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ABSTRACT

The 12 Step programme of Alcoholics Anonymous (AA, 2001) is a set of principles that
provides a way of life for those that follow it and is based upon a “spiritual awakening’ (AA,
2001 pp59-60). The thesis is the first to examine how managers who follow this spiritual
programme apply it in their organisational role through general management competencies
(New, 1996). This mixed method, phenomenology-led research is placed within a social
constructionist setting. A comprehensive and wide ranging literature review was conducted.
The data was generated using Interpretative Phenomenological Analysis (Smith, 1996), the
Integrated Spiritual Intelligence Scale (Amram and Dyer, 2007) and Workplace Observation
(Lucia and Lepsinger, 1999). The findings explain psychological antecedents, mechanisms
and pathways that inform the sample of AA managers in their work role. The discussion
identifies relationships with existing efficacious management styles and concepts. Areas of
heuristic value for future research are identified. These areas include exploring the 12 Steps
specifically as antecedents to emotional intelligence (Payne, 1985) and strengthening the
statistical validity of instruments to measure humility and honesty in context of spirituality.
Limitations of this research are also identified and discussed and important reservations about
the concept and constructs of spiritual intelligence (Zohar, 1997) are raised. In conclusion,
the 12 Step spiritual programme was found to be the primary influence in how the sample
conduct their organisational management function. The research calls for human resource
processes to re-consider how those who have adopted successful recovery techniques to
overcome personal crises such as dependency issues are viewed and argues that they should
be more highly valued by organisations as such experiences help develop management

competencies.

Key Words: Alcoholics Anonymous, management competencies, spiritual intelligence,

business psychology, humble management, spirituality at work.
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Chapter 1

Introduction

1.1.  Introduction

My name is Bill W. (Petrie, 1989) is not the greatest film ever made - it won no awards in
any case. In the film, James Woods plays Bill Wilson, the co-founder of Alcoholics
Anonymous. The other co-founder, Bob Smith, is played by James Garner. In the opening
scene of the film, Wilson is visiting Smith on his deathbed and the dying man offers his dearest
friend some advice that has come to mind in the writing of this Ph.D. thesis: “keep it simple,
none of that Jung stuff, one day at a time, put one foot in front of the other”. This research
project has broken each of these principles: it has not been simple owing to the breadth of the
literature review spanning addiction studies, spirituality, psychology and management
competencies; the text refers to Jung several times owing to his involvement in the development
of the AA programme; taking the process one day at a time has been challenged by the difficulty
of writing coherently over a period of several years and, finally, placing one foot in front of the

other was disrupted by some of the data findings that pushed any a priori theories off balance.

1.1.1.  Overview of research. In trying to explore a marriage of the constructs of the 12
Step programme of Alcoholics Anonymous (AA, 2001 — see Table 1.1.) and New’s (1996)
general management competencies (GMCs - see Table 1.2.) framework, the process has
introduced myriad components each of which cries out for explanation, hypothesis and primacy.
As aresult, the writing has proved challenging: “putting smoke in a box” is a phrase used on
page 348 referring to a specific academic context; however, the phrase also summarises the

academic difficulty of qualification and quantification within this doctoral process.
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The chosen title is meant to provide a simple provocation: “are there 12 Steps to better

management?” Identifying if and how the spiritual programme of Alcoholics Anonymous may

influence management performance is the academic destination. These apparently simple

constructs conceal inherent complexities, not least of all because a review of the literature on the

relationship between 12 Step facilitation (Ferri, Amato and Davoli, 2006) and the work of

managers reveals a paucity of research to date. This thesis is the first to follow the spiritual

programme into the workplace and view it through the lens of the organisational manager.

Going first means that there is no pro forma. It brings the opportunity, however, to contribute to

the literature and explore creative academic approaches.

Table 1.1 The 12 Steps of Alcoholics Anonymous (AA, 2001 pp59-60)

Step Definition

1. We admitted we were powerless over alcohol — that our lives had become
unmanageable.

2. Came to believe that a Power greater than ourselves could restore us to
sanity.

3. Made a decision to turn our will and our lives over to the care of God as
we understood Him.

4. Made a searching and fearless moral inventory of ourselves.

5. Admitted to God, to ourselves and to another human being the exact nature
of our wrongs.

6. Were entirely ready to have God remove all these defects of character.

7. Humbly asked Him to remove our shortcomings.

8. Made a list of all persons we had harmed and became willing to make
amends to them all.

Q. Made direct amends to such people wherever possible, except when to do
so would injure them or others.

10. Continued to take personal inventory and when we were wrong promptly
admitted it.

11. Sought through prayer and meditation to improve our conscious contact
with God, as we understood Him, praying only for knowledge of His will
for us and the power to carry that out.

12. Having had a spiritual awakening as the result of these Steps, we tried to

carry this message to alcoholics and to practice these principles in all our
affairs.

Thomas B. Eccles
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Table 1.2 New'’s (1996) General management competencies
GMC Definition

(1) Action management

(2) Change management
(3) Co-ordination

(4) Creativity

(5) Leadership

(6) Motivation

(7) Organisation

(8) Planning

encompassing deciding on action and standards;

monitoring progress; and the taking of corrective action in
relation to results.

willingness to take responsibility and accept change.

the integration of actions and people.

the ability to visualize and effect changes with appropriate
insight and originality.

the effective influence on other people in relation to a purpose
or goal.

the building of commitment, and the awareness and ability to
stimulate and control others successfully.

determining resources, and how to organize and apply them in
the light of the perception and evaluation of alternatives.
analysing and deciding relevant goals and potentials as well as
the sequence of sustained action necessary.

1.1.2. Context of research. Alcoholics Anonymous is “a fellowship of men and women

who come together to help each other to recover from alcoholism” (AA, 2013). The 12 Step

programme of AA is a set of principles that provide a way of life for those that follow it and is

based upon a “spiritual awakening” (AA, 2001 pp567-9). The twelfth step of the progamme

states that adherents “should follow these principals in all our affairs” (AA, 2001 p. 60) and AA

states explicitly that the programme applies to the workplace (AA, 1953 pp115-6).

Alcohol is associated traditionally with serious workplace related problems — the Institute

of Alcohol Studies (2008 pp3-7) cited that chronic drinkers are at risk of higher unemployment,

with up to 20,000,000 working days being lost annually due to alcohol-related reduced

employment and at least 58,000 potential working years being lost annually due to premature

Thomas B. Eccles



4 GMCs & 12 Steps Introduction

alcohol related deaths; this thesis offers another view of the alcoholic in recovery who not only
functions well at work but might perform better in a management role than others owing to AA’s
12 Steps. The conclusion of this research suggests that the 12 Step programme is not just a

design for living (AA, 2001 p. 24) but also a design for managing.

Wilson had some experience of management initially in the US Army; at the end of World
War |, he became an officer and, during the biopic (Petrie, 1989), he says of leading others, “I
loved it”. It is doubtful, however, that Smith was a good manager prior to his recovery from
alcoholism; in the early days of his army career he showed enough promise to earn promotion,
but any leadership potential declined as his illness increased. In civilian life, whilst he was a top
performer in the recruitment tests for Thomas Edison (Cheever, 2005) he was unable to hold
down employment. In the film based on his autobiographic writings, he is portrayed as
somebody who suffered from narcissism, machiavellianism, megalomania and immature
ambition. During a particularly powerful monologue, Wilson attributes the source of such
conditions to being “full of fear all my life” and “scared of everything” (Petrie, 1989). Such fear

and efficacious management do not mix.

The literature on managerial competency frameworks frequently comments on overlap
between leadership, management and supervision and suggests that the concept of management
is common to each of these strata (Boyatzis, 2008; Burgoyne et al., 2004; Campion, Fink,
Ruggeberg, Carr, Phillips and Odman, 2011; Robertson, 2006): managerial competencies are
required at all levels of leadership and leadership —as its own individual competency - is required
at all levels of management. The semantics of this pluralism are explored in the next chapter.
Irrespective, the importance of effective managers is undeniable for organisational success

(Barber, Hayday and Bevan, 1999; Cockerill, 1993; Rucci, Kirm and Quinn, 1998). In
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consideration of academic research into management, the business psychologist Robert Hogan
(2012 p.106) raises a stark generalisation about research into the importance of management by
observing that irrespective of where the study is done, when it was done and what sort of
managers are studied: “the results are always the same: about 75% of the workforces surveyed
will say that the worst single aspect of their job, the most stressful aspect of their job, is their
immediate supervisor”. This research asks whether the spiritually-led performance of the AA
participant manager can ameliorate Hogan’s damning finding by influencing the way they enact
general management competencies. Gockel (2004 p. 4) posited that “examining the potential
lessons that can be learned from applying spiritual principles to workplace practice has become
an increasingly popular trend in business management circles over the last 10 years”. This trend
may be increasingly relevant owing to the global financial crises of 2007 (Shiller, 2008) as more
people are searching for spiritual meaning in context of the work experience (BBC News, 2009;

The Economist, 2011).

1.1.3. Research parameters. The aim of this research is to examine how managers who
follow the spiritual 12 Step programme of AA apply it in their organisational role. To this end,
the thesis sets out to establish the validity, conditions and practical implications of the 12 Steps
(AA, 2001) on general managerial competencies (New, 1996). The specific objectives are to:
examine the fundamental concepts of AA’s (2001) 12 Steps and management competencies;
explore the concept and definitions of spiritual intelligence (SI) (Zohar, 1997) at work and
associated competencies; ascertain and establish any commonality in the definitions of
spirituality in context of both the spiritual 12 Step programme of AA and the concept of Sl and,
finally, the objectives try to establish whether the 12 Step programme of AA applied at work is
related to other concepts of management found in the field of business psychology — the

overarching academic field of this thesis. The Association of Business Psychologists defines this
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field as ‘the use of psychology to achieve effective and sustainable performance for

organisations and people at work’ (ABP, 2013).

In order to unravel factors surrounding these driving objectives, the breadth of the
literature review has necessarily been extensive. This literature review covers:
o the origin of, and influences on, the 12 steps

o the efficacy of the 12 steps

o the concept of SI
o spirituality at work including spiritual leadership
o management competencies.

In turn the literature has revealed outstanding research questions that have guided the
research process: specifically, the interrogation has sought to identify the nature of the
relationships between the 12 Steps of AA and general management competencies (New, 1996);
qualify the relationship between the 12 Steps of AA and the concept of Sl and how the 12 Steps
can be applied usefully in the management role. To this end, the epistemology, ontology and
methodology have created a qualitatively-led, mixed method framework that honours the
research. The ensuing methods include:

o Interpretative Phenomenological Analysis (IPA) (Smith, 1996) to allow the participants to
explain the relationship between the 12 Steps and their managerial function

o The Integrated Spiritual Intelligence Scale (ISIS) (Amram and Dryer, 2008) to contrast the
sample of AA participant managers with 4 other existing relevant norms

o Workplace Observation (Lucia and Lepsinger, 1999) to consolidate the sample’s approach

to their daily managerial role.
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In order to explore the meaning of the different constructs considered in these questions
and subsequent methodology, Interpretative Phenomenological Analysis (Smith, 1996) has been
used as the main research method and subsequent language for discussion. Whenever possible,
the research sample’s idiosyncratic words are used for 2 reasons — firstly, to help generate new
knowledge about spiritual issues that psychology currently struggles to do (Ecklund and
Scheitle, 2007) and, secondly, if academia is to meet the Research Excellence Framework’s
(2013) demand for more accessible texts and wider application of academic research to society at
large from 2014, idiographic human stories need to be used more to transcend the limitations of

access generated by academic language.

To accommodate this academic position and in trying to locate a clear epistemological
grounding for this research, the 12 Step programme has philosophical primacy and has been
referred to in order to inform academic decisions: it is posited in the thesis that AA is a social
construction and that Smith himself was a gatherer of ideas — a “bricoleur’ (Levi-Strauss, 1966).
To this end, the self-defined terms of ‘alcoholic’ and ‘alcoholism’ are used in this dissertation as
this terminology is interwoven with the construct of the 12 Step programme. However, it is
noted that academic language relating to alcoholism is inconsistent owing to the variety of fields
studying the subject: at times, alcohol, addiction and drug dependency vocabulary may be used
in different academic context and, as a rule, in order to be clear and maintain integrity, the
specific term used in each paragraph of this thesis will respect the source of any referencing in
that paragraph or section (for example, if the term “addiction’ is used in the specific piece of
literature being referred to from the Journal of Addiction Medicine, then the term ‘addiction’
may be used in context of that reference). Within this text, the term ‘AA participant managers’
refers to the research sample of 25 organisational managers who follow the 12 Steps. In working

with this sample of managers, the use of pseudonyms is deployed to protect anonymity and yet
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allow exploration. In addition to Table 1.1. detailing the 12 Steps (AA, 2001 p. 56) and Table
1.2: New’s (1996) general management competencies framework, the reader should note that
from this point forward the abbreviations of AA (Alcoholics Anonymous) and GMCs (New’s

1996 general management competencies) are used.

1.1.4. The findings. The findings of the research challenged some of the pre-thesis
assumptions. Specifically, the sample performed differently in the spiritual intelligence test than
was expected in comparison to existing norms. Meanwhile, the IPA provided strong testament
to the primacy of spirituality in the organisational lives of the sample and identified the
phenomena effecting their spirituality at work and the inherent psychological factors involved.
Whilst corroborating the findings of the IPA, the Workplace Observations revealed also
limitations of the 12 Step programme at work. The research also raises concerns about spiritual
intelligence constructs as they stand - developed by the likes of King (2008) , Zohar and
Marshall (2000) and Amran and Dryer (2008); the use of the latters’ ISIS research method was
found to have important limitations as a tool for the stated objectives. Even so, spirituality is
demonstrably real to all of the AA participant managers who explain the positive impact of the
programme on their management function. The AA programme promotes conscientious

management and facilitates the GMCs as stated in the conclusion chapter.

1.1.5. Assumptions and limitations of the thesis. Before commencing the academic
journey, it is important to state any pre-thesis assumptions associated with the sample, relevant
academic fields, inherent concepts and the data collected for research. These assumptions are:

e the 12 step spiritual programme of AA brings about personal change in values, attitudes and
behaviour for those that follow the Steps

e these changes can be qualified and, to an extent, measured by identifying key phenomena
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e GMC frameworks describe effectively key management attributes and can be generalised to
all management roles

e the research methods used in this thesis using self reported measures are valid and reliable

e qualitative measures and complementary quantitative research in an overarching social
constructionist epistemology will explore effectively the identified research questions

e the management positions held by the sample of AA participant managers are representative

of management roles in organisations.

Accompanying these a priori assumptions, a range of limitations have been identified and
considered in both the methodology and the findings. These include possible academic
restrictions caused the nature of the sample such as anonymity at work, epistemological and
ontological caveats relating to qualitative and quantitative perspectives, issues emerging from the
methods deployed such as the use of self reported measures and the reflexive limitations of the
researcher (such as their interpretation of phenomenological data). As with any competent
doctoral process, it is hoped that the support of appropriate supervision has both helped to reveal

these limitations and accommodate them appropriately.

1.1.6. The structure of the thesis. This thesis follows established doctoral protocols in its
structure. Following this introduction of the academic playing field, the following chapter
reviews relevant literature and research objectives and questions are then identified. Chapter 3
establishes choices regarding epistemology and ontology; these philosophies are used to launch
the research design of this mixed method qualitatively-led study. The phenomenological
primacy is established before stating the methods used for data generation. This data is then
identified in chapter 4 stating the findings of the IPA, the ISIS results and goes on to describe the

subsequent Workplace Observation outcomes. The definitions of the phenomena used for the
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ensuing academic discussion are explained and the findings also confirm the application of

New’s (1996) GMC framework in context of the sample’s idiosyncratic organisational roles.

From the findings stated in chapter 4, a comprehensive discussion follows a linear
narrative; the discussion chapter specifies the psychological mechanisms and outcomes that are
revealed in the interplay between the 12 Steps and the competencies in question. In turn, these
psychological factors are then considered in context of relevant business psychology concepts
and theories relating to management performance and other literature reviewed in earlier
chapters. Comment on the concept of spiritual intelligence is also made. Chapter 6 concludes
the thesis by discussing the results of the research in terms of its aims and objectives. This
section goes on to summarise the main findings and conclusions to demonstrate academic
contribution made through this research. Areas of heuristic value that may inform future

research are also stipulated.

At the outset, it is important to clarify that this research is neither a critical inquiry nor an
empirical positivist experiment into the efficacy of AA. Halfway through the film about Bill
Wilson’s life sees a scene depicting his spiritual awakening (Petrie, 1989). The credibility of
such an experience and its relation to psychology has provided fuel for many academic opinions
explored in this thesis. Wilson explains his spiritual experience to William Silkworth, his
psychiatrist who went on to contribute significantly to AA’s 12 Step programme (AA, 2001 p.
XXV - xxxii). However, in the scene, Silkworth responds to Wilson, “T am a man of science and
can’t pretend to understand such stuff” — notably, he does not question the authenticity nor
efficacy of Wilson’s spiritual experience. It is hoped that the reader will accommodate AA’s
caution about learning reflecting Silkworth’s attitude: nothing prevents learning more than

“contempt prior to investigation” (AA, 2001, p. 568). This thesis is offered in the same spirit.
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1.1.7. Reflexive statement. Finally, to support the call for reflexivity in good academic
practice (Salmon, 2003; Fade, 2004), the author wishes to disclose a familial history of
alcoholism, previous personal problems relating to dependency issues and professional
experience as a business psychologist working in the field of leadership and management
performance. These experiences have helped to motivate this research and inform its
philosophical position - the reader is entitled to consider this in any assessment that they may

make of this work.
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Chapter 2
Literature review
2.1. Origins of AA’s 12 Step programme
This literature review explores historical, hermeneutical and scientific research around the
influences on AA and its 12 Step programme, the psychological concept of spiritual intelligence
(SI) and the organisational competencies associated with the role of the manager. Each of these
academic fields utilises unique definitions and systemic approaches and, where accountable, the

language of each field used in research is adhered to.

In order to justify epistemological choices made in the next chapter, it is essential to lay the
foundations of social constructionism by establishing the origin of AA’s 12 Steps in the story of
Bill Wilson. This foundation can be traced through the story of this co-founder (Kurtz, 1991) as
explored in the biographies of Thomsen (1975), Hartigan (2000) and Cheever (2005) and in AA’s
own official publications, such as: Alcoholics Anonymous (2001), AA Comes of Age (1957),
The Twelve Steps and The Twelve Traditions (1953) and Pass It On (1984). All of these AA
publications were penned or edited by Wilson (Kurtz, 1991). Other associated literature, such as

that published by the Hazleden Foundation, is also used to support this review when appropriate.

2.1.1  Bill Wilson’s story (November 26, 1895 — January 24, 1971). In 1934, Bill
Wilson was visited by his friend Ebby, a known alcoholic who had suddenly stopped drinking;
during the visit, the sober alcoholic declared to Wilson that the reason for his sobriety was “well |
don’t need it anymore: I’ve got religion” (Cheever, 2005 p. 264). Wilson’s response was to

question his friend’s sanity and he recalled that “I was aghast” (AA, 1957 pp 58-59).

Earlier in 1931, another alcoholic, Rowland, who had attempted virtually every other cure

available, went to Switzerland to visit Carl Jung (AA, 2001). Jung worked with Rowland for
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nearly a year to help him recover from his alcoholism and the patient subsequently returned to
America. However, he relapsed into alcoholism and returned to the care of Jung. At this stage,
Jung concluded 2 points: firstly, that the alcoholic was hopeless in terms of psychiatric treatment
and, secondly, the acknowledgement that the only hope for the alcoholic would be “a spiritual or
religious experience - in short a genuine conversion” (Jung, 1961). Jung’s troubled patient went
on to find sobriety as a result of such a spiritual experience (Kurtz, 1991 p. 9). Rowland found
this by joining The Oxford Group, an evangelical movement that “placed a large emphasis upon
the principles of self survey, confession, restitution, and the giving of oneself in service to others”

(Wilson, 1961).

The 2 recovering alcoholics mentioned so far, Rowland and Ebby, were friends and the
former introduced the latter to The Oxford Group. Ebby found friendship and fellowship there
and, on the strength of his new faith and sobriety, he went to visit his old school friend and
chronic alcoholic Bill Wilson. This is where the Wilson story of creating AA began (Kurtz,

1991 p.11).

Wilson was not brought up a religious boy (Thomsen, 1975 pp12-15, 340); the word
religion apparently troubled Wilson deeply (Kurtz, 1991). Thomsen (1975) and Cheever (2005)
both explored the origins of Wilson’s own deep emotional and mental unrest and suggest this
may have been connected to his subsequent alcoholism. The roots of Wilson’s unrest can be
linked with the abandonment of Wilson and his mother by his father; Wilson apparently found
release from his turbulent emotional states through alcohol, which relieved Wilson from the
uncomfortable feeling that “all his life he had been living in chains” (Thomsen, 1975 pp106, 162-

3). Itis this condition that Wilson believes fuelled his alcoholism.

Wilson’s own treatment for alcoholism came are under Dr. William Duncan Silkworth
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(1873-1951), a neuropsychiatrist (AA, 1957 p. 52; AA 2001 p. xvi). Silkworth was progressive
in that he genuinely acknowledged alcoholism as an illness, not a criminal act; like Jung before,

Silkworth also found the treatment of alcoholism hopeless (Cheever, 2005 p. 131).

When Ebby made that key visit to Wilson, he was not evangelical about his newfound faith.
Wilson recalled that Ebby quietly explained some things about The Oxford Group - the fact that
it was non denominational, the importance of taking stock of one’s behaviour, confessing one’s
sins and the willingness to make restitution. Most importantly with regard to the subsequent 12
Steps, Ebby explained that one could choose one’s own concept of God - Ebby’s concept of
which was revealed in his use the terms “another power” and a “Higher Power” (AA, 2001 p.

12). Ebby described a new peace of mind and serenity resulting from this spiritual position.

Ultimately, Wilson was challenged by Ebby to address his alcoholism by attending a
forthcoming Oxford Group meeting at Calvary Church Bowery Mission (Kurtz, 1991 p.18).
Wilson agreed, not out of any religious epiphany, but out of his enquiring mind (Thomsen, 1975
p. 211). Wilson attended The Oxford Group meeting. Wilson had been drinking and concluded
that the people at the meeting were similar to him in the way that they drank and that they
“weren’t bad fellows” (Thomsen, 1975 p. 215). However, the most remarkable thing was that
Wilson, the next day at home, realised that he had not wanted a drink on his way back from the
meeting. On this realisation, he conceived a plan to save hopeless alcoholics and asked his friend
Ebby to confirm his formula — “realise you are licked, admit it, and get willing to turn your life
over to the care of God” (Kurtz, 1991 p. 19). This demand for surrender is expressed clearly in

Step 1 of AA’s programme (See Table 1.1. on page 2 of this thesis).

After a subsequent relapse, however, Wilson was again admitted to the care of Silkworth
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and, in desperation, Wilson sought at a profound level the help of ‘a God of his understanding’
and he experienced an immediate spiritual event. It is at this stage that Wilson’s compulsion to
drink was removed and he began to experience “happiness, peace and usefulness” (AA, 2001 p.

8).

2.1.2 William James - the father of modern psychology. Ebby also gave Wilson a
copy of the William James’ book, ‘The Varieties of Religious Experiences’ (1902). Wilson later
claimed that it is from this book that he understood what is meant by spiritual experiences and the
fact that they could transform people. The philosopher and psychologist William James (1902)
observed that most people who had experienced spiritual experiences had done so from a
common place of pain, suffering, calamity, hopelessness and deflation at depth — what became to
be known in AA as ‘hitting rock bottom’. He also observed that those experiencing these matters

did so from a different understanding of the word God with all its connotations.

According to Kurtz, (1991 p. 24), Wilson also found in James a pluralist who could tolerate
diversity in defining the term God, combining philosophy and religion with the social sciences
and the field of medicine. This pragmatic pluralism became a foundation of AA, which states
that it does not have a monopoly on God (AA, 2001 p. 95) nor the treatment of the alcoholic

(AA, 1957 p. 188-192; AA, 2001 p. Xxi).

James had an intellectual fascination with religion whilst remaining personally agnostic
(Collicutt, 2011). He raised epistemological and ontological questions which still have a
contemporary relevance as shall be explored in this thesis:

e what is the relationship between institutionalised religion and personal spirituality?
e what is the difference between functional religion and dysfunctional religion?

e how can empirical psychology avoid philosophical reductionism?
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e s religion an area of human behaviour just like any other that can be studied with the usual
scientific methods and theories or does it require a special approach?

e s religion universal or local or both?

James’ text (1902) helped Wilson identify common themes running through his associates and

himself who were starting to succeed in recovering from alcoholism. Notably, James observed

the spiritual experiences of those facing deflation at depth; this observation was also supported by

Jung ‘s theory (Cheever, 2005 p. 243) about hopeless patients needing a spiritual experience or

conversion to help overcome their conditions. The Oxford Group’s religious protocols were

congruent with these beliefs.

