Vital Approach to Transition:
Slovene Multiple Case Study

Suzanne Winbauer Catana

This paper uses a multiple case study to suggest the effectiveness in ap-
plication of an integrated model for the design of sustainable change
strategies in high velocity environments and organizations. The model
integrates awareness of current organizational cultural characteristics
with leadership intent and strategy formation. The cultural analysis
provides a lens through which diverse organizational values are ex-
posed and stakeholders can assess organizational alignment with the
external environment, organizational mission and future vision. Us-
ing the inherent differentiation of values as creative tensions, strategies
are formulated for purposeful change to improve alignment. Leader-
ship inquiry is used to suggest an alignment of personal intent with the
strategic initiatives to project sustainable change. This Values, Inquiry,
and Tensions Alignment for Leadership model (vitaL) is applied as
an intervention sequence which provides information, direction, and
motivation for sustainable change in transition organizations and en-
vironments.

Context of the Study

The recently formed democratic nation of Slovenia is scheduled to join
the European Union in 2004. This independent state, as a part of the
former socialist federation of republics of Yugoslavia, is undergoing evo-
lutionary changes in its social, economic, governance and educational
systems and structures. There are fundamental shifts from its socialist
history toward globalization, modernization and evolution of leadership
and management practices. While change in the business environment
has been moving forward at a rapid pace, public administration and
non-profit sectors lag in capacity development and implementation of
participatory practices. This paper provides a review of a multiple case
study of three non-profit sector organizations and an in-depth analysis
of one of the cases. The intent of the paper is to consider the cases in
the context of complex societal changes taking place in Slovenia and to
suggest a practical model for designing change strategies based on the
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tenets of democratic values and grounded in organizational and man-
agement theory. The results of the study are indicative of the poten-
tial for effective and sustainable change strategies based on aligning or-
ganizational culture, leadership intent, and strategy development. The
in-depth study demonstrates the use of inquiry, analysis, and problem
solving to suggest an integrated developmental path. As a result of the
comparative case study and the in-depth study, a model was developed
suggesting evolutionary change processes for organizations in transition
in the midst of societal change. The application of three analytical tools
in a holistic model, Values + Inquiry + Tensions Analyses and Leadership
(viTAL), can provide a set of high leverage strategic change options for
leaders. The holistic focus provided by analysis of organizational culture,
the perspective variety elicited from two institutions and one non-profit
organization, the integral nature of the models fitting together to form
a whole picture, and the action research application of each of the tools
collectively generate a syncretic result. The data composite can initiate
new perspectives and changes in mental models as well as make deep
patterns of organizational behaviour and cultures possible.

Embracing the values of openness, participation, accountability, ef-
fectiveness, and coherence (Commission of the European Communities
2001) involves profound changes which require radical changes in val-
ues, beliefs, behaviours and modes of organizing for learning for Slovene
managers and leaders. A common and fundamental attribute of non-
participative, ruled societies is that ruling authorities have power over,
control of, or decide for others who are perceived in some way as less
important, less valued, less able or less entitled. This deeply embedded
attribute and belief structure is characteristic of the historic leadership,
management, and educational practice in the Eastern and Southeast-
ern European region. As a fundamental principle of leadership based on
democratic values, participation in collaborative processes from com-
mon core values, while sustaining the power of diverse perspectives, is
key.

To accomplish a shift in values, to move from prior paternalistic and
authoritarian styles, to promote inclusion and solidarity for inclusive
policy design, decision-making, and action, changes in the educational
infrastructure for leadership development are essential. To reflect ‘new’
democratic values, institutions of higher education must be accountable
for establishing and sustaining an integrity of doing what they say leaders
and managers must do to avoid an inherent misalignment between val-
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ues in action and the voice of espoused values. Just as former oppressed
societies must undergo deep cultural change, institutions responsible for
the development of future leaders must consider deeply embedded pat-
terns which sustain an alignment with values of a socialist society. Lead-
ership and management approaches and belief structures must be exam-
ined and patterns modified in order to enable the development of vi-
brant, 21st Century leaders and managers in a diverse and integrated so-
ciety. This study examined the status of this shift in three organizations
charged with the education of leaders and managers in school admin-
istration, business and economics, and youth development. The study
looked at the alignment of organizational culture, leadership intent and
environmental conditions to posit strategies for effective change.

