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The challenge of our age is not to create 
more wealth and hold onto it. We have 
surpassed this challenge. The challenge 
now is to listen and answer the prayers 

within and across communities. 
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Moves of Shared Leadership
Leadership is a practice, just as 
there is a practice of medicine, of 
law, of ministry. One way to define 
the practice of shared leadership 
is by recognizing a unique set of 
moves, or signature actions.  People 
who are committed to the values of 
shared leadership, use these moves 
naturally to support communities 
and businesses to change, grow and 
heal. They practice and apply the 
moves in small and big ways — from 
planning meetings, to community 
gatherings, to national dialogues, to 
conflict resolution among individu-
als or organizations, to peace and 
reconciliation processes. They use 
them in times of crisis and in times 
of calm. These actions or moves 
often emerge naturally and can be 
learned by anyone. They become 
more effective with repetition.

I. Erase Lines   
Rules and beliefs are lines, held by 
individuals and communities. Lines 
are also the judgments and evalua-
tions people draw and re-draw with 
lightening speed, confusing what 
they observe with a story created 

about what they have seen.  

Countries go to war over lines – 
“lines of geography” and “lines of be-
lief” and “lines of judgment” saying 
who is good and who is bad or who 
is more and who is less. The func-
tion of lines is to control, narrow and 
limit people’s experience of what is 
possible. 

Inside a business – the lines drawn 
between manufacturing and engi-
neering, sales and customer service 
block communication, cause errors, 
slow time to market. Customers 
experience a company as a whole, 
even when they are dealing with a 
part. The learning disability found in 
many organizations of “not-invent-
ed-here”  limits experimentation and 
creativity. 

In a community – the lines drawn 
between gangs and police, wealthy 
and poor, religious groups, neigh-
borhoods can also block coopera-
tion and communication, isolate 
people, and prevent growth.   Rac-
ism, sexism, classism – all the “ism’s” 
lead to harm. 

Lines are tricky, for they often color 
themselves invisible and pretend to 
be absolute. Shared leadership works 
to erase lines drawn by individuals 
groups and communities. It supports 
people to see the invisible lines, so 
they can chose what to do and it of-
fers them the opportunity to experi-
ence the field of possibilities more 
fully.  Individuals and communities 
thrive when their awareness allows 
the field of possibilities to expand. 

People teach children to believe 
that lines are reality.  Children are 
eager learners and the past if left 
unchecked moves forward through  
them (in the form of beliefs/lines). 
Shared leadership pays close atten-
tion to the well-being of children in 
communities, supporting them to be 
in-learning and to use free will. Lead-
ers understand that children are the 
future, our only hope for change.  

Ask these questions: What lines are 
present and active in our conversa-
tions? What is the nature of lines in 
my mind, my organization and my 
community? How are lines limiting 
the possibilities we see?
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II. Create Spaces
In the world today – inside many 
relationships, families, communi-
ties and organizations – people feel 
tight and rushed. Lines of belief and 
choice create small spaces that ap-
pear to limit possibilities and focus 
people into a few choices. Tight 
spaces discourage listening and  do 
not encourage breathing, literally 
and energetically.

Creating safe spaces

The first form of creating space 
involves attending to and involving 
others in improving the environment 
in which people live and work. When 
a community can breathe – they feel 
safe, physically and emotionally. They 
are able to exercise free will, learn 
together, express themselves and 
share their gifts with one another. 
The ability for individuals or a com-
munity to breathe is also intimately 
linked with their capacity for listen-
ing and learning. 

Making Time for dialogue

In certain communities time is a 
dominant line, which focuses be-
havior (i.e. paying attention to quar-
terly results, multi-tasking, rushing 
through everything). Leaders open 
space by creating opportunities 
for teams to explore and dialogue, 
where previously there was no time 
for this. They ensure that everyone’s 
voice is heard and strongly support 
the expression of differing views. 
Decisions are made through dia-
logue. Their meetings, both large 
and small have a special quality that 
comes from the presence of listen-
ing and inquiry. 

Space for Learning 

Those who practice shared leader-
ship convene meetings holding the 
intention to learn together. Learn-
ing becomes an  important part of 
what teams throughout the business 
do. In a business context this could 
mean developing new skills, learning 
about new technologies, competitive 
threats, adopting best practices. 

sharing and shaping vision

Visioning is  the naming of a space 
of new possibility for exploration 
and creating. Sometimes it is easier 
to create a new space, than to begin 
erasing lines which are dearly held. 
By naming a space or a vision, 
people feel invited in and will often 
surrender their lines. 

inviting Celebration

Celebration is another important 
form of space leaders intention-
ally create. Even in times of stress 
and turmoil, they create space to 
celebrate children, recognize accom-
plishments and  thank members of 
the community.  

Ask these questions: What spaces 
are formed by the beliefs and as-
sumptions of my organization or 
community? What is the quality of 
listening and dialogue in our meet-
ings and gatherings? Is there time 
for learning? Do we celebrate? How 
can I open new space? How does my 
community breathe?

III. Listen Deeply  
When was the last time you felt 
heard and recognized for your con-
tribution – by a leader? There is very 

little room for listening in a world 
of multi-tasking. Leaders who listen  
capture and hold people’s attention. 
We tend to focus on the importance 
of the good speech which captures 
attention. Speeches have a short 
shelf life. Listening is remembered 
for a long time. Listening means to 
be in direct contact with all that is 
around you.  The power of listen-
ing is the ability to connect, erase 
differences, build trust and most 
importantly to have new possibilities 
emerge. 

Acting, making decisions, being tough, 
or being expert are easily recognized 
forms of traditional (warrior) leader-
ship. Not so with listening. There is a 
major dilemma with listening and that 
is the willingness to be influenced, to 
change course, to become an advo-
cate for others. Real listening means 
being open to influence, and some-
times being compelled to action. 

During a recent business crisis, which 
created layoffs a senior executive com-
mented about face-to-face commu-

nication with employees; “What’s the 
point? The decision has been made, 
people are unhappy. What can I say? 
There is nothing I can do about it. Be-
sides, it is too painful to listen to them.”  

