“We cannot facilitate others through difficult circumstances if we ourselves are stuck
in the circumstances and cannot see a way forward. We need to remember that ALL
our institutions are fractals of the larger society.”

By Yabome Gilpin-Jackson

Facilitating for Transformation

in our Times

“The success of an intervention
depends on the interior
condition of the intervener.”

—Bill O’Brien

In so many conversations, people around
me—family, friends and practitioners in
Leadership, Organization Development
and Social Change—are asking what can
I do myself when I'm upset and/or mad
about what’s happening? This question
comes up whether in conversations about
North American politics or global social
change, and it is not a simple question with
an easy or standard answer. The ensuing
dialogue and responses have ranged from
fear and hopelessness to apathy, desperate
activism, thoughtful analysis, and com-
mitted action. None of these responses
are right or wrong. I have found myself at
all points of the spectrum depending on
the day or the latest breaking news. These
responses are normal human reactions to
complexity, the unknown, and the chaotic.
In the book Dialogic Organization
Development: The Theory and Practice of
Transformative Change, I write about how to
facilitate transformative learning primar-
ily from the client-group perspective in
the three stages of Initiating, Facilitating,
and Sustaining a transformational change

process. In response to the question at
hand, I offer ideas for practitioners/facilita-
tors to prepare themselves for facilitating
transformation through these same three
phases. This is anchored in my belief that
practitioners are instruments of transfor-
mation. We cannot facilitate others through
difficult circumstances if we ourselves are
stuck in the circumstances and cannot

see a way forward. We need to remember
that ALL our institutions are fractals of the
larger society. Unless we create a different
awareness and actions for ourselves, we
will continue to see the issues in our envi-
ronment replicated in every institutional
sphere.

Stage 1: Initiating Transformation

Initiating a personal transformational

change process requires engaging

and working through the first three

of Mezirow’s (2000) 10 phases of

transformation:

1. A disorienting dilemma;

2. Self-examination with feelings of fear,
anger, guilt, or shame;

3. A critical assessment of assumptions;

First, a disorienting dilemma is a situation
never before experienced, it disrupts the
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status quo way of thinking and leaves one
confused, searching for ways to resolve the
discomfort. Because it is a dilemma, there
is no one ‘right’ answer. A disorientating
dilemma is a signal that there is something
to listen to, to learn or understand better.
At this stage, all that is required is recogni-
tion of being perturbed and a willingness
to engage rather than run from the causes
of disorientation.

Second, examine the emotional state
that arises from the situation, and engage
the emotions associated with the disorient-
ing dilemmas. This can involve feelings
of fear, anger, guilt, or shame. Facilitators
cannot help others if they cannot face and
immediately process and address their own
emotional responses that may be painful in
the moment.

The third phase entails a conscious,
critical, examination of the assumptions
held about the situation. We must continue
to critically face the implications. Unless
we do, we cannot effectively and construc-
tively engage to realize transformational
change.

Stage 2: Facilitating Transformation

The next 3 phases of Mezirow’s transfor-

mation journey are:

4. Recognition that one’s discontent and
the processes of transformation are
shared;

5. Exploration of options for new roles,
relationships, and actions;

6. Planning a course of action;

Thoughts on what practitioners can do to
prepare themselves for facilitating clients
through these phases include:

Find a Transformative Learning Com-
munity. Recognizing the shared nature of
discontent is the first phase of the actual
“facilitation” phase of transformation.

To practice what we preach, facilitators
must find at least a partner and ideally a
community of practitioners who can help
us through the transformation journey
to examine our own untested assump-
tions, doubts, fears, and hopes. Through
reflective discourse and exploration, we
move toward self-transformation as our
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worldviews are stretched and expanded

by listening to the diverse experiences of
others and being able to freely share our
own. It is in its simplest form, the experi-
ence of knowing—TI am not alone in this
learning journey and I have a safe space in
which to go through my own process—that
unlocks transformation.

Explore New and Different Options. A
transformative journey begins by asking
new and different questions that lead to

innovative ways to address the original

dilemmas. Ask challenging questions while

staying open to explore:

» What can I do now? What role do I
want in this situation?

»  What new relationships will support
me in my own self-transformation
journey?

»  Where and with whom do I feel safe to
share my own disorientating dilem-
mas about the current world system
to engage in genuine discourse and
learning?