Wilson also identified the power of peer-to-peer support in aiding recovery. Ebby,
Rowland and Wilson were all working with, and on, each other in a supportive manner, alcoholic
to alcoholic. This ‘carrying the message’ element featured when Wilson travelled to Akron on
business and he was asked by another member of The Oxford Group to help a certain Bob Smith
- a prominent Akron surgeon and “hopeless alcoholic” (Cheever, 2005 p. 134). Wilson did
indeed meet with Smith and, through telling Smith his own story of recovery, Wilson convinced
the surgeon that he (i.e. Wilson) was a fellow alcoholic. Wilson went on to explain to Smith the
basis of his recovery (AA, 2001 p. 179). Smith reciprocated and explained his own plight and it
is through this mutual exchange that Smith also began his own journey to sobriety, which led to
the establishment of AA’s Akron group. This mutual exchange and support - alcoholic to
alcoholic - was seen also as essential for credibility of what could have seemed a spurious
religious programme (AA, 2001). The next day was June 10th, 1935 and Smith had his last drink
on this day, the official foundation date of AA: a movement based on a “composite of many

fundamental principles of medicine, psychiatry, religion” (Kurtz, 1991 p. 314).
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2.1.3. The Oxford Group - laying the foundations of the 12 Steps. The Oxford Group
was a non denominational, theologically conservative, evangelical movement that attempted to
recapture the impetus and spirit of what its members understood to be early christianity (Cheever,
2005 p. 129). Initially referred to as The First Century Christian Fellowship, its popularity
peaked in the late twenties and early thirties and by 1938 it was known as Moral Re-Armament.
It was founded by Frank Buchman in 1921 (Pittman, 1997 p. xii), a Pennsylvanian Lutheran
minister who himself had been greatly influenced by the evangelist Dwight L. Moody (Clarke,
1951). The Oxford Group subscribed to 6 Basic Assumptions (Pittman, 1997) which can later be
seen as paralleled through AA’s 12 Steps:

I.  men are sinners
ii.  men can be changed
iii.  confession is prerequisite to change
iv.  the changed soul has direct access to God
v.  the age of miracles has returned

vi.  those who have been changed must change others.

The Oxford Group did not define itself as a religion (Layman with a Notebook, 1933 p. 19).
It was a group of individuals from all walks of life who had surrendered their life to God. Their
spiritual aim was to follow a life seeking God's guidance and to carry their message to others so
that they could also subscribe to this way of life. This lack of official structure and organisation

united social activities with religion with no defined leadership — a structure adopted by AA.

The movement‘s protocols are cited explicitly under the 6 Basic Assumptions and 2 further
constructs: the 4 Absolutes and the 5 ‘Cs’ (Pittman, 1997). The 4 Absolutes of Absolute
Honesty, Absolute Purity, Absolute Unselfishness and Absolute Love were the moral foundations

of The Oxford Group: Buchman adopted these standards through his own mentor Robert E. Speer
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and his book, "the Principles of Jesus" (1902). The 5 ‘Cs’ consisted of Confidence, Confession,
Conviction, Conversion, and Continuance: Confidence as required for the credibility of the
individual follower as a role model, Confession required admission of sin, Conviction required a
willingness to change, leading ultimately to Conversion to God’s way of life. Continuance called

for the attraction of other converts (Pittman, 1997).

2.1.4. Spiritual practices and principles of the 12 Steps. The Oxford Group’s spiritual
practices included the following elements (Layman With A Notebook, 1933 p. 9): the sharing of
sins with another follower; the act of surrender of life into God's care; restitution to all who had
been harmed by previous behaviours in order to right any wrongs done (sometimes in public) and
listening for God's guidance, and carrying it out. This seeking and following God’s guidance

required mediation, reflection and the recording of any guidance from God.

However, the principle of anonymity in AA was born out of the rejection of the additional
requirement of The Oxford Group members to bear witness, publicly declaring directions from
God, and the Group’s desire to convert leading public figures (Kurtz, 1991 p. 44). This inferred
requirement by The Oxford Group - to sacrifice personal identity for world conversion - led to
key developments for the fledgling organisation of AA — firstly it stimulated the philosophy of
anonymity in order to protect the ‘sick’ alcoholic from public shame and, secondly, it caused
Wilson and his early associates to split from The Oxford Group and meet on their own terms in
1937 — basically as AA for the first time. This split was fuelled also by the requirement of the 4
Absolutes, the term alone appearing to challenge suffering alcoholics. Along with Wilson’s and
Smith’s new understanding of the need for alcoholics to work with alcoholics, the split was
eventually triggered by Wilson’s perception that The Oxford Group was about to be criticised by
the Pope, which would deter Catholic alcoholics whom Wilson wanted to include in his pluralist

philosophy (Kurtz, 1991 pp50-55).
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The Oxford Group is universally regarded as the most influential organisation on the new
AA (AA, 1957; Clark, 1951; Cheever, 2005; Hartigan, 2000; Pittman, 1997; Kurtz, 1991).
Through the work of Smith in Akron, until the agreed split from The Oxford Group, his local
meetings continued to meet under the name of the Alcoholic Squadron of The Oxford Group

(Kurtz, 1991).

2.1.5. Links to St Ignatius Loyola. Wilson was also influenced - both hermeneutically
and directly - in his conceiving the 12 Step programme by the teachings of Saint Ignatius Loyola.
Father Ed Dowling, a Jesuit priest from St. Louis who befriended Wilson, counselled him about
spiritual matters. Dowling wrote about the parallels between the teachings of St Ignatius and
AA’s 12 Steps (See Kurtz, 1991 pp46-48). He also participated in Wilson’s own recovery, acting
as confessor and counsellor; he influenced Wilson’s religious scepticism and pluralism when he
explained “if you can name it, it’s not God” (Kurtz, 1991 pp98-9). Dowling’s influence on
Wilson was established before the writing of AA’s publication, The Twelve Steps and The
Twelve Traditions (1953), which expanded upon the philosophies underpinning these principles

and guidelines.

Saint Ignatius (1491 — 1556) founded the Society of Jesus — more commonly known as the
Jesuit Order. The Book of Spiritual Exercises (The Catholic Encyclopaedia, 2011) originated
through Ignatius' conversion experiences. The exercises are a very succinct form of instruction
written for a priest to facilitate an exercitant. Undertaking the spiritual exercises, the exercitant
is guided through meditations focusing on sin and its consequences and a certain number of
instructions are added to teach the exercitant how to pray, how to avoid scruples and how to
elect a vocation in life without being swayed by the love of self or of the world. The Catholic
Encyclopaedia (2011) claims that the “experiences and exercises are practically impossible to

understand without experiencing them”. This experiential criterion is important to note for 2
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reasons — firstly, it is mirrored in the philosophical foundation of AA’s fellowship which
emphasises alcoholic to alcoholic support during recovery and, secondly, it has epistemological
and ontological implications when researching spirituality. This is considered in the next

chapter.

It is possible to see similarities in the protocols of The Oxford Group and the 12 Step
progamme, as observed by Dowling (Kurtz, 1991 pp46-48); confession (as explored in AA’s
Steps 4, 5, 6, 7), abstinence (Step 1), the quest for peace (Step 11) and commitment to following
a prescribed programme (Step 12). The historical timing of Dowling’s involvement with AA —
subsequent to the 12 Step formulation process - would suggest that the influence of St. Ignatius is
most evident in The Oxford Group’s own christian influences and in the book explaining the

interpretation of AA’s programme, The Twelve Steps and The Twelve Traditions (AA, 1953).

2.1.6. Central philosophies of AA. Following the AA position that the alcoholic is
hopeless, totally deflated, requiring conversion and needing others, Kurtz anti-plagiarises Wilson
in his first meeting with Smith (Kurtz, 1991 pp35-36), summarizing the outcome of the AA

programme:

You, a drinking alcoholic are not God, as I, a drinking alcoholic was not God.
And I am not God even now, as a sober alcoholic. | still need others, but now |
need them because | have something to give. Precisely because | accept my
alcoholism, my weakness, my limitation, | have found that | have something to
give — something to give from that very limitation. Thus | am also not-God: |
am someone. | am one who finds that the invitation to wholeness, the
opportunity for it, arises from the very weakness of my limitation. And for the
alcoholic, Bob, that is the meaning of sobriety and of life.
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In this creative passage, one may see the relationship to the concept of original sin, human
fallibility and imperfection — Wilson embraced these as fundamental to the AA philosophy. Only
by acknowledgement of personal human limitation can one be whole (by realising that one is not
whole). The AA journey moves the alcoholic to recovery from self-centred narcissistic
destruction that AA sees as the source of alcoholism, writing “...selfishness - self centredness!
That, we think, is the root of our troubles...the alcoholic is an extreme example of self will run

riot...” (AA, 2001 p. 62).

The spiritual experiences described in this thesis expose continuing confusion through
association with the word ‘religion’, which may provoke many different responses from the
reader depending on their own values. Where there is consensus, is that the spirituality promoted
by AA, Jung, Silkworth, James and Wilson revolved around the perception that human life has
ultimate meaning and that there is an omnipotent creative power beyond human beings. By
surrendering to this ‘Higher Power’ and transcending oneself and one’s illness, by focusing on
serving others, the alcoholic would find health and wellbeing. This element of the programme is

expressed in Steps 2 and 3 of AA’s programme.

Anecdotally within the open meetings of the AA fellowship observed for this research,
followers are keen to point out the difference between religion and spirituality from AA’s own
idiosyncratic perspective: ‘religion is for those people who want to avoid hell; spirituality is for
those that have been there’. Clearly The Oxford Group, with its first century Christian
foundation and its use of Bible readings, was a religious organisation and was associated with
early meetings of alcoholics seeking sobriety. However, it should be noted that the secular 12
Step programme of AA makes no mention of Christ and nor does it mention The Crucifixion in

any of its literature.
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Specifically, The Oxford Universal Dictionary (1981) defines ‘religion’ as:

A particular system of faith and worship. Recognition on the part of man (sic)
of some higher unseen power as having control of his (sic) destiny, and as being
entitled to obedience, reverence and worship; the general mental and moral
attitude resulting from this belief, with reference to its effect upon the
individual or the community; personal or general acceptance of this feeling as a

standard of spiritual and practical life.

Spirituality, on the other hand, is defined within AA as understanding that one’s life has
meaning beyond the cognitive and emotional and physical planes of existence (AA, 2001 pp567-
568). It has a pluralistic meaning that is almost agnostic in that, certainly within the fellowship
of AA, a post modern approach to defining spirituality by the individual is not only tolerated but
encouraged for the individual alcoholic to own their personal journey of recovery. The common
use of the word God in the history of mankind to define the power that has created the universe
(and human beings within that universe) is hugely problematic, contentious and even offensive to
both the philosopher and the ardent follower of a specific religious faith. Indeed, this is why
Wilson and Smith, in the development of the 12 Steps, accommodated these contentions and
promoted pluralistic tolerance within the wording of Steps 3 and 11 by adding caveats after the
word God, such as “as you understand Him” (see Table 1.1. on page 2 of this thesis). They
further encourage this acknowledgement of “a power greater than ourselves” by suggesting that
atheists could, for example, even elect AA itself as a temporary “Higher Power” (see AA, 2001

pp44-57) until their spirituality developed as the result of undertaking the 12 Steps.

Whether AA is a spiritual programme founded upon religious practice is not the focus of
this thesis. However, through the biographical and hermeneutical approaches of the literature

(Cheever, 2005; Jung, 1961; Kurtz, 1991; Thomsen, 1975) there are clear religious references to
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piety and despair in hitting ‘rock bottom’ and also salvation and hope in turning oneself over to
the care of a Higher Power. There is also an evangelical element in Step 12 through taking the
message to other alcoholics (AA, 1953 p. 109) - a missionary task. Sensitive to the negative
associations with formal religious denominations, Wilson was fastidious in not allowing
organised religions to put off potential members and this is demonstrated in the chapter “We
Agnostics” (AA, 2001 pp44-57) and the inclusion of a considered definition of spirituality in the

book, Alcoholics Anonymous (AA, 2001 pp567-568: see Appendix A p.II)

In spite of AA’s insistence that it was a spiritual, not a religious programme, a significant
number of journalists, sociologists, psychiatrists and psychologists amongst others criticised the
programme for religiosity with headlines such as “Alcoholics and God” in Liberty Magazine
(Oursler, 1939). This caused a sense of frustration within the fellowship; Wilson believed that
traditional systems of theology — churches and denominations (that had defined alcoholism as
sin) — did not work, whereby a spiritual emphasis did. AA deliberately clarified its process of
recovery as “a spiritual programme” (AA, 2001 p. 85) so as to distance itself from religiosity.
The fact that God or a Higher Power was central to this process is never denied within the

literature; AA is indubitably theistic.

2.1.7. The 12 Step programme of recovery. By November 1937 the AA programme of
recovery was taking shape and an outline of the 12 Steps was emerging. The writing of the book
‘Alcoholics Anonymous’ included the chapter “How It Works” (AA, 2001 pp58-71) that sought
to define the programme and its elements of surrender, salvation, discipline, support, sobriety and

maintenance by helping others.

The fledgling AA group had agreed to write this book explaining the programme in order to

reach more suffering alcoholics and generate income for the organisation. Quite simply, the first
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anonymous alcoholics were convinced from their own testament that the programme worked and,
as part of that programme, they needed to make it accessible to other suffering alcoholics.
According to the publication, AA Comes of Age (1957), Wilson set about writing out the
programme of recovery as it emerged through early successes with the initial 100 alcoholics. As
he drafted chapters, he would he would run drafts past those present at his weekly meetings at his
Brooklyn home and send them to Smith for his Akronites’ consideration (Kurtz, 1991 p. 32).

Wilson and the early AA groups initially agreed 6 Steps as outlined in Table 2.1.

Table 2.1. The original 6 Steps

i.  We admitted that we were licked, that we were powerless over alcohol
ii.  We made an inventory of our defects or sins
iii.  We confessed or shared our shortcomings with another person in confidence
iv.  We made restitution to all those we had harmed by our drinking
v.  We try to help other alcoholics, with no thought of reward and money or prestige

vi.  We pray to whatever God we thought there was for power to practice these precepts.

Wilson concluded that these draft Steps were too reminiscent of The Oxford Group
philosophy; he was concerned that they would be counterproductive to the recovery of alcoholics,
being seen as extreme and absolute. He was also concerned about the vagueness in his
description of the Steps which the rationalising alcoholic could evade (Kurtz, 1991 p. 69). He
therefore set out immediately to write a more detailed explanation of the Steps. He also
considered very carefully the use of the word God so as not to alienate other denominations,
atheists, agnostics or those still close to The Oxford Group in Akron. The 12 Steps were

published in the book Alcoholics Anonymous in 1939 (see Table 1.1. page 2 of this thesis).
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2.1.8.  Historical context of AA. It is worth noting the American social context at this
time which sets AA’s foundation in a post modern context (albeit with pre-modern connotations),
as well as explaining its social constructionist origins. Modern American society was based on
puritanical Christianity that had merged with evangelical traditions (Cheever, 2005 pp121-122).
Multiculturalism was established. Prohibition had failed, the great economic crash of 1929 had
occurred with the following depression of the 1930s, which Wilson’s own story exemplifies (AA,
2001 pp1-16). Kurtz (1991) argued that this depression was anti Wall Street (capitalist) and
logically opened up society to religious and spiritual group membership and the growth of such
groups. (Interestingly, this situation may be being witnessed at the time of writing this thesis in
context of the global financial crisis 2007 (Shiller, 2008) and the ensuing search for meaning at

work by individuals (The Economist, 2011). This is explored shortly).

When the book “Alcoholics Anonymous” was published in 1939, there were predictably
mixed comments on the medical, religious, psychological and societal implications of the
programme. The medical profession gave a mixed response: the Journal of Nervous and Mental
Diseases (1940) accused the book of being “big in the words” and a most scathing review
appeared to in The Journal of the American Medical Association (1939) which concluded “the
book has no scientific merit or interest”. The renowned psychiatrist, James Howard , offered
supportive suggestions of good practice in the treatment of alcoholics which aligned with
Wilson’s way of thinking (by changing language to be more inviting rather than dictatorial — see
Kurtz, 1991 p. 75). The Catholic church, through the New York archdiocese, praised the
programme. The popular press at the time were more divided; a series of articles in the
Cleveland newspaper, “The Plain Dealer”, approved of the programme and its offer of hope to
the hopeless drunk (Thomsen, 1975 p. 291 and p.321), whilst Liberty Magazine’s lead article
focused on a strong religious narrative throughout their item (Oursler, 1939) much to the

annoyance of Wilson. The New York Times (1939), however, favourably reviewed the book

Thomas B. Eccles



GMCs & 12 Steps Literature Review 26

saying that it had more to do with psychology than religion. The Washington Post also reported
positively on the successes of the new programme (Kurtz, 1991 p. 91). As a result of the press
coverage and the early success of the programme, AA began to grow. The literature reviewed
provides many reasons for this expansion — both geographically and in terms of generalisability
to other related dependency issues. Specifically, the literature collectively credits the expansion

of the 12 Step programme to the following synchronistic reasons in Table 2.2.

Table 2.2. Reasons for expansion of the 12 Step programme

a) It worked (Mclntire, 2000)

b) It came after the failed temperance movement of the 1920s (Kurtz, 1991 pp228-230)

c¢) It was born during the depression of 1930s (Cheever, 2005 p. 106)

d) Itwas born in America — the first modern democracy (Thomsen, 1975 p. 37)

e) It reflected American contemporary religious development including the pietist influence
of humility, a salvationist approach of overcoming alcoholism, the evangelical approach
of Step 12 and a secular philosophy (Kurtz 1991 p. 179).

f) The programme was exported abroad through World War 2 (Alcoholics Anonymous,
1975 pp26-27; Kurtz, 1991 p. 162)

g) AA won the American Public Health Association Lasker Award (AA, 1957)

h) The Saturday Evening Post’s (Alexander, 1941) favourable review of AA boosted
membership

i) The Yale Plan for Alcohol Studies adopted AA’s diagnosis of alcoholism as an ‘illness’
and the possibility of recovery (Kurtz, 1991 pp117-8)

J) The Lost Weekend film of 1945 depicted the plight of alcoholics (Cheever, 2005 p. 185)

k) The pill cultures of the 1950s and ‘60s led the organisation to offering its 12 Step
programme to be adapted freely to help other addicts (Kurtz, 1991 p. 116).

2.1.9. The efficacy of the 12 Steps. AA has a current worldwide membership of nearly 2
million people, with over 100 thousand local groups and has sold 25 million copies of its

principal publication (AA, 2013). The efficacy of AA and its 12 Step programme has attracted
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much interdisciplinary research and debate in many academic fields (Slaymaker, 2009; Kelly et
al., 2009). AA predicts that following the programme to the best of one’s ability will result in a
series of outcomes described poetically rather than scientifically in the AA Promises (AA, 2001
pp83-84 — see Appendix B p.111) and these outcomes include a sense of freedom, happiness,

intuition, serenity, the removal of fear and a changed outlook.

2.1.9.1. How do the 12 Steps enable recovery? In 1953, Wilson expanded upon and
consolidated the AA programme and fellowship in the book, “The Twelve Steps and Twelve
Traditions”. The 12 Traditions were created in order to advise the autonomous local AA groups
on how to behave within the philosophy of AA in order to protect the efficacy of the programme

(Cheever, 2005 p. 179).

Whilst AA does not give a definition of the term ‘alcoholic’, the 12 Step programme
helped develop a new concept of the word ‘sobriety’. This is best explained by exploring the
difference between being merely ‘dry’ — whereby an individual does not drink but still suffers the
emotional, mental, spiritual and physical malaise of alcoholism, and being truly ‘sober’, which
entailed a new way of life by following the 12 Step programme. The programme enables
recovery as it overcomes the characteristic alcoholic behaviours of “big-shot ism”,

“resentments”, “arrogance” and “deceit” (AA, 1953 pp43-55).

The particular emphasis of the programme was on the alcoholic continually living from a
point of rock bottom; that the alcoholic was always an alcoholic who had experienced total
deflation. This continual state of being powerless encouraged the recovering alcoholic to focus
on a daily reprieve from alcoholism, never assuming themselves to be recovered fully. The key
to the alternative, 12 Step way of life, Wilson repeatedly explains, is humility; he specified: “the

attainment of greater humility is the foundation principle of each of AA’s 12 Steps” (See Step 7,
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AA 1953 pp71-78). Wilson used the phrase in context of the humility to surrender to
powerlessness over alcohol, to acknowledge human failings and original sin, and this concept is

explored thoroughly throughout the Steps.

In context of the entire programme, humility sits amongst a variety of key concepts which

are interpreted hermeneutically by Pittman (1997 p. xii) as listed in Table 2.3.

Table 2.3. Meaning of 12 Steps of Alcoholics Anonymous (Pittman,1997 p.Xl11)

Step Meaning Step Meaning Step Meaning
Step 1 Honesty Step 5 Integrity Step 9 Justice

Step 2 Hope Step 6 Willingness  Step 10 Perseverance
Step 3 Faith Step 7 Humility Step 11 Spirituality
Step 4 Courage Step 8 Love Step 12 Service

These Steps are not practiced only in the linear fashion. Whilst it is acknowledged that
Steps 1, 2 and 3 are the foundation of recovery, from then on the process is less structured. For
example, anecdotally, anonymous alcoholics participating in this doctoral research report on
working on Step 4 (personal behaviour inventory) for many months and, at the same time, Step
10 (daily inventory) can be conducted as a way of reviewing one’s daily life whereas Step 11
promotes a constant tuning into the spiritual programme. Step 12 explicitly suggests that

followers should practice these principles in all affairs, continuously.

It is also worth exploring the use of the pronoun “we” in the wording of the Steps. Having
admitted the need for a greater power in order to recover, the anonymous alcoholic now admits to
a need for others to help them recover. The first word of the Steps is “We” - all those that follow
this programme of recovery and its new way of living are automatically part of a peer support

group. They are part of a fellowship that supports their daily recovery and also encourages them
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to seek advice from a successfully recovering alcoholic (known as a sponsor). The programme
only works in context of this fellowship. Indeed, the programme relies on these other alcoholics
to participate in the Step processes. It is a programme for individuals in a group setting (Kurtz,

1991 p. 218).

By living this programme, AA claims that participants become spiritually aware, on a
metaphysical level, understanding their context and relationship with Creation (see AA, 2001 p.
68). This is also akin to experiencing transcendence — what is defined as “outside or beyond the
limits of ordinary self” (Kurtz, 1991 p. 137). On a practical note, Wilson ensured also that the
alcoholic does not fail too easily in recovery owing to the related symptom of perfectionism (AA,
1953, p. 156) - he repeatedly advises that “we are seeking progress not perfection... we are not
the saints. The point is that we are willing to grow along spiritual lines” (AA, 2001 p. 60). The
unofficial leaflet published by AA of Akron, “Spiritual Milestones”, summarised the causal
mechanisms of recovery facilitated by the 12 Steps as (Kurtz, 1991 p. 235):
¢ eliminate sin from our lives
o develop humility
e constant prayer to God for guidance
e practice charity
e meditate frequently on new found blessings, giving thanks for them.

o take God into our confidence in all our acts

¢ seek the companionship of others who are seeking a spiritual life.

Harry Tiebout, Wilson’s own psychiatrist who had become fascinated by the success of

Wilson in overcoming his alcoholism, went on to observe 4 elements as playing a vital role in the

recovery of the alcoholic using AA’s programme: hitting bottom, surrender, ego reduction and
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maintenance of humility. He wrote about “the act of surrender in the therapeutic process”,
specifically referring to rejection of “the inflated ego... the carryover of infantile traits into adult
life...a feeling of omnipotence™, this definition is taken from Freud’s observation of
psychoanalytical processes originating from “His Majesty, the baby” (Tiebout, 1949). In
addition to these psychological elements, AA explains the facilitative nature of ‘honesty’ in the
12 Step programme in Chapter 5, “How It Works” (AA, 2001 pp58-71); the opening paragraph

explores the philosophical foundation of honesty — “rigorous honesty”.

However, AA’s claims about how the programme works seem to originate in the realms of
amateur psychology and, owing to the infancy of the programme, are rarely supported by any
empirical approaches to understanding the causal mechanisms and resultant outcomes of
following the 12 Steps. In order to do this, research exploring the efficacy of the programme in

facilitating recovery will now be examined.

It is important to clarify that the focii of this thesis are not concerned with proving the
efficacy of AA nor its 12 Steps — its aim is the gathering and analysis of idiosyncratic data about
how individuals following AA’s programme use it in an organisational management position.
However, in order to provide background, context and comparative data, academic research into

the efficacy of the programme is therefore reviewed.

2.1.9.2. Research into the 12 Steps. Exactly how AA achieves beneficial outcomes is not
fully understood (Kelly et al., 2009). Recovering members, treatment professionals and
counsellors have commonly observed a transformative spiritual process produced by working the
12 Step programme (Galanter et al., 2007). Whilst there is a great deal of research into the
efficacy of the 12 Step programme, further scientific research is still needed to understand the

causal mechanisms by which change occurs and produces positive outcomes (Carrico, Gifford
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and Moos, 2007). AA’s 12 Step programme has influenced other 12 Step models that are
labelled under the banner of 12 Step facilitation (Ferri et al., 2006) and these approaches consider

addiction and dependence as both spiritual and medical diseases.

“Determining exactly how AA is helpful to recovery has been a comparatively new line of
enquiry” (Kelly et al., 2009 p.237). There is no consensus on the definition of ‘effectiveness’ in
the research to date — the definitions are subject to the terms of each academic field studying the
AA and its 12 Step programme (Ferri et al., 2006). The criteria for efficacy within the literature
also differs and ranges from length of sobriety, attendance at AA meetings, changes in spiritual
condition and the adaptiveness of the programme to help solve other dependency-related
conditions. As will be explored in this study, AA itself uses multiple definitions of efficacy and
these include the number of years sober (Mclntire, 2000) and the quality of one’s “spiritual

condition” (AA, 2001 p. 85).

