the ability to envision a desired result which is 
not yet manifest, 2.) the ability to discern the truth about one’s current reality– i.e. where one is on the 

pathway towards the vision which has been articulated – and 3.) the creative spark 
which exists as “structural tension” between one’s vision and one’s current reality. In 
the diagram on the left (from p.151 The Fifth Discipline), Fritz’s model is laid out 
metaphorically as two hands representing the gap between one’s vision and current 
reality with the rubber band of structural tension between them. The teaching implicit 
in Fritz’s work is how to keep structural tension in play – when psychological tension 
has a tendency of sneaking in and closing the gap – such that the successful 
practitioner “creates and adjusts” along the way to support the creative process.

Separate from the work laid out in The Fifth Discipline, Fritz expanded this 
understanding in his work - which he called Structural Consulting - learning that 
individual people generally tend to be good at two aspects of the triad of vision, 

current reality and structural tension, and that their work is to learn to be good at the 
third. One could say then, that the work in building leadership capacity is, in large point, identifying 
one’s least powerful and most vulnerable capacity, and working to expand it. I see it this way too. 

Our task in hosting a Young Canadian Leadership Challenge has been to create as many events through which 
vision and current reality are brought into play, and where structural tension is maximized.  In other words, we 
must capture the imagination of the participants.The Ropes Course does that. This can happen for instance when a 
team approaches our Twelve Foot Wall event, where the goal is to get one’s entire team over a wall which is 
perhaps over twice the height of the tallest participant. The environment that we create emulates Fritz’s model as 
much as possible. We know that it is necessary to give rise to both intrinsic motivation and concentration of 
attention at the same time (See p. 21). This is a rarity for 10 -19 years olds, as it is not on their everyday agendas.
 
But The Fifth Discipline (1990) has been eclipsed as the state-of-the-art 
textbook when it comes to describing the emergence of leadership. Peter 
Senge’s MIT associate, Dr. Otto Scharmer’s Theory U describes, with Senge’s 
enthusiastic  endorsement, a whole new stable of ways to access change - 
through mastery. Each way incorporates 21st-century thinking. Scharmer is 
interested in sweeping societal changes, brought about by interested groups, 
where Fritz was more interested in empowering individuals to get to the place 
where they most wanted to be. Yet there are convergences between them.

Scharmer suggests that there is a still deeper level of listening than most of us 
make use of, which can connect us to a still deeper round of emergence.



“I call this level of listening generative listening, or 
listening from the emerging field of the future. This level 
of listening requires us to access our open heart and 
open will–our capacity to connect to the highest future 
possibility that wants to emerge. 

On this level our work focuses on getting our (old) self 
out of the way in order to open a space, a clearing, then 
allows for a different sense of presence to manifest. We 
no longer look for something outside. We no longer 
empathize with something in front of us. We are in an 
altered state – maybe “communion” or “grace” is the 
word that comes closest to the texture of this experience 
that refuses to be dragged onto the surface of words.”

 Theory U addresses the core 
question: “What is required in 
order to learn and from the 
future as it emerges?”  Scharmer 
explores how to get to the still 
point of creating a future out of 
what is wanting to emerge. It 
happens that this is depicted by 
a U-shaped curve–and thus the 
name of the theory. The notion 
of the U-shaped curve is that we 
must dive deeper to reach this 
place where we are creating 
from our highest potential. On 
the left side of the curve there 
are steps of increasing depth 
which will take us to the deepest 
place, co-initiating, and co-
sensing. At the bottom there is co-presencing  - the still point where inner knowing emerges - and on the 
right side of the curve there are steps which then naturally occur which bring change into the tangible 
world - co-creating and co-evolving. Thinking back on it, I have been easily able to locate each of these 
levels in the process that led to the creation of the Young Canadian Leadership Challenge.