It is against this backdrop of analysis of the emergence of the democ-
racy of Slovenia, its transition from authoritarian rule and its consolida-
tion toward greater maturity in evolving its democratic form, that this
paper is situated. In his comentary on Slovenia, Rizman (2001) suggests
shifting of these mental models is a technical (p.5) development need.
Given the history of this country, a hesitancy to trust authority is an ap-
parent undeveloped attribute of Slovenia in its emergence as a civil so-
ciety. It could be argued that these attributes are reflected in any society
in conditions where patriarchy and authoritarian rule have been nor-
malized into management and leadership practice (Northouse 2000). In
post industrial era America many organizations and populations could
be described in similar ways. This stage of evolution is an illusion, pro-
jecting the image of stability on the surface that is sourced and main-
tained through more subtle forms of dominance and control, carrying
forward residuals of patriarchy and patronage. As shifts in environment
and humanistic thought occur in industrialized and emergent civil soci-
eties, one can see similar patterns change through developmental stages
toward more complexity and integration of more diverse forms and pro-
cesses of organizing.

In considering patterns of alignment between environment, organi-
zational forms and processes and leadership, leaders in stable environ-
ments mirror the attributes of an organization in stable environments.
The emergent globalizing and interconnected world and organizational
environment of the 21st Century is fluid, open-ended, turbulent, and
subject to the rapid change and complexity fostered by the information
driven knowledge society and the transition to service-based economies.
It is clear in the organizational literature that organizations in general,
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regardless of democratic maturity, face similar issues (Mintzberg and
Quinn 1992). In the organizational cultures that have emanated from
industrial based organizational knowledge and capitalistic values, man-
agers and leaders face the same challenges as those in emerging democra-
cies. The difference may be in the scale, scope, and depth of the paradigm
being challenged. Any environmental shift which presents challenges to
historic patterns or belief structures, those closely held paradigms which
are known and from which we have from antiquity found our solidarity,
beckons the emergence of a corollary shift in leadership attributes, skills
and tools (Quinn 1996).

The change facing former ruled societies as they move toward demo-
cratic participation in governance, suggests deep cultural, organizational
and psychological shifts. To begin addressing the best practice methods
for preparing leaders and managers challenged with facilitating these
deep shifts, this paper examines the results of a pilot study of two re-
lated test case institutions of higher education infrastructure in Slovenia.
These institutions are in a state of flux. Each is in a major transition pro-
cess as an organization, moving from dependency on established uni-
versities to interdependency, in relationship as peers with official desig-
nation and acceptance as university level institutions within the struc-
ture of the education system of Slovenia. The third case examines the
cultural typology of a national youth service organization that has ex-
isted and thrived in Slovenia during the time of former Yugoslavia until
the present day. In comparing these three cases, it is interesting to note
the patterns that suggest current states of alignment or misalignment be-
tween organizing, leading and interacting with their environment. These
institutions additionally provide a potential microcosm of the status of
leadership competency development and process of change that mirror
the transitions occurring in the larger Slovene society. The cases pro-
vide a snapshot of the key teaching and learning environments and the
competencies currently viewed as foundational for leadership and man-
agement in the business, non-government, and educational sectors.