Recovering from addictions through the 12 Steps is prolific compared to other forms of
treatments (Room and Greenfield, 1993) and this approach is at least effective as participation in
other approaches such as pharmacological (for example, Antabuse), surgical (for example, deep
brain stimulation), psychological (for example, cognitive behavioural therapy) or a multimodal
approach (for example, rehabilitation centres). Several studies have demonstrated successful
recovery from alcoholism through involvement in 12 Step approaches (Connors, Tonigan and
Miller, 1996 and 2001; Humphreys and Moos, 2001; McKellar, Stewart and Humphreys, 2003;
Tonigan, 2003). However, according to Ferri et al., (2006) and Emrich (1989), studies of 12 Step
facilitation have not produced definitive results of efficacy when assessed in terms of the long-
term prevention of drinking — i.e. sobriety - compared to other treatment programmes. One of the
main challenges for academic research into the effectiveness of AA is the nature of Tradition 12

(AA, 1953 p. 118) which places anonymity at the centre of the programme; arguably, this
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undermines the validity of research because it is not possible to evidence the source of data in
terms of identifying samples and norms, places and dates. Bebbington’s (1976) research into the
efficacy of the programme, noted that the elusiveness of empirical data limited research and
undermined the use of techniques such as placebo groups. Further challenges of researching AA
have been identified by Carrico et al, (2007), who observed that the examination of spirituality
and religiosity is open to a multitude of personal definitions. Research appears to be hampered
further by the inability to conduct research with samples that have left the programme and those
that have resumed drinking. These research challenges pervade still and are considered in

epistemological and ontological terms in the next chapter.

AA itself began to collect statistical data on efficacy via its membership in its triennial
surveys commencing at the General Service Conference in 1968, the last published survey being
2011 (AA, 2011). Early estimates of the effectiveness of the programme cited that “50% recover
at once and remained that way; 25% sobered up after some relapses and among the remainder,
those who stayed with AA showed improvement” (AA, 1955 - Foreword). Mcintire (2000)
looked more closely at these self reported statistics and found that, in the triennial membership
surveys of AA between 1974 to 1990, the effectiveness of the programme was evidenced as:
about 40% of the membership being sober for less than a year will remain sober for another year;
80% of those sober less than 5 years will remain sober and active in the fellowship another year
and 90% of those sober 5 years or more remain sober and active in the fellowship for another
year. However, it is important to note that AA’s definition of effectiveness in these estimates is

length of sobriety.

Defining alcoholism also creates research challenges. Alcohol dependence demonstrates
identifiable symptoms (Ferri et al., 2006 p. 2) and these include: craving, uncontrolled behaviour,

physical dependence including withdrawal symptoms and tolerance of alcohol. The broad
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umbrella of substance abuse is defined as “a cluster of cognitive, behavioural, and psychological
symptoms indicating that the individual continues using a substance despite significance
substance-related problems” (American Psychiatric Association, 2000). There appears to be no
singular cause of dependence on alcohol although several factors have been identified: familial
and genetic factors, psychological attributes such as high anxiety, ongoing depression, conflict
within relationships, low self esteem, and social factors such as availability of alcohol, social
acceptance and promotion of the use of alcohol, peer pressure and demanding lifestyle
(A.D.A.M., 2013). Specifically with regard to familial and genetic factors, Heath et al., (1997)
identified that genetic influence on alcohol dependence is attributed in the ratio of 2:3 to genetic
factors and 1:3 to environmental factors without gender differences. The American Psychiatric
Association (2000) cited also that the illness is up to 4 times higher in relatives of people with

alcohol dependency compared with the general populace.

McLellan, McKay, Forman, Cacciola, and Kemp (2005) argued that addiction needs to be
understood as a chronic illness, with recovery monitored over time in an open-ended manner.
The word recovery in itself creates its own definitional dilemmas for research. The Presidential
Commission on Mental Health in the U.S. (2003 p. 1) defined recovery as “the process in which
people are able to live, work, learn, and participate fully in their communities”. Galanter (2007)
suggests recovery is a subjective positive experience defined by observable behaviours. Gorski
(1986 p. 8) defined recovery as “abstinence plus a full return to biopsychosocial functioning”.
Recovery in AA terms might embrace all these — but it only gives one definition: “recovery from

alcoholism is life itself” (AA, 1953 p. 177).

Numerous studies have found that the 12 Steps programme of AA has a positive impact on
abstinence from substances and on life functioning (Emrick, Tonigan, Montgomery and Little,

1993; Owen et al., 2003; Slaymaker, 2009). Such studies have shown that the approach works
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through increasing social networks, increasing self efficacy and enhancing spiritual development

(Slaymaker, 2009; Kelly et al, 2009). Spirituality is a core component of 12 Step philosophy and

includes the recognition of, willingness to trust, and commitment to maintain a “conscious

contact with a power greater than ourselves” (AA, 2001 p. 59). Findings cited within the

literature include:

o lower levels of spiritual well-being have been observed amongst those with higher alcohol use
and levels of spirituality increase during participation in the 12 step programme (Bliss, 2009)

¢ relapse to drinking has been associated with a drop in Spiritual Index scores (Sterling,
Weinstein and Losardo, 2007)

e practicing Step 11 has been associated with the positive outcomes of reduced stress and
greater coping mechanisms (Carroll, 1993)

e daily spiritual experiences and having a sense of purpose in life correlate with the absence of

heavy drinking at 6 months into recovery (Robinson, Cranford and Webb, 2007).

Ferri et al. (2006) conducted a review of AA and other 12 Step programme trials by
conducting a meta analysis of main academic registers including Central and Medline, EMbass,
CinAHL, PsychiInfo. The study involved 3417 adults of both genders with alcohol dependence
who received 12 Step treatment compared to those receiving no treatment or other non 12 Step
psychological interventions. The aim of the review was to study the effectiveness of 12 Step
related recovery models in reducing alcohol intake, achieving sobriety, staying sober, and - most
importantly for this thesis - improving the quality of life (including working life) of people using
the programme. Its specific objectives included comparing: 12 Step programmes versus i) no
intervention, ii) versus other interventions such as cognitive behavioural therapy, relapse
prevention therapy and motivational enhancement therapy and iii) versus 12 Step programme

variance including those of a non spiritual nature and those led by professionals.
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The review concluded that AA’s 12 Steps help people to accept treatment and to stay in
treatment for longer periods than other approaches. Whilst overall AA was found to be no more
effective than other treatment approaches, it was found to have better abstinence outcomes to a
comparison treatment in small parts of the study. It should be noted, however, that Ferri at al.,
(2006) confirmed limitations in their research such as too many hypotheses being reviewed to
determine which factors predicted successful treatment. The study also does not seem to
comment on a stated aims to explore ‘improved quality of life” offered through the 12 Steps -
which it recommended for further research and there were no revealing data about employment
and work. A further criticism is that Ferri et al.’s (2006) meta analysis of research into AA and
related programmes is flawed because, in its third objective stated above, the authors studied
different variations of the 12 Steps some of which presume that spirituality can be removed from
a 12 Step programme along with the community support network - arguably these variants are
not actually based on AA’s 12 Step programme, which is explicitly “a spiritual programme” for
“a group of men and women who come together to help each other to recover from alcoholism”

(AA, 2001 p. 85).

Other independent studies have provided evidence for the effectiveness of the 12 Step
programme: a meta analysis of outcome studies (Emrich et al., 1993) showed that attendance of
AA meetings is a predictor of improvement and that the number of AA meetings maintained is
also a significant predictor of successful recovery (Humphreys, Moos and Cohen, 1997).
Galanter (2007) posited that promotion of long-term engagement in AA and its spiritually

grounded orientation serve as an important vehicle for sustaining recovery.

There have been several other independent reviews of studies which also failed to specify
causal factors for recovery and produced weak empirical evidence ( Emrich, 1993; Kownacki and

Shadish, 1999; Tonigan, Toscova and Miller, 1995). Ferri etal., (2006 p. 11) concluded, “the

Thomas B. Eccles



GMCs & 12 Steps Literature Review 36

available research seems to be concentrated on prognostic factors associated with assumed
successful treatments rather than on the effectiveness of treatments themselves. Moreover,
further attention should be devoted to quality of life outcomes for patients and their families”.
More specifically, the literature reveals that quality of life issues associated with successful

recovery, such as the ability to work, are an under-researched field.

2.1.9.3. Spirituality and its relevance to recovery from alcoholism. Spirituality is not
generally assessed in studies related to engagement and progress in the treatment of alcoholism
and it is only those studies exploring the spiritual influences of the programme that begin to
explore causal factors associated with successful recovery through AA (Galanter, 2007). The
definition for spirituality chosen by each study impacts upon the subsequent findings and
conclusions (Ferri et al., 2006). For example, dictionary definitions of spirituality include
“relating to or affecting the human spirit or soul as opposed to material or physical things”
(Oxford University Press, 2011) or a more religious definition such as “the quality of involving
deep, often religious, feelings and beliefs, rather than the physical parts of life” (Cambridge
University Press, 2011). Galanter (2007 p. 266) stated that research is further complicated
because the AA model “originated outside the biomedical and academic psychology
communities”; he goes on to explain the programme as a spiritual recovery movement — “one that
affects compliance with its behavioural norms by engaging the recruit in a social system that
promotes new and transcendent meaning in their lives”. If the 12 Steps did not originate from an
empirical model, it raises the argument that positivist research may always have limitations and
that qualitative approaches to generate new knowledge are appropriate. This is considered

further in the next chapter.

This research thesis, unlike other studies to date (for example Emrich et al. 1993; Ferri et

al., 2006) starts from the premise that the programme does work and not whether or how well it
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works. This enables the focus to explore how it impacts upon quality of life issues such as work
and management from the idiosyncratic view of the follower — the AA participant manager. In
this way, this process aims to uncover new knowledge via the research questions stated at the end

of this chapter.

2.1.9.4. The quest for empirical research on the role of spirituality in recovery. “The
desire for some people to self destruct can transcend rational thought and is evident in much
addictive behaviour particularly in the patterns of behaviour grouped under the rubric of
alcoholism” (Poage, Ketzenberger and Olson, 2004 p. 1857). This entering into a different
cognitive dimension appears to challenge positivist academia with its justifiable quest to identify
quantifiable causal mechanisms and variable outcomes. The constructs of spirituality and
religiosity have been associated as key causal factors in the AA 12 Step programme and, in turn,
promote further spiritual and religious experiences (Carrico et al., 2007); specific reasons for this
pathway are unclear as the limited investigations to date have examined related psychosocial
processes. This has meant that whilst spirituality has been of interest to research, mediation

studies are rare (Kelly et al., 2009).

There has been some consensus that alcoholism can only be treated through a multimodal
approach (Wallace, 1992 and Hester and Miller, 1995) and that spirituality is a predictor of a
successful long-term recovery (Connors et al., 1996). Carroll (1991) found significant
correlations between the spirituality of Step 11 (AA, 1953 p. 99) and length of sobriety.
Encouraging recovery through the 12 Step programme, Corrington (1989) reported that those
with higher levels of spirituality had better coping strategies for dealing with stress while Hudson
(1982) earlier found a significant relationship between the levels of spirituality and life

contentment.
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In trying to explore the relevant psychological processes associated with AA’s spiritual
programme further, Poage et al. (2004) explored the relationships among length of sobriety,
spirituality, contentment and stress. They found that spirituality and contentment were positively
related. Length of sobriety was significantly associated with spirituality also. They also found
significant gender differences in these relationships with women experiencing a greater
correlation between spirituality and lower levels of stress — whereas men’s contentment was
related to lower levels of stress (but not for women). Poage et al.’s (2004) study included 8 AA
home groups and used a range of instruments including the Spiritual Assessment Scale (SAS)
which they developed using questions from AA’s literature. Items explored efficacy of attitudes
towards prayer and spiritual practice and approaches to life. Results from the SAS displayed
significant correlations between years sober and spirituality (r = -.527, P<.001). These results
corroborate the findings of Carroll (1991) linking spirituality with sobriety as well as with
Corrington’s (1989) more general conclusions that the more a person was spiritually aware, the
more content they were with their life. Poage et al. (2004) concluded that developing one’s
spirituality is a significant factor in building a better life for people recovering from alcoholism.
However, further inquiry is needed into causal loops within these factors whereby spirituality in

itself may produce contentment that, in turn, produces further spiritual development.

Galanter at al., (2007) explored the construct of spirituality and its relevance to recovery by
studying patients in a range of group treatment programmes and those working with them such as
students, medical staff, family members and religious advisers. They created and used a 6 item
Spirituality Self Rating Scale (SSRS) to explore these orientations. They also collected
biographical and demographic data. Notably amongst the results, t-test findings reported that
those recovering successfully from addiction (M= 22.63, SD = 5.8) were found to be more
spiritual than those who are not (M=17.49, SD = 6.2; t =11.78, df =770, p<.0001). They

concluded “further attention needs to be paid to the importance of spirituality and its value to

Thomas B. Eccles



39 GMCs & 12 Steps Literature Review

patients’ recovery” (Galanter et al., 2007 p. 263). The study’s limitations included reservations
about spirituality measures, the way that people in recovery experience spirituality in different
ways and a lack of conclusive findings from previous studies to build upon. Furthermore, not all
patients self reported high scores on the SSRS and answers may have been given under
impression management. It is also noted that the second item of the SSRS adds to the
complication of definitions and prejudice when it uses the term ‘religious beliefs’ when trying to

assess a person’s spirituality.

In other related studies, spirituality has proven to be a positive predictor of abstinence from
heroin and cocaine (Avants, Warburton and Margolin, 2001). Flynn, Joe, Broome, Simpson and
Brown (2003) concluded that those who indicated spirituality as a source of support in recovery
were almost twice as likely to succeed as those who did not at 5 years: patients with a higher
orientation toward spirituality who completed an 8 week spiritually orientated programme of
recovery also scored higher on well-being indices and scored less on depression than those with
low scores for spirituality. Zemore has also conducted studies researching the effect of
spirituality as a predictor of successful recovery by studying samples drawn from AA meetings —
these studies found that those who have longer periods of sobriety also had higher scores of
spirituality (Polcin and Zemore 2004; Zemore and Kaskutas, 2004). Higher scores on the
Spirituality Well-being Scale were associated also with broader health promoting behaviours
(Magura, Knight, Vogel, Mahmood, Laudet, and Rosenblum, 2003). Galanter et al., (2007)
concluded that spiritual orientation may play a unique role in promoting an attitude that facilitates
some patients’ openness to change - particularly in the context of programmes that draw heavily
on 12 Step groups. Support and medical staff, it is argued therefore, need to recognise the
importance of spirituality in recovery programmes because Galanter et al., (2007) found that
medical staff saw spiritual orientation as less important to recovery than pragmatic issues, such as

employment and outpatients’ schedules.
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The literature gives the impression that research continues to struggle with identifying the
actual causal mechanisms related to spirituality and its relationship with successful recovery
programmes. Whilst there is a wide variety of mechanisms and outcomes offered within the
literature, these lack consensus. For example, Galanter et al.’s (2007) study cited above explores
the broad causal mechanisms of spiritual orientation, AA meetings attended, job status and
attendance at outpatient programmes; whilst these are important factors related to recovery, this
study does not identify the exact psychological processes underpinning the journey to wellbeing.
The quest to identify effective recovery calls for the specific identification of cognitions leading
to relevant behaviours. The research questions stated at the end of this chapter aim to address the

need for such identification.

Figure 2.1.  Proposed model of the association among spirituality/religiosity,

Acceptance- based responding and 12 step involvement (Carrico et al. 2007)
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Of all the studies explored in this review, the research by Carrico et al. (2007) focused on
psychological mechanisms leading to positive results from 12 Step involvement by identifying

acceptance-based responding (ABR) as a key construct within the process. ABR produces
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cognitive adaptive responses leading to behavioural outcomes and central psychological
processes that enable recovery. The research used structural equational modelling to explore the
relationships amongst variables of ABR, 12 Step involvement, spirituality and religiosity (See

Figure 2.1.)

The model places spirituality and/or religiosity as a catalyst for ABR. Specifically, ABR is
associated with increased self efficacy, cognitive behavioural coping and the implementation of
adaptive alternatives to destructive behaviours such as alcohol use. It increases the likelihood of
maintaining a 12 Step programme that provides further development of positive psychological
processes and subsequent positive outcomes. The researched revealed that ABR is bi-directional
within a causal loop in that ABR will promote further ABR; Carrico et al. (2007) argued that
ABR is associated with greater adherence to the 12 Step programme and concluded that
spirituality and religiosity promote the use of self regulation skills that, in turn, promote on-

going 12 Step involvement.

Carrico et al., (2007 p. 65) defined ABR as “an awareness or acknowledgement of internal
experiences that allows one to consider and perform potentially adaptive responses and is a
learned repertoire that serves as a constructive alternative to alcohol substance use in response to
craving, negative affect, and other laden cues”; it consists of 3 constructs that promote self
regulation — firstly, ‘approach coping’ that acknowledges distress; secondly, ‘self efficacy’ in
being able to handle uncomfortable internal states (negative affect); finally, having a “flexible
coping’ repertoire which includes a range of adaptive cognitive and behavioural approaches.
Whilst this research applied these processes primarily to remaining abstinent from alcohol, they
apply also to the wider psychological state of distress and of feeling uncomfortable, suggesting

generalisability.
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ABR enables the individual to accept and respond to situations in an active positive manner
rather than react reflexively. By not responding to primary emotional perceptions, the construct
demonstrates that the 12 Step programme allows the individual to remain with negative
emotional states, choose response behaviours and ultimately experience positive affect produced
by coping successfully. Of note, the spiritual aspect of the programme is found to be associated
with promoting ABR as a super ordinate factor (Carrico et al., 2007). In spite of the recurring
problem of confusing spirituality and religion - at least in vocabulary - this more empirical
approach to proving the link between spirituality and recovery adds a valuable voice to the
literature. Morgenstern, Kahler, Frey and Labouvie (1996), Brown, Seraganian, Tremblay and
Annis (2002) and Gifford, Ritsher, Kellar and Moos (2006) identified that processes related to
ABR - notably enhanced self efficacy - aid recovery and states that the utilisation of AA is

principal to recovery through the changing levels of self efficacy in patients during the process.

2.1.9.5. Further analysis of causal mechanisms associated with spirituality and AA.
Kelley (1967) posited that attribution theory suggests that individuals are more likely to adopt a
new explanation for their situation when they have totally lost confidence in themselves and have
reduced self efficacy, entering a dimension of crisis which takes them into a new social context
which has its own perspective on meaning. This is reminiscent of AA’s phenomenon of a “rock
bottom” (AA, 1953 p. 66) - when a person suffering from alcoholism suffers enough desperation
that leads them to AA. Upon entering, individuals may experience an environment similar to
those in intensely cohesive movements such as religious cults and sects; Galanter (2007) studied
this phenomenon over several years in the membership of the Unification Church, where he
noticed that commitment to the group’s ideology significantly predicted variance in members’
affective state. Basically, the stronger an individual’s association with the group’s ideology, the
higher their scores on the General Wellbeing Schedule (Dupuy, 1973). Systemically, the more an

individual commits to an ideology, the more they would receive the outcome variables from that
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philosophy. In AA’s case, commitment to the 12 Steps would predict greater experience of the
positive affect associated with the programme. In an earlier study into issues relating to cult
adherence, Galanter (1983) observed that compliance to such ideology in itself caused distress
but the distress was relieved by a greater commitment to the ideology, ultimately resulting in
positive outcomes and life changes. He drew a parallel between these observations and
belonging to AA, citing “AA can be considered as a highly successful example of a social
phenomenon called a spiritual recovery movement” (Galanter, 1983 p. 269). Movements such as
AA, Galanter (2007) continues, have a number of core characteristics:

a) they claim to provide a means of recovering from a disease and illness

b) they have been developed outside the fields of empirical science and academia

C) they associate their effectiveness with the commitment to a Higher Power.

Galanter’s second point notes again that AA originated in a post modern framework, from non
empirical fields and this origin should be considered in creating research plans to uncover

authentic meaning and knowledge about the 12 Step programme.

2.1.10. Summary of the literature about the origins of 12 Step programme and its
efficacy. Writers concur that the 12 Steps were formed out of the Oxford Group protocols.
Other religious influences are also cited. These protocols were religious in nature. Bill Wilson is
universally credited with being the chief architect of the AA programme. He deliberately
disassociated the programme and the AA fellowship from organised religion. It is agreed in the
literature that spirituality is a foundation of the 12 Steps. This model of recovery includes
developing a relationship with a divine concept, self review, altruism and the use of simple

attainable goals resulting in stress reduction.

The efficacy of the AA programme has not been established in an empirical manner.

Researchers have attempted to identify key causal mechanisms affecting sobriety through AA.
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Some psychological factors have been identified that include self efficacy, ABR, social identity,
self esteem and belief in a Higher Power. The literature reveals a recurring difficulty in trying to
define, qualify and quantify what constitutes ‘spirituality’. Several observers comment that this
concept cannot and should not be measured in a positivist manner. In spite of its longevity, the
literature available proves that research into these matters is a relatively new field of inquiry. The
single most obstructive factor in limiting research is AA’s Tradition 12 (1953) protecting
anonymity as this directly affects sample selection, longitudinal studies and the ability to
replicate findings. That individuals do find successful recovery through the 12 Steps is not

doubted.
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2.2.  Spiritual intelligence

2.2.1.  The concept of intelligence. If this thesis is to use the concept of spiritual
intelligence (SI) to assist with its academic inquiry, it is important to identify different
interpretations, qualifying criteria, models and theories of SI and common inherent academic
problems. As a starting point, the broader theories of intelligence are established to provide a
specific framework and terminology that will be referred to later when the concept of Sl is

explored in context of the findings.

Huitt (2002) suggested that many psychologists would at least accept a working definition
of intelligence as the general ability to perform cognitive tasks. Others might favour a more
behaviourist definition of intelligence related to learning from experience or the capacity to adapt
to one's environment (Bandura, 1977). Sternberg (1988 pp395-396) combined theories to posit
that “intelligence is the cognitive ability of an individual to learn from experience, to reason well,
to remember important information, and to cope with the demands of daily living”.

Psychologists such as Gardner (1997) have gone on further to explore physical intelligences such
as kinaesthetic intelligence and meta cognitive definitions associated with religiosity and
spirituality (King, 2008). Common areas of debate around the definition of intelligence wrestle
with recurring questions of measurability: single or multiple intelligences, verbal or non-verbal
ability, permanent or situational intelligence and nature versus nurture influences. These areas of
exploration have stimulated significant comment amongst a wide range of commentators
including scientists, theologians and philosophers — with each field having its own focii,

protocols and academic culture.

2.2.1.1. Broader theories of intelligence. Following the development of Alfred Binet’s
first intelligence test (Maltby et al., 2013), the construct of intelligence quotient (1Q) was

established by Terman in 1916 to quantify and compare intellectual functioning. Thorndike
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(1920) broadened the quest to define intelligence and investigated abstract, mechanical and social
intelligences. This paved the way for a factor analysis and a layered approach to intelligence as
an alternative to the theory of a general intelligence — Thorndike was concerned with the

possibility of multiple intelligences.

Early approaches to defining and measuring intelligence had been very pragmatic. Tests
were developed for particular needs such as military or educational categorisation. Spearman
(1927) analysed relationships among experimental intelligence tests using factor analysis. He
postulated that people who do well on some intelligence tests also do well on a variety of other
intellectual tasks and vice versa (regarding poor performance): he observed correlations between
different intellectual tasks. Spearman's analysis was that a general intellectual capacity (‘g’)
existed and this proved to be highly influential. In short he proposed a 2 factor theory of
intelligence: firstly, general ability (‘g’) required for performance of mental tests of all kinds and
underlies specific abilities and, secondly, special abilities which were required for performance

on specific types of mental test.

Wechsler, one of the most influential researchers in the area of intelligence (Weis and Sub,
2006 p. 3), defined intelligence as “the global capacity of a person to act purposefully, to think
rationally, and to deal effectively with his/her environment”. Wechsler felt that the Binet scales
were too verbal for use with adults, so he designed an instrument with sub-tests to measure both
verbal and nonverbal abilities, largely borrowing from many other tests, such as the US Army
Alpha test. Wescheler’s contemporary, Thurstone (1938), accepted the existence of ‘g’ but he
disputed its importance. He argued that ‘g’ is a second order factor - identifying 7 primary
mental abilities which he judged to be more important, as displayed in Table 2.4. Thurstone’s
was the first multi-factor approach to intelligence and established that intelligence is better

described and measured by considering several distinct primary mental abilities, rather than a
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single factor ‘g’ which does not provide specific information about specific intelligences

(Murphy and Davidshofer,1998).

Table 2.4. Thurstone’s (1938) primary mental abilities

I. Verbal comprehension: vocabulary, reading, comprehension, verbal analogies, etc.

ii. Word fluency: the ability to generate and manipulate a large number of words with specific
characteristic quickly, as in anagrams or rhyming tests

iii. Number: the ability to carry out mathematical operations quickly and accurately

iv. Space: spatial visualizations as well as ability to transform spatial figures mentally

v. Associative memory: rote memory

vi. Perceptual speed: quickness in perceiving visual details, anomalies, similarities

vii. Reasoning: skill in a variety of inductive, deductive and arithmetic reasoning tasks.

Cattell (1963) also subscribed to multi factor theories and suggested that there are 2
components of ‘g’: fluid and crystallised intelligence. The theory of fluid and crystallized
intelligence (Horn and Cattell, 1966) was later elaborated on by Cattell’s student John Horn
(Cianciolo and Sternberg, 2004). It suggested that general intelligence — such as ‘g’ - is not a
single construct, but rather a composition of up to 100 different mental abilities. These different
abilities are found to different extents in different people, resulting in different levels and types of
intelligences. Horn and Cattell (1966) positioned these abilities into the 2 categories of fluid and
crystallized abilities. Fluid abilities included problem-solving, flexibility, abstract reasoning and
encoding of short-term memories and represented the biological potential of the individual
(independent of environmental influence). Crystallized abilities were developed from
educational and cultural influences and were measurable by tests of general knowledge,

vocabulary or other acquired skills.
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Vernon’s (1956) related approach accommodated the theories of both Spearman (single ‘g’
factor) and Thurstone (multiple primary mental abilities) and suggested that intelligence can

comprise of abilities at various levels of generality (see Figure 2.2.).