 Pictured above – Robert F. Kennedy listening to a migrant farmworker’s son in California
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 “I remember how my father listened 
with rare empathy to everyone...  I 
once traveled with him to a Navajo 
reservation and watched in the dim 
light of a rundown adobe dwell-
ing as he leaned over to hear an old 

man talk about the struggles of his 
people. I heard Native Americans 
share their pain as if they somehow 
knew, be cause of a certain sorrow in 
his heart, coupled with an active and 
tough mind, that my father would do 
everything to help.”  

 Joseph Kennedy II wrote this about his father in a NY Times Op Ed 

All leaders should ask themselves 
a simple question – to whom am I 
passionate about listening? If it is 
only your advisors, your boss or your 
board of directors then it is time to 
get out of the office and try listening 
to your customers and your employ-
ees. 

Many leaders today confuse count-
ing with listening. It is currently 
a  tradition for leaders to count 
communities (using polling and 
surveys, followed by statistics and 
trend analysis.) They call this listen-
ing. Counting is not listening, it is 
only counting. It does not replace 
listening. Counting that leads to 
questions and questions that lead to 
directly engaging the community in   
dialogue – is listening. 

The practice of shared leadership 
means balancing the need to share 
information, sell ideas – with asking 
questions and creating open space 
for the community to set topics and 
ask “their questions.”  

When we elect a leader we should 
pay attention to whether he or she 
has a track record of listening and 
learning? The world is too complex 
to have leaders who act solely based 
on their own knowledge and input 
from their advisors. If we expect our 
leaders to listen, maybe they will. 

Ask these questions:   To whom do 
I listen with passion?  How do I listen 
to my organization, my community, 
my customers? Who are the wit-
nesses I rely on to help me listen far 
and wide?

IV. Build Connections  
A principle of shared leadership is 
that everyone and everything is con-
nected. One of the primary functions 
of shared leadership is to build and 
deepen connections in relationships, 
connections within communities 
they steward, and most importantly 
connections across communities. It 
may be more descriptive to say that 
shared leadership activates dormant 
connections and repairs broken 
ones.

The primary form of broken con-
nections is called fragmentation.  
Fragmentation comes in a variety 
of shapes and sizes - all of which 
concern shared leaders: isolationism, 
aggressive competitiveness, seg-
mentation, segregation, imbalances, 
breakdowns of trust.

Traditional warrior leaders like frag-
mentation. Sometimes with malice, 
sometimes without, they value 
isolation or creating walls around 
their communities. A simple form 
of isolationism can be seen in the 
behavior of most senior business 
executives who say - “just give me 
my goals and leave me alone. I’ll pay 
attention to the how.” This is why 
so many leaders resist Total Quality 
Management with its emphasis on 
the process (the how). 

No one knew better the impact of 
fragmentation, in one of its darkest 
shapes – racism and segregation, 
than Martin Luther King Jr. Part of 
his work deeply embodies creating 
new spaces and building con-
nections. He saw all communities 
across the country as connected. 

 

forms of  
fragmentation 

isolationism•	

nationalism •	

aggressive competition•	

segmentation•	

segregation•	

imbalances of health, •	
wealth, voice, power

better-than, less-than•	

racism, sexism, classism •	

breakdowns of trust•	

differing mental  •	
models of the situation, 
need for change, how to 
create change

In his famous letter from the Bir-
mingham jail in April of 1963, Martin 
Luther King Jr. writes back to his 
outspoken critics, men of god – eight 
senior clergymen who label his work 
in Birmingham as “unwise, untimely 
and the agitation of an outsider.” Of 
his reasons for coming to Birming-
ham he says:  

“I am in Birmingham because injus-
tice is here.  ... I am cognizant of the 
interrelatedness of all communi-
ties and states. I cannot sit idly by 
in Atlanta and not be concerned 
about what happens in Birming-
ham. Injustice anywhere is a threat 
to justice everywhere. We are 
caught in an inescapable network 
of mutuality, tied in a single gar-
ment of destiny. Whatever affects 
one directly, affects all indirectly. 
Never again can we afford to live 
with the narrow, provincial “outside 
agitator” idea. Anyone who lives in-
side the United States can never be 
considered an outsider anywhere 
within its bounds.”

- 3 -



“If you select more women to lead you,
mothers to discuss the future of children, 

you plant something new in the fields.
The fields are tired and spent 

from growing warrior leaders. “

In a business – fragmentation of 
thought or values can threaten suc-
cess in the market place. Those who 
practice shared leadership pay close 
attention to this. 

One executive in frustration told his 
organization  - “Our biggest prob-
lem is that we take our organiza-
tion boundaries and disagreements 
more seriously than we take the 
needs of our customers.”  Unat-
tended  internal squabbles deter 

organizational effectiveness and 
cost money. 

A plaguing problem with most lead-
ership teams concerns the differing 
assumptions and beliefs of the team 
members about the current busi-
ness situation - competitive threats, 
customer satisfaction, or business ef-
fectiveness. These same difference of 
beliefs can lead to varying degrees 
of urgency for change. 

Practicing shared leadership means 
creating space for listening and 
dialoguing to create a  common 
understanding and strategy. This 
takes intention and deliberate work, 
it does not happen naturally.

Ask these questions: Where are 
connections broken? How does 
my community connect with other 
communities?  What happens at the 
point of handoffs? Where is there 
imbalance in whom has voice?

     
Picture and quotation from the book  

“children and leaders”  © 2008 Messages Press

V.   Bring the Children  
       Forward  
Children and leadership  are inti-
mately connected. The energy and 
qualities of shared leadership have 
much in common with the qualities 
and energy of children. So what is 
the nature of this connection? 

The first connection is the future. 

We are all responsible for the future. 
Our children are the future, literally 
and figuratively. Leaders from all 
types of communities (business, po-
litical, social, entertainment, scientific, 
educatioin, religious) are in a unique 
position to influence and shape the 
future in two ways:  first, on either the 
local or global level – the choices they 
make concerning which problems 
they leave untouched, create new, 

President Michelle Bachelet of Chile at ceremony celebrating new law providing compre-
hensive protections system for children 

or solve; and second, on the direct 
intention to support the quality of 
life our children experience across 
all communities. As Martin Luther 
King Jr,  taught us shared leaders are 
“cognizant of the interrelatedness of 
all communities and states.”