Slovene Cases

Modern day philosopher Ken Wilber calls for higher, wider and deeper
understanding of the world in which we live and towards whose evolu-
tion we contribute (Wilber 1998). In response to this call as a research
and theoretical challenge, three Slovene organizational cases were stud-
ied between January and February 2002. A pilot and follow-up studies
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were conducted to determine the possible developmental status of lead-
ership and management preparation in a society in transition, Slovenia.
The pilot study was conducted to raise the awareness of the potential in-
formation available from institutional and leader self-analysis, to raise
the level of trust between the researcher and institutional members to
enable a full study, and to test the value of the syncretic triangulation
of the three analytic methods. The study gives institutional leaders and
members an opportunity to consider to what extent their organizational
culture reflects historic models of bureaucratic and mechanistic charac-
teristics associated with stable and known environments consistent with
old world and industrial societal forms (Daft 1983). Leaders and man-
agers of organizations can determine whether the institutionalized cul-
ture reflects attributes of more evolutionary, organic and open cultures
of inclusion and flexibility consistent with rapidly changing and complex
external environments (Daft 1983; Morgan 1986). Information collected
can be used to determine the appropriate and desired organizational cul-
tural characteristics on which to focus a developmental change process
(Cameron and Quinn 1998). The institutions involved in the study can
strategically plan for organizational and personal development. Change
can be planned to be consistent with the emerging environments, roles
and identities of their new organizational status and their emergent po-
tential for shaping the developmental, educational and credentialing in-
frastructure for Slovene society and the management and leadership of
its organizations.

Two higher education institutions in Slovenia and one youth service
organization were studied. Case 1 is a college that has an educational fo-
cus on economics and management. Case 2 credentials master degree
students in educational administration. Case 3 provides educational and
leadership development programmeming for youth and is part of the
international scouting movement. The analysis of the educational pro-
grammes for future leaders and managers of Slovene society provides
information with which to intentionally modify teaching methodology,
organizational attributes and curricula. An analysis of the current prepa-
ration of leaders in secondary and primary education provides informa-
tion about what new educational programmes or course content will be
needed to prepare students to enter into the European Union or other
environments that embrace pluralistic democratic values and principles.
An analysis of a youth development organization provides a benchmark
against internationally guided programmeming for youth from which
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to view the institutions of higher education and to speculate about the
larger societal development. If these organizations and their respective
leadership are congruent with their environment, with the requisite va-
riety of a holographic organization (Morgan 1986) the organizations and
the training provided would align with and reflect cultural environments
in which deep societal transitions are occurring.

Quinn’s (1990) Competing Values approach has been applied as a
comprehensive analysis tool for organizational effectiveness, leadership
role assessment (Quinn 1990) and as an organizational culture analysis
tool (Cameron and Quinn 1998) by practitioners and theorists since the
mid 1980s. The Competing Values Model (cvm) identifies distinctions in
personal and organizational tendencies and patterns of behaviour based
on certain inherent values and underlying psychological archetypes. Its
reliability and validity as a typological, action research, and diagnostic
tool are well established. Key dimensions of the model, with a cultural
focus, are noted in Figure 1.

The first analysis tool, the Competing Values Model (Quinn 1990),
was applied as an organization culture assessment (Cameron and Quinn
1998). The Competing Values Model organizational culture assessment
instrument was administered to full time staff in all three organizations
and to full time faculty in the institutions of higher education. An analy-
sis was completed of the programmes of study offered by the institutions
of higher education. The results of the organization culture analysis for
each organization indicated unique cultural attributes for most of the
cultural dimensions, with one exception. The leadership component was
similar for both institutions. In both cases, leadership was perceived to
be congruent with hierarchical values and a hierarchical culture. In the
management institution case, the perception of hierarchical leadership
was clearly the dominant one; in the educational leaders institution case
there was also an opposite tendency towards perception of leadership as
consistent with an adhocracy culture. The overall culture profile and the
profile of the leadership dimension for each of the institutional cases is
depicted in Figure 2.