Figure 2.2. Structure of intelligence (Vernon, 1956)

TOP
‘g9
(at the highest level of generality
IS ‘g’ as defined by Spearman)
'major group’

(at this next level are 'major group' factors, such as
verbal-educational ability and practical-mechanical ability)
‘minor group’

(at this next level are 'minor group' factors, which can obtained by
subdividing the major group factors)

‘specific factors’

(at the lowest level are ‘specific factors’
again of the kind identified by Spearman)
BOTTOM

Vernon (1956) supported this hierarchical approach to intelligence but inserted major and
minor intelligence groups between Spearman's ‘g’ at the top of the hierarchy and specific factors
relevant to singular tests at the lowest stratum. Carroll (1993) built on these strata-based
intelligence theories and proposed a three-tiered model of cognitive ability (similar to Vernon's
above) consisting of stratum I: 'narrow’ abilities; stratum Il: 'broad’ abilities; and stratum I1l: a

single 'general’ ability.

2.2.1.2. Contemporary approaches to intelligence. Whether linear, hierarchic or
independent, defining intelligence is a continuing scientific challenge. Through his triarchic
theory of human intelligence, Sternberg (1988) argued that successful intelligence involved

cognitive abilities relating to adaptiveness and problem solving with 3 distinct aspects:
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1) analytical abilities - solving familiar problems by using strategies that manipulate the elements
of a problem or the relationship among the elements (e.g., comparing, analyzing)

i) creative abilities - solving problems that require us to think about the problem and its elements
in a new way (e.g., inventing, designing)

iii) practical abilities - solving problems that apply what we know to everyday contexts (e.g.,

applying, using).

Gardner (1983) and Goleman (1995), however, both argued that historic views of
intelligence — including Sternberg’s - were far too narrow and they demanded an expanded view
of what intelligence is and what constitutes intelligence. Gardner (1983) developed these
theories further when he created his theory of multiple intelligences (MI) and claimed that Ml
illuminates the fact that humans exist in a multitude of contexts and that these contexts require
different intelligences. Before listing his MI constructs, Gardner (1983) explicitly qualified the
following criteria for an independent intelligence within his theory:

e an identifiable core operation or set of operations

e an evolutionary history and evolutionary plausibility

e acharacteristic pattern of development

e potential isolation by brain damage

¢ the existence of persons distinguished by the exceptional presence orabsence of specific
ability

o susceptibility to encoding in a symbol system

e support from experimental psychological investigations

e support from psychometric findings.

Gardner expanded on his initial list of list of 7 independent intelligences within his
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M1 theory, with an additional construct of naturalistic (1999) and a reluctant consideration of a
ninth construct - existential intelligence (2000). To date, Gardner’s multiple intelligences include

the following independent intelligence constructs as displayed in Table 2.5.

Table 2.5. Gardner’s (1983, 1999, 2000) Multiple Intelligences

i.  Linguistic - ability to make a rapid conversion from a physical representation of

stimuli (i.e., letters and/or other verbal symbols) to higher- level codes; ability to
manipulate information in activated memory
ii.  Logical-mathematical - ability to generalize from specific experiences and form
new, more abstract concepts and rules; ability to reason quickly and well; ability
to reason quantitatively
iii.  Musical - translate written symbols into pitch, rhythm, timbre
iv.  Spatial - ability to visualize and mentally rotate a stimulus or stimulus array
v.  Bodily-kinaesthetic - control of one's bodily motions and capacity to handle
objects skilfully
vi.  Naturalist - ability to discern differences in the living environment
vii.  Interpersonal - ability to notice and make distinctions among other individuals
and, in particular, among their moods, temperaments, motivations and intentions
viii.  Intrapersonal - ability to distinguish and identify various thoughts and feelings
and to use them to understand one's own behaviour

iX.  Existential/transpersonal - search for and connection with unknowns.

Building on the theory of MI, constructs have also been developed relating to other specific
types of intelligence such as that related to emotions. Emotional intelligence (EI) (Payne, 1985)
has generated substantial interest and heuristics and follows Thorndike’s (1920) theory on social
intelligence that accounted for the ability to relate to other people. Research into Thorndike’s
theory was developed further by Salovey and Mayer (1990). Sternberg (1985) acknowledged the
value of El in practical situations and Gardner (1999) identified the related constructs of

intrapersonal and interpersonal intelligence. These social intelligences are now seen clearly as
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being distinct from academic intelligence (King, 2008) and underpin theories of emotional

intelligences such as emotional quotient (EQ) (Goleman, 1995).

Payne (1985) had earlier identified his main concept of El as “one’s ability to relate
creatively to fear, pain and desire, and explore many methods for developing emotional
intelligence in one’s self and in others” (Title page). Salovey and Mayer (1990) developed this
concept further and created a model of El relating to how people appraise, communicate and
utilise emotions. They went on to define El as “the capacity to understand emotional information

and reason with emotions” (Salovey and Mayer, 1990 p. 185) and it has 4 primary capacities:

to perceive emotions accurately

to use emotions to facilitate thinking

to understand emotional meanings

to manage emotions.

Salovey and Mayer (1990) established that intellectual situations contain emotional
information alongside the cognitive process identified in traditional intelligence constructs. King
(2008) argued that Mayer, Caruso and Salovey (2000) produced evidence that EI meets
Gardner’s criteria for an independent intelligence in its consistent set of abilities, its distinction
from other forms of intelligence and its developmental pattern over a lifespan. Goleman (1995)
expanded on Salovey and Mayer’s (1990) model of El; his hierarchical structure identified 5
competencies under his term of emotional quotient (EQ): (i) the ability to identify and name
one’s emotional states and to understand the link between emotions, thought and action; (ii) the
capacity to manage one’s emotional states; (iii) the ability to enter into emotional states (at will),
associated with a drive to achieve and be successful; (iv) the capacity to read, be sensitive to, and

influence other people’s emotions and (v) the ability to enter and sustain satisfactory
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interpersonal relationships. Goleman (1995) suggested EQ has greater predictive value than IQ in
matters such as high school completion. According to King (2008), this claim has yet to be

proved empirically.

Although the linking of emotion and intelligence has proved controversial (Gardner, 2000
p.31), evidence from experimental psychology and psychometric research is abundant in the
current literature (for example Bar-On, 1997; Freudenthaler, Fink and Neubauer, 2006; Mayer,
Salovey, Caruso and Sitarenios, 2003). These social and emotional intelligences are of great
importance to the workplace (Goleman, 1995) as they address: what motivates people, how they
relate to work and how they collaborate and cooperate. It should therefore apply to any role

involving the management of others.

2.2.1.3. Known unknowns - questions about intelligence. The difficulty in defining
intelligence was exemplified by the American Psychological Association Intelligence Taskforce
(Neisser et al., 1996). This was created in response to the debate surrounding the publication of
The Bell Curve (Herrnstein and Murray, 1994) which generated a tremendous amount of
controversy regarding individual differences and intelligence. The purpose of the taskforce was
to identify, examine and summarise relevant research on intelligence (Maltby et al. 2013). The
ensuing consensual report reviewed research in specific areas: concepts of intelligence,
intelligence tests and their correlates, the genetic aspects of intelligence, environmental effects on
intelligence and group differences in intelligence. The report concluded with a significant list of
outstanding issues regarding the field of intelligence including:
o the impact of both genetic differences and environmental factors is valid but not understood
o the role of nutrition in intelligence remains obscure
o there are significant correlations between measures of information-processing,

speed and psychometric intelligence, but the overall pattern of these findings yields
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no easy theoretical interpretation

e mean scores on intelligence tests are rising steadily and no one is sure why these
gains are happening or what they mean

o the differential between the mean intelligence test scores between people who are
black or white exists but does not result from any obvious biases in test construction
and administration, nor does it simply reflect differences in socio-economic status. At

the time of the report, no one knew what caused this differential.

What is known from looking at the historical development is that defining intelligence
concepts and constructs remains complex, important and dynamic. King (2008) goes on to claim
that this historical struggle to define intelligence continues, with other new concepts being
explored, promoted and questioned. These other concepts include moral intelligence - the ability
to distinguish between right and wrong, representing the ability to make sound decisions that
benefit not only the individual but others around them (Hass, 1998). Another contemporary
concept is spiritual intelligence (S1) (Zohar, 1997), a term used to describe a set of propensities
comprising perceptions, intuitions and cognitions related to spirituality and/or religiosity. This

construct is used in this thesis and will now be explored further.

2.2.2.  Spiritual intelligence (SI). Sl is a widely used phrase to describe perceptions,
motivations, capabilities, abilities and cognitions (Emmons, 2000a). Sl is a concept created by
uniting the constructs of spirituality and intelligence. Spirituality on its own refers to the search
for, and experience of, the sacred, ultimate meaning, higher-consciousness and transcendence; Sl
emphasises the abilities that draw on such themes to predict functioning and adaptation
(Emmons, 2000a). Therefore, just as El is different from emotionality, Sl is different from

spirituality, spiritual experiences and spiritual beliefs. In his research, Amram (2007 p.1) defined
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Sl as “the ability to apply, manifest, and embody spiritual resources, values, and qualities to

enhance daily functioning and wellbeing”.

The subject has generated literature in a wide range of disciplines such as popular
psychology, new age science, health psychology, transpersonal psychology, sociology,
neurotheology and increasingly the field of work psychology (Gockel, 2004). In this body of
research and postulation, there are different opinions and values placed on Sl and in turn many
definitions and models. The literature consistently reveals that Sl is a subject that existing

science appears to have difficulty quantifying and qualifying.

2.2.2.1. Spirituality and religion: epistemological and ontological differences.
Confusion about religion and spirituality is rife throughout the literature on Sl and reasons for
this appear to be twofold — firstly, as a group psychologists are famed for low levels of religious
beliefs and affiliation (Ecklund and Scheitle, 2007) and, secondly, it has proved extremely
difficult to explain the inexplicable (Munroe, 2010). This latter point was exemplified by Zohar
and Marshall (2000) who posited that Sl is an internal universal state not an external man made
state. However, the construct of Sl itself perpetuates these academic problems, if not augment
them. As a theory, Zohar and Marshall’s (2000 p.23) pioneering work on Sl positioned it with
elements found in Hinduism, Buddhism, Judaism and Christianity. This linking with religious
denominations clouds academic argument and confuses the vitally important central definition of
the term spirituality. Zohar and Marshall (2000) used these religious practices to explain

elements of the concept and consecutively state that Sl is not about ‘being religious’ (p. 8).

Emmons (2000a p.4) addressed the different concepts of religion and spirituality with

regard to intelligence to support his definition:
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Spirituality is the personal expression of ultimate concern. Tillich (1957)
contended that the essence of religion, in the broadest and most inclusive sense,
is the state of being ultimately concerned - having a "passion for the infinite," a
passion that is unparalleled in human motivation. Religion "is the state of being
grasped by an ultimate concern, a concern which qualifies all other concerns as
preliminary and which itself contains the answer to the question of the meaning
of our life" (Tillich, 1963, p. 4). Similarly, Heschel (1955) depicted the search
for God as "the search for ultimacy" (p. 125), and Allport (1950) defined a
mature religious sentiment as "a disposition to respond favorably ... to objects
or principles that the individual regards as of ultimate importance in his own
life, and as having to do with what he regards as permanent or central in the
nature of things" (p. 56). Spirituality has been defined as that which "involves
ultimate and personal truths™ (Wong, 1998, p. 364), and spirituality refers to
how an individual "lives meaningfully with ultimacy, his or her response to the

deepest truths of the universe” (Bregman and Thierman, 1995, p. 149).

Ironically, given the above argument, King (2008) claimed that Emmons’ (2000a) own
model of Sl had its foundation in religion rather than spirituality. Emmons’ references to
concepts of “the sacred” and “sanctification” demonstrate this alleged confusion (Emmons,
2000a, p. 43). King (2008) continued that Emmons (2000a) was not the first to make this error,
citing that Bowling (1999) defined Sl as knowledge of the sacred, based on select early Jewish

and Christian writings.

Gardner (2000) openly contended that religion is best described as a domain in which SI (if
it existed) is expressed. Gardner (1997) earlier argued that, for some people, spirituality is
indistinguishable from a belief in religion and God. The inherent problem is the lack of clear
distinction between the concepts and constructs of Sl, spirituality, and religiosity and whether
one concept contains the other. King (2008 p. 40) observed that Gardner (1997) appeared also to

equate Sl with spirituality and religiosity. King goes on to explain, “this is a considerable error,
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one that could be compared to equating music with musical intelligence or language with
linguistic intelligence. Rather than attempting to transform such diverse domains into an
intelligence, one must extract those aspects which are indicative of a core set of mental abilities”
(p 40). Whilst Gardner (1983 and 1999) successfully applied these criteria to other intelligences,
he failed to apply the same approach to SI. What adds to the difficulty of definition is that
spirituality can include religiosity as an expression, but religiosity does not preclude spirituality;
Zohar and Marshall (2000 p. 292) state also that SI has no necessary connection with religion
because “a very religious person may be spiritually dumb and a hard and fast atheist may be

spiritually intelligent”.

Organised religion appears synonymous with group culture, group worship and group
attendance of religious services whereas personal beliefs associated with the concept of
spirituality include an individual’s values, beliefs, attitudes, and individual meditation and,
possibly, prayer. Allport (1961) and Pargament (1997) also differentiated between intrinsic and
extrinsic religiosity: intrinsic religiosity refers to an internal process and altruistic motivation
with the aim of developing meaning and purpose; extrinsic religiosity refers to an external

process incorporating ego-serving motivation, based on guilt, fear and/or social pressures.

Whilst historically religiosity may have been used as a ‘catch all’ within related literature,
psychologists now make sharp distinctions between the religion and spirituality (King, 2008). In
teasing apart these distinctions, Koenig, McCullough and Larson (2000 p. 18) defined religion as:
“an organized system of beliefs, practices, rituals and symbols designed (a) to facilitate closeness
to the sacred or transcendent (God, Higher Power, or ultimate truth/reality), and (b) to foster an
understanding of one’s relation and responsibility to others in living together in a community”.

In contrast, they define spirituality as “the personal quest for understanding answers to ultimate

questions about life, about meaning, and about relationship to the sacred or transcendent, which
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may (or may not) lead to, or arise from, the development of religious rituals and the formation of

community”’.

King, (2008) considered other definitions of spirituality in context of Sl including those by
Emmons (2000a), Wink and Dillon, (2002, p. 79), Love (2002) and Parks (2000), King, Speck

and Thomas (2001); he concludes from a consensual perspective that:

Religiosity is best summed up as a set of behaviours (social or private,
including rituals), values, and attitudes that are based on previously established
religious doctrine (including stories and symbols) and institutionalized
organization [...]. Spirituality, on the other hand, is best defined as an
unbounded set of personal drives, behaviours, experiences, values, and attitudes
which are based on a quest for existential understanding, meaning, purpose, and
transcendence. (King, 2008 p. 54).

Simplistically, the individual and personal nature of spirituality is identified, in contrast to the
social construct of religion. At the same time, whilst formal religion may be an outward
expression of S, it is not a prerequisite. Allport (1961) found that more people had spiritual

experiences external to religious denominations.

The religion versus spirituality dichotomy is confused further by adding the term
intelligence — now there are 3 controversial terms. However, it is worth noting that this problem
was also encountered by Mayer and Salovey (1993) when they began with the premise that
emotions and intelligence were often viewed as incompatible because the former are perceived as
an intrinsically irrational. Instead of splitting the worlds of spirituality and intelligence, as
Gardner admitted of his own approach (2000), it may be wholly appropriate to view of the

relationship as symbiotic and interdependent, as Goleman did with his approach to EI (1995).
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2.2.2.2. Models of spiritual intelligence. In attempting to further understand these
academic debates about qualification, commentators have sought to identity and categorise the
traits, abilities and cognitive processes that explain SI. The most celebrated definition of SI was
posited by Zohar and Marshall (2000 p.4) following Zohar’s conception of the term (1997 p.14)

when they first defined the phrase spiritual quotient (SQ) as a concept of Sl:

The intelligence with which we address and solve problems of meaning and
value the intelligence in which we can place our actions and our lives in a
wider, richer, meaning-giving context, the intelligence with which we can
assess that one course of action on life’s path is more meaningful than another.
SQ is the necessary foundation for the effective functioning of both 1Q and EQ.

It is our ultimate intelligence.

Zohar and Marshall (2000) have proposed also that SQ sits at the top of a triachic
intelligence structure, based on the brain’s tertiary processes. Below SQ is EQ (Goleman’s 1995
El quotient), representing associative or primary processes. At the bottom of the hierarchy is
rational intelligence or that which is represented by 1Q, resulting from the brain’s secondary
processes (see Figure 2.3.). This system positions that whilst 1Q has become concerned with
measuring general intelligence and its associated capabilities, Goleman’s (1995) EQ encourages
individuals to assess the situation that they find themselves to be in and to behave appropriately
within it — suggesting that emotional awareness can lead to emotional management which, in
turn, can then allow individuals to think coherently and thereby choose more satisfactory
outcomes. Zohar and Marshall’s (2000) definition of SQ, however, relates to whether an
individual wants to be in this situation in the first place and what its significance is to one’s life.
It has a transcendental function in that it allows the individual to consider meta physical

dimensions to any given situation.
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Figure 2.3. Triarchic system of intelligence (Zohar and Marshall, 2000)
Intelligence Function

Spiritual Intelligence What | am
SQ

Emotional Intelligence What | feel
EQ

Rational Intelligence What | think
IQ

Emmons (2000a) suggested evidence for Sl as a set of interrelated abilities, basically
trading with Gardner via his criteria for an independent intelligence (see Table 2.5 p. 50 this
thesis). In relation to spirituality, he proposed that SI describes the mental abilities which
underlie many components of spirituality. Emmons (2000a pp8-9) expanded on his theory by
referencing motivation, cognitions and intelligence; he argued that spirituality may be
conceptualised in adaptive cognitive-motivational terms and includes a variety of problem-

solving skills useful to everyday life:

“spirituality is an enormously rich and diverse construct that defies easy definition,
simple measurement, or easy identification in the life of another person. My thesis
is twofold: a) that there exists a set of skills and abilities associated with spirituality
which are relevant to intelligence, and b) individual differences in these skills

constitute core features of the person”.

Emmons (2000a) developed his hypothesis by identifying the core operational components
of Sl as:
a) the capacity for transcendence

b) the ability to enter into heightened spiritual states of consciousness
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c) the ability to invest everyday activities, events, and relationships with a sense of the sacred
d) the ability to utilise spiritual resources to solve problems in living and
e) the capacity to engage in virtuous behaviour (to show forgiveness, to express gratitude, to be

humble, to display compassion).

Emmons’ (2000a) model of SI was developed further by Kathleen Noble (2000, 2001).
Describing SI as “an innate human ability”” (Noble, 2001 p.3), Noble (2001 p. 46) agreed with
Emmons’ model and added additional core abilities: firstly, the conscious recognition that
physical reality is embedded within a larger, multidimensional reality with which people interact
on a moment-to-moment basis; secondly, the conscious pursuit of psychological health, not only
for ourselves but for the sake of the global community. Noble contested also that spiritual
experiences are likely to contribute to the continuous development of a SI because spiritual
abilities leave individuals more open to spiritual experiences, thereby creating a causal loop.
Therefore spiritual behaviours are outcome variables of SI, whereas spiritual beliefs, values, and
attitudes may arise from spiritual experiences, heightened Sl, or a combination of both. Noble’s
(2000) research with a small interview sample (n9) concluded that spiritual experiences were
vivid reminders of transcendent aspects of consciousness and were necessary for the development
of Sl, offering a potential explanation of the interrelationship between Sl and phenomenological
experiences. Noble (2000, 2001) however, like Zohar and Marshall (2000) and Emmons
(2000a), struggled to cite objective empirical support for the additional core abilities that she

added to Emmons’ list of capabilities.

Vaughan (2002) agreed with Noble’s (2000, 2001) theory that phenomenological spiritual
experiences may contribute to the development of a SI. Vaughan (2002 p.19) went on to qualify
Sl as: the capacity for a deep understanding of existential questions (such as who am 1?; why am

I here?; what really matters?); the capacity to recognise multiple levels of consciousness; the
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awareness of spirit as ‘the ground of being’ and ‘the awareness of one’s relationship to the
transcendent, to all people, and to the earth’. Once again, there is a lack of empirical external
validation of these capacities. Vaughan (2002) claimed that all people have the potential to

develop Sl as it is innate and can be developed through various techniques, practices and training.

Wolman (2001), in a similar vein to Apter (1985) and Emmons (2000a), also equated
ultimacy to the concept of spirituality and defined Sl as the human capacity to ask ultimate
questions about the meaning of life, and to simultaneously experience the common connections
between human beings. His Psycho-Matrix Spirituality Inventory (PSI) is an 80-item self-report
measure on a 4-point Likert-type scale that attempts to quantify SI. However, many items in the
PSI lack face validity and Wolman (2001) does not provide any predictive or discriminant

validity in support of the PSI (King, 2008).

Nasel (2004) suggested the application of SI for existential understanding about meaning
and purpose. Like Zohar and Marshall (2000 pp128-135) before with their use of the Myers
Briggs Type Indicator and Holland’s work on the theory of careers to measure SQ, Nasel
included confusing elements relating to experiences and personality type in addition to cognitive
factors. Nasel’s (2004 p. 48) work does not identify such a set of core abilities but identified the

following broad capacities associated with SI:

o deliberation over existential questions;

o search for meaning in life;

o concern over how to pray or meditate effectively;

o development of a sense of purpose in life;

o development of a relationship with oneself;

o becoming attuned to a Higher Power and its role in one’s life.

Thomas B. Eccles



GMCs & 12 Steps Literature Review 62

More recently, a grounded theory approach was undertaken by Amram (2007) in order to
investigate SI. Amram’s (2007 p. 1) underlying assumptions reflected that of traditional
intelligence theorists - that SI “can be differentiated from spiritual experience (e.g. a unitary
state) or spiritual belief (e.g. a belief in God)”. His preliminary research involved 71 interviews
with individuals who were described as adaptively embodying spirituality in daily life.
Participants, many of whom were spiritual teachers, encompassed 10 major spiritual traditions,
ranging from Christianity and Buddhism to Taoism and eclectic personal integration. Amram
(2007) identified 7 major SI themes in his research: (1) meaning (experiencing personal meaning
and purpose in daily activities); (2) consciousness (trans-rational knowing, mindfulness and
practice); (3) grace (trust, love, and reverence for the sacred); (4) transcendence (holism,
nurturing relationships and connections); (5) truth (acceptance, forgiveness and openness to all
truth);(6) peaceful surrender to Self (egolessness, accepting one’s true nature) and (7) inner-
directed freedom (liberation from attachments and fears, discernment, integrity). This approach
attempted to capture the idiosyncratic reality of SI. Amram (2007) did not focus on solely
meeting Gardner’s’ independent intelligence criteria (Gardner, 1983) but rather accepted the

themes at face value to explain his construct of SI.

Amram and Dryer (2008) developed their self reporting measure from Amram’s (2007)
initial model of SI. The Integrated Spiritual Intelligence Scale (ISIS) uniquely, with regard to
this thesis’ concern for management competencies, provides an insight into the use of SI within
the world of organisations by including business managers and MBA students amongst its
existing norms. The ISIS is composed of 83 items measuring 22 subscales: beauty, discernment,
egolessness, equanimity, freedom, gratitude, higher-self, holism, immanence, inner-wholeness,
intuition, joy, mindfulness, openness, practice, presence, purpose, relatedness, sacredness,

service, synthesis and trust. Although the list is long, Amram and Dryer (2008) attempted to
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compensate by organising the 22 subscales into 5 theoretically-derived higher order domains:

consciousness, grace, meaning, transcendence and truth.

More recently, King (2008 p. 56) defined SI as a set of mental capacities which “contribute
to the awareness, integration, and adaptive application of the nonmaterial and transcendent
aspects of one’s existence, leading to such outcomes as deep existential reflection, enhancement
of meaning, recognition of a transcendent self and mastery of spiritual states”. He named 4 core
components of SI and described these as: (1) Critical Existential Thinking which is the capacity
to critically contemplate the nature of existence; (2) Personal Meaning Production described as
an ability to construct personal meaning and purpose; (3) Transcendental Awareness and the
capacity to identify transcendent dimensions and (4) Conscious State Expansion - the ability to
enter and exit higher spiritual states of consciousness at one’s own discretion as in deep

contemplation, meditation and prayer.

2.2.2.3. Does Sl qualify as an independent intelligence? Having cited key models
explaining Sl, it is important to explore the validity of these models and it is evident from the
literature that Gardner’s (1983) criteria for an independent intelligence has provided the most

thorough testing ground and irresistible academic benchmark for researchers.

In spite of citing different criteria for qualifying an independent intelligence, Emmons
(2000a) hypothesised that SI did meet Gardner’s (1983, p. 8) academic criteria for inclusion as an
independent intelligence, writing “my impression is that a narrow definition of spirituality led
Gardner to a premature dismissal of the possibility of considering spirituality as a form of
intelligence”. In spite of his dismissal of SI, Gardner (2000) conceded to accepting what he
terms ‘existential’ intelligence as half-proven. Specifically, Emmons went on to test whether Sl

meets each of Gardner’s criteria for an independent intelligence. Along with Emmons (2000a),
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Edwards (2003), King (2008) and Zohar and Marshall (2000) also used Gardner’s criteria as a

testing ground for their own models. These academic debates will now be reviewed.