Shared leadership addresses two 
dangerous patterns of fragmenta-
tion in the relationship of leaders 
and children – the practice of seper-
ating children from the community 
and the practice of assigning re-
sponsibility for children to different 
types of leaders. 

Shared leadership shines a strong 
light on the myth that business lead-
ers are not responsible for children 
in the communities that their orga-
nization and products touch. 

Bring the children forward is a move 
of shared leadership that does 
just was it says. Leaders bring the 
children forward –– physically and 
energetically—in all their decisions. 
Children are in the room, literally and 
figuratively – standing behind the 
leaders, holding their hands, cradled 
in their arms, as decisions are made. 
This transforms the decision-making 
process. 

Those who practice shared leader-
ship also understand the value of 
involving children in learning and 
decision-making. In the Kartrina-
devistated New Orleans Schools, 
educators partner with groups of 
children in deciding how schools 
should be rebuilt. In another com-
children are involved in doing energy 
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Bill Gates Sr., Nelson Mandela and President Jimmy Carter cradle babies from the Zola clinic in 
Soweto, South Africa

usage audits with local businesses 
after being educated about environ-
mental sustainability.   

The dialogue on sustainable busi-
ness practices for our global envi-
ronment is a perfect example of 
a significant shift away from the 
disassociation many of our business 
leaders have had with children and 
the future. 

The dialogue on children is at least 
a decade behind the diagogue on 
sustainabiltiy of the environment. We 
need more direct, active conversa-
tions bringing together  business, 
community and country leaders to 
address unsustainable practices re-
garding children (human trafficking, 
sexual abuse, child soldiers, death 
by starvation and dysentery, lack 
of education for young girls.) This is 
the frontier for  those who practice 
shared leadership.

The second connection between 
leaders and children is energetic.
It concerns the qualities of children 
and how they impact leadership and 
the health of communities and orga-
nizations. The qualities of children – 
learning, imagination, honesty, play-
fulness – are essential to the health 
of any organization or community. 
These qualities will replace the tradi-
tions of always knowing, winning 
and being right. These powerful 
qualities will evoke and move energy 

on teams and in communities.

The possibilities which can emerge 
from bringing the children forward, 
holding them in mind while mak-
ing desicions, and involving them 
in learning about and solving multi-
generational problems should not 
be underestimated.  The Camp David 
story illustrates the transformational 
effect of Menachem Begin’s and 
Jimmy Carter’s reflections on their 
grandchildren. 

Ask these questions: How are the 
children? Who speaks for the chil-
dren? How alive are the qualities 
of children in your organization or 
community?  How do you hold the 
children of your community, close or 
far away?

“When you celebrate the life of your 
leaders, of whom will it be said...
He was a friend to the children of the 
planet.
She was a speaker for the children.
He held the qualities of a child and 
expressed them often,  
encouraging others to do so.
She held children close with both 
arms when making decisions.
His passion for helping children find 
their gifts was always present.”
- children and leaders

VI. Sense Possibilities  
Most important decisions are made 
by a combination of sensing, think-
ing and feeling. Shared leadership 
encourages people to use their 
intuition and to develop their ability 
to sense. Sensing begins with paying 
attention to the energy and quali-
ties of people and situations. We can 
sense lines, possibilities, wounds, 
possible harm, the gifts of another, 
the nature of a conflict or a con-
nection, the movement within and 
across communities. 

Sensing is grounded in three prin-
ciples of shared leadership. First, 
any problem, dilemma, crisis sits 
within a large field of possibilities for 
movement and resolution. A cen-
tral function of shared leadership is 
to support people to expand their 
experience of the possibilities. 

The global financial crisis provides 
us with examples of how leadership 
teams faced with a similar situation 
sense different possibilities. The 
majority of businesses move with 
the tradition of layoffs. Yet others 
shorten work weeks, forgo bonuses, 
reduce benefits, or protect the jobs 
of hourly workers by salaried em-
ployees taking a pay cut.  These lead-
ers are connected and have a keen 
sense of the impact their business 
has on families and the community 
in which  it resides. 

The second principle states that all 
relationships, teams, communities, 
organizations are living organisms 
with a process of growth and heal-
ing. A third  principle of shared lead-
ership offers that there is a collective 
wisdom in all communities which 
can be tapped for guidance in mak-
ing choices.

A central question of learning for 
shared leadership which requires 
sensing is: “what wants to emerge?” 
The full form of this question is  – 
“what wants to emerge as part of the 
growth and healing process in this 
situation?”  What wants to emerge is 
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usually linked to the core gifts and 
talents of teams, communities, or 
organizations. If there is an opposite 
of “knowing” it would be “sensing.”  

While intuition, gut feel, emotional 
intelligence are certainly examples of 
sensing, it is a challenge to sense the 
nature of challenge or crisis requiring 
new solutions. The fragmentation 
common to leadership teams (how 
team members see: the situation, the 
urgency for change and how to go 
about creating change) makes sens-
ing complex problems difficult. 

Sensing with Teams

Sensing is a  process that teams can 
use to explore complex problems 
and dilemmas and expand possibili-

ties, arriving with solutions that are 
both natural and authentic for their 
situation.

Mitch Saunders of Action Learning 
Partners has developed a reliable 
process which teams in both busi-
ness and communities can use. He 
believes “shared leadership knows 
the most powerful opportunities lie 
not in a search for problems to fix, 
but rather in sensing, cooperating 
with, and influencing what is emerg-
ing.”

The process called Action Learning 
Lab begins with a ‘focus,’ articulat-
ing a question or dilemma to be 
explored by a team. The quality of 

the question is important and must 
reflect the context and nature of the 
situation in simple clear language. 
Often a question is reflected upon 
and reiterated a number of times.

The team is asked to ‘notice’ what 
exists in the field – diverse views, 
surface core beliefs, identify the 
filters of the organization or commu-
nity, recurring patterns or warning 
signals. The intention says Saunders 
is to enter into experience the com-
munity as a living organism. 

The next phase involves ‘appreciat-
ing’ what is needed, missing, includ-
ed, excluded to support responding 
in a growthful manner. In this stage 
people are asked to sense aspects of 
the system that are normally hid-

den, which might help or hinder the 
change. 