In their research, Cameron and Quinn (1998) found a need for con-
gruence between the different components of an organization’s culture as
well as a need for alignment of the organizational culture with the envi-
ronmental conditions. Intuitively, there follows the imperative for lead-
ership competence to align with both the environmental conditions and
organizational culture. For both institutional cases, hierarchical leader-
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Flexibility and discretion

CLAN
Facilitator
Mentor
Parent
Cohesion
Morale

Development of Human
Resources

Participation fosters
commitment

Empowerment, Teams
Employee involvement

Open communication

Internal maintenance

ADHOCRACY
Innovator
Entrepreneur
Visionary
Cutting-edge output
Creativity

Growth

Innovativeness fosters new
resources

Create new standards
Creative solution finding

Continuous improvement

External positioning

and integration

HIERARCHY
Coordinator
Monitor

Organizer
Efficiency
Timeliness

Smooth functioning
Control fosters efficiency
Error detection
Measurement
Process control

Applying quality tools

Systematic problem solving

and differentiation

MARKET

Hard-driver

Competitor

Producer

Market share

Goal achievement

Beating competitors
Competition fosters productivity
Measuring customer preferences
Improving productivity
Enhancing competitiveness
Involving customers and suppliers

Creating partnerships

Stability and control

Figure 1: Key Dimensions of the Competing Values Model
(adapted from Cameron and Quinn 1999)
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Figure 2: Case Specific Culture and Leadership Dimension
using Competing Values Model

ship is inconsistent with the needs of organizations based on their domi-
nant cultures (Cameron and Quinn 1998) and the nature of the environ-
ments in which they find themselves (Daft 1983). The cultural analysis
of both institutions noted by the dotted line in Figure 2, reflects stake-
holder experiences as more balanced in each of the quadrants than the
leadership competency analysis. Environmental aspects of change, com-
plexity and turbulence discussed in the context of the study suggest that
successful performance of the institutions would require leadership com-
petence that is high on adaptability, innovation, stakeholder brokering,
and resource acquisition. As noted in Figure 2, the leadership competen-
cies identified in both cases by the solid line are consistent with envi-
ronments and organizations that are stable, simple, and with behaviour
demonstrating historic patterns tending toward security and control, in-
dicating a mismatch between leadership competence, the internal cul-
ture and environmental conditions. In both institutional cases, leaders’
and managers’ effectiveness will depend on their competence in operat-
ing in an open system characterized by high turbulence, rapid change,
high diversity of involved stakeholders, and open information flow or
transparency.

Instructional Programmes Analysis

The instructional programmes in the institutions of higher education
were analysed by sorting required and elective course topics using the
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Case 1: Management Case 2: Education
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Figure 3: Course Distribution in Institutional Cases

cvM. Instructional emphasis and inferences about competency develop-
ment were determined by considering the number and distribution of
courses offered in each of the quadrants. Also considered in the analysis
of instructional programmes was the distribution of required as com-
pared to elective courses. The analysis of the programme of study for
managers in Case 1, at undergraduate level, revealed there was an em-
phasis on hierarchical, stability seeking oriented courses. There was a
lighter relative distribution of required courses available to provide com-
petency development for more flexible, open organizations and market
driven organizations. The majority of both required and elective courses
at graduate level are oriented towards capacity building with an assump-
tion of stable environments and hierarchical organizations. At graduate
level, the clan and market organization competency courses are not as
available as the other two quadrants. In the analysis of the education ad-
ministrators’ curriculum, the most notable revelation of the distribution
was no required coursework related to a market culture with a productiv-
ity and quality customer service orientation. This case also demonstrated
a lack of curricular balance. In both cases the current curricula emphasis
is incongruent with the prevailing environments of change, complexity,
and turbulence. Figure 3 provides a view of the distribution of course
offerings.

Based on decades of leadership in management education at the
Wharton School, Russell Ackoff (1974) suggests that there are signifi-
cant problems with management education programmes in the United
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States and abroad. Because of their focus on teaching content rather than
enabling students to learn how to learn, using the content as the medium
for learning rather than the end goal of teaching, graduates of manage-
ment programmes are ill equipped to manage (Ackoft 2002). The Case
1 programme was modelled after programmes in the us and the Case 2
programme was modelled after a programme in the uk. The fundamen-
tals of both programmes are focused on the functions, analysis, and tech-
niques of business management and administration, respectively. This is
consistent with recent reflections on the evolutionary or developmental
status of education programmes that indicate that current programmes
are designed from knowledge of 1908 business forms and 1950s business
strategies (Mintzberg and Gosling 2002). Pfeffer and Fong further review
the research on curriculum in business schools siting that the content of
what is taught in business schools is not correlated with business success
(Pfeffer and Fong 2002). Consistent across the literature is a call for a
learning focus, live and real application of theoretical material, focus on
interpersonal and leadership development and active engagement by the
student in the process of interaction and learning in the classroom.