2.2.2.3.1. Cognitive abilities and core operations. All the models of Sl cited in the
previous section list capabilities and capacities in fulfilling Gardner’s first criteria for inclusion as
an intelligence. However, within these models, there are discrepancies: Emmons’ (2000b) admits
that he failed to identify specific abilities, whilst Nasel (2004) describes capabilities rather than
cognitive abilities; Vaughan (2002) also failed to identify core abilities and instead explained a
series of existential questions evoked by SI focused on problem solving. However, Zohar and
Marshall (2000 p. 263) posited that the core capabilities of highly developed SQ include
flexibility, self awareness, resilience, transcendence, benevolence, holisticism and field
independence. Whilst this provides a list of identifiable core capacities and outcomes, the

authors offered no valid research to support these.

King (2008) believes Amram’s (2007 p. 50) themes more accurately and broadly define the
“manifestation of a lived spirituality” through daily practice. Whilst this may avoid proving Sl
through cognitive ability, Amram’s approach respected the view of the expert individual living
the concept and thereby allows the integrity of his sample to inform his research . In this way, he
is able to capture the essence of broader phenomena — beyond existing intelligence concepts that
have failed to quantify the concept of Sl to date. Amram did not attempt exclusively to align his

model within Gardner’s (1983) intelligence criteria.

King (2008 p. 164) focused his post modern Sl construct directly on adaptiveness and
problem solving that utilises a set of specific abilities: Critical Existential Thinking allows the
individual to question the source of personal crisis and to seek suitable resolution by firstly acting

as a coping mechanism and then allowing analysis to generate options and consider outcomes.
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This ability is adaptable within the wider contexts of other life crises, including substance-related
disorders (King, 2008 p. 84). This ability ‘right-sizes’ problems, placing them within a
meaningful context that, in turn, stimulates further cognitive processes within King’s second
ability, Personal Meaning Production. This ability allows the individual to create meaning and
purpose within existential problems and stressful situation. King (2008 p. 61) posits Personal
Meaning Production “acts as a coping method by allowing an individual to construct meaning
and purpose within the stressful situation, thereby transforming the stressor and reducing its
negative impact leading to a solution that considers the meaning and purpose of the dilemma
itself”. Associating meaning with problems provides a problem solving arena by enabling a goal
setting approach which previous intelligence theories identified as part of adaptiveness and

problem solving (Emmons, 2000a; Sternberg 1997a).

King’s (2008) third cognitive ability is Transcendental Awareness that, at times of stress
and crisis, is highly adaptive in allowing the individual to self transcend and improves wellbeing
by increasing “awareness of wholeness and integration among all dimensions of one's being”
(Coward and Reed, 1996 p. 1 cited in King, 2008). This ability creates coping contexts for

resolving problems thereby producing adaptive solutions.

King differentiates between the abilities of Transcendental Awareness and his fourth
component, Conscious State Expansion. This last ability to enter higher states of consciousness
has distinct elements; firstly, there is a voluntary cognitive process which implies mental control
and, secondly, the experience of a higher state (King 2008 pp92-3). This construct is developed
from the phenomenon of peak experiences, which Maslow (1964 p. 76) associated with problem
solving and adaptiveness and he applied this ability to recovery from alcoholics when he wrote:

“It is my strong suspicion that even one such experience might be able to prevent suicide, for
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instance, and perhaps many varieties of self-destruction, e.g., alcoholism, drug-addiction,

addiction to violence...”.

However, in order to meet Gardner’s first intelligence criterion (1983), the adaptiveness of
these core abilities needs proving. The literature contains many examples of the adaptiveness of
Sl particularly within the domain of problem solving, as demanded by the likes of Gardner
(1997) and Sternberg (2003). As examples, a study by Mascaro and Rosen (2006 p. 183)
identified the ability to derive meaning from one’s environment, positing that this ability is
adaptive in a variety of instances such as measures relating to stress, depression and neuroticism,
arguing that spiritual meaning acts as “a buffer against the effects of stress on well-being”.
Piedmont (2004) found that spiritual transcendence played a significant role in substance abuse
recovery. There has also been a wide variety of psychological investigations into the fields of
meditation and prayer and the associated adaptive benefits (Maltby, Lewis and Day, 1999). The
literature reviewed includes research on the adaptiveness of spirituality as a critical component of
health-related adaptability (Jones, 1991); this body of research suggests a relationship between
spirituality, life purpose, life satisfaction, health, wellbeing, lower psychological distress and
longevity (Abdel-Khalek, 2007; Baider et al., 1999; Elmer et al., 2003 ; George, Larson, Koening

and McCullough, 2000; Holland et al., 1999; Koenig et al., 2000).

Further generalisablity is cited within the literature on Sl as spirituality contributes
significantly to problem solving by providing an effective coping mechanism (Nissim, 2003;
Matheis, Tulsky and Matheis, 2006) and positive outcomes have been associated in cases of
mental health such as suicide survivors (Fournier, 1998) and coping with death and bereavement
(Greeff and Human, 2004). In terms of dependency issues, it has been found that spirituality

plays a significant role in recovery from alcoholism (Carrico et al., 2007; Ferri et al., 2006;
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Galanter, 2007; Kohn, 1984; Poage et al., 2004). Piedmont (2004) found also significant

correlations between aspects of spirituality and substance abuse recovery ratings (rs = .29 to .55).

However, it is noticeable that the Sl literature tends to claim adaptiveness in context of
spirituality as opposed to the concept of SI. Whilst it can be seen that spiritual issues have a
substantial role to play on the brain and mind, research testing S| constructs in real life situations
—such as how it informs the organisational function of managers - is lacking. Regarding
adaptiveness at work (an exact area of interest to this thesis) there has been limited scientific
research linked with SI: Duffy and Blustein (2005) observed positive relationships (rs = .23 to
.26) between career adaptability and both spirituality and intrinsic religiosity; Trott (1996)
studied workers within a leading financial organisation and findings indicated positive
correlations between spiritual wellbeing and general self-efficacy. Richards (2010) recently

investigated how spirituality influences those individuals in helping careers.

2.2.2.3.2. An evolutionary history and evolutionary plausibility. Organised religion has
developed to meet a specific evolutionary challenges including attachment, coalition formation,
social exchange, altruism and mate selection (Kirkpatrick, 1999; Wilson, 1978; Pinker; 1997).
Studies of behavioural genetics have suggested that religious attitudes are hereditary (D'Onofrio,
Eaves, Murrelle, Maes and Spilka, 1999). In terms of neurobiological evidence, Gardner (1933)
argued that specific brain structures have developed that correspond with different types of
intelligence. In this context, Zohar and Marshall (2000) expanded upon the evidence of neural
oscillations in the frontal lobes that resonate when stimulated by spiritual considerations and this
evidence is used in support of the God Spot theory (Llinas and Ribery, 1993); D’Acquili and
Newberg (1998 and 1999) also suggested the existence of distinctive neurotheological systems.

These theories are referred to in more detail shortly in this section.
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Emmons (2000a) suggested that just as language and social structures evolved to promote
interpersonal relationships and evolutionary survival, religions evolved to express evolving
spiritual abilities in human beings; Rossano (2006) posited that archaeological evidence points to
this spiritual and religious evolution developing swiftly when human beings evolved towards an
egalitarian lifestyle. He continues that this development caused a consecutive evolutionary
‘jump’ in Sl, hinting that spiritual abilities may be correlated to the development of more
permanent human communities and societies. King (2008) argued that this concurs with
Weisskopf’s (1963) suggestion that existential crises are a more recent psychological
phenomenon particularly in western cultures, in turn suggesting that the reduction of basic
survival concerns may have facilitated greater existential contemplation of meaning and purpose,

contributing to the development of abilities related to SI.

2.2.2.3.3. Susceptibility to encoding in a symbol system. This criterion of Gardner (1983)
exposes the difficulties in expressing spirituality through symbolic description in an attempt to
communicate the ethereal. The mere difficulty in forming visual representations of spiritual
concepts makes this particular criterion more susceptible to the utility of a wide variety of symbol
systems (Gockel, 2004). Symbols are used universally to depict religious figures, such as The
Buddha figure, the Crucifixion, the devil, the Star of David and the Christian fish symbol. These
symbols, and the doctrines they represent, help communicate spiritual phenomena and related

behaviours (Love, 2002).

Gardner (1999) contrasted domains and symbols — he explains the former as a cultural
arena for certain mental abilities to be employed, while symbol systems require specific mental
ability to evolve in the first place — both are interrelated but independent facets. In this way, he
argued that religions are domains where spirituality may be expressed. Identifying SI through

bespoke symbol systems, beyond existing religious symbols, is difficult as pure spirituality —
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ultimate concern — may be beyond symbolisation in academic terms. Zohar and Marshall’s Lotus
of the Self Il symbol system as an expression of SI (2000 p. 150) demonstrates this difficulty of

communication (see Figure 2.4).

Figure 2.4: SI Symbol - Lotus of the Self 1l (Zohar and Marshall, 2000)
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2.2.2.3.4. A characteristic pattern of development. Fowler (1981) and Levenson and
Crumpler (1996), are cited by Emmons (2000a p. 15) as providing evidence for this criteria:
adult spirituality has produced a variety of theories and research (Gockel, 2004; Neal, 1998;
Weibust and Thomas, 1996). Emmons (2000b) argued that there are differing levels of expertise
or sophistication in spiritual abilities, from novice to expert, as there are in other systems of

knowledge cited by Gardner in his own work (1997).
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Theorists concurring with this characteristic pattern of development include Piaget, Jung
and Erikson. Piaget’s (1963) theory of development posits that, in childhood, faith is
characterised by a belief in universal justice, reciprocity and anthropomorphic deities. In a series
of experiments, Keleman (2004) demonstrated that American and British pre-school children at
least have propensities to see things in the natural world as purposefully designed and that
children may be particularly receptive to the idea of a creator deity. In midlife, Jung (1978)
contended that individuals develop self transcendence abilities as they explore the more spiritual
aspects of the self, which leads to higher levels of self-realization. In old age, Erikson’s (1982)
theory of ego development described later adulthood as a time to attain a sense of integrity,
wisdom and satisfaction with one’s life leading to an acceptance of death (Erikson and Erikson,

1997).

King (2008) supported these theories by arguing that childhood has isolated incidents of
spiritual experiences that help develop the intellectual abilities of his S| model; adolescence
accommodates the development of all spiritual capacities as abstract reasoning is tested and
evolves in context of Personal Meaning Production (one of Kings’ (2008) SI components); in
later adulthood, abilities develop further as awareness of the transcendent self leads to self

actualisation (see Maslow, 1964).

In exploring the development of SI qualities, Zohar and Marshall (2000) identified ways
of developing SQ. In doing so, they imply that the concept is developmental and attainable
through specific states and practices such as becoming aware of where an individual is presently
in their lives, a strong desire to change, reflection on one’s own centre and what are the deepest

motivations of people.
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2.2.2.3.5. The existence of persons distinguished by the exceptional presence or absence
of the ability and potential isolation by brain damage. Gardner in his work refers to people of
great spiritual character (1997) and others (Zohar and Marshall, 2000; Emmons, 2000a) cited
individuals in the literature as exemplars of spirituality including Gandhi, Martin Luther King,
Mother Teresa, Nelson Mandela and Diana, Princess of Wales. Whilst these people were all
public figures, they were never measured for SI and their personal human limitations have been
ignored in the literature. Some of these exemplars, such as Diana, Princess of Wales, may even
appear romantic suggestions. This romanticism features in various stages of the debate, with
Gardner (2000) repeatedly accusing Emmons (2000a) of including behaviours as evidence

because they are admirable — not valid - capabilities.

However, with regard to Sl, Gardner claimed also that it is not the privilege of special
gurus or prominent humans (1997). This position supports Maslow’s (1964 p. 29) earlier broader
point that “all or almost all people have or can have peak-experiences”. Sternberg (1988) argued
also that examples of average people when examining intelligences and mental capacities should
be a requirement for proof of mental capacity. If academia cannot agree what average look like,

it cannot agree what exemplary performance looks like.

Identifying spirituality in a person is intrinsically difficult; ‘virtuous behaviours’ was an
earlier ability cited by Emmons (2000a) and later removed by him (Emmons, 2000b) because it
was contested as unproven by Gardner (2000) as an outcome variable of SI. These virtuous
behaviours included humility and, as such, a humble person’s qualities with regard to spirituality
might be invisible — if they are truly humble. Whether SI qualities are identifiable is a valid
question which the literature reviewed fails to answer. Edwards’ (2003) perception was that the

argument for displaying SlI qualities in exceptional individuals such as mystics and leaders would
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be stronger if the individuals being proffered as exceptional exhibited average performances in

the other intelligences in Gardner’s (1983) MI Theory.

However, where the literature to date fails most noticeably is proving Gardner’s
intelligence criterion of identifying what happens with the absence of SI — there is a noticeable
void of academic consensus on either side. For example, whereas linguistic intelligence can be
argued clearly by way of the impact of a stroke on an individual’s capabilities — brain damage —
this theory of damage or absence is not argued when it comes to SI. It would seem logical to cite
evil as an example of psychopathy caused by an absence of SI but not all people lacking Sl are
necessarily evil. The academic challenge still rests on proving Sl in the first place in order to
demonstrate what the removal of the construct looks like. If the literature fails to accept Sl as a
valid intelligence through consensus, it simply cannot demonstrate the features associated with its

removal.

Research and theories have attempted to explore what is lost in adaptiveness and problem
solving abilities when a construct such as Sl is missing: Jung (1956 p. 41) stated that any
psychoneurosis “must be understood ultimately, as a suffering soul which has not discovered its
meaning”. Zohar and Marshall (2000 pp166-70) acknowledged clinical illnesses associated with
such conditions including bi polar conditions, chemical dependence, paranoia, fatigue, eating
disorders and psycho pathological illnesses associated with fragmentation and meaninglessness

such as schizoid disorientation.

2.2.2.3.6. Support from psychometric findings. Inventories to measure spiritual and
religious factors proliferated at an alarming rate (Emmons, 2000a). An important consideration
for proving any intelligence or human ability is its measurement, although Boring’s classic

caution (1923) should be noted before any venture into this scientific criterion - ‘intelligence is
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what the test tests’. This observation provides a succinct insight to the limitations of
psychometric psychology and it would appear to be applicable especially to intangible concepts
such as SI. Emmons (2000a p. 15) echoed this caution: “there exists no measure of spiritual
intelligence, per se. | am sceptical that an adequate self-report measure could be easily
constructed; on the contrary, it would be quite ill-advised to attempt to gauge someone’s spiritual
IQ” . Zohar and Marshall (2000 p. 276) concurred, stating “unlike 1Q, which is linear, logical
and rational, spiritual intelligence cannot be quantified”. Wolman (2001) agreed but also
accepted that this vagueness is a necessary part of a progressive landscape so as to gain
consensus on causal mechanisms and outcome variables before attempts to measure the construct
empirically can succeed (although his own psychometric construct items was criticised by King

(2008) for lacking face validity).

The need for empirical measurement instruments is accepted strongly in the literature, and
the way the measures are developed and constructed can vary from qualitative approaches such
as Amram and Dryer’s (2008) ISIS through to MacDonald’s (2000) Expressive Spirituality
Index, which contains a ‘cognitive orientation to spirituality’ dimension. The use of the phrase
‘orientation’ in this measure of SI exemplifies the continuing debate about whether a test

measures phenomena, awareness and/or abilities or capabilities.

King (2008 p. 111) concluded that “It should be reminded that after a century of serious
philosophical and scientific inquiry, no clear consensus exists on human intelligence in general,
yet 1Q testing endures”. This echoes still the position of the influential APA Intelligence Report
(Neisser et al., 1996). Emmons (2000b p. 15) voiced similar reservations in the context of Sl
writing: “a scientific consensus on the viability of the construct must first be established before
measurement efforts are undertaken. Until such a time, SI might be better be treated as a

potential” .
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As an example of the challenges of quantification, Zohar and Marshall’s (2000) concept
of SQ used existing measures in an attempt to fulfil psychometric credibility, namely through the
Myers Briggs Type Indicator, Holland’s career preference tests and Cattell’s factor analysis-
based tests on motivation and personality traits. The use of existing measures is unsatisfactory in
that it negates specific construct validity. The authors admitted as much when they talk about
‘re-jigging’ these existing psychometric constructs (Zohar and Marshall, 2000 p. 129); for
example, the authors claimed that Jung’s ‘extroverted feeling type’ corresponds with Holland’s
‘social type’ and that Holland’s “artistic type’ corresponds to Jung’s ‘introverted perception’ (see
Figure 2.4 p. 69 this thesis). The reference to Cattell’s work is also poorly constructed,
acknowledging 12 basic human motives (according to Cattell) and then dismissing or renaming

some of his facets.

Nasel (2004 p.75) posited that SI can be gauged by examining “subjective descriptions of
an individual’s spirituality, belief system, values, goals, and spiritual experiences (and personal
interpretations of these), and the way in which these have been applied and have contributed to
personal development”. Nasel’s (2004) Spiritual Intelligence Scale (SIS) is a 17-item self-report
measure of Sl rated on a Likert scale and items are all positively worded and designed to assess
behaviours and attitudes rather than specific beliefs. The scale ultimately fails to be conclusive
because, in spite of proven reliability and construct and predictive validity, the SIS was designed
to measure S| from the perspectives of Christianity and New Age/individualistic spirituality
(King, 2008). Nasel also failed to make the distinction between spirituality and Sl and also
contradicted conventional intelligence theory that distinguishes intelligence from experience,
behaviour and attitude (Gardner, 1983; Mayer et al., 2000; Sternberg, 1997a). This failing haunts
the SI literature where semantic disagreements take place between phenomenological evidence

and intellectual qualities.
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Amram and Dryer’s (2008) Integrated Spiritual Intelligence Scale (I1S1S) was developed
from Amram’s (2007) work and is composed of 83 items measuring 22 subscales organised
under 5 higher order domains (see page 62 above and Appendix H p.XXXVII). The internal
consistency, reliability and convergent validity of the ISIS were all well-demonstrated in
preliminary studies (Amram and Dryer, 2008). The ISIS predicted satisfaction with life and
correlated with existing measures of spirituality. ISIS scores were significantly different among
the different norms used: spiritual teachers and business leaders who were nominated for their
embodiment of spirituality in daily life scored higher than other groups such as MBA students,
even when controlling for other confounding variables (this thesis will contribute to this debate

further when it discusses its ISIS findings).

King’s (2008) SI model used an 84-item spiritual intelligence self-report inventory
(SISRI) and reduced the measure to a 39-item scale in his second study. The final version of the
scale, the SISRI-24, displayed excellent internal reliability and a good fit to his proposed 4 factor
model of SI (King, 2008) introduced earlier. However, the demographic restriction of his
samples for his research (study 1 n619 undergraduates and study 2 n305 undergraduates) should
be noted with regard to intelligence development patterns (Gardner, 1997), multicultural
application and questions about generalisability. Whilst the samples are of an appropriate size,
using university students within a traditional age range can skew adaptive problem-solving issues
in terms of health, relationships and work environments — young people may have limited
experience of these arenas. Further independent evidence of validity is required for King’s

measure.

Limitations of psychometric instruments are exposed further in attempts to measure SI. It
is worth pointing out the confusion between outcome variables and causal attributes in these Sl

constructs; Emmons’ (2000a) virtuous behaviours were ultimately removed from his original
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model for this reason. These virtuous behaviours included forgiveness, humility, gratitude and
compassion — all cited as outcome variables of Sl, not causal mechanisms. Zohar and Marshall
(2000) made the same error with their indications of Sl such as: flexibility, the quality of being
inspired by vision and values, a reluctance to cause unnecessary harm and field-independence for
working against convention. Noble’s (2001) construct and Amram’s (2007) 7 dimensions of Sl
also fail to tease apart causal mechanisms from outcome variables. However, it is possible that
mechanisms leading to Sl and the outcome variables could be working within a causal loop
which leads to continuous development of the same criterion (Greeff and Human, 2004; Duffy
and Blustein, 2005); King (2008) does not accommodate this possibility fully in his criticisms or
theories. This psychological confusion within the literature again demonstrates the difficulties of

distinguishing between spirituality, SI, phenomenology and intelligence constructs.

2.2.2.3.7. Scientific evidence and support from experimental psychological
investigations. James (1902) began to address the nature and biological origin of spiritual
experiences and religion through a contemporary approach combining scientific methods to
explain the relationship of religiosity with developmental and evolutionary psychology (British
Psychological Society, 2011). However, whether these matters can be explained by science is a
question that pervades the literature; Zohar and Marshall (2000 p. 11) argued that SQ (their
concept of spiritual quotient) is actually beyond other forms of intelligence in that it is a super
intelligence: they claim that it is “beyond the ego, is not culture dependent, it does not evolve
from existing values. SQ is prior to all specific values and to any given culture”. However these
commentators, like King (2008), then precede to attempt to validate SI through Gardner’s and
Sternberg’s (1990) existing criteria for intelligence which includes providing scientific findings
and citing neurological research. If Sl is prior to intelligence (Zohar and Marshall, 2000 p. 11)
and is “the ultimate concern” (Emmons 2000a — Title page), arguably it is not intelligence as we

know it within a psychological construct.
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Newberg and Newberg (2010 p. 119) expanded on this subject: “The challenge for
science is to help us better understand the nature of this inspiration by considering the
neurobiology underlying such experiences”. That spirituality and the mind are related is not
necessarily the debate within the literature; the scientific debate appears to be twofold: firstly
whether this relationship creates an independent intelligence and, secondly, which way the causal
arrows flow — does the brain create spirituality or does spirituality create the brain. Or is the
relationship inter-dependent? Newberg and Newberg (2010 p. 120) argued further that “the field
of neurotheology already supports the notion of a complex synergistic interaction between
spirituality and the brain — along with psychology, medicine, and sociology, philosophy, religious
studies and theology, we can see that this debate requires a multi-disciplinary approach”. The
literature reviewed supports this position and reveals that a single field alone cannot solve this

conundrum. A post modern approach to research may, therefore, be justified in this thesis.

Specific experiments by Persinger (1983), Ramachandran (1998) and Ramachandran,
Blakeslee and Sacks (1999) have attempted to identify a neurological centre which has been
related to the existence of God. The research measured temporal lobe activity related to the
human consideration of wider meaning and value. The research has concluded that the ‘God
Spot’ may indeed exist as an isolated module of neural networks in the temporal lobes based on
the response of this brain area to certain stimulus. This suggests that related beliefs may be hard
wired into the brain. This function, it is argued, has evolved to fulfil an evolutionary purpose
which would then justify placing SI within the M1 Theory (Gardner, 1983) because of the

biological and evolutionary criteria for intelligence.

Newberg and Waldman’s (2009) research on brain imaging studies has also clearly shown
how different religious and spiritual phenomena affect the brain and that this strongly correlates

with research on the ‘God Spot’ research. Specifically, research has revealed altered brain
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activity during heightened states of consciousness (Cahn and Polich, 2006; Farrow and Hebert,
1982; Tart, 1975; Newberg and Iversen, 2003; Persinger, 1983; Vaitl et al., 2005). In particular,
scientific evidence within the literature focuses on the amygdala, the hippocampus and limbic
system which are found to be related to higher states of consciousness and peak experiences.
However, the ‘God Spot’ hypothesis alone cannot be a sufficient condition of proving Sl as the
temporal lobes have only been associated with spiritual experiences, not abilities. Newberg and
Waldman (2009) concurred that increased temporal lobe activity is related to spontaneous
spiritual/religious experiences, while increased frontal lobe activity is related to controlled
meditative states and the ability to enter such higher states of consciousness. This relates to
mental ability, as opposed to experienced phenomena, which must be kept distinct from human

intelligence in the multiple intelligence debate.

The main supportive argument within the realms of neuropsychology is that specific
neural oscillations are present as a neurological expression of SI (based on the experimental work
of Deacon, 1997). Zohar and Marshall (2000 p. 58) stated that SI represents unitive thinking as
opposed to the serial thinking (aligned with 1Q) or associative thinking (aligned with EQ). This
unitive thinking is linked with neural frequencies and oscillations that pull together neurons (Pare
and Llinas, 1995) and these oscillations govern computation of sensory stimuli. The
experimental work of Singer and Gray (1995) identified the neural oscillations in the 40 HZ
range which is the frequency associated with SQ; this research found that:

a) at this level (40 hz) the brain mediates conscious information processing between the serial
and parallel neural systems as illustrated by Damasio’s work (1996)

b) the oscillations are the most likely neural basis of consciousness itself and of all unified
conscious experience

c) the oscillations are the neural basis for the higher order unit of intelligence.
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Critics such as Crick (1994) previously dismissed such neuroscientific evidence for
spirituality saying that it was “hard to believe that a vivid picture of the world really depends
entirely on the activities of neurons that are so noisy and so difficult to observe” (cited in Zohar
and Marshall, 2000 pp67-68). However, psychology and neurobiology have continued to explore
the relationship between spirituality, the mind and brain and whether these areas are distinct and
independent (D’Aquili and Newberg, 1999). Newberg and Newberg (2010 p. 119) observed that
“it would seem difficult for purely reductionist or materialist perspectives to address or explain
all aspects of religious and spiritual phenomenon”. Vicariously, this position further implies the
validity of post modern mixed method approaches to related research such as this thesis, rather

than a positivist epistemology considered in the next chapter.

2.2.2.4. 1s Sl a weak psychological construct or a psychological construct in
development? Bearing in mind the complicated semantics regarding the definition of Sl, there is
no consensus as to whether SI meets the criteria for an intelligence, not least of all because the
criteria for an independent intelligence construct also lacks consensus — the latter point in itself
making consensus on Sl impossible. Gardner’s historic (2000) position is positivist in his

questioning whether the subjective experience of spirituality constitutes an intelligence.