‘discern’ continues to ask the ques-
tion what wants to emerge, real-
izing that communities can adapt 
to change in healthy or maladap-
tive ways. The team is looking for 
early signs of both movements, for 
example – the impulse for quick and 
short-term fixes or new possibilities. 
Breakthroughs in thinking usual 
occur in this stage as people let go 
of positions about what is the “best” 
solution. 

The next phase,  ‘shape’  asks partici-
pants to experiment and try out new 
possibilities, through enactments of 

the new relationships and approach-
es , creating physical models, new 
visual representations of the emerg-
ing possibilities. This physical expres-
sion of the sensing and dialogue 
often allows for new variations to 
emerge and sense of what is natural 
and authentic. It feels right.

The phase of ‘practice’ invites the 
group to try on the possible solu-
tions, expand the dialogue without 
rushing to full implementation. There 
are usually several cycles of learning 
and adjusting.

Even natural and authentic impulses 
turned into concrete solutions  
that build on the strengths of the 
community are initially fragile and 
require thoughtful care and feed-
ing. How leaders ‘incorporate’ the  
change into the larger system – 
nurture and monitor it, is determined 
in the final stage of the Lab.

Ask these questions: What quali-
ties are present in this situation? 
What wants to emerge?  What beliefs 
shape how people experience what 
is possible? What patterns exist?  

VII. Invite Movement  
Energy is exchanged between 
human beings through invitation. 
Invitation is fundamental to the 
nature of relationships and is the 
foundation of communities (includ-
ing teams and organizations).  

Nature of invitation

We invite people to join and move 
with us for a purpose –   companion-
ship, break bread, create a family 
or community, explore and learn 
together. Of course some invitations 
do not support our well being. They 
are one sided –  fulfill someone’s 
needs or wants, work hard for little 
pay, create wealth for others, be in 
servitude.

Leaders magnify and intensify invita-
tions by the nature of their authority. 
In leading a community or organiza-
tion. The question is not “is there an 

Notice 

Shape 

Incorporate Focus 

Appreciate 

Discern 

Practice 

Shaping Sensing 

© Action Learning Partners  2008 
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invitation?” The question is “what is 
the nature of the invitation coming 
from the leader?”  Leaders shape and 
create powerful invitations by their 
intentions and actions.   

All communities and organizations 
have invitations defining what it 
means to be a good member and 
how to be successful.  One function 
of leadership is to shape the nature 
of the invitation. 

Movement  and Motivation

All leaders seek movement in some 
way, shape or form. Movement is es-
sential to the health of relationships 
and communities. In the business a 
lack of movement can mean being 
late to market, lower productivity, 
more waste and expense, slowness 
to change, inability to adjust to mar-
ket conditions, loss of market share 
and declining revenues. 

Those who engage in shared leader-
ship use radically different moves to 
invite movement in their organiza-
tions from those who typify warrior 
leaders. Shared leadership never 
uses fear or threat of harm to invite 
movement. This is an old form used 
by warrior leaders and has no place 
in today’s world. 

A principle of shared leadership 
states that energy is invited from 
a community. Leaders do not cre-
ate energy. Energy which is invited 
and freely offered is much easier to 
sustain. 

In the traditional practice of leader-
ship. The emphasis is on the leader 
to motivate and create movement. 
The actions of ordering, telling, sell-
ing, manipulating, bribing, enticing 
evokes movement that is difficult 
to sustain. One CEO commented, 
“When I am around with my foot on 
the gas everything moves, change 
is happening, but the minute I am 
distracted or working on outside 
concerns, it’s as if I took my foot off 
the gas and it all slows down.”

VSWarrior 
Leadership

shared 
Leadership

source of 
energy

Leader is responsible to cre- ✤

ate movement 
Leaders invite movement  ✤

from the community

Leader as major source of  ✤

energy
Community is the source  ✤

of energy. Energy is always 
there

view of free 
will

The role of leader is to bend,  ✤

shape or break people’s free 
will using whatever means 
necessary

Deep respect for people’s  ✤

free will, recognizes people 
follow by choice.

Focus and limit people’s  ✤

choices
Expand the experience of  ✤

what is possible

strategy for 
movement

Use money or rewards, big  ✤

bonuses
Use fair pay, recognition,  ✤

profit sharing

Promises of wealth or power ✤ Creates shared vision,  ✤

shared goals, invites aspira-
tion

Focuses on lines of author- ✤

ity, emphasizes command 
and control

Focuses on education,  ✤

builds awareness, empha-
sizes participation

Fear, threat of loss, bribery,  ✤

lies “makes an offer you can’t 
refuse”

candor about crisis, crafts  ✤

“compelling  invitation”, ap-
peals to humanity

view of 
people

People  are followers, sub- ✤

ject to authority of leaders
People are co-creators with  ✤

the leader

People are tools, resources  ✤

for implementation – “follow 
me and it will be good for 
everyone; follow me or else”

People are seen as partners   ✤

- “we can do this together”

Shared leadership differs from the traditions of war-
rior leadership in every dimension in how invitation 
is formed, shaped, how people should participate 
and the importance of respecting free will.

Shared Leadership never uses fear or threat of 
harm to invite movement. This is an old form 
used by warrior leaders and has no place in today’s 
world.  
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Combining Moves to 
Create Peace

President Jimmy Carter understood these 
moves well. In September 1978 he invited 
Anwar Sadat of Egypt and Israel’s Menach-
em Begin to Camp David for peace nego-
tiations. Israel and Egypt had been at war 
four times in the last twenty years. . From 
the beginning it was structured to create a 
space for dialogue, build connections, cre-
ate a shared vision small intimate setting, 
with shared recreation facilities.

After three days of working alone together 
in Carter’s cabin, he came to the conclu-
sion that the two men were completely 
incompatible and he made the decision to 
separate the two leaders. In a recent lecture 
he remembers the 13 days as full of 
“intense verbal warfare.” In his 
words “they were completely 
immersed in condemning each 
other not only for the past 
three years, but the past 3000 
years.”  For the next ten days he 
would shuttle between the two 
men listening, understanding their 
needs, and trying to build common 
connections.

On the 13th day Begin announced he was 
leaving believing no agreement was pos-
sible. He had requested that before he left 
that Carter sign pictures taken of the three 
men for each of Begin’s grandchildren. At 
the urging of his secretary President Carter 
personalized the inscription on each photo 
using the their names.