Competing Values Model Summary

The analysis allows the institutions to take a more comprehensive or
wider look at institutional cultural attributes and the scope of course-
work or competencies being offered for the leaders and managers of cor-
porations, government agencies, non-profit orgnisations and schools in
Slovenia in the next ten to twenty years. Curriculum development might
be geared to fill in the gaps and shift emphasis from functional content
to improving skill development that reflects the open systems forms of
emerging democracies and aspirations of the European Union. Using
this analysis tool, the institutions have a greater awareness of how their
organizations fit within the context of the current transitional environ-
ments they face and can make strategic decisions with a more tangible
sense of appropriate and congruent action which will support their ef-
fective development. In consideration of the institutional cases in com-
parison with the youth service organization case, one can make the ob-
servation that there is organizational variability within the same culture,
simply by considering the different shapes of the culture and leadership
profiles. The Youth Service organization represents an organization not
under the same political and educational restrictions as the institutions
of higher education. This provides a within the culture yet an ‘outside
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Figure 4: Youth Service
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the system’ perspective which offers insights about the organization it-
self and is useful as a comparative reference. When the organizational
culture of the institutions is compared to the youth service organization,
there is a clear difference in the shape of the culture in its demonstration
of greater orientation toward humanistic values and a lesser emphasis
than the institutions on open interaction with the environment. In com-
paring the leadership attributes between the institutions and the youth
service organization it is noted that there is a similar lack of focus on
the values of network management and similar lack of production ori-
entation. There appears to be a less hierarchically oriented style of the
leadership in the youth service organization compared with that which
exists in the institutional cases. Figure 4 shows the two profiles of the
youth organization case.

The intent of this study was to introduce a new, integral and com-
prehensive action management tool that the leaders of the organizations
could use to make more informed strategic choices and to consider crit-
ical change paths. Further research with more cases would enable a de-
piction of the national culture of schools of management and educa-
tional administration. It is one thing to cognitively understand cultural
attributes and leadership styles, it is a different challenge to determine
strategically an appropriate change emphasis. While the cvM provides a
perspective of gaps, current and potential cultural attributes, and meth-
ods for developing competencies (Quinn and Faerman 1996; Cameron
and Quinn 1998), a different model can provide leaders and managers
with an effective method for engaging the dynamics of different values
within the same organization. In order to apply, in action, the results of
the culture analysis in the institutions studied, a strategic analysis and
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action planning tool was used to determine, given the culture, leadership
and environmental conditions, a reasonable strategic agenda for each of
the institutions. Consideration was given to the best possible change ini-
tiative to potentially pursue that had the greatest alignment with the or-
ganization’s mission and vision. This tool was used only with the insti-
tutions of higher education with which there was direct access to the
leadership of these organizations.

Tension Model Analysis

The Tension Model (Nutt and Backoff 1992) uses inherent polarities of
values, behaviour patterns and cultural norms within organizations as a
means of suggesting generative or creative, inclusive, collaborative strate-
gies. The Tension Model was used to determine whether the orientation
of the leaders’ strategic intents aligned with environmental and cultural
conditions of Slovene society and the specific organizations of which the
leaders are a part as the process of complex transition unfolds.

The inherent tension between the normative tendencies represented
by the quadrants of the cvm suggest the real life interplay between the
mental models, embedded patterns of leadership and management prac-
tice, and organizational culture. The recognition of these natural differ-
ences serves as a catalytic force for change (McWhinney 1997), inviting
the discovery of a higher order of potential developmental strategies by
integrating the apparent paradoxical tensions. By framing the apparent
paradoxes within a higher order potential, or holon as Wilber (1998)
would suggest, and embracing the paradox, more powerful and influen-
tial strategies can emanate from the creative tension. Higher order strate-
gies are required for the organizations to break the historic and deeply
embedded patterns of leadership and management in Slovene society
(Rizman 2001). This break from embedded patterns would allow accel-
erated movement toward and alignment with a preferred organizational
culture while effectively meeting the demands of transitional societal and
institutional environments. Leadership practice would need to shift from
the hierarchical mode to incorporate more humanistic and consumer fo-
cused attention.