» How do I want to be in relationship to
those around me who hold similar and
different worldviews?

» What is my own identity and worldview
of the various moral questions we face
and how does that color my world?

» What new outcomes do I want for
myself?

Commit to Action. Finally, plan a course of
action and embark on it. Each of us must
model the leadership and transformation

we are asking of others. To facilitate
transformation, we must go first and
commiit to taking actions toward our
own self-transformation.

Stage 3: Sustaining Transformation

What happens when we recognize a disori-
enting dilemma, work through the interior
emotional state, and critically assess the
underlying assumptions triggering the
process? What happens after we realize it is

a shared dilemma, explore supportive roles
and relationships, weigh options and plan
next steps? This is often where transforma-
tion journeys fall apart; the space between
planning and action. Intention must
translate into action before transformative
learning can be fully realized, integrated
and sustained. The final four phases are:

7. Acquisition of knowledge and skills for
implementing one’s plans;

8. Provisional trying of new roles;

9. Building of competence and self-confi-
dence in new roles and relationships;
and

10. A reintegration into one’s life on the
basis of conditions dictated by one’s
new perspective.

These four steps are easier said than done
because transformation—that fundamen-
tal change in worldview and behaviors

as a result of expanded perspectives—is
hard work. In the early days, transformed
thinking requires consistent action for
the change to be evident in who we are,



in our relationships and in what we do.
This is true of any behavioral change—it
requires practice to become habit. Sustain-
ing transformation is less about getting
over the change challenges and much
more about not giving up after trying and
initially failing. Sustaining transforma-
tion requires patience and perseverance in
addition to the passion that transformation
often evokes before desired outcomes can
be realized.

What happens when we try a new role
or action in a transformation and it does
not work? For example, imagine if, as a
facilitator, you experience a transforma-
tion using the above stages and decide to
facilitate diversity dialogues and host social
change discussion circles. In your first
attempts, you feel incompetent in your new
role and you say things that participants
find offensive. Building your competence
and confidence will come by persevering
as a learner and facilitator through the
discomfort of apparent failures. How do
you persevere? You simply do. There is no
formula. In the current world state, it is
better to try, fail, learn and try again—than
not to try at all. Inaction is colluding. Try-
ing, failing, and learning—that’s leading.
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A New e-Book Resource for Practitioners

ORGANIZATION
DEVELOPMENT

IN PRACTICE

WILLIAM J. ROTHWELL, JACQUELINE M. STAVROS,
ROLAND L. SULLIVAN, & JOHN VOGELSANG £ditor

Organization Development in Practice

Editors

William ). Rothwell, Jacqueline M. Stavros,
Roland L. Sullivan, and John Vogelsang

Available from the Organization Development Network

OD Network

Organization Development in Practice brings together experienced OD professionals who share their methods
for developing more effective and resilient organizations, enabling organizational and social change, and being

responsive to continuous change.
Some of the chapters include:

The Ebb and Flow of OD Methods

Billie T. Alban and Barbara Benedict Bunker describe
the first and second wave of OD methods and their
perspective on what is happening in the 21st century.
When OD methods first emerged in the 1960s, they were
considered innovative and exciting. OD practitioners
have shifted their methods with time and adapted to
current situations. However, Alban and Bunker question
which of the current methods are new and which are just
a repackaging of already existing practices. As the pace
of change has accelerated, they also wonder whether
the turbulent external environment has driven many to
think they need new methods when what they may need
is more creative adaptation of existing methods.

How the Mind-Brain Revolution Supports

the Evolution of OD Practice

Teri Eagan, Julie Chesley, and Suzanne Lahl believe
that the early promise of OD was inspired by a

desire to influence human systems towards greater
levels of justice, participation, and excellence. They
propose that a critical and integrative neurobiological
perspective holds the potential to advance OD in two
ways: what we do—the nature and quality of our ability
to assess and intervene in service of more effective
organizations and a better world; and who we are—our
competencies, resilience, and agility as practitioners.