Firstly there was the 1999 weekend workshop on leadership which was joined by a 12 year old boy 
who had become “his own person.” This led to CO-INITIATING i.e. listening to others and doing what 
life calls one to do.  It was never merely a clever idea emerging, and it was not even my hearts desire. 
It was a demand bid that called me from a deeper place. In fact, it didn’t surprise me at all that others 
were similarly called. The CO-SENSING step was our trip to Vancouver where we “went to the places of 
most potential and listened with our minds and hearts wide open.”  The CO-PRESENCING step - 
“retreating and reflecting and allowing the inner knowing to emerge” was a whirlwind stage in which 
we became very clear that we did not know how to produce the results we were called to produce, 
and yet there was no option not to take this on. It was, as Scharmer often says, a matter of “letting go 
and letting come.” The CO-CREATING step in which one ”prototypes a microcosm of the new to explore 
the future by doing”-  happened just that way. Little by little a physical plan grew like a tree. First it had 
roots, and then it had a trunk, and then branches, then leaves.  Nothing seemed out of sync. Yet there 
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was never any certainty. The pieces came from different sources, and even though we had never seen 
what we were creating before, it took on the flavour of something significant. Different ideas emerged. 
Almost none of them proved to be throwaways, and once the prototype was in full flight, the step of 
CO-EVOLUTION the “growing of an innovation ecosystem by seeing and acting from the emerging 
whole” was our gracious, spontaneous and inclusive response when the young people began to 
surprise us by growing right in front of our eyes. It was just that we seemed to know, even though it 
was all new, what to do to accommodate what was happening. We made space for it and prospered.

In August of 2010, before I was introduced to Scharmer’s book on Theory U, I sat down to begin 
writing and the metaphor of the juggler came to me. When I think of somebody as a juggler, what it 
means to me is that such a performer is superpresent. How could one juggle any other way? That’s 
what it felt like to me every time we were in the midst of the program. What was called for was 
megapresence. When I didn’t have it I sought it out. When others didn’t have it I stayed with them until 
they got it. So, it was a matter of keeping a diverse group of balls in the air. It just happened that I 
identified seven of them. Perhaps there are more. There was nothing systematic about the number of 
choices. I simply listed the things that I felt were interactive elements of what we intended to bring 
through each time. And when the balls fell, it felt like a disaster. But when they didn’t, it felt like magic.

When we did our final 2005 prototype, there was nothing left to do to perfect the program. Well, 
maybe a little “tweaking.”There was one incomplete element – the training of volunteers. I was not 
happy with it – mainly this was because other practical, logistical things tended to encroach on our 
time with the volunteers, and it left us unclear how to best use the little time we did have. 

The Work of The Future - Turning the Program Into A Transformative Event For Adults

Running the YCLC program is not the only thing I do. I continue to see patients who come to me for 
stress management, and I run leadership teambuilding training at a conference center operated by our 
family. I decided it was not necessary to have further youth programs to work on how to best fold in 
the adults. I could use the other venues to develop this. And so I did. There was an amazing learning 
opportunity during the rough and tumble of the youth program, as the adults saw results unfolding 
right before their eyes– which they found hard to believe. It pushed them to “rise to the occasion” time 
after time. They also sometimes  became devastated afterwards when their level of performance 
carried them much higher than the self image they carried of how they took themselves to be. I did not 
consider this a bad thing, even though I felt badly that it knocked a few people out of participation. 

Rapid evolutionary work with adults has been my work between 2005 and 2010. To me, it was 
another challenge to which I could not say “no.” – to design a parallel program for adults which 
would make use of the profound and rapid changes that occurred over this weekend–in such ways that 
the adults would equally be changed – profoundly and forever. Some of those who had attended 
already were! Probably you saw one example on video in the man who thanked his team of boys were 
chasing away his skepticism about magic.  I can think of many instances which were similar to this – 
many more than I can remember people falling through the cracks. The key, however, is to make sure 
that all the adults who attend get to that level of experience, and then get to ground and solidify it 
before they move on. So now that I have Theory U to work with too, I can fold it into my parallel 
successful work with stress management patients and my work with teambuilding to make it all happen. 
The first thing to be done here is to put the juggled balls where they belong on the Scharmer’s Theory U 
diagram72.  I had a little fun placing the YCLC balls on top of one of Scharmer’s Theory U diagrams.

72 Scharmer O.: Theory U; p. 378



 As it turned out, it was more than just a little fun. It became apparent to me that the elements that we 
have vouchsafed in our program – which we let go of at our own peril – were the very ingredients 
which allowed our young participants to have kind of responses that Scharmer describes in adults and 
in organizations. By enrolling our facilitators and through them our volunteers to keep these balls in the 
air, we continually create an atmosphere for Theory U change in anyone who is participating. When 
we build these elements (the juggler’s balls) into every aspect of the program, and are willing to 
accept nothing less, it functions as a hologram, allowing major change to “pop out” at any point - or 
even afterwards - the same acausal principle operating in the background behind synchronistic events.