Because of the inherent tensions and comprehensive robustness of the
Competing Values Model, it is used as an orientation backdrop for ap-
plying the Tension Model (Nutt and Backoff 1992). The Tension Model
was applied as an analytical tool to the cvm cultural dimension of lead-
ership. Both institutional cases examined had similar leadership profiles.
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Figure 5: Tension Model High Leverage Strategies

The Tension Model was applied using the tension between the pull to-
ward hierarchical tradition-bound leadership and the simultaneous pull
toward open systems growth and innovative leadership consistent with
environmental flux, turbulence and transition. An underlying ‘driving’
value is identified for each end of the tension (values that drive inter-
nal stability and control, and values that drive external network develop-
ment and stakeholder collaboration). A higher order value that includes
both of the driving values is identified to embrace the whole of the ten-
sion. Strategies and actions are then derived from an inquiry into how
the organization can articulate that higher order value. With experience
in applying the model in many organizations, it has been found that the
most powerful strategies to catapult beyond a tension are located in the
cvM quadrants perpendicular to the tension being managed. The ten-
sion engages two of the quadrants; the goal and solution reside in the
other two quadrants. What the organization focuses on and how it gets
there create a balance of competing values and a dynamic spiraling affect
that induces effective change that serves to align the organization and
strategically pursue a desired cultural shift. The two example strategy
derivations are depicted in Figure 5.

Organizational Culture Assessment

The Tension Model analysis when used in isolation might yield the same
strategic choices for both cases. The orientation of the strategic choices,
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however, is different because the cases had very distinct organizational
cultures as a whole as determined by the cvm analysis. In the educational
leadership institution, Case 2, where the culture was aligned as an adhoc-
racy with the exception of the leadership component, the high leverage
strategy would suggest a change in leader behaviour. Current leader be-
haviour was perceived to be consistent with controlling and monitor-
ing roles while the organization operates in an open system. The out-
come and strategy would be directed toward alignment of the leadership
behaviour with both the cultural orientation and environmental condi-
tions. The leadership component was the only skewed aspect of the or-
ganization’s culture and the organizational culture is congruent with the
dynamic and turbulent transition environment in which it exists. There-
fore isolating a strategy directly related to leadership behaviour change
was straightforward and intuitively clear from the analysis.

The strategic intent of change could be focused on making develop-
mental adjustments in the leadership behaviour to create congruence
with the other facets of the culture. This type of strategy would access
alternate quadrants, using the cvM as an orienting tool. A focus on more
involvement of staff in the decision-making process by activating the val-
ues of productivity and effectiveness of the curriculum might provide
the potential for expansion of leadership competence in innovation and
adaptation to bring the leadership facet into balance with the other as-
pects of the culture.

In considering the management institution, Case 1, where the cultural
assessment revealed no alignment between cultural components, a po-
tential outcome that the organization might desire is a clear focus and
strategic direction, to activate the values of productivity and effective-
ness. The clear focus and direction can be developed using a participa-
tory process in which the higher core value of human potential is used
as a lever to create an organizational vision and strategic plan. Thus the
inherent tension between hierarchical control and the open flexibility of
adhocracy is balanced by creating a generative tension between process
and product, using participatory visioning and strategic planning.

There are additional tensions at play in the organizations between
quadrants that are over-emphasized and quadrants that are less devel-
oped. The tensions chosen for strategic analysis were selected for illustra-
tion. If the organizations chose to develop to a next stage of competence
in maximizing the spiral balance of responsiveness in all four quadrants,
strategic agendas for each of the tensions would be necessary. Other fac-
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tors influence the ability of an organization to pursue the strategic so-
lution identified. This is a story of raising leadership awareness by look-
ing through a wider analytical lens, exploring the potential hidden with
the tensions of competing values, conducting an inquiry into leadership
motivation, and as action research, there were no limits or boundaries
identified that would limit or eliminate potential strategies.