Culture of Opportunity: Building Resilient
Organizations in a Time of Great Transition
Mark Monchek, Lynnea Brinkerhoff, and Michael
Pergola explore how to foster resiliency, the ability
to respond effectively to change or challenges. They
examine the inherent potential of resilient organiza-
tions to reinvent themselves by understanding their
social networks, using design thinking, and utilizing

the fundamentals of action research in a process
called the Culture of Opportunity that leverages

the talent, relationships, knowledge, capital, and
communications that are largely fragmented and
disconnected in most organizations. They outline the
process of instilling a Culture of Opportunity within
three distinct organizations that hit crisis points in
response to changing environments and difficult
circumstances.

At the Crossroads of Organization Development
and Knowledge Management

Denise Easton describes what emerges at the
intersection of OD and Enterprise Knowledge
Management, where a collaborative partnership
accelerates the understanding, development, and
transformation of dynamic, techno-centric systems
of knowledge, information, learning, and networks
found in 21st century organizations. When OD is part
of developing knowledge management processes,
systems, and structures the organization not only
survives but thrives.

Accelerating Change: New Ways of Thinking
about Engaging the Whole System

Paul D. Tolchinsky offers new ways of developing,
nurturing, and leveraging intrapreneurialship in
organizations. Most organizations underutilize

the capabilities and the entrepreneurial spirit of
employees. Tolchinsky describes how to unleash the
entrepreneurial energy that exists in most companies.
In addition, he offers five suggestions organizations
can implement, drawing on several examples from
corporations such as Zappos, FedEx, HCL Technologies,
and companies developing internal Kick Starters and
crowd sourcing platforms.
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ODPractitioner

Journal of the Organization Development Network

Journal Information

The OD Practitioner (ODP) is pub-
lished by the Organization Develop-
ment Network. The purpose of the
ODP is to foster critical reflection

on OD theory and practice and to
share applied research, innovative
approaches, evidence based practices,
and new developments in the OD field.
We welcome articles by authors who
are OD practitioners, clients of OD
processes, Human Resource staff who
have partnered with OD practitioners
or are practicing OD, and academics
who teach OD theory and practice. As
part of our commitment to ensure all
OD Network programs and activities
expand the culture of inclusion, we
encourage submissions from authors
who represent diversity of race, gender,
sexual orientation, religious/spiritual
practice, economic class, education,
nationality, experience, opinion, and
viewpoint.

The Review Process

The ODP is a peer reviewed journal.
Authors can choose between two
review processes and should notify the
Editor which they prefer when they
submit an article:

Process 1 (open peer review): Submit
articles with a cover page with the
article’s title, all authors’ identify-

ing and contact information, and a
50—80 word biography for each of the
authors; also include any acknowledge-
ments. Two members of the ODP
Review Board will review the article.
They will recommend accepting

the article for publication, pursuing
publication after suggested changes,
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or rejecting the article. If they decide
the article is publishable with changes,
one of the Review Board members will
email or call the primary author to dis-
cuss the suggested changes. Once the
author has made the changes to the
satisfaction of the two Review Board
members, the ODP Editor will work
with the author to prepare the article
for publication.

Process 2 (double blind peer review):
This option is offered to meet the
standards for academic institutions.
Submit articles with a cover page with
the article’s title, all authors’ identify-
ing and contact information, and brief
biographies for each of the authors;
also include any acknowledgements.
Provide an abbreviated title running
head for the article. Do not include
any identifying information other than
on the title page. Two members of

the review board will independently
receive the article without the author’s
information and without knowing the
identity of the other reviewer. Each
reviewer will recommend accepting
the article for publication, rejecting the
article with explanation, or sending
the article back to the author for revi-
sion and resubmittal. Recommenda-
tions for revision and resubmittal will
include detailed feedback on what is
required to make the article publish-
able. Each ODP Board member will
send their recommendation to the
ODP Editor. If the Editor asks the
author to revise and resubmit, the Edi-
tor will send the article to both review-
ers after the author has made the
suggested changes. The two members
of the Review Board will work with
the author on any further changes,
then send it to the ODP Editor for

Guidelines for Authors

preparation for publication. The ODP
Editor makes the final decision about
which articles will be published.

Criteria for Accepting an Article

Content

» Bridges academic rigor and
relevance to practice

» Is accessible to practitioners

» Presents applied research, innova-
tive practice, or new developments
in the OD field

» Includes cases, illustrations, and
practical applications

» References sources for ideas, theo-
ries, and practices

» Reflects OD values: respect
and inclusion, collaboration,
authenticity, self-awareness, and
empowerment.