In his memoir Carter describes this final 
opportunity to make a connection.

“I walked over to Begin’s cabin with the 
pictures. He was sitting on the front 
porch, very distraught and nervous be-
cause the talks had finally broken down 
at the last minute.

 I handed him the photographs. He took 
them and thanked me. Then he happened 
to look down and saw that his grand-
daughter’s name was on the top one. He 
spoke it aloud, and then looked at each 
photograph individually, repeating the 
name of the grandchild I had written on 
it. His lips trembled, and tears welled up 
in his eyes. He told me a little about each 
child, and especially about the one who 
seemed to be his favorite. We were both 
emotional as we talked quietly for a few 
minutes about grandchildren and about 
war.” (Page 399)

Menachem Begin remained with a renewed 
interest in negotiating a peace, connected to 
his grandchildren and the future he could 
create for them.  Ultimately these deeper per-
sonal connections led to a breakthrough in 
the last days at Camp David and the creation 
of the  Peace Accords. 

Consequences of Disconnected Business 
Leaders

Disconnection among leaders happens every 
day in less dramatic circumstances., where the 
results of disconnection are not life threaten-
ing. The results of disconnection are loss or 
opportunity, stress, dissatisfaction, waste or 
cost, losing customers.

It is not always easy to get a team of leaders on 
the same page. Consider Bob and Kevin, who 
are executives in a large company based in the 
Northwest, with offices around the country. 
Kevin runs sales and Bob runs installation 
and service.  In their company sales is king. 
Maintaining a high growth rate of new cus-
tomers is one of the key metrics for success. 
Kevin knows this and uses it to his advantage. 
Basically anytime he needs to do something 
that Bob resists he says he has to do it to meet 
his numbers.

According to Bob the sales organization 
has no incentive to be cooperative. Or-
ders are incomplete, not submitted on 
time, and customer requirements are not 
documented. Over 50% of new orders are 
marked high priority for expedited instal-
lation. Kevin says this is necessary to make 
the sale.  This in turn leads to either a back-
log or overtime.

The two men don’t like or trust one an-
other. They work independent of one an-

other as much as possible. The district 
managers in both organizations 

mirror their leaders behavior. 
Bob’s solution has been to 
document everything and cre-
ate new rules. Things improve 

for awhile and as soon as sales 
numbers are down Kevin and his 

people do what they need to do to meet 
their goals.

There is one exception to this -- the south-
ern region. Sales never abuses the high pri-
ority for accelerated installs. Installation 
often bends over backwards to give sales 
what they need. On complex sales, instal-
lation is often invited to meet with the 
customer before the sale is complete to de-
termine the exact requirements. The single 
difference is that in the southern region, 
the two district managers know one an-
other as people and trust each other. They 
keep each other’s interests in mind as they 
make decisions.

It may seem too simple – people connect-
ing as people. Remember the opportunity 
for connection is always just below the sur-
face waiting to emerge. Try these simple 
genuine actions.

Listening is the foundation for con-•	
nection.

Learning together builds opportunity •	
for new conversations

Making sure there is enough time for •	
dialogue

Create spaces for people to connect as •	
people and get to know one another

Bring Children Forwared into the •	
dialogue whenever possible

Expect your leaders to work together•	

Creating Space, Building Connec-
tions, Deep Listening, and Bring 

the Children Forward
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Ask these questions: What is the  
nature and qualities of  the invitation 
to join our community or business? 
As a leader what do I invite in my 
relationship? How am I open to influ-
ence?  

VIII. Initiate Healing  
Effective leaders pay attention to 
hidden and protected wounds, rec-
ognizing that these wounds limit the 
growth of their communities and are 
a continuing source of pain to people 
within the community.

Generational Wounds

Many societies or countries have 
deep generational wounds existing 
among their people, which need to 
be addressed by both local leaders 
and national leaders.  There are four 
forms of deep generational wounds 
which require healing: 1) indigenous 
peoples; 2) survivors of war – civil, 
local armed conflicts, shift to demo-
cratic forms of government ; 3) ethnic 
hatred as expressed by ethnic cleans-
ing, genocide and racism. 4) inequal-
ity of women as expressed in sexual 
slavery and lack of voice in govern-
ment and corporate leadership. 

The energy of the past wounds 
always stretches forward into the 
present. Without the intentions and 
linked actions of  leaders to initiate 
healing in their communities. This 
pain and suffering will continue 
stretch into the next generations. 

Indigenous peoples struggle with 
the pain and loss inflicted by past 
generations of warrior leaders, who  
appropriated lands, killed or en-
slaved their ancestors, and attempt-
ed to wipe out culture. 

Currently indigenous peoples around 
the world consistently struggle with 
poverty, inequality, autonomy, lack of 
voice in the larger society surround-
ing them. They have small roles in 
national and local politics. 

Healing generational wounds is a 
complex problem that many lo-
cal and national leaders have little 

experience with and only recently 
are willing to address. What do those 
who practice shared leadership do 
to initiate healing? 

deep apology

On February 13, 2008 Prime Minister 
Kevin Rudd of Australia made a for-
mal apology to the past wrongs and 
policies of previous warrior leaders 
which “inflicted profound grief, suf-
fering and loss” to the indigenous 
Aboriginal population. In particular 
he addressed what is called the “Sto-
len Generations” of Aboriginal chil-
dren who were literally taken from 
their parents to be “assimilated.” This 
policy occurred from 1869 into the 
early 1970’s. 

This is the first move acknowledge 
the wound and deep apologize. This 
does not always come easy. John 
Howard former prime minister of 
Australia refused for a decade to 
apologize. The United States still 
defends it’s use of atomic bombs in 
Japan and refuses to apologize. 

reparations

Often deep apology starts the 
healing process and is not enough. 
Making reparation literally and 
symbolically is necessary to fully 
communicate the sincerity of the 
apology. 

Germany has repeatedly expressed 
its sorrow over the Holocaust and 
they have paid approximately  $70 
billion to Israel. An additional $15 
billion has been paid directly to 
Holocaust survivors. German leaders 
also led the effort to reach a settle-
ment with German companies that 
had used slave labor during the war.