 Scharmer’s work emphasizes listening at deeper and deeper levels, as does my work with patients73 
and my work with corporate teambuilding74– which, like the YCLC, also makes use of Ropes Course 
training. I found it fascinating that Scharmer also shows as well what is happening when a process of 
creative deepening is not being supported (See next page)–something that he deftly calls 
“absencing.” With patients who are struggling to manage stress, the elements seen in “absencing” not 
only occur, despite their efforts not to act in these ways, but represent diminished social competency. 
When teams present for teambuilding training, it is usually because organizers/managers know that 
something new and striking will need to happen for a team to rise to a higher level of performance. 
Both patients and team members are relieved when they are led to discover, hands-on - a place of 
participation, undreamt of till they stumble over it, where they can function at their very best.
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 I altered Scharmer’s diagram 
on the right to make it a little 
simpler, as the reader may not 
know his work - and to add 
three coloured beads of my own 
in the left lower quadrant - which 
I explain below. 

Patients and some team 
members enter the field as 
downloaders - i.e. they operate 
by unthinkingly following their 
existing mental models of life, 
and without making an effort to 
deepen their listening 
experience – a very difficult task 
when one is under stress. Sadly, 
they will tend to operate from 
the dysfunctional levels at the 
top of the diagram. I was also 
struck by seeing “bullying” on 
this diagram -explaining how 
structurally built in bullying really 
is, and how bullies release this 
dysfunctional behavior only by 
deepening their listening.

The Beads   Returning briefly to 
the youth program, the reader 
may remember our awarding 
coloured beads to the young participants (see page 57) Without a knowledge of Scharmer’s work, we 
allot beads for exceptional behaviour - which I now see as acknowledgments of “open mind”–the BLUE 
bead, “open heart”–the RED bead – and “open will”–the GOLD Bead. 

The “RESOURCE TYPES”   It is interesting to speculate how using the existing full-throttle youth program 
as a backdrop, can bring Theory U alive here in yet a whole new way - by learning how best to expose 
adults to a group of youths whose growth is moving at the speed of light. My professional work in 
medicine and training has taught me that the three deeper levels of listening described by Scharmer–
open mind–open-heart and–open will – are work be undertaken by all, but are also descriptions of 
individual work on the road to transformation. Some individuals who are working on their INSTINCTUAL 
RESOURCE advance by embracing Open Mind, others who are working on their SENSORY RESOURCE by 
Open Heart and still others who are working on their CONCEPTUAL RESOURCE by Open Will.  

By knowing which individuals have which of the three specific “barrels of stone” to move, we are well 
placed to move adult participants through peak experiences and on to moral transformations which 
would otherwise not be available to them. 



Discovery of the Resource Types (aka “Repressed Centers”)

In the early 1990s, 20 years ago now, we had the pleasure of hosting at our conference centre the 
annual international training event of Enneagram authors Theodorre Donson and Kathy Hurley75.  We 
learned a lot. The Enneagram is a timeless system of understanding personality dynamics, sometimes 
attributed to the Sufis (but attributed by Hurley and Donson to early Greek “desert fathers” of the 1st 
and 2nd century Christian tradition) and brought to the Western 
world by Greek Orthodox philosopher-scientist George Gurdjieff and 
his student - Pietr Ouspensky - as The Fourth Way. Several authors 
have attempted to unearth the rich spiritual underpinnings of the 
Enneagram to return it to the depths at which it was created. While it 
can be used to expose a surface personality profile, this was not its 
original intent –which appears to have been to expose a person to 
plumbing the depths of one’s deepest spiritual potential. It seems self-
evident that both the Ennneagram and Scharmer’s Theory U are 
derived from the same Greek Platonic triad of three learning centres - 
the gut, the mind and the heart. Scharmer embodies them in his three 
deeper forms of listening - Open Mind, Open Heart and Open Will. 

Hurley and Donson present a model in of the tree learning centers 
which they call “repressed centers” -- based on the observation 
that one of the three centres of learning is “left out” ( I call it “put 
on the shelf”) early in life, giving each person a less-than-totally-
accurate view of the world unfolding within and around them. The 
resulting “blind spot” is then accommodated for by one of three 
responses – over-reaction to inaccuracies, under-reaction to 
inaccuracies or denial of inaccuracies. The three learning centers 
and the three ways of responding, in thus way spawn the nine 
personalities of the Enneagram (seen in the diagram on the left.)