Stylistic

» Clearly states the purpose and
content of the article

» Presents ideas logically and with
clear transitions

» Includes section headings to help
guide the reader

» s gender-inclusive

»  Avoids jargon and overly formal
expressions

»  Avoids self-promotion

If the article is accepted for publica-
tion, the author will receive a PDF
proof of the article for final approval
before publication. At this stage the
author may make only minor changes
to the text. After publication, the Edi-
tor will send the author a PDF of the
article and of the complete issue of
ODP in which the article appears.

(continued next page)



Guidelines for Authors (contd.)

Preparing the Article
for Submission

Article Length
Articles are usually 4,000 —
5,000 words.

Citations and References

The ODP follows the guidelines of
the American Psychological Associa-
tion Publication Manual (Gth edition).
This style uses parenthetical reference
citations within the text and full refer-
ences at the end of the article. Please
include the DOI (digital object identi-
fier; hitp://www.apastyle.org/learn,/
fags/what-is-doi.aspx), if available, with
references for articles in a periodical.

Graphics

Graphics that enhance an article are
encouraged. The ODP reserves the
right to resize graphics when neces-
sary. The graphics should be in a
program that allows editing. We prefer
graphics to match the ODP’s three-,
two-, or one-column, half-page or full-
page formats. If authors have ques-
tions or concerns about graphics or
computer art, please contact the Editor.

Other Publications

The ODP publishes original articles,
not reprints from other publications
or journals. Authors may publish
materials first published in the ODP
in another publication as long as

the publication gives credit to the
OD Practitioner as the original place
of publication.

Policy on Self-Promotion

Although publication in the ODP is
a way of letting the OD community
know about an author’s work, and is
therefore good publicity, the purpose
of the ODP is to exchange ideas and
information. Consequently, it is the
policy of the OD Network to not accept
articles that are primarily for the
purpose of marketing or advertising
an author’s practice.

Submission Deadlines
Authors should email articles to the
editor, John Vogelsang, at jvogelsang@

earthlink.net. The deadlines for submit-

ting articles are as follow: October 1
for the winter issue; January 1 for the
spring issue; April 1 for the summer
issue; and July 1 for the fall issue.
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Products and Services

Publications

»

»

OD Practitioner, the flagship publica-
tion of the OD Network, is a peer-
reviewed quarterly journal.

Practicing OD provides practice-
related concepts, processes, and
tools in short articles by and for
busy practitioners.

Both publications and their submission
guidelines are available online at http://
www.odnetwork.org.

Member Benefits

Low annual dues provide members with

a host of benefits:

»

»

»

»

»

Free subscriptions to our
publications.

Free access to online job ads in the
OD Network Job Exchange.

Discounts on conference registra-
tion, OD Network products (includ-
ing back issues of this journal), Job
Exchange postings, professional
liability insurance, books from John
Wiley & Sons, and more.

OD Network Member Roster, an
essential networking tool, in print
and in a searchable online database.

Online Toolkits on action research,
consulting skills, and HR for OD—
foundational theory and useful tools
to enhance your practice.

Professional Development

OD Network professional develop-
ment events offer cutting-edge theory
and practice. Learn more at

http:/ /www.odnetwork.org.

»

»

OD Network Conferences, held
annually, provide unsurpassed pro-
fessional development and network-
ing opportunities.

Regular webinars include events

in the Theory and Practice Series,
Conference Series, and OD Network
Live Briefs.

Online Resources

In addition to the online resources for
members only, the OD Network website
offers valuable tools that are open to the
public:

»

»

»

Education directory of OD-related
degree and certificate programs.

Catalog of OD professional develop-
ment and networking events.

Bookstore of titles recommended by
OD Network members.

Links to some of the best OD
resources available.

E-mail discussion lists that allow
OD practitioners worldwide to share
ideas.

Lists, with contact information,
of regional and international OD
networks.

Case studies illustrating the value of
OD to potential client organizations.
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WMark your calendar!

2017 OD NETWORK
Annual Conference S

THE CALL OF OUR TIME:
OD INNOVATING IMPACT

OcToBER 14-17, 2017
Loews CHicaco O’HARE

Learn more: www.odnetwork.org/2017Conference

Sponsor & Exhibitor Opportunities are Open!
Visit www.odnetwork.org for details.
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