Listening and empathy

Leaders initiate healing by listen-
ing, encouraging people to tell 
their stories – and then learning. To 
understand wounds, they ask the 
witnesses and seek out the elders 
and mothers. They will tell you what 
hurts, where fragmentation is se-
vere, where balance is absent. When 

action is required to prevent further 
harms they act.

On a national level a number of 
leaders have led Truth and Reconcili-
ation Processes.  Discovering and 
listening to the stories of victims and 
their families is a powerful form of 
healing. It is complicated to demon-
strate its effectiveness at a country 
level. For the process to work there 
needs to be a very strong “invitation 
to speak” followed by the willing-
ness to listen. In South Africa none of 
the women who participated in the 
Truth and Reconciliation Tribunals 
actually told “their stories as women 
and mothers.”  They told the stories 
of their husbands, brothers, fathers 
and children. The invitation to speak 
their story was not strong enough.

Truth and reconciliation can be very 
effective in local communities to ad-
dress community tragedy.

discussing the Undiscussable

There are wounds inside small and 
large businesses, in our communities 
and schools. They are the younger 
siblings of the large problems just 
mentioned. While they are not life 
threatening, the quality of children’s 
and adults’ lives are impacted.  These 
problems cause hurt, disappoint-
ment, friction and distraction. 

Sexual and racial tensions exist 
inside our businesses. Racial tension 
and clics which exclude and demean 
children, exist in our schools, prac-
ticed by children against other chil-
dren. Bullying exists in our  schools 
creating fear and hurting children. 
Undiscussable problems lie just on 
the surface or slightly below. They 
are usually known by many. 

The teachers, community organizers, 
parents, town officials who practice 
shared leadership do not walk by 
these problems. They stop, create 
a safe space, invite people to speak 
and listen without blaming. They 
invite dialogue and when necessary 
stubbornly steward these conversa-
tions to resolution.
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support forgiveness

Supporting forgiveness is another 
form of healing. Shared leadership 
practices and models forgiveness. 
Leaders use different movements – 
for example they: encourage empa-
thy and learning through listening, 
create spaces for mourning and 
letting-go, invite people to view the 
horizon of hope.

Not all leaders are natural healers, 
but any leader can initiate healing. 
Any leader can begin discussing 
the undiscussable and shine light 
on dark spaces. Any leader can 
apologize, deeply apologize, accept 
responsibility, acknowledge pain and 
suffering on behalf of the commu-
nity. 

Ask these questions: What is the 
nature of the wounds in my organiza-
tion or community? What can I / we 
provide to support healing? Where is 
there imbalance? What is undiscuss-
able?

 

IX. Respond to Prayers  
The challenge of our age is not to 
create more wealth and hold onto 
it. We have surpassed this chal-
lenge. The challenge now is to listen 
and answer the prayers within and 
across communities. 

This is the work of shared leadership. 
Who else will create the invitation 
for people to listen and help re-
spond to prayers? 

Listening to people 

Leaders hear community prayers by 
wanting to learn. They travel to meet  
people where they live and work. 
When they arrive they invite people 
to share their stories and deeply 
listen to them. 

Robert F. Kennedy did this often. In 
February 1968 he made his famous 
tour to Kentucky, to view the results 
of poverty first hand. He met with 
people individually in their homes, 
went to one room school houses, 
met with coal miners, spoke to 
thousands in large groups. People 
remember him for his warmth and 

his listening.  

Many leaders travel and meet with 
people. However they are more 
intent on sending a message, sell-
ing an idea or shaping perception. 
The power of Robert F. Kennedy was 
in his deep commitment to learn-
ing and his willingness to sit with all 
members of the community - chil-
dren, adults, teachers, community 
leaders and simply listen to them. 
There is no substitute for be willing 
to learn – this is the foundation for 
leader who listen.  

Gathering Witnesses

New leaders are emerging within 
our communities and businesses 
– people like Ed Ballen (see insert 
below). Often they are touched and 
moved to action by prayers of a com-
munity, which they have witnessed 
first hand.

A function of shared leadership is  to 
create relationships with a network 
of these witnesses. More and more 
people are speaking up and giving 
voice to the prayers of communities. 

Answering Prayers: 
The power of being  

a witness

 In 2006, Ed Ballen, a clinical social worker, 
from the U.S. journeyed to Rwanda with 
his daughter Rachel to support her pas-
sion to volunteer at the Hameau des Jeunes 
orphanage. The population of orphans in-
cludes survivors of the genocide, children 
who have suffered parental loss due to HIV, 
as well as the devastating impact of poverty. 
Despite desperation and poverty, he dis-
covered a profound sense of community, 
boundless joy and a hunger for learning, an 
artistic and musical spirit, and a deep desire 
for opportunity, within the children. 

Returning to Rwanda with his daughter, 
Rachel, in the summers of 2007 and 2008,   
he conducted meetings with all of the older 
children in the orphanage to find out, from 
them, some of their hopes, needs and chal-
lenges. Ed was  struck by the vast number 
of young children in the surrounding rural 
area, whose faces and hair were blotched 
with fungus, and whose stomachs were ex-
tended from malnutrition. Yet their eyes 
seemed to preserve some unyielding hope.  

Touched by Rwanda, the children and called 
to contribute to the healing of the genocide. 
he  created the Rwanda Education Assistance 
Project (R. E. A. P.) In the rural area of Musha 
near the orphanage, R. E. A. P. is partnering 
with the local community to revitalize the 
primary school. This school of 2000 students, 
with approximately 30 teachers holds two 
sessions of classes each day morning and af-
ternoon. The school is in great disrepair, with 
inadequate classrooms, lack of bathroom fa-
cilities, no libraries, and no electricity. 

REAP will initially undertake the repair, ren-
ovation and revitalization of the school and 
address these infrastructure needs. The local 
administrator of Musha has stressed the dire 
need for a new primary school. Ultimately, 

REAP proposes to build a new primary 
school to meet the growing needs of the 
Musha community. This school will serve 
as a student teacher training site and will 
also be used as a laboratory school. 

REAP is collaborating with the Kigali In-
stitute of Education, the premier school 
of teacher training in Rwanda to ensure 
the highest quality of teacher training, in-
crease the number of teachers available for 
the classroom, develop regular in-service 
training, and provide support for teachers. 
The primary school in Mushu will stand as 
a model for primary education reform in 
rural Rwanda. REAP is based on the belief 
that success and hope for children hinge 
upon community, opportunity, and the 
fulfillment of each child’s potential. 