Emmons’ (2000a) definition of SI may be nothing more than a relabeling of spirituality
(King, 2008) and he consequently diluted his position by clarifying his concept of Sl as a set of
skills and capabilities associated with spirituality (Emmons, 2000b). A key issue within such
debates is phenomenology versus intelligence: Gardner’s response (2000 p.33) to Emmons

clarified his approach :

Whether spirituality should be considered an intelligence depends upon

definitions and criteria. Emmons tends to lump together different aspects of

Thomas B. Eccles



GMCs & 12 Steps Literature Review 80

spirituality and also various facets of psychology. In my response, |
demonstrate the advantages of teasing these concepts apart. Those aspects of
spirituality that have to do with phenomenological experience or with desired
values or behaviours are best deemed external to the intellectual sphere.

Nevertheless, Emmons (2000b) noted that Gardner (1999) himself makes note of the
phenomenological experiences involved in peak flow associated with mathematical intelligence
and emotional states associated with musical intelligence. King (2008) reasoned that these
personal experiences are also phenomenological, citing Gardner’s own position that intelligences
are often confounded with phenomenological experiences (Gardner, 1983). The arguments about
Sl can lead to a conclusion that phenomena and intelligence are linked. This thesis will explore
this position further via its methods that include both the ISIS construct (Amram and Dryer,

2008) to measure Sl and IPA (Smith, 1996) to explore related phenomena.

This ‘linking’ phenomena and intelligence was achieved in Salovey and Mayer’s (1990)
model of El despite the obvious phenomenological experiences related to this emotional ability
(King, 2008). Edwards (2003) along with Kwilecki (2000) and Mayer et al. (2000) explored the
debate further and raised concern that very little time had been used to discuss the relationship
between Sl and social intelligence (Thorndike, 1920) — or in the case of the Ml theory (Gardner,
1983) - the relationship between Sl and interpersonal and intrapersonal intelligences. This
relationship between EI and Sl is raised by Zohar and Marshall (2000), Gardner (2000), Emmons
(2000a), and Edwards (2003) who all cite Goleman’s work (1995) and the work of Salovey and
Mayer (1990) in building their arguments for SI. It would appear that Gardner (2000) sees Sl as
an intrinsic sub relation of interpersonal intelligence, whereas Emmons’ (2000a) suggestion that
Sl is the ultimate concern might imply that interpersonal intelligence fits under the greater

construct of SI.
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It should be noted that Gardner did not claim to be immovable on his position; he

concluded that:

| have considered evidence in favour of a ninth, or spiritual intelligence, only
to conclude that this putative form of intelligence is problematic. In the
process, however, | have become convinced that there may be an existential
intelligence that captures at least part of what individuals mean when they

speak of spiritual concerns” (Gardner, 2000 pp 29-30).

2.2.2.5. Summary of the literature on SI. Zohar and Marshall (2000 p. 152) contested
that “modern psychology has no concept of a spiritual intelligence”. They continue that “unlike
IQ, which is linear, logical and rational, spiritual intelligence cannot be quantified” (Zohar and
Marshall, 2000 p. 276). However, as a demonstration of the battle for clarity, chapter 14 in their

book is called, interestingly, “Assessing My SQ”.

Distinguishing between indicative cognitive abilities and their outcome variables aids in
the understanding of spirituality in general (King, 2008), distinguishing between Sl and its
relationship to spirituality. At present, all of the associated variables (abilities, behaviours,
attitudes, experiences and traits) are grouped together under the very broad rubric of spirituality
making it difficult for scientific clarity and research consensus. However, the construct of Sl in
itself has helped to create a valid research field. This field currently struggles with a series of
arguments of convenience — religion, spirituality, phenomena and intelligence-related evidence
are used liberally by authors to strengthen their position; however, these very authors are the ones
who criticise others for confusing these elements. Perhaps that is to be expected in developing

new knowledge.

There seems to be little debate in the literature, however, that abilities and spiritual
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qualities are related to intelligent choices, rational behaviour and existential purpose. There is
consensus on the difficulty in defining SI. It is also concluded, however, that Sl is a viable
construct, without which the human cognitive process is incomplete. Emmons (2000a, 2000b)
and King (2008) both claimed that SI meets Gardener’s criteria for an independence intelligence
and, within the overall literature, SI appears to have fulfilled the criteria for an intelligence in a

piecemeal fashion.

Nasel (2004 p. 11) contended that opposition based on the popular view of intelligence as
rational is unsubstantiated, citing “the prevalence of negative or indifferent attitudes within
psychology in general toward religion and spirituality have been reflected in the under-
representation of religion and spirituality as research variables in mainstream [psychology]”. Kaku
(1999) raised the question as to whether it is possible to research a subject if one has no experience
of it — echoing the position of The Catholic Encyclopaedia’s (2011) claim about The Book of
Spiritual Exercises cited on page 18: some of the counter argument against SI may arise from a
lack of personal experience by those offering the criticisms. James (1902 p. 124) cautioned
“nothing can be more stupid than to bar out phenomena from our notice, merely because we are

incapable of taking part in anything like them ourselves”.

It is intended by that by using Sl as a construct in this research, it will provide a means of
exploring the processes that the sample experience when applying their spiritual programme in
their managerial role; at the same time, using this method might contribute new knowledge to the

debates uncovered in this last section.
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2.3. Spirituality at work

2.3.1. Introduction to spirituality at work. The literature in the last section suggests
that intelligences — in order to be intelligences — must be adaptable and applicable throughout life
and this includes the workplace. This criterion applies to the concept of SI. Therefore, focus
now turns to spirituality at work and, subsequently, on those tasked with leadership and
management function. Spirituality at work as a field has ‘significant contributions to make the
workplace’ (Gockel, 2004 p.175). It allows individuals to experience a more valid work
experience and this has a positive impact upon their organisations (Fernando, 2005) making them
more ethical and profitable. In turn, the spiritual workplace will have positive moderating affect

on their workers (Fry and Slocum, 2008) via a causal loop.

Institutional and management theories have been, historically, influenced by psychology
and sociology, and spirituality at work continues this relationship by integrating ideas from
significant spiritual thinkers including Aristotle, Augustine, Aquinas, Buber, Kant, Frankl and
James (Gibbons,1999). However, in exploring the concept, the literature reveals a battery of
counter-argument acting against the concept of spirituality at work and these resistors include:
o the breadth of the subject and its pluralistic nature (Krishnakumar and Neck, 2002)

o the opposing academic approaches of spiritual and scientific disciplines that create “a
joint denial of significance and validity” (Wilber,1998)

o the economic precedence that prioritises immediate financial reward over meta-physical
outcomes (Gibbons,1999)

o the resultant materialistic system measured in organisational and financial status (Neal

and Biberman, 2004)

o the relationship with religion (Fry, 2005)

o the idiosyncratic nature of spirituality (Howard, 2002).
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2.3.2. Definitions relating to spirituality at work. As already explored in previous
sections, the problems of quantifying and enumerating spirituality haunt the literature. This has
significant impact upon the quality of research into the field of workplace spirituality.
Definitions of spirituality “conceal as much as they reveal, and maim and obfuscate while
pretending to clarify and straighten up...if we fail to coin a ‘rational definition’, we would enter
the post-modern world ill-prepared to tackle the questions” (Bauman, 1998 pp55-78). This
observation is echoed by Mohamed, Hassan and Wisnieski (2001) who posited that there are
more definitions of spirituality than there are researchers to write about it. Bearing in mind the
super ordinate subject of this thesis, business psychology, it is important again to consider the
relevant concepts and constructs, the causal mechanisms and the outcome variables associated

with spirituality at work.

The definitions offered in the literature about spirituality at work include a wide range of
phenomena ranging from ethereal concepts such as beauty (Khanna and Srinivas, 2000) to
Levine’s interpretation (1994 p. 61), who called it “emptiness - emptying oneself or creating a
vessel for receiving or containing spirit”. The majority of research takes the position that
religiosity can be defined separately from spirituality. Galanter (2007) suggests that in
considering religion, research should not restrict itself to major religious denominations as the
various 12 Step programmes also construct a codified set of beliefs. In echoing the position of
Neal and Biberman (2004) cited earlier, Ashmos and Duchon (2000) posited that spirituality at
work is neither about religion nor about getting people to accept a specific belief system — rather,
it is about workers who see themselves as spiritual beings needing spiritual nourishment, a sense
of purpose and meaning and a sense of connectedness to one another and to their workplace

community.
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Gockel (2004 p. 158) summarised that “spirituality in the workplace covers a broad range
of phenomena, experienced both within and outside formal religious tradition, which centres on a
personal experience of the sacred and one's connection to it, to others, and to life itself in the
context of workplace’. Gibbons (1999 p. 2) defined spirituality at work as “a journey toward
integration of work and spirituality, for individuals and organisations, which provides direction,
wholeness and connectedness at work”. He continued that primary types of spirituality co-exist

in a framework at an individual and organisational level.

2.3.3. Spirituality at work — different levels of application. Gibbon’s (1999) definition
implies a symbiotic relationship: work can feed an individual’s spirituality and the individual’s
spirituality can feed their work. Individual concepts of spirituality at work include spirituality
and leadership, individual creativity, intuition and well-being at work (Gibbons, 1999). These
claims are also supported later by Goertzen and Barbuto (2001) who conducted a review of the
literature on individual spirituality. They argued that an individual’s spirituality is expressed also
in the workplace and in leadership at work. It is also associated strongly with participatory

management styles (Biberman and Whitty, 1997; Groen, 2001; Uhrich, 2001):

Organisational spirituality, on the other hand, is described as the organisational journey
towards the spiritual (Gibbons, 1999). This integrates both individual spirituality and the wider
concerns of organisational orientation towards spiritual goals and means. Mitroff and Denton
(1999a) explained organisational spirituality as 5 sub-types: the religious, recovering,
evolutionary, socially responsible and value-driven organisations. The pan-organisational
implications of spirituality are described by Giacalone and Jurkiewicz (2003 p. 13) as “a
framework of organisational values evidenced in the culture that promotes employees’
experience of transcendence through the work process, facilitating their sense of being connected

to others in a way that provides feelings of completeness and joy”. Organisational spirituality
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may manifest itself in a number of macro organisational initiatives. These may include policy,
structure and systems. Employment terms and conditions that have been related to organisational
spirituality include corporate social responsibility programmes, employee assistance
programmes, flexible work hours, child care provision, gym facilities, prayer and even
architecture that are all used by organisations to help the individual address their complete
physical, emotional, cognitive and spiritual needs (Brandt 1996; Burack, 1999; Uhrich, 2001).
These approaches are reflected at a federal level in policies such as increased parenting rights
brought in under the UK’s New Labour government in 2009 (UK Labour Party, 2011) and the
reference by the current UK Prime Minister to Gross National Happiness and Well-Being Indices
(Halliwell, 2011). Training and development also foster a commitment to the general wellbeing
of the individual through personal and professional development helping to create well-balanced,
multi-skilled and innovative employees (Groen, 2001; Milliman, Ferguson, Trickett and
Condemi, 1999). In turn, this is seen as good business, as the triple bottom line return of people,

profits and planet is increased (Fry and Slocum, 2008).

Mitroff, Mason and Pearson (1994) note the inter-dependent nature of spirituality at work
in a framework that integrates the organisation, its employees, its products and processes, and the

world at large. The focus of this thesis, however, is individual spirituality at work.

2.3.4. Relationship of spirituality at work with religion. Gibbons (1999) argued that
spirituality at work has religious origins that are intrinsic to the field of research and, in exploring
these influences, called for more qualification of the “spirituality” of spirituality at work and,
particularly, how it differs from related pre-modern and modern concepts. He suggested that all
individuals have spiritual beliefs and attitudes whether conscious or unconscious. If that is the

case, these beliefs and attitudes may be supportive or critical of spirituality, but they do exist.
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Many authors consider spirituality at work in a religious context. Ali and Gibbs (1998)
explored the relationship between the Ibrahamic Ten Commandments with work ethics and
practices. Goertzen and Barbuto (2001) note the separate nature of religiosity and spirituality but
go on to explain that religiosity has been found to have a positive effect on physical health,
wellbeing and quality of life. More specifically, Neck and Milliman (1994) linked religious and
spiritual values and positive job performance. Fry and Slocum (2008) took a contrary position,
finding that research on workplace spirituality is relatively free of the denominational politics

associated with formal religions.

Whilst religion is an important source of spirituality for many people (Neal and
Biberman, 2004), it is not the only source of spirituality — in a U.S. study of leaders in the area of
spirituality in the workplace, Schaefer and Darling (1997) found that about 80% of the people
who identified themselves as deeply committed to their spirituality were not aligned with any
particular religion. This attitude towards spirituality and religion is reflected in the sample of AA

participant managers used in this research.

A review of this literature reveals alternative perspectives depending of the field of
academic research and includes significant acknowledgment of the impact from the psychology
of religion that has attempted to explore religiosity with empirical methods. An important
observation from this field regards separation theory (Spilka, Hood and Gorsuch, 1985) —
whereby an individual may regard their religious and spiritual life as separate from work; this
makes the research into spirituality at work almost impossible as empirical relationships between
spirituality (outside work) and behaviour (inside work) would be unreliable and invalid. If this is
true, then qualitative research may be a more valid research approach to this field than
quantitative methods. This is considered in chapter 3 and the research questions stated at the end

of this chapter.
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2.3.5. Research into spirituality at work. One of the biggest challenges facing this
subject is the lack of empirical research as most studies to date are qualitative (Tischler,
Biberman and McKeage, 2002) which reinforces any positivist doubts about spirituality. In spite
of this academic doubt, Garcia-Zamor (2003) suggested that ‘spirited workplaces’ significantly
outperformed organisations with less robust cultures over the long-term. There are a number of
studies that have attempted to develop measurement instruments to identify the impact of
spirituality on organisational and individual performance (for example Ashmos and Duchon,

2000; Milliman et al, 1999).

In their research, Schaefer and Darling (1997) found that the existence of contemplative
practices in the workplace were more widespread than anticipated. These spiritual practices
included meditation, prayer, keeping a journal, opening meetings with motivational statements
and readings. People felt that these practices made a positive difference in their effectiveness at
work. A different approach was taken by Freshman (1999), who used grounded theory to analyse
text samples from both an email list server devoted to spirituality in the workplace and a
literature search. The key themes emerging in these data sources were diversity, learning and
development, intuition and personal aspects of spirituality in the workplace. Tischler et al.,
(2002) and Kinjerski and Skrypnek (2004) conducted empirical research to reveal 2 basic
components of spirituality in the workplace: firstly, a humanistic component of valuing
relationships with other people at work and, secondly, a transcendent component of valuing a

connection to a power greater than oneself, such as God.

This literature review has already laid the foundation that one’s relationship with religion,
spirituality and even God can have an important effect on life outcomes. Attempts to measure
related constructs have struggled with the ephemeral - Fornaciari and Dean (2001) contended that

it is not possible to measure one’s relationship to the ‘sacred’ and the biological neurotheological
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approaches undertaken by researchers - such as D’Acquila and Newberg’s (1999) work into the
‘God Spot’ theory - have highlighted the need to address this empirical vacuum. Focus on the
development of measures can be found in the research (for example: Beazley, 1997; Perez,

1998). This has resulted in a battery of tests, as explored earlier in this chapter, that has been
developed to help expose relevant psychological factors. These tests appear to have originated
from the different academies of spirituality at work, the psychology of religion, leadership and
management theory, the psychology of intelligence and other fields such as medicine and social
work. Along with such tests, there already exists a menu of measures for spirituality developed
for academic research that have not been used in the workplace since their origins. This results in
a mass of under-developed resources and raises the question of the value of any new measures in
increasing our understanding of the phenomena (Pargament, 1997). However, the reliability and
validity of all these methods, often using self reported measures or observational methods, such
as ethnography, are considered later when establishing the methodology of the thesis. The
complexity and diversity of spiritual paths has encouraged most researchers to use a qualitative
approach to research. Neal (1998) posited that this approach better reveals the developmental
and process aspects of spirituality and explores how spirituality expresses itself in context.
Furthermore, it enables study of cognitive structures that would link specific beliefs to behaviours
and more effectively captures the affective nature of spiritual experience. This thesis explores

this position further in the next chapter.

Mitroff and Denton’s (1999b) research found common elements in a variety of definitions
of spirituality used by U.S. managers at work. They conducted 68 interviews and 137 surveys
and found that spirituality at work had the shared qualities displayed as Table 2.6. This research
also established that, contrary to conventional wisdom, the respondents in their study did not
have widely varying definitions of spirituality. Furthermore, separation theory (Spilka et al.,

1995) was found to be invalid as people did not want to compartmentalise or fragment their lives.
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Respondents generally differentiated strongly between religion and spirituality, seeing religion as
a highly inappropriate topic in the workplace, although they did desire models of practicing
spirituality in the workplace without offending their co-workers. There was also found to be a
lack of positive role models demonstrating how to practice spirituality in the workplace and many
respondents were actually afraid even to use the word spirituality — this last point is remarkable
given the existential importance of such matters. Overall, people made a clear distinction
between spirituality and religion, and were more comfortable with the phrase “spirituality’ in the
workplace than ‘religion’ in the workplace, believing that spirituality has positive benefits for the

workplace so long as there is no promotion of traditional religion.

Table 2.6. Common qualities of spirituality of work (Mitroff and Denton, 1998a)

e provides meaning and purpose in life;

e istimeless and universal;

e isnondenominational;

e isinclusive of and accessible to everyone;

e isnot formally structured or organised,

e involves a sense of the interconnectedness of all things;

e includes an ability to transcend the ordinary;

e to see the sacred in everyday life;

o reflects in feelings of peace, awe, calm, and connectedness;
e isasource of inexhaustible faith and willpower;

e commonly, although not consistently, involves a concept of a ‘Higher Power’.

2.3.6. Outcomes associated with spirituality at work. In his review of the literature,
Gibbons (1999) found that researchers made claims for both individual and organisational
benefits of spirituality at work, although at the time of his study, there appeared to be a lack of

empirical research within the literature to support these claims.
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Fry and Slocum (2008) argued that there is significant evidence that proves that
spirituality at work returns positive personal outcomes, such on health and well-being, and
improved organisational performance via improved employee commitment, productivity and
reduced absenteeism and reduced staff turnover. They also claim that spirituality results in
highly motivated employees utilising their unique idiosyncratic competencies at work. Indeed, a
significant number of studies posit evidence that spirituality is correlated with organisational
performance, including greater financial performance and success (Fry and Slocum 2008; Mitroff
and Denton, 1999a; Strack, Fottler, Wheatley, and Sodomka, 2002). Cacioppe (2000a)
concluded that spirituality in the workplace is not just good for business, it is the only way
leaders and organisations can succeed. Mechanisms for these results are explored by Fernando
(2005) who, in summary, found that spirituality at work creates employees who:
o will be less fearful of their organisations
o will be far less likely to compromise their basic beliefs in the workplace
o will perceive their organisations as significantly more profitable
e report that they can bring significantly more of their complete selves to work — particularly

creativity and intelligence.

Dent, Higgins and Wharff (2005) also concluded that organisations that promote
spirituality are more profitable and perform better. In exploring the impact of spirituality upon
the organisation, they note that profits are dependent on all work psychology issues. They
reviewed Ouimet’s (2003) applied research and case study of the implementation and outcomes
of his twofold management system - Integrated System of Management Activities (economic)
and Integrated System of Management Activities (human) - that found that it is possible to

reconcile economic profitability with human and spiritual values.
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2.3.7. Spirituality at work in the context of organisational trends. Aburdene (2010,
p. 4) stated that the focus on spirituality in business is becoming so pervasive that it stands as
“today’s greatest megatrend”; this trend can be seen in academic articles as well as the popular
press: articles can be found in Leadership Quarterly (2005, 14(6)), Journal Of Applied
Managerial Psychology (2002, 19(3)), Journal Of Managerial Psychology (2002, 17(3)), Journal
Of Organisational Change Management (2003, 16(4)) and The Psychologist (2011, 24 (3)), The

Economist (2011) and the British Broadcasting Corporation (BBC News, 2009).

Spirituality at work exposes major philosophical differences between scientific
management theory and other contemporary humanistic management theories such as
organisational development (OD) (McGregor and Beckhard — see Beckhard, 1997). Neal and
Biberman (2004) observed that the classical school of management saw the employee in terms of
simply having a financial need and the advent of scientific management, such as Taylorism,
focused on making organisations more effective by increasing process effectiveness and
efficiency. The employee was seen as part of the machine with theories focused on time and
motion and the efficiency of the human physical body. The 1930s witnessed the arrival of the
human relations school where events such as the Hawthorne studies (Mayo, 1945) led to
hypotheses about the social needs of employees. These needs may be described through
Maslow’s social needs stratum in his Hierarchy of Human Needs (1964), positing that a sense of
human participation could, ultimately, have a significant effect on productivity. Only with
quality circles and later with the total quality management programmes of the 1970s (see Walton,
1986) did organisations start to see the individual capabilities of employees as a key resource

that could be harnessed to improve productivity.

Neal (1998) suggested that the 4 aspects of being human are made up of body, mind,

emotion and spirit. Each of the stages of evolution of management thought had focused on these
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aspects consecutively: the classical school focused on the physical body; the human relations
school focused on the emotions and the quality movement focused on the mind. Neal postulated

that what was missing was an incorporation of the spiritual nature of human beings.

The literature reviewed for this thesis suggests an increased interest in spirituality in the
workplace as beginning in the 1990s, with the last 20 years producing a plethora of comment
from various academic fields. Fernando (2005) considered whether workplace spirituality is
another management fad along the lines of total quality management, work life balance and
organisational development. Institutional theories have also been used to expound the nature of
this trend and Fernando (2005) argued that a controversial issue is the extent that organisations
are adopting spiritual approaches in order to seek legitimacy and appeal to stakeholders (such as
customers and employees) rather than a genuine commitment to an authentic spirituality. A core
assumption of institutional theories is that organisations act in ways to enhance or protect their
legitimacy (Scott, 1994). This cynical approach may be relevant to spirituality at work although
it has not been proved in the literature — merely suggested. Within an organisational mission to
serve both the consumer and the community, employee assistance programmes and professional
development concepts might claim to offer employees increased governance and power,
meaning, connection and flexibility at work. However, whether these originate out of a spiritual
or employment attraction is difficult to decide; this is because, at the same time as increasing
these offers, employees can be asked to assume more responsibility, less security, shorter career
longevity, longer and flexible hours and the need for continual on-the-job learning (Gockel,

2004).

Fernando (2005) observed that this pursuit of legitimacy may be unsustainable and
inefficient because of the accompanying development of non-efficient practices and the

distraction from an organisation’s essential activities. However, Scott (1994) postulated that
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even if the organisational motive is false in adopting spirituality at work, it can still have
beneficial outcomes for the worker and the organisational; it does not necessarily mean that there
will be negative personal or economic consequences. At an individual level, recent outcomes of
the global financial crisis 2007 (Shiller, 2008) may include an authentic increase in interest of
spirituality in the workplace as the individual seeks more spiritual fulfilment from work (The

Economist, 2011).

Tischler (1999) referred the development of spirituality at work to the evolution of society
and organisations, moving from an agrarian society to a post industrial society, which focuses on
the individual. Tischler also used the framework of Maslow’s Hierarchy of Human Needs theory
(1964) to argue that as companies and individuals become more prosperous, people have the

relative luxury to focus on higher needs, including spirituality and self actualisation.

However, Tischler’s argument, that spirituality grows from societal success, is challenged
with regard the outcomes of the global financial crisis of 2007 (Shiller, 2008). This crisis has
brought a fresh wave of employment issues including redundancies, downsizing, job change and
employee stress (Tsai and Chan, 2011). These major shifts in employment patterns allow issues
of meaning for the individual to surface as they try to make sense of their new situations (BBC
News, 2009). Contrary to Tischler’s position, it is the threat of a lack of prosperity that may
evoke a quest for meaning. Major economic changes and organisational globalisation means that
change is a permanent workplace feature (Strebel, 1999). Along with these financial influences,
the rise in information technology leads to a sense of insecurity (Gockel, 2004). Neal and
Biberman (2004) and Dent et al. (2005) argued that as the traditional modern career structure
embraces the post modern reality of the workplace, pluralist work portfolios and multi job career
patterns have begun to emerge. Furthermore, these changes have happened at a time of increased

demoralisation of workforces in light of public service finance cuts in the European Union during
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2011-13 leading to organisations demanding that staff ‘do more with less’. In the UK, at a time
of the global financial crisis 2007 (Shiller, 2008), ‘Fat Cat Syndrome’, the bankers’ bonus debate
and members of the UK Parliament expenses fraud, an insecure, over demanded upon and
demoralised workforce is a logical result. In such circumstances, Gockel (2004) speculated that
demoralised workers will start to look elsewhere for sources of satisfaction and personal
meaning. It is argued that such existential matters born out of the workplace are related to
spiritual development: for example, Mitroff and Denton (1999a) found that the executive
managers that participated in their study became spiritually aware in response to a series of
personal and/or organisational crises and this is supported by the theories of Jung (1961) and
James (1902) cited earlier in this thesis. This is mirrored in AA’s concept of “hitting rock

bottom” (AA, 1953 p.66).

2.3.8. Spirituality, leadership and management. The ontology of spirituality in the
workplace is linked by several writers to leadership and the concept of spiritual leadership is
linked to organisational performance (Dent, Higgins and Wharff, 2005; Fernando, 2005; Fry,
2005; Zohar, 2005). Goertzen and Barbuto (2001), in their review of the literature on individual
spirituality, argued that it can be expressed in organisational leadership. In turn, this relatively
new field of inquiry suggests an area for the development of leadership theories and

organisational processes and policies (Dent, 2003).