Logical Levels Analysis

The third step in interacting with the leaders of the institutions of higher
education was an application of an inquiry process using neurolinguis-
tics developed from the field of neuro-psychology. This inquiry tool in-
vites consideration of environment, behaviour, capacities, beliefs, values,
identity, and life purpose to form personal strategic direction and action.
The inquiry was derived from the Logical Levels of Experience Model
(Dilts 1996). This model provides the potential for a deep exploration
into a metaphor of identity that incorporates both the real and the po-
tential of past, current and future experience. In the process of inquiring
into deeper leadership values and motivations, it is possible to determine
if there is alignment between the individual’s deeper structural patterns
and the envisioned strategic agenda for the organization. As the third an-
alytic perspective, the two administrative leaders of the institutional cases
were asked to complete a series of questions that access Logical Levels of
Experience as defined by Dilts and McDonald (1997). The questions were
intended to elicit the following information:

1. specification of a particular outcome for the institution,

2. the deeper value that is the driving force for desiring the outcome,
3. the measures or evidence for when the outcome has been realized,
the personal barriers to realization of the outcome,

competences the leader has and needs to realize the outcome,

first action steps and timeline, and

N B

personal metaphor representing the leader leading the organization
toward the outcome.

The questions were intended to invite the leaders to reflect more
deeply on individual motivations for behaviour and to raise awareness
of whether current behaviour is consistent with deeper core values, per-
sonal life purpose, and self-identity as leader. Tapping this deeper sense
of purpose and archetypes through metaphor provides an individual
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access to volitional, spiritual and emotional sources for action. (Marcic
1997) Because of the short-term access to the organizations and leaders in
the study, it is unknown at this time whether the leaders actually changed
their behaviour as was indicated in their responses to the questions. It
is arguable that organizational change at the cultural level begins with
individual change and that leaders have the potential to influence the
direction and speed of change (Jawarski 1996; Quinn et al. 1996; Senge
1999).

In an analysis of leader responses to the questions, the cvm was used
as a framework and the Tension Model as a compass. In the case of
the management institution, the outcome identified by the leader was
a sense of professional successfulness, interpreted as a rational goal ori-
ented outcome. The strategy selected to achieve that goal was to focus
on limiting the personal scope of work by reducing the amount of time
spent in the office and doing only the work that was within the param-
eters of the leader’s formal position. The leader identified an outcome
and behavioural change in the same quadrant, externally focused ratio-
nal goals. When asked to identify how others could support the leader
to accomplish the desired outcome, the leader stated the need for others
to do their assigned work. This response again aligns with the overarch-
ing value of productivity. The leader identified a ‘human being’ as the
metaphor to represent future development. In the interview, the leader
could offer no qualitative description of the chosen metaphor. This lack
of qualitative description may be an indicator that the leader may not
have tapped the inspirational power of a life metaphor at the time of the
interview. Fox and Amichai-Hamburger (2001) argue that emotions are
an important component to consider in creating and sustaining success-
ful change initiatives.

The analysis of the Case 1 leader’s strategy yields interesting results
when viewed in conjunction with the cvm and the Tension Model anal-
yses. The organizational level analyses indicate that cultural change to-
ward more open systems and leadership that supports that, would be
most congruent with the organization’s institutional and societal tran-
sition environments. The chosen personal change strategy would not
move the leader or the organizational culture in the direction of align-
ment with the environment. It is unlikely that the organizational culture
will be positively impacted with the implementation of the leader’s ac-
tion and there is some question as to whether the outcome will be real-
ized by enacting the chosen strategy. A vicious circle around control of
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self and others from a hierarchical mental model towards high produc-
tivity and internal monitoring prevails in the leader strategy. The strat-
egy selected and action envisioned continues to play on the tension line
in the lower control portion of the cvm. The open system, transition en-
vironment in which the organization operates, requires high flexibility,
innovation and collaboration internally and externally (George 2001).
Attention to process, or management of the means to goals is a compe-
tence for the future (Johnson and Broms 2000) that has not been devel-
oped as a competency by this leader. The current leadership competence
and future strategic intent appear to be incongruent with the emergent
organizational leadership needs.