The growing mission of the Rwanda Educa-
tion Assistance Project is to help vulnerable 
youth and their families gain competence, 
express their capabilities, sustain communi-
ty by becoming active participants in their 
education, and learn the social, emotional, 
and cognitive skills to shape the emerging 
future of Rwanda.  
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X. Walk Across Time  
As a leader what is the source of 
your urgency? The practice of shared 
leadership draws a sense of urgency 
for change and transformation from 
three sources :

what has happened in the past1. 

what is occurring in the now2. 

from the “future-sense” of what 3. 
we are creating or from a shared 
vision of new possibilities.

Energy flows across generations from 
what has transpired in the past, into 
the present, and affects how we will 
live in the future.   

One example of this flow of energy 
is  “generational wounds.”  This would 
include acts of genocide, apartheid, 
war, ethnic hatred, and sexual and 

physical abuse of children.  These 
powerful energies stretch across 
multiple generations, shaping ac-
tions, feelings, thoughts and beliefs. 

Examples of this are not limited to 
large societal issues and often occur 
in business settings. In a manufactur-
ing plant with long term employees, 
some second generation, it was not 
uncommon for stories of grievances 
to be told which happened twenty 
years ago, as if they had occurred 
yesterday. These stories continue 
to shape perceptions and feelings 
about management and co-workers.  

As the table below explains, it is easy 
to get stuck somewhere in time in 
either the past, present or future.  
Most business leaders are stuck 
in the “now” obsessively focused 

stuck in  
NoW

Make sacrifices for short term  ✤

results which diminish your 
ability to reach long term 
objectives

Asleep – unaware or uninter- ✤

ested in the impact of behav-
ior or decisions on others or 
environment

Obsessive focus on quarterly  ✤

results

Focused on immediate  ✤

gratification with no regard for 
consequences or side effects

Not willing to address gen- ✤

erational wounds requiring 
healing

New leader who criticizes past  ✤

leadership, diminishes accom-
plishments and who changes 
strategy, policy, procedures 
without acknowledging 
peoples past contributions

stuck in 
pasT

Elder leader or founder - we  ✤

have tried this before, it will 
not work

Anger over past injustices ✤

Anger over lack of acknowl- ✤

edgment for past contribu-
tions

Risk aversion,  based on past  ✤

failures or mistakes

Stories held or judgments  ✤

about people or groups or 
more intensely racism, sexism

stuck in 
fUTUre 

Waiting for your ship to come  ✤

in, be discovered,

Totally focus for future goals  ✤

with no concern unintended 
consequences

Collateral damage acceptable  ✤

if you successful meet goals

Risk averse, predicts or worries  ✤

about failure, so does nothing

Driven by ambition, advance- ✤

ment, promotion everything in 
the Now filtered and discarded 
based on future 

WaLK aCross 
TiMe

Step into the future examining  ✤

trends, projections, use data to 
influence NOW

Respect for past, learn from  ✤

past mistakes and successes, 
create best practices

Attend to wounds, past griev- ✤

ances, acknowledge harm and 
makes reparations

Adopt a systemic view to  ✤

predict and avoid unintended 
consequences

Create change and acknowl- ✤

edge the past work of people, 
establish new business im-
peratives by citing changing 
conditions

Create vision to pull people to  ✤

a future with new possibilities

Demonstrate willingness to  ✤

start and take on multi year 
and multi-generational prob-
lems

Acts on problems now, does  ✤

not procrastinate  

The job of leaders is to listen to these 
speakers, absorb their stories. They 
give voice to the witnesses by retell-
ing their stories, in order to  invite 
dialogue and invite them to partici-
pate in creating change.

Today many people are formed into 
communities and organizations 
devoted to witnessing and speaking 
for the children. We are lost without 
these people. We are blessed by their 
work. They are doing work for all 
of us.  Practicing shared leadership 
means we listen to emerging leaders. 

 A leader must work hard to not be 
moved by prayer. 

Ask these questions: What do I al-
low to touch me? What touches do I 
delegate, defer or deflect? What are 
the prayers of my community?
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on quarterly results. Other leaders 
become so goal oriented that they 
ignore risks, mortgaging the future 
for short term results.

Practicing shared leadership involves 
learning to walk across time, respect-
ing past history, living in the now, yet 
always aware of what is emerging 
and holding a vision. Leaders who 
engage in the practice shared leader-
ship look for stories from the past 
which shape present attitudes and 
create lines. They also reflect on the 
possible future unintended harms or 
consequences, as they make deci-
sions.  

Generations to solve

The leadership move of walking 
across time also helps us to address 
one of the greatest challenges we 
face today, which is to increase 
our capacity for solving problems 
which will take a sustained effort 
for multiple generations to resolve. 
An emerging list of these problems 
would be: planetary sustainability, 
nuclear disarmament, slavery, geno-
cides, inequality and subjugation of 
women, early death and starvation of 
children. 

Recently President Barack Obama 
said of nuclear disarmament

“....As the only nuclear power to 
have used a nuclear weapon, the 
United States has a moral respon-
sibility to act. We cannot succeed 
in this endeavor alone, but we can 
lead it, we can start it. So today, I 
state clearly and with conviction 
America’s commitment to seek 
the peace and security of a world 
without nuclear weapons.  I’m not 
naive. This goal will not be reached 
quickly -- perhaps not in my 
lifetime. It will take patience and 
persistence. But now we, too, must 
ignore the voices who tell us that 
the world cannot change. We have 
to insist, “Yes, we can.”

Some of these problems are rela-
tively new. Others stretch from the 
distant past into the modern world. 

They require both local and national 
action. This is the case  in creating 
a new model of sustainable busi-
ness growth and healing the envi-
ronment. With the oldest of these 
problems, it is critical to learn from 
the past and demonstrate a deep re-
spect for the  “generational wounds” 
carried by many communities.