Dent et al., (2005) argued that the study of spirituality and its relationship to workplace
leadership is dogged by differences in definitions and other basic characteristics. To date, the
authors contended, much of the writing had been of a general, rather than academic nature and
subsequently may lack validity. The literature has revealed claims of a positive relationship
between workplace spirituality, individual wellbeing, organisational performance and,

subsequently, on societal functioning. Leaders have an important role to play in facilitating
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spirituality at all of these levels (Cacioppe, 2000a). Leaders who do this and integrate their own
spiritual values with work can transform organisations (Konz and Ryan, 1999). However, this
wider impact is not the focus of this study which is idiosyncratic — rather than pan organisational
—in its exploration of the relationships between the 12 Step spiritual programme (AA, 2001) and

New’s (1996) GMCs as perceived by the individual AA participant managers.

Klenke (2003) contended that leadership and spirituality have been married consistently
throughout history in religious figures, patriotic leaders and civic leaders. Once again, the
literature reveals that both concepts - spirituality and leadership - are problematic for consensual
definition (Fry and Smith, 1987). What is more, the combination of both these terms creates a
new construct that will no doubt create similar confounding issues effecting SI. As an example,
Drath and Palus (1994) contended that the term spiritual might be individually intrinsic whereas
the term leadership is usually accompanied by external behaviours involving others. In the case
of this thesis, the forthcoming marriage of the terms spirituality and GMCs may face these
confounding issues. Furthermore, Neal (2005) observed that spiritual leadership in the workplace
Is evident at different levels of stratification: at an individual level, team leadership and in

business ethics.

To date, Fry’s (2005 p. 17) definition of spiritual leadership may provide an academic
provocation upon which to base research: he defines spiritual leadership as “the values, attitudes,
and behaviours that are necessary to intrinsically motivate self and others so that they have a
sense of ‘spiritual survival® (see Fleischman, 1994; Maddock and Fulton, 1998) through calling
and membership”. This definition resounds with work psychology concepts such as leader
member exchange (LMX) (Dansereau, Graen and Haga, 1975), transformational leadership

(Bass, 1985) and servant leadership (Greenleaf, 1970) considered by Zohar (1997, 2000, 2005) in
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her pioneering work on SI. The servant leader shares power, puts the needs of others first and

helps people develop and perform as highly as possible (Greenleaf, 1970).

2.3.8.1. Research into spiritual leadership. Fairholm (1998) argued that there are 5
‘virtual environments’ in which leadership is expressed: leadership as management; leadership as
excellent management; values leadership; trust cultural leadership and spiritual leadership.

Others have developed research from Fairholm’s model in order to validate a theory of spiritual
leadership (Fry, 2005). The concepts of emotional intelligence (EI), ethics and values have also
been deployed by researchers (for example Boyatzis, 2008; Reave, 2005; Zohar, 2005) as anchors

to develop different theories about leadership and spirituality.

Empirical research on spiritual leadership has focused specifically on behaviours, status
and power facets, personality traits, skills and organisational contexts. These areas of research
suggest the possibility that spirituality is an integral part of leadership and manifests as one
variable in an integrated leadership development model (Thompson, 2000; Sanders, Hopkins and
Geroy, 2003; Wilber, 2000). Such a model suggests that as the element of spirituality in a leader
becomes stronger, they experience transcendence and move to a different level of internal locus

of control when facing workplace situations (Sanders et al., 2003).

Bennis’ (2002) research suggested that a leader’s ability to handle the most difficult
situations and learn from them often results in personal transformation. Bennis (2002) continued
that such challenges reveal the spiritual soul and that transcending these adverse situation leads to
spiritual development. It is worth noting here that these catalysts were explored by James (1902)
and Jung (1961) in their broader work on spirituality. Along with Bennis (2002), others, such as
Mitroff and Denton (1999a), claimed that leaders and managers who have experienced intense

moments of suffering experience spirituality epiphanies and transform as a result. More directly,
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Tosey and Robinson (2002) argued that personal transformation originating out of challenging
workplace situations is needed to develop one’s spirituality. Like Jung and James before, King
and Nicol (1999), theorised that spirituality is developmental and in the gift of all people and that
this development can help leaders and managers understand the process of individual spiritual
growth at work. This suggests the possibility of a causal loop whereby spirituality leads to
spiritual development that leads to further spirituality. This psychological pathway is explored in

this research.

Reave (2005), conducted a meta analysis of over 150 studies, concluding that there was a
definite relationship between spiritual values and practices and effective leadership. Facets such
as integrity, honesty and humility were found also to be correlated to effective leadership. Of
interest, spiritual processes applied in daily life were found to impact positively upon effective
leadership. This counters the separation theory cited by Spilka et al., (1995) mentioned
previously: people can integrate spirituality into non-work and working lives. Arguably, a
spiritual workplace might be defined as one that recognises that employees have an inner life that
is inter-dependent with meaningful work. However, a significant caveat about spiritual
leadership is raised by Bass and Steidlmeier (1999 p. 182) who warned of the
charismatic/pseudo-transformational leader who might pretend to be spiritual but instead abuses
their power to feed their “narcissism, authoritarianism, machiavellianism, flawed vision and need
for power”. This approach to leadership is ego led and evokes the “self-centredness” of
alcoholics that Wilson describes in his life story (AA, 2001 p.14) and is depicted explicitly in the

film, My Name is Bill W. (Petrie, 1989).

2.3.8.2. Measurement of spiritual leadership. Spirituality is expressed in the literature as
multi-dimensional and includes cognitions, attitudes, practices and beliefs (these beliefs are the

fundamental element of an individuals’ spirituality and their leadership). Measurement of all the
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causal elements of spirituality is extremely difficult: how can the behaviours of a leader be
measured to demonstrate greater spirituality than another leader? How can an organisation’s
spirituality be measured — through the mission, the management style, the team performance or
the individual worker’s performance? Within the literature, there is little empirical research to
answer these academic challenges. To date, this field has largely relied on existing measures of
spirituality rather than bespoke measures of spiritual leadership to develop theory. Many of these
measures have been addressed in the previous section reviewing the literature on Sl. In the
context of spiritual leadership, MacDonald, Kuentzel and Friedman (1999) reviewed a number of
instruments that measured spirituality including the Expressions of Spirituality Inventory which
measures cognitive orientation toward spirituality, experiences and phenomenological
dimensions, existential well being, paranormal beliefs and religiousness. In contrast, they also
reviewed the Psycho-Matrix Spirituality Inventory (Wolman, 2001 - see page 61 this thesis)
which measured awareness of a Higher Power, spiritual activities or practices, use of healing
practices, experience of physical and emotional trauma, body awareness, religious history and
current religious practices. Measures developed for SI have not been created to measure the
qualities associated with spiritual leadership cited in this section and are, it can be argued,

therefore invalid.

Several researchers such as Cacioppe (2000b) and Fornaciari and Dean (2001) have
followed the tenet that spirituality cannot be measured, citing Wilber’s (2000) claim that
spirituality is meta physical and cannot be quantified empirically; however, this approach leads to
specific workplace cynicism — organisations, leaders, managers and workers may be sceptical

about spirituality at work because of this lack of valid measures (Cacioppe, 2000b).

2.3.9. Spirituality at work and the triple bottom line. As well as the individual

outcomes of spirituality and leadership, the wider organisation also experiences outcome
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variables as a result of promoting spirituality: Fry and Slocum (2008) argued that in organisations
where spirituality at work is encouraged so that the individual’s spiritual needs are
accommodated and aligned with the organisation’s mission, this results in higher motivation,
commitment and productivity. Workers who see their work as a vocation will conduct their
duties in a different manner to those who see work as a financial contract only. Fry and Slocum
(2008) claimed also that there is emerging evidence that spirituality provides a competitive
advantage for organisational performance. They proposed a model of spiritual leadership that
creates both a motivated workforce and a successful organisation by accommodating spirituality

at work through spiritual leadership (see Figure 2.5).

The model is dependent upon creating a common vision for leaders and workers to
experience a sense of calling so that their lives have meaning and make a difference at large, and
establishing an organisational culture based on altruistic values that are inclusive, authentic and

spiritually rewarding for the individual and the group.

Figure 2.5. Model of spiritual leadership (Fry and Slocum, 2008 p. 91)
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In their rare piece of related applied research, Fry and Slocum’s (2008) study focussed on
2 organisational departments — one that encouraged spirituality at work and the other did not.
They went on to measure the dimensions of the spiritual leadership model (hope/faith, altruistic
love, vision), spiritual wellbeing dimensions (calling/meaning and membership), and
organisational commitment and productivity. The measures included a twofold scale for each
department —percentage increase/decrease in sales and profit. The findings of the research
revealed that calling/meaning and membership facilitated by spiritual leadership explained 13%
of department sales growth, 94% of an employee’s commitment to the company and 73% of a
department’s productivity. The department with higher levels of spiritual leadership also
reported employees with higher levels of spiritual well-being that, in turn, positively impacted

upon organisational commitment, productivity and sales growth.

The research into spiritual leadership and psychology, however, is still scant. This may
be because most psychologists have not been trained to help individuals explore and draw on
their spirituality (Brawer, Handal, Fabricatore, Roberts and Wajda-Johnston, 2002). Indeed, they
may have seen a person’s religiosity and spirituality as a cause of negative affect. Studies citied
in this thesis provide evidence to the contrary and helping individuals to explore the meaning of
their lives — Heschel’s (1955) ultimacy — can help facilitate positive lifestyles and relationships
leading to positive affect. Viewing work from this approach can further help employees identify
a purpose that, in turn, can lead to a rewarding work experience. This can be true especially for
those that supervise others because they can influence subordinates in a positive way by the way

they are managed, deployed, valued, supported and rewarded.

Zohar (2005) posited that spiritually intelligent leadership is underpinned by vision,
purpose, meaning and values: such spiritual capital reflects what an individual exists for,

believes in, aspires to and takes responsibility for, expanding that spiritually intelligent leadership
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can be fostered by applying 12 principles shown in Table 2.7. Zohar (2005 pp84-85, and p. 201)
considered servant leadership as a manifestation of such spiritually intelligent leadership.
Whether these qualities can be translated into management competencies within an organisational
setting will be explored in this research (prior to this, models and theories of management

competencies will be reviewed to provide further academic foundation).

Table 2.7. Principles of spiritual leadership (Zohar, 2005)

o Self-awareness: knowing what I believe in and value, & what deeply motivates me

e Living in and being responsive to the moment

e Being vision & value-led: acting from principles & deep beliefs & living accordingly

e Holism: seeing larger patterns, relationships and connections; having a sense of belonging

e Compassion: having the quality of "feeling-with" and deep empathy

e Celebration of diversity: valuing other people for their differences, not despite them

¢ Field independence: standing against the crowd and having one's own convictions

e Humility: having the sense of being a player in a larger drama, of one's true place in the
world

e Tendency to ask fundamental "why?" questions: needing to understand things and get to
the bottom of them

¢ Ability to reframe: standing back from a situation or problem and seeing the bigger picture;
seeing problems in a wider context

o Positive use of adversity: learning and growing from mistakes, setbacks and suffering

¢ Sense of vocation: feeling called upon to serve, to give something back.

2.3.10. Summary of the literature on spirituality at work. The literature reveals that, in
spite of its pre-modern connotations, spirituality at work is a relatively new field of academic
inquiry. It is concerned with following spiritual principles by the individual employee, the
organisation and society at large dealing with the wider purpose of industry. There is a strong
need in the literature to disassociate spirituality form religion in this field owing to the negative

associations of ‘man-made’ religion with social and political problems. Interestingly, studies
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reviewed have found that people are afraid to be open about spirituality at work- even though it

may be their primary purpose.

This thesis is concerned with how spirituality at work manifests in the individual.
Associated qualities include having a clear purpose, altruism and an enhanced sense of empathy.
Spiritually has been considered in terms of how it informs leadership and this consideration has
lead to associations with Greenleaf’s (1970) servant leader concept. Several writers claim and
have sought to prove the relationship between spirituality and profitability — a simple way of
gauging organisational efficacy. However, there is a paucity of empirical research into these

relationships.
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2.4.  General management competencies

2.4.1. The development of the concept of competencies. The literature on
management competencies explores the origins of this performance concept, its relationship to
work psychology and the relationship between leadership, management and supervision along
with the benefits of using competency systems. It is of concern to this thesis because the field
provides concepts and constructs that are suitable, valid, concise and academically provocative.
The concept of management competencies allows this research to explore the relationship

between the 12 Steps and the managerial role.

Campion et al., (2011) suggested that the use of competencies was developed specifically
within the field of occupational psychology. Lucia and Lepsinger (1999 pp15-19) also explained
the contemporary development: In 1977, the United States Information Agency (USIA) attended
a workshop with Harvard Professor David McClelland who had created personality tests to
identify which characteristics and habits were associated with high achievers at work. As a result
of the workshop, the Agency approached McClelland to help with its recruitment and selection
procedures. These procedures had been found to have intrinsic faults: the processes were
inadvertently discriminatory against black and other minority groups and, secondly, they also
lacked predictive validity. As a result, McClelland started to develop bespoke processes to
identify outstanding USIA officers so as to inform the selection process with relevant criteria for
effective performance - and this is the basic purpose of competencies. McClelland used data
collection processes, in-depth interviews with key staff, organisational questionnaires and focus
groups with employees. Using a factor analysis process, he went on to identify specific personal
qualities that led to competencies associated with high achievement. The competencies that
McClelland identified were found to be relevant to common duties that the selection process
could focus upon and he went on to develop tests to validate such competencies by using

comparative samples of successful workers (McClelland, 1998).
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McClelland (1973) was previously critical also of the incongruity of using standardized
psychological intelligence tests — for example 1Q and personality tests - for selection and
recruitment. He criticised such tests as irrelevant to specific roles and performance requirements.
McClelland argued that the use of competency testing should replace 1Q and personality tests,
because the latter tested academic performance rather than specific job performance and he

believed that academic performance does not have predicative validity at work.

McClelland’s behavioural approach echoed scientific management theories originated in
the 1920s with Frederick Taylor. Taylor’s approach, which in part focused on a job incumbent’s
repetitive technical behaviour, was further developed by the work of Flanagan (1954) who
developed the Critical Incident Interview to identify essential job skills and behaviours required
for successful performance by collecting data on the specific behaviours of people in specific job
situations. Boyatzis (2008) suggested that a theory of performance is the basis for the concept of
competencies and that optimum performance (‘best fit’) is achieved when an individual’s
capability is consistent with the specific needs of the job demands and the organisational
environment. See Figure 2.6.

Figure 2.6. Competencies ‘best fit’ (Boyatzis, 2008)
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Boyatzis’ model (see Figure 2.6) demonstrates that competencies can only be applied
effectively in context of the job and organisation. Articles on the use of competencies reveal that
there are many different methods of developing competencies and related models — all of which
appear to follow McClelland’s desire to identify what leads to superior performance.
Competency assessment techniques include the Job Competency Assessment Method (Spencer
and Spencer, 1993), the Modified Job Competency Assessment Method (Dubois, 1993) and

customised generic model methods (Lucia and Lepsinger, 1999; New, 1996).

These competency tools enable individuals to identify what is necessary to do a job, along
with their managers and the employing organisation. There are scientifically rigorous methods
for establishing competencies and the correlation between the identified qualities of those
successful in their role. Lucia and Lepsinger (1999) posited that these qualities include
behaviours, skills, knowledge, characteristics and aptitudes and are explained in a Competency

Pyramid (see Figure 2.7):

Figure 2.7. Competency Pyramid (Lucia and Lepsinger, 1999)
Behaviour
Skills Knowledge
Aptitude Personal
Characteristics

2.4.2. Competency descriptors. New (1996) explained that there are many differences

in the application of the term, ‘competency’. The phrase is used in broadly differing ways:
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firstly, there are those that use the concept of competencies from a company-wide perspective. In
this usage, competencies describe “the knowledge, expertise and capabilities which have been
collectively learned by a firm and which enable it to distinguish its performance from that of its
competitors” (New, 1996 p. 44). This usage ignores the competencies of individual workers,
such as managers, while concentrating on the macro competencies of the organisation. The
second main application of the term competencies does relate to individuals and describes what

abilities are required for effective performance in a specific role or job.

There is confusion and lack of agreement within the literature as to the meaning of the
term competency when it is applied to organisational roles: McClelland (1973) used the term
interchangeably with ‘skills’ (Barrett and Depinet, 1991). Other authors use the term to describe
behaviour (Biggs, 2010; Cockerill, Hunt and Schroder, 1995), whilst others refer to cognitions

(Boyatzis, 2008) and personal dispositions (O’Reilly and Chapman, 1994).

Competencies are commonly described in several parts: the descriptive label or title and
behavioural definitions (Parry, 1996) often along with an explanation of the required proficiency
level of a competency. Campion et al., (2011) believe that competencies are best defined as
knowledge, skills, aptitudes and observable behaviours (KSAOs); these observable behaviours
are used to specify the outcome actions at work that is the result of a competency. Woodruffe
(1991) agreed that competencies are described in terms of the sets of behaviours that show an
individual is competent; Boyatzis (1982) referred to an underlying characteristic of a person
including a motive, trait, skill or piece of knowledge. In relation to this these, Albanese (1989
cited in Hayes, Rose-Quirie and Allinson, 2000) described managerial competency as a skill
and/or personal characteristic. Lucia and Lepsinger (1999) attempted to address these differences
and argued that a more relevant definition commonly used in the field of human resource

management (HRM) is voiced by Klemp (1980 p. 21) as “an underlying characteristic of a person
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which result in effective and superior performance on the job”. Another widely used definition is
“a cluster of related knowledge, skills and attitudes that effect a major part of one’s job, that
correlate with performance on the job, that can be measured against well accepted standards and

that can be improved via training and development” (Parry, 1996 p. 50).

It is clear from the literature that the more one tries to define, identify and measure
competencies, the more complicated the task becomes. New (1996) argued that ‘skills’, for
example, can range from concrete efficiencies such as operating a specific machine to highly
intangible constructs such as “thinking strategically”. Jobs often contain both types of
competency — yet both need to be measured and the latter competency would be harder to

quantify owing to its meta physical quality.

Albanese’s (1989) personal characteristics could include aptitudes, innate talents, or a
human potential to develop a certain knowledge or skill; characteristics also describe specific
traits that demonstrate a particular way of relating to the external environment (Lucia and
Lepsinger, 1999). For example, traits such as confidence, independence or emotional stability
may show a disposition to working with others or in a particular situation or for a specific type of
sector. Such traits might seem innate but Zemke and Kramlinger (1982 p. 29) stated that
competencies “can be modified and developed”. They continued that competencies can include
both innate and acquired abilities, built from a pyramid of inherent talents and incorporating the
types of skills and knowledge has that been acquired through learning, effort and experience (see
Figure 2.7: Competency Pyramid (Lucia and Lepsinger, 1999)). At the pinnacle of this pyramid
are a set of specific behaviours which are the resulting observable actions based on the

foundations of the innate and acquired abilities (Lucia and Lepsinger, 1999).
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Hirsh and Bevan (1988) conducted a content analysis of 100 competency frameworks
from 40 organisations. They observed the common key features relating to the concept of
competencies as: i) competencies were associated with superior job performance; ii)
competencies were described in terms of job related observable behaviours and iii) competencies

concerned managers in the context of their organisation and a job role.

2.4.3. The application of competencies. In contrast to a structured approach to the use
of competencies (for example Campion et al., (2011)), the development and use of competency
models is seen by some as “arcane; a disciplined solely in the domain of academics and social
scientists” (Lucia and Lepsinger, 1999 p. xiv). Mansfield (1996) observed that common
approaches were used to develop competency models: starting from scratch, whereby data
analysis techniques are used to identify relevant competencies or, secondly, using a validated off-
the-shelf competency model that may be adjusted to an organisation’s needs. When creating
bespoke models, interviews, focus groups, surveys and job performance observation are
commonly used to identify core competencies that are then contrasted with the strategic context
of an organisation (Lucia and Lepsinger, 1999). Qualitative and quantitative methodology is
used within these processes as associated with the field of work psychology. The process
continually refines the competency identification process and, in the last stages, each competency
that has been identified as relevant is broken down into a number of observable behaviours
(Woodruffe, 1991). Stakeholders are finally consulted about the final competency framework as

a means of ensuring further validity.

2.4.3.1. Competency structures, frameworks & models. The literature most often refers to
competency models as collections of KSAOs that are needed for effective performance in the
roles under consideration (Campion et al., 2011; Green, 1999; Lucia and Lepsinger, 1999; Parry,

1996; Rodriguez , Patel, Bright, Gregory and Gowing, 2002; Schippmann et al., 2000). The
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individual KSAOs or combinations of KSAOs are the competencies, and the set of competencies
are typically referred to as the competency model or framework (Campion et al., 2011). The
KSAOs are directly linked back to the organisation’s mission, vision, values and strategies
(Campion et al., 2011) as displayed in Figure 2.8. Such comprehensive competency models are

used as a tool for selection, training and development, appraisals and succession planning.

Figure 2.8. Competency context - Campion et al., (2011)
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Well designed competency models can provide an effective point of origin for the
development of wider organisational competency models, but aligning and adjusting
competencies to the organisation is critical (Campion et al., 2011). Antonacopoulou and
Fitzgerald (1996) earlier voiced this caution, advising that competency frameworks are only

capable of defining behaviour and skills that are useful in the present and, in the dynamic global
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environment of the organisation, companies need to develop broader, more enduring qualities to
facilitate adaptable workers (such as managers) capable of facing future challenges. This is
reiterated by Hayes et al. (2000). It is possible to identify broadly defined shared competencies,
as well as competencies specific to particular work situations — for example, Burgoyne (1990)
acknowledged that some competencies may have universal relevance and can provide a
framework for management development programmes. These core competencies are required to
operate in any management role and these are also dynamic over time. Such generic core
competencies include “learning, changing, adapting, forecasting, anticipating and creating

change™ (Burgoyne, 1990, p. 23). These could be regarded as critical meta-competencies.

2.4.3.2.. Generic competency models. Generic competency models identify the basic or
core competencies that are relevant and necessary to all employees or a specific group of
employees such as a management band. The core competencies refer to the behaviours or
functions required by the specific workforce group rather than job specific competencies (New,
1996). In this way, it is possible and common to have both a more general competency model
and a job specific competency model which are inter-related and set within the organisational
context. In either case, it is important to ensure that competencies and associated behaviours
described by a competency framework are relevant to the specific role and that the framework

has predicative validity.

However, this definitional pluralism creates difficulties as a competency may exist at a
basic level and then also within a specific situation. As an example, a challenge may arise when
problem-solving may be cited as a key competency and yet this ability will change depending on
the job specific environment (Lucia and Lepsinger, 1999). Therefore, a leadership competency

model may include a balance of core competencies covering key qualities that are required by all
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leadership posts and a set of specific competencies for each role or situation (Campion et al.,

2011; Rodriguez et al., 2002; Schippmann et al., 2000).

In 2000, a taskforce was commissioned by the US Society for Industrial and Occupational
Psychology (SIOP) to study the state of competency modelling: conducted by Schippmann et al.,
(2000) the research findings were based on a review of the existing literature and 37 interviews
with a representative sample of subject-matter experts. A main conclusion was that competency
modelling was commonly far less methodologically rigorous — and therefore less valid - than job
analysis. The assessment of rigor used 10 variables that included amongst them: the method of
investigation, assessment of reliability, documentation and link to business goals and strategies.
Specifically, the taskforce found that competency modelling was assessed to have more rigor

than job analysis on only one variable — the link to business strategy.

Campion et al. (2011) conducted an update of the SIOP taskforce’s work to explore
whether practices had become more rigorous as, over recent times, more researchers from
industrial and occupational psychology had become involved with competency modelling. This
update consisted of a review of related publications and interviews with a sample of the original
subject-matter experts that participated in the original taskforce research. The conclusion was that
although the practice of competency modelling has evolved, rigor was still a concern —
competency models are too often a “hodge-podge of job and worker-oriented KSAOs that are ill-

defined concepts with no clear meaning” (Sackett and Laczo, 2003 pp21-37).

One of the most significant challenges in developing generic competency models is the
need for detail on the one hand and a need for clarity on the other (Schippmann et al., 2000).
Detail assists the development of HRM processes, but parsimony is needed for clarity, utility and

organisational buy-in. This tension effects not only to the number of competencies cited within a
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model but also level of detail in describing each competency. Out of these concerns, most
organisations attempt to limit the total number of competencies, often focusing on the most
important in successful performance. Figure 2.9 below demonstrates an approach to ‘granularity’
of competencies: starting with macro level management competencies on the left, the
competencies are then further reduced into a total of 5 sub-competencies as exemplified on the

right of the model.