In the case of the educational leaders’ institution, Case 2, the desired
outcome for the leader was a personal change in leader-colleague rela-
tionships. The leader intends to shift attention away from attempting to
control consequences for others towards managing personally meaning-
ful consequences. The strategy for achieving this outcome was to begin to
work together with colleagues beyond what is needed to complete class-
room teaching and administrative tasks. From an original orientation in
the hierarchical quadrant, the leader tapped the rational goal quadrant
by envisioning the institution in the future and how the leader would
be performing as a member. The leader activated the human resources
quadrant by using a participatory strategy. In analysis of the leader’s
strategy, it fits the criteria as a high leverage strategy for organizational
change. It activates quadrants adjacent to the quadrants producing ten-
sion in the organization, an outcome of productivity and a process of
collaboration with human resources. Because the leadership quadrant is
the only aspect of the culture that was out of alignment in Case 2, if this
strategy is successful, the organization will be in a position to sustain
its congruence with its high transition environment, thus be in a peak
performance state.

Discussion

Integrating and activating diverse values is a key ingredient for organi-
zational versatility. This organizational capacity is needed to accommo-
date sustainable change. This implies having the leadership capacity to
access embedded patterns and activate generative tensions to cope with
the turbulence and flux of transition environments, diverse workforces,
and intercultural interaction. Using these inherent tensions to generate
creative and intentional directions for leader and organizational devel-
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opment provides an inclusive approach for collaborative breakthrough
strategies. Examining leader intent at a deep psychological level that taps
personal and professional inspiration is an important tool to invite an
alignment of personal vision with organizational change and high per-
formance. Use of these analytical tools, following a practice of strategic
inquiry and supportive dialogue provides higher, wider, and deeper in-
formation from which to make strategic choices and to engage a journey
of sustained change in environments of transition.

These three models for organizational and leadership assessment and
analysis, when used separately, have unique contributions to make in ex-
tending awareness, raising the level understanding, sourcing the origins
of motivation, and encouraging action. Applied in concert these individ-
ual approaches become an integrated model for guiding wider, higher,
and deeper evolution. When used as a disciplined leadership practice
for human resource development, the information elicited can be the
basis for sustainable development of individual leader competence, or-
ganizational effectiveness, system development and societal transition.
The power of these models lies in their fluid applicability in multiple
contexts, organizational types, levels of organization, and individual pat-
terns. While the tools emanate from different theoretical fields they each
engage mental, emotional, physical, and spiritual human systems. These
systems are the underlying driving forces for human patterns of be-
haviour. Given the attention to the sources of behaviour, and the breadth,
depth, and scope of the models, sustainable change and evolution are not
only possible but can been observed in practice.

The results produced in the syncretic application of the models, as
demonstrated by this pilot study, offer the possibility of sustainable
change given their individual and collective integral nature (Wilber
1998). The application of three analytical tools in a holistic model, Val-
ues + Inquiry + Tensions And Leadership (viTAL), can provide a set of
high leverage strategic change options. Given the holistic focus, perspec-
tive variety, integral nature, and action research application of each of
the tools, and their syncretic result, changes in mental models and deep
patterns of behaviour and cultures are possible. In each institution, the
efficacy of the viTAL model as a catalytic and guiding approach will
need to be assessed. The potential of the viTAL model to reveal in the
microcosm of individual organizations, the conditions of a larger soci-
ety in transition, remains to be assessed. The power of the approach to
raise awareness and ultimately influence institutional, leadership, and
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curriculum development, and the impact the study will have on the ed-
ucational infrastructure of Slovenia remains as inherent potential.
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