Time does Not heal

A principle of Shared leadership is 
that time does not heal wounds, 
action is always required.  Martin 
Luther King Jr. understood this well 
when he wrote: 

“the strangely irrational notion 
that there is something in the very 
flow of time that will inevitably 
cure all ills. Actually, time itself is 
neutral; it can be used either de-
structively or constructively. More 
and more I feel that the people of 
ill will have used time much more 
effectively than have the people of 
good will. We will have to repent 
in this generation not merely for 
the hateful words and actions of 
the bad people but for the appall-
ing silence of the good people.”

Literally Walking 
Across Time
ABRAHAM PATH  

INITIATIVE

For three decades Bill Ury has 
worked for social change in creating 
non-violent solutions to interna-
tional conflicts and disagreements. 
As the founder of the Harvard 
Negotiation project he has been di-
rectly involved in building relation-
ships and mediating peace nego-
tiations in critical world conflicts.   
In recent years he has worked in 
Venezuela, Zimbabwe,  Nepal and 
Aceh, Indonesia. 

Always feeling a strong unease with 
the conflict in the Middle East, he 
has sought out new and innovative 
solutions to encourage learning and 
dialogues for peace. The Abraham 
Path  Initiative was birthed from 
this desire.  

The initiative seeks to educate, heal 
and open new lines of communica-
tion by reminding the followers of 
Judaism, Islam, and Christianity 
of their common heritage with the 
historical and religious figure of 
Abraham. 

The initiative “seeks to establish a 
geographical route in the Middle 
East retracing the footsteps of Abra-
ham.   It has long been a dream of 
many - including the late Pope John 
Paul II - to (literally) walk in the 
footsteps of Abraham. The Abraham 
Path Initiative includes historical 
and cultural sites in which pilgrims 
will be encouraged to ponder and 
discuss Abraham’s universal mes-
sages of respect, justice, peace, and 
hospitality toward all. “

. . .
More and more people are emerg-
ing from our communities and 
organizations with a deep commit-
ment to be of service. Their actions 
are a balance to the predominant 
mode of warrior leadership which 
still exists in most organizations and 
institutions. The leadership moves 
they are both instinctive and au-
thentic. The moves are recognized 
by the qualities they embody:

listening, learning, healing, 
growing, inviting, emerging, 
including, sensing, connecting, 
breathing, and opening

The result of the moves is that 
people, teams, communities and 
organizations consistently experi-
ence more possibilities. The moves 
of shared leadership can be learned 
by anyone.
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Principles of  
Shared Leadership

L � eadership is any energy. 

Any situatio � n, problem, di-
lemma, or crisis sits within a 
large field of possibilities for 
movement and resolution. 
A central function of shared 
leadership is to support 
people to expand their expe-
rience of the possibilities. 

All rel � ationships, teams, com-
munities, organizations are 
living organisms with a pro-
cess of growth and healing. 

There is a collective wisdom  �
in all communities which 
can be tapped for guidance 
in making choices.

Everyone and every � thing 
is connected. One of the 
primary functions of shared 
leadership is to build and 
deepen connections.

Ener � gy for change or move-
ment always resides within 
a community. Leaders do 
not create energy on teams, 

in organizations or commu-
nities. 

Energy �  is always invited 
from a community. Energy 
which is invited and freely 
offered is much easier to 
sustain.

Energy flows ac � ross genera-
tions from what has trans-
pired in the past, into the 
present, and effects how we 
will live in the future.  

Time does not heal wounds.  �
Healing requires intentional 
action.  

No one is “best.” Everyone  �
has a gift to contribute. 
When people find their gifts 
and share them with their 
communities of work, fam-
ily, religions etc., everyone 
benefits.  

F � ear narrows,  debilitates 
and blocks our ability to ex-
perience connection with 
others and to engage in true 
dialogue.  

�
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Leading & Learning
Leading and Learning is a series of  papers 
dedicated to exploring the nature of Shared 
Leadership.

Papers in the Series include:

01 - Sharing Leadership

02 - Moves of Shared Leadership

03 - Shades of Gray - Warrior Leadership

04 - Global Perspectives on Warrior 
         Leadership

05 - Qualities of Shared Leadership

06 - Ten Principles for Growth and  
         Healing in Organizations and 
         Communities

further Learning
r. e. a. p.   
More information about the work in Rwanda can 
be found at  
http://www.rwandaedu.org 
Please consider donating to the Rwanda Educa-
tion Assistance Project. All contributions are tax 
deductible.

abraham path initiative 
More information about the project can be found 
at http://www.abrahampath.org/about.php 
Please consider donating to The Abraham Path 
Initiative. All contributions are tax deductible.

peter senge - sustainability and sensing 
Learning for Sustainability  and Presence: Hu-
man Purpose and the Field of the Future are Dr. 
Senge’s latest books. He is deeply committed to 
working with businesses and communities on 
sustainable growth and healing the planet. He 
can be reached through the Society for Organiza-
tion Learning at 
http://www.solonline.org/aboutsol/who/Senge/

William Ury  
Dr. Ury’s latest book is entitled - The Power of 
a Positive No.  His previous books include Get-
ting to Yes and The Third Side. All  his books are 
available at Amazon.  More information about his 
work and projects can be found at  
http://www.williamury.com  and  
http://www.thirdside.org/

Mitch saunders - action Learning Labs 
Action Learning Partners provides consulting and 
training to teams, organization and communi-
ties offers a new method of understanding and 
creating change for leaders, organizations, and 
individuals.. They can be reached at   
831-335-7713 and  
http://www.actionlearninglabs.com/

Martin Luther King Jr. 
The full text of the letter from Birmingham Jail 
can be found at 
http://www.africa.upenn.edu/Articles_Gen/Let-
ter_Birmingham.html 

children and leaders 
This book by Michael Marlowe is available at Mes-
sages Press  
http://www.messagespress.com
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Shared Leadership
Shared Leadership is a consulting and 
education firm. Our areas of practice are 
Our Practice Areas are: Large Complex 
Change Leadership Growth and De-
velopment, , Transforming Intractable 
Problems and Dilemmas,  and Creating 
Learning Organizations.

We write books on individual and social 
change contained in series called  
small Books with Big ideas. These books 
are available through Messages Press at: 
http://www.messagespress.com

For more information on the practice of 
shared leadership we regularly publish 
articles on the web at:  
http://blog.sharedleadeship.com

Shared Leadership 
38 Keeler Road 
Sharon, CT  06069 
860-248-4441 
www.sharedleadership.com 