Figure 2.9. Granulation of competencies (Campion et al., 2011)

/ 6 Competencies: \ Competency: \

Leadership Skills Each competency is divided Leadership Skills
into 5 subcompetencies

Subcompetencies:

Managerial Skills I/

Interpersonal Skills Innovation

Communication and Decision Making

Foreign Language

Skills Teamwork
Intellectual Skills Openness to Dissent
Substantive Knowledge Community Service and

Institution Building

o /

2.4.3.3. New’s 3 tier competency theory and model. New (1996) posited that successful
performers will not only have the necessary level of KSAOs required to fulfil their role, but they
are also able to apply them rapidly, accurately and with assertiveness. This expedience of
competencies can be replicated throughout a business. New (1996) helped clarify the process of
competency modelling by identifying 3 clear categories of competencies that complete a
comprehensive meta model:

a) job specific competencies (JSCs)
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b) general management competencies (GMCs)

c) corporate specific competencies (CSCs)

Each of these categories can be measured to evaluate not only whether a person has a particular
competencies, but also at what level, with a high score predicting superior performance in that

activity.

o Job Specific Competencies (JSCs) are the aspects of activities in a particular role or
position that are correlated with effective performance. They are the attributes that are required
to carry out a specific job successfully and do not apply to different jobs. Each job requires a
bespoke competency model. New (1996) implied that the range of JSCs is infinite, as each job in
different organisation has its own distinct cluster of competencies. These distinct JSCs are often

not transferable.

o General Management Competencies (GMCs) state the ways in which a person in a
supervisory role interacts with other people in an organisation, including peers, senior colleagues
and subordinate staff. Generic management competency lists have been developed by Boyatzis
(1982), New (1996), Lucia and Lepsinger (1999) and Perren and Burgoyne (2002). In his meta
analysis of competency frameworks for managers, New (1996) identified 30 individual GMCs
which are important in describing management activities and grouped these into 8 different super
ordinate competency bands forming his GMC framework consisting of action management,
change management, co-ordination, creativity, leadership, motivation, organisation and planning

(see Table 1.2. on page 3 of this thesis).

It should be noted that New’s GMCs (1996) are identified at a high level of abstraction to
ensure generalisability. However, there is also a tendency to assume that the competencies

identified in GMC models are necessarily held by all high performing managers: of the 30 GMCs
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that New identified, he was doubtful that any single manager would possess every single one, nor
would it be likely that there are many roles that require total competency in all of them. Inturn, a
senior manager would have a different range or ability of management competencies than a more

junior level manager or supervisor.

In support of New’s (1996) meta model, Burgoyne (1990) postulated that much time has
been wasted on debating whether any managerial jobs are the same, arguing that a role can be
similar at a higher level of abstraction — such as GMCs - but at the level of JSC’s, all roles differ.
Observable behaviours derived from a competency manifest in specific situations and are
therefore dynamic. This means that individual competencies will have a unique mix of
idiosyncratic and shared elements (Hayes et al., 2000). Both Antonacopoulou and Fitzgerald
(1996 pp27-48) and Hayes et al, (2000 p. 98) quote Albanese's (1989) assertions that no single
competency model can capture accurately “the mystery of the managerial role” because job-
specific skills influence effectiveness in any specific management post. Burgoyne (1990 p. 23)
summarized the essence of these arguments: “The paradox is that the more universally true any
given list of competencies is, the less immediately useful it is to any particular choice about how
to act and behave in a specific situation”. This observation implies that even if managers are able
to master all of the elements of a bespoke list of competencies, this mastery will not guarantee
successful performance (Hayes et al., 2000). Because of the specificity of JSCs, it may be more
appropriate to have a basic competency model that is flexible and that has utility (such as New’s
(1996) GMCs) rather than a sophisticated, research-based detailed model that people may dismiss

as being impractical (Campion et al., 2011).

It has been observed that a significant number of those responsible for developing senior
managers assume that there is a universal set of competencies that applies to all senior managers

(Hayes et al., 2000). Holbeche (1998) also found that many companies have determined such a
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set of generic leadership and management competencies (for example UK police services, BP,
Texaco, Smithkline Beecham), but Holbeche warned against the limited shelf life of success

profiles when business requirements change.

Hayes et al., (2000) studied the universality of such senior management competencies
within one large multi-site organisation with over £1 billion turnover, observing that there was an
implicit assumption that all senior managers require a common set of competencies. The study
concluded that while different managers working in different environments might need to
develop different sets of JSCs to respond to the requirements of their specific work situation,
there was also a body of common competencies that can be usefully developed in the context of

generic senior management development programmes (Hayes et al., 2000).

o Corporate Specific Competencies (CSCs) are the means by which all employees work
within the corporate culture of the organisation, irrespective of the specific role that they perform
(New, 1996). While JSCs and GMC:s relate directly to a person’s seniority or performance in
their job or role, CSCs can influence whether a person is successful within a specific
organisation. A manager who continually performs successfully in the same company
irrespective of the post they occupy is also likely to demonstrate CSCs that reflect the company’s
culture (New, 1996). This success might not be replicated by the same manager in a different

corporate culture as the CSCs would be different.

CSCs are more likely to play a major part in the work of senior managers in large
organisations because such managers would have a wider responsibility portfolio extending
across a significant part of the organisations (New, 1996). Managers in smaller companies,
which Burgoyne et al., (2004) and Campion et al., (2011) believe have different management

functions than those in lager corporate environments, do not generally have the same wide spread
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of responsibilities and are therefore more concerned with GMCs and JSCs that enable them to do

the work required of their position.

2.4.3.4. Leadership and management — a confusion of competencies. Burgoyne et al,
(2004) proposed that economic and societal wellbeing are significantly dependent on the
effective and efficient performance of all organisations that, in turn, are dependent on an effective
workforce and especially management and leadership capability. It is also clear that
organisations of all kinds invest in management and leadership on the basis of this. They also
caution that many individuals not occupationally classified as managers nonetheless carry out

management and leadership roles.

The term 'leadership’ is complicated within the literature on competencies because the
subject encapsulates the micro-leader, such as a first line supervisor, through to departmental
leadership by managers and the macro responsibilities of chief executive officers. Some people
assume leaders are those near the top of organisations and therefore define leadership in such
terms, often emphasising strategy and vision (Burgoyne et al., 2004). Others use the term
'leadership’ to describe management at any level, particularly with regard to the motivation of
staff. Boyatzis (1993) noted the difference between management and leadership by seeing
management as being concerned with competitive advantage, predictable results and solving
problems; he sees leadership as concerned with mission, purpose, change, excitement and
inspiration. Others see that management and leadership are inseparably interwoven in life at

work (Beech, 2003).

Amongst the literature, there have been several pieces of research that have at least
attempted to group leadership competencies: Schippmann, Prien and Hughes (1991) conducted a

meta-analysis of research studies from 1949-1986 exploring high performance leadership
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competencies and identified 21 main task dimensions. In a similar study, Fleishman et al., (1991)
also explored leadership competency behaviours from 1944 to 1986 by using 4 super ordinate
core abilities to generate lists of associated actions: information acquisition; information
processing and decision making; information storage; physical and communicative action.
Perren and Burgoyne (2002) also conducted a meta-analysis of competencies, using a collection
of over 1000 leadership abilities from the literature. They reduced these to 8 meta-groups.
However, they concluded that the relationship between these competencies and organisational
performance is only implied. Their final competency model consisted of three super ordinate
competency groups: people abilities, task abilities and strategic abilities. Specifically, they
identified: 4 sets of people abilities (manage and lead people, manage self, lead direction and
culture, manage relationships), 3 sets of task abilities (manage information, manage resources,

manage activities and quality) and a final cluster of abilities concerning strategic thinking.

Robertson (2006) observed that although leadership and management overlap,
management involves getting results through others by exercising control over their work: in this
way, management is transactional and rational. Leadership operates at a more affective,
emotional level and is more concerned with direction and purpose, as is evident in Kouzes and
Posner’s (1995) description of the fundamental practices of leadership: challenging the process,

inspiring a shared vision, enabling others to act, modelling the way and encouraging the heart.

Most commentators agree that leadership and management are important for the success
of an organisation but in different ways. To complicate matters, managers commonly have both
management and leadership roles (Robertson, 2006). However, confusing these roles might
proof erroneous. For example, creating solutions for poor leadership and poor management are
not the same - poor management may need better planning and monitoring whereas poor

leadership may require a total change of organisational strategy.
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Management roles are focused on ensuring both task completion and the desired results
out of the workforce for the organisation (Robertson, 2006). It is widely acknowledged that the
work of managers is a significant contributor to organisational performance (MacLachlan, 1995)
but despite the efforts of organisations and academics, there has been little success in pin-
pointing the competencies required for a manager to operate successfully in a particular
organisation (Cockerill et al., 1995). Earlier work by Mintzberg (1973) showed that management
work is not carried out in an orderly and pre-planned process, but that managers actually spend
their time in a fragmented and responsive way, requiring consistent creative problem solving.
The idea of the manager as a “fixer , problem-solver and fire fighter is very prevalent” (Burgoyne

etal., 2004 p. 11). For these reasons, specificity of management competencies may be difficult.

Hayes et al. (2000) found initially that managers’ job descriptions were very similar even
though they worked in different business areas; this finding generated a research need to expose
differences in competencies — therefore they decided to elicit managers' own perceptions of job
demands to identify competency requirements. Whilst job demands were found to be similar in
18 categories — such as “manage resources to deliver targets”, once granulated into 295
observable bahvioural outcomes (confusingly also called competencies), only 2 specific
competencies were found to be common to all management jobs in the sample - knowledge of
relevant legislation and communication skills. Hayes et al., (2000) concluded that while different
managers working in different situations develop different sets of idiosyncratic competencies,
there will also be common shared competencies. Burgoyne et al., (2004) supported the position
also that it is unhelpful to split management and leadership artificially - for example, as may be
required for academic scrutiny — explaining that there are some differentiated activities, which
ultimately integrate, and which are worth considering separately; they write about the titles

‘leadership’ and ‘management’:
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There are meaningful differences between the practices carrying these labels,
but that they blend together in different proportions in different situations in the
work of organising organisations to be effective. When leadership is divided
into the transactional and the transformational then the transactional arm of
leadership appears to have much in common with what others would label
management. On top of this, the semantics change over time [...] To add to the
complexity a more international perspective, which may be necessary in the
context of globalisation even if the prime concern is with the organisational
performance in the UK economy and society, shows that that terms like
management and leadership do not necessarily have direct equivalents in, for
example French, German and Japanese languages, and the work labels given to
those involved in organising organisations in these nation states and cultures are
different. (Burgoyne et al., 2004 p. 66)

New’s (1996) GMC framework acknowledges the overlap in these terms by citing that the
competency of leadership is common to all managers but is only single competency within his 8
GMC model. He describes this competency of as “the effective influence on other people in
relation to a purpose or goal” (see Table 1.2. on page 3 of this thesis). This treatment of the term
leadership - under the umbrella of a general management competency framework — will be used
in the remainder of this thesis as it applies to all the managers in the sample and also allows

research into any emerging leadership issues as a separate competency.

2.4.4. Management competencies and organisational performance. The positive
relationship between management competencies and organisational performance has been
explored by several researchers: Rucci, Kirm and Quinn (1998) used causal pathway modelling
to examine the impact of managers on productivity and analysed customer and employee attitude
data from 800 retail stores in a major US retail group. They found that employee attitudes
towards both their job and their employer both affected customer attitudes and, subsequently,

productivity and performance of the group. Significantly, they found that the line manager is a
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key link in this chain. This study was repeated by Barber, Hayday and Bevan (1999) with 100
UK stores in another retail group and the findings were similar: they collected and analysed data
from 65,000 employees and 25,000 customers. Employee satisfaction and employee
commitment were correlated with improved sales. In turn, this relationship impacted upon
customer experiences and customer loyalty. Employees’ perception of the quality of line
management was found to be an important causal link in this improved performance because of

the effect on employee commitment.

Such findings reinforce the importance of managers to organisational performance
because they motivate staff to work effectively. Cockerill (1993) studied a sample of 150
managers in 5 different organisations; the research attempted to link management capability
directly with organisational performance by trying to establish a validated competency
framework consisting of information search, conceptual complexity, team facilitation, impact,
charisma, proactive orientation and achievement orientation. Cockerill found that the selected
competencies were all positively related to measures of organisation performance except for
achievement orientation. He concluded that management capability explained about 15% of unit
performance in dynamic organisational environments. However, these finding were not
replicated in a stable environment. This suggests the need for managerial competencies
especially at times of change. Burgoyne et al. (2004) summarised that linking HRM with
performance through effective management is now well proven to have a strong association with
organisation performance. In addition, Winterton and Winterton (1996) earlier studied 16 UK
organisations to assess the effect of competency-based management development activity on
performance and they found a statistically significant relationship between competency-based
HRM systems and business performance, especially where the management development activity

was linked to business strategy.
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However, it should be noted that many ideas about management and leadership capability
come from work with senior managers and may not apply to junior and middle managers
(Burgoyne et al., 2004). Furthermore, it has been found that gender and race have bearings on
the subject: for example, much of what is known about management from scientific based
research largely came from male dominated samples and, traditionally, women have been under-
represented in senior management (Williams, 2001). There may be discrepancies also in the
representation of individuals from minority ethnic groups in management as a portion of the total
management population (as was evident in McClelland’s initial approach to competencies in the
1970s). The relationship of such variables with management competencies remains unknown in
the current literature leading to key research voids about the different relationships between
managerial competencies with common stands of diversity such as age, race, religion, disability,

gender and sexuality.

2.4.5. Developing management competencies. It is commonly believed that training
and development activities will help to improve leadership and management capability within
organisations (Burgoyne et al., 2004). However, trait theorists have found significant
correlations between personality traits and successful leadership (Bentz, 1990; Stogdill, 1974); as
personality traits are considered stable over time, this suggests that innate personality traits are an

important part of capability.

Attempting to qualify a leadership and management competency framework is an
extremely elusive activity according to the literature. Lucia and Lepsinger (1999) and New
(1996) argued that while the exact competencies that contribute to effective management and
leadership are situation specific, there are underlying “building block” capabilities — or core
competencies — that underlie most positions. Many capabilities can be learnt but, as already

established, some competencies may be innate and fixed. Although innate characteristics are
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stable (Beech, 2003), behaviours can be modified and taught (Burgoyne et al., 2004). For
example, it might be difficult for a person lacking empathy to develop that characteristic but
empathetic behaviours such as listening to people and asking insightful questions can be

developed through training.

Burgoyne et al., (2004) observed that management capability is often taught through
degrees and vocational programmes at several levels, including undergraduate courses and
Masters of Business Administration (MBAs) degrees. Minzberg and Gosling (2002 p. 28)
observed “contemporary business education focuses on the functions of business more than the
practice of managing”. Burgoyne et al., (2004) argued further that universities have found it
difficult to address the issue of generic management skills and employability in a coherent
fashion; at an MBA level, attention to competencies and knowledge also compete as business
schools differ in the attention given to the development of practical inter-personal skills rather the
theories of leadership and management. However, irrespective of taught qualities, Baruch and
Peiperl (2000) observed no difference in the performance of managers with and without MBAs in
a sample of different UK companies. In the United States, Leonhardt (2000) found that
consultants hired by leading consultancies without MBAs were perceived to perform better than
colleagues who had studied for management qualifications. Pfeffer and Fong (2002) found

similar outcomes from their study of high-end consultancies and banks.

Management and leadership development activities that have been found to be most
effective are carried out close to or in the workplace because it is more difficult to develop core
workplace competencies at the early stage of the educational journey (Burgoyne et al., 2004). At
face value, management education would appear to contribute to an individual’s development but
it is more difficult to analyse which parts of the educational experience before work developed

which competencies — whereas a HRM system based around competency modelling would have
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such evaluation built into the organisations processes. In addition, Mabey and Thomson (2000)
believed that management development is not the most influential factor in making a good
manager; innate ability and experience were more important factors. In the context of this thesis,
this impact of life upon workplace managerial competencies has not been measured in the
literature and this identifies an important research void. For example, how do life experiences

such as alcoholism and practicing the 12 Steps impact upon management function?

Boyatzis (2008) postulated that the competencies needed to be effective managers and
leaders can be developed but he also asserted that it is essential that individuals must want to
change and that such professional development must be aligned to the person’s belief systems
and personal goals. To explore the impact of such fundamentals on management development,
Boyatzis and Saatcioglu (2008) updated an on-going 50-year longitudinal study that focused on
the impact of MBA programmes on the development of cognitive, social and emotional
intelligence competencies. Early results from previous studies of the efficacy of management
development education programmes stated a single clear cynical conclusion - participants
graduating were older than they were when they entered. Therefore, using a combination of
cross-sectional and longitudinal data collected from multiple cohorts of MBA students,
subsequent targeted research found that MBAs can develop both El and cognitive competencies
crucial to effectiveness as a manager. The authors identified key problems regarding the
development of management competencies: firstly, in management development educational
programmes, such as MBAs, there is no fundamental question about ‘purpose’ - if the aim of
development is to help individuals to become more effective managers, this requires development
of competencies and the stimulation of the motivation to drive the use of competencies — what
Boyatzis calls intent (2008); secondly, they found that the effectiveness of competency
development programmes was greatly effected by organisational climate, reinforcing the general

view that the effectiveness of competency approaches are subject to context.
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Other challenges to competency development were cited by Mabey and Thomson (2000),
who found that experience, personality and innate ability were the most influential causal factors
in making an effective manager - not management education. Beech (2003) also provides strong
evidence for the importance of innate factors: for example, he found that intelligence is the single
most important predictor of management performance. What types of intelligence needs further
exploration, such as how the concept of EI may impact upon management performance and,

specifically in the case of this research, the impact of SI.

2.4.6. Management and leadership competencies within context of organisational
movements. Effective people management is significantly important to organisational
performance and, as managers and leaders usually enact HRM policies through their roles by
motivating and supervising staff, there must be a strong relationship between effective
management and leadership and successful organisational performance (Burgoyne et al., 2004).
Guest, Michie, Metochi and Sheehan (2000) explored this relationship between HRM and
performance through a large scale survey of 850 organisations. The study found an association
between HRM practices and economic performance. The main effects of HRM were found to be
in its effect on motivation, employee commitment, quality and flexibility. The manager is the

linking agent in these workplace relationships.

The effectiveness of management and leadership competencies in organisational settings
is influenced by the culture and HRM practices of those organisations, and is both shaped by, and
influences, these factors (Boyatzis, 2008). HRM is a manifestation of organisational
development (OD) (Campion et al., 2011) and is intrinsic to competency modelling practice;
traditional interventions may be of considerable significance as leadership becomes more

recognised as a collective as well as individual capability in organisational settings (Haslam,
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2004). Competency modelling fits the definition of an OD intervention in the following ways
(Cummings and Worley, 2008):

« it is based on behavioural science

« it is an adaptive and iterative process

» there is extensive stakeholder involvement

* the project includes model implementation, as well as model development

« it focuses on both employee satisfaction and organisational effectiveness.

Cummings and Worley (2008) explored the epistemology of competency modelling,
claiming that it combines the most predominant approaches to OD: action research and social
constructionism. The action research element is found in the use of collected data to inform the
organisation in the creation of competency models; a social constructionist approach can be
found in the shared definition of a desired success for the organisation and, at a micro level, the
qualities required by the employees for effective performance — these constructs are created
through consensus within the consultation processes used to develop models and frameworks

(Campion et al., 2011). This epistemological position is considered further in the next chapter.

2.4.7. Summary of the literature on GMCs. There is consensus in the literature that the
purpose of competencies is to identify and predict effective performance. However, there is
disagreement about what constitutes a competency in terms of character traits, skills, aptitude,
knowledge and observable behaviours. There is also a difference of opinion as to whether these
can be taught, are innate or gathered through wider life experience. In spite of this, competencies

have been proven in several studies to be related to efficacious management.

The literature on management competencies is confused by the need to split the terms

leadership and management. Some commentators see this need as irrelevant as both roles are
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inter-linked. The application and usefulness of competencies are influenced strongly by the level
of granulation with a competency model of framework. Competency specificity has been found
to be helpful in management development. However, generic models are limited to a high level
of abstraction for universal utility. New’s (1996) GMC framework provides an intuitive,

utilitarian and generalisable model that accommodates these differences found in the literature.
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2.5. Research objectives and questions

Having reviewed the literature relating to this thesis, certain academic voids have been

identified: these include matters regarding epistemological positions when researching spirituality,

specificity in how AA’s programme works, whether SI accurately explains intelligent processes

and what happens when the 12 Steps are taken into the workplace. In consideration of these issues,

the following objectives emerge in context to guide this research’s pursuit of new knowledge:

examine the fundamental concepts of AA’s 12 Steps (AA, 2001) and management
competencies.

explore the concept and definitions of Sl (Zohar, 1997) at work and associated competencies.
ascertain and establish any commonality in the definitions of spirituality in context of both
the spiritual 12 Step programme of AA (AA, 2001) and the concept of spirituality at work.
establish whether the 12 Step programme of AA (AA, 2001) and the concept of SI (Zohar,

1997) at work are related to other performance related concepts of management.

In turn, the following specific questions are used to structure the research process:

1.

What is the relationship between the spiritual 12 Step programme of AA (AA, 2001) and
GMCs (New, 1996)?

What is the nature of the relationship between the spiritual 12 Step programme of AA (AA,
2001) and the concept of SI (Zohar, 1997) at work?

How can following the spiritual 12 Step programme of AA (AA, 2001) be applied usefully in

a generic management role?
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Chapter 3

Epistemology, Ontology and Methodology

3.1. In search of a philosophy
Epistemology deals with “the nature of knowledge, its possible scope and general basis”
(Hamlyn, 1995 p. 242). Major epistemologies associated with the social sciences also reflect the

wider academic philosophical spheres of objectivism, constructionism and subjectivism.

Objectivism as an epistemological stance explains that things exist as meaningful entities
independent of consciousness and that objects have truth and meaning residing within them
(Simpson, 1982). In turn this creates a positivist theoretical perspective seeking independent
truth as broadly attributed by Simpson (1982) to Auguste Comte. This search for empirical
evidence evokes a scientific methodology — as espoused by the logical positivists such as
Russell, Ayer and Godel (Crotty, 2010); this philosophy would include methods such as
statistical analysis, although it should be noted that “Comte expressly makes a distinction
between the search for certainty and the mistaken search for numerical precision” (Simpson,
1982 p. 69). The basic objectivist methods whereby these scientific laws are established are
observation, experiment and comparison. These appear logical on a cursory level. However,
when pursued in a positive manner, the methodology results in “scientists actively constructing

scientific knowledge rather than noting laws that are found in nature” (Crotty, 2010 p. 31).

Such an objectivist approach would wholly deny the philosophical grounding of AA; the
importance of experience, inclusion and spiritual meaning have, arguably, failed to be proved in
empirical natural science-based epistemology. This is demonstrated in the debates about
spirituality, phenomenal experiences and intelligence constructs. Wilson, the co-founder of AA,

clearly believed that meaning is found by the individual from their conscious experience
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supported by a fellowship of similar subjects who have likewise experienced a spiritual
awakening as he experienced in his pioneering work with the other co-founder, Bob Smith (AA,
2001). Arguably, ontology and objectivist epistemology conflict on metaphysical grounds — they
do not deal with the real experienced lives of Smith and Wilson and the programme they created.
Therefore trying to study the inherent experiential qualities in a quantifiable manner would be
ineffective and unsuitable in trying to capture academically the world as seen by practicing
anonymous alcoholics who are organisational managers. Even in his objectivist response to the
concept of spiritual intelligence (SI), it is worth noting that Gardner’s (2000) objection to the
concept is that, as a scientist, he cannot basically enumerate or quantify God according to his

criteria for intelligence constructs.

Incontrovertible established facts are not the intended product of this research — rather it is
offering its findings as interpretation given the assumptions of the research, its epistemological
grounding and its specific areas of interest. Its intention is to invite the reader to consider this
interpretation within the boundaries of social sciences, to consider its findings as contributory,

plausible and developmental.

Constructionist epistemology, however, acknowledges this objectivist limitation; this
philosophy posits that meaning and truth come into existence in and out of our engagement with
the realities of the world (Merleau-Ponty, 1962). Meaning is not discovered but constructed by
the mind; this construction is made in different ways by different people even to the same
phenomenon (Denzin and Lincoln, 2000). For this reason, it appears suitable for qualitative
approaches to research. This epistemology still acknowledges the objective in that
“constructionism is a partnership between subject and object which generate meaning” (Crotty,
2010 p. 9). In this way, alcoholism is a construction (O’Halloran, 2003), the concept of God

and a Higher Power are constructions and the fellowship of AA is also literally constructed.

Thomas B. Eccles



GMCs & 12 Steps Methodology 131

AA’s programme was created out of ritual practice such as the 6 Basic Assumptions of the
Oxford Group (Kurtz, 1991), its understanding of spirituality was constructed out of the insights
of psychologists such as James (1902) and Jung (1961) and its structure has been created by its
members. As the accredited founders of AA (Thomsen, 1975), Wilson and Smith were
deliberate constructionists with the 12 Step programme providing a comprehensive means for
ontology - a cyclical ontology: first it creates a structured spiritual programme, then it directs

alcoholics to follow that structure resulting in a promised new life (AA, 2001, p. 84).

Fish’s “poetry-God” experiment explains clearly how constructionism can go on to
construct God through what he calls “poetry seeing eyes” (1990 pp182-3). Fish concluded that
all objects are made and not found. The means by which they are made are social and
conventional: social constructionism. Marshall (1994 p. 484) said that social constructionists see
the world as “interpretive nets woven by individuals and groups” - it is a shared meaning. It
includes the subjective within a communal context as opposed to having independent value only.
It is this social construction that leads to the fellowship of AA —a fellowship of men and women

who share their experience, strength and hope with each other (AA, 2013).

In addition to the epistemological leanings of AA, in the previous chapter it has been
established that researchers have found that spirituality is best researched through qualitative
frameworks — to capture the ethereal (for example Galanter, 2007; Munro, 2010). Furthermore,
competency modelling has been placed in a social constructionist framework by Cummings and
Worley (2008) and Campion et al., (2011) because, through the consensual development process
with employees, that is just what competencies are — described and agreed by a group of people

from their shared perspective.

In many ways, as a co-founder of the fellowship, Wilson himself was a constructionist
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“bricoleur” as defined by Levi-Strauss (1966 p. 20): “he interrogates all the heterogeneous
objects of which his treasury is composed to discover what each of them could signify and so
contribute to the definition of a set which has yet to materialise”. Wilson borrowed from what
was around him at the time in terms of religious and