The difficulty with employing the Enneagram in a clinical setting is that acting to promote deep didactic 
understanding remains hampered by the subject viewing both their own vicissitudes and life in general 
from the blind spot – and this is not limited to people who are feeling the stress inherent in their type. 
This stumbling block is called self-recursive thinking. Everyone has a personality, so everyone has a 
blind spot. For this reason, after being initially enthusiastic about the possibility that people would 
learn from didactic teaching, I found that those who transcend their blind spot didactically are few and 
far between. This is equivalent to Scharmer’s observation that the transformation required to engage 
creative thinking is “as difficult as a camel passing through the eye of a needle.76”

 In 1990 I came to learn of a medical colleague, psychiatrist Dr. Michael O. Smith 
from New York City’s Lincoln Hospital who was using ear acupuncture without any 
didactic learning component - getting 80%+ success in the treatment of substance 
addiction.  Of all people, patients with substance addiction lose their creative spark, 
and here they were “passing through the eye of the needle” virtually effortlessly. 
Smith observed that his successful patients were “recovering their ability to learn.” 
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Applications To Stress Management

I adopted (then adapted) Smith’s work to patients who were seeking stress 
management but who were not struggling with substance addiction. Smith calls 
his method AcuDetox. Not only did it work much better than any of the didactic 
methods I had explored to date, and not only was there no need to engage 
these people in conversation as one does in psychotherapy – but when I invited 
them to converse with each other afterwards, I began to see three themes 
emerging spontaneously in their conversations. In some it seems what was 
happening was Open Mind. In others it was clearly Open Heart, and in still 
others it was Open Will. I wouldn’t have called the phenomena by these names 
at the time – instead calling this the emergence of the INSTINCTUAL RESOURCE, 
the SENSORY RESOURCE and the CONCEPTUAL RESOURCE. Much as Smith had 
described it, these people were really relearning how to learn, and the 
emergence was spontaneous rather than the result of any didactic process.

Applications To Teambuilding

I began to wonder if the same three Resources could be teased out in the midst of teambuilding 
training. Those who contract my time clearly want their employees to be operating creatively and 
cooperatively, and my use of Ropes Course exercises allowed my participants to “think outside the 
box.” As each exercise was followed by a debrief, I began to see what people were saying when they 
felt particularly creative about an exercise which had just happened. Again three themes emerged. 
There were those whose thinking was largely self-contained in everyday life – who burst onto the 
scene, excitedly participating in a more hands-on way than they were used to – and loving every 
moment. These were the INSTINCTUAL types who were discovering that they were even more effective 
when they were “contactful” of others. Then there were those who normally rushed in with their “damn 
the torpedoes, full speed ahead” approach. These people were presenting as more “vulnerable” - 
more aware of their colleagues’ feelings. I particularly remember a manager at the end of one of the 
exercises collapsing in tears of appreciation of his staff, saying that he had never seen them in the light 
that he was seeing him now. I call these the SENSORY resource people. Finally there’s a group of 
people whose usual approach to life is treating things that came up as emergencies. They’re good at 
dealing with emergencies – but when the CONCEPTUAL resource people were on the Ropes Course, they 
developed an uncanny ability to “see where things were going” - which caught them by surprise.

Having some beads left over from the youth program, I began, when there was a particularly overt 
example of the changes I’ve just described, to hand out a bead that represented that particular 
change. I then developed a second level of participation, after the majority of participants had 
decided which of the three types they were - during which each person who was so identified, wore a 
T-shirt of that color. I even had some T-shirts of other colors for those who were insulted by being 
pigeonholed. I then created a prototypical simulation, during which required the participants to take in 
consideration their own emerging learning style and the emerging styles of the people around them. 
Participants and management were thrilled, as they saw that their staff set free to explore “their best 
self” were not only enthusiastically doing so, but were also happily helping others at the same time.

The bottom line here is that if you want patients to heal, or if you want employees to learn, and if you 
can create the right environment for hands-on learning, the sky’s the limit. Think of the possibility with 
the backdrop of adolescents learning at the speed of light, and how that could be purveyed into love, 
liberty and leadership of the highest order for adults who want to be at their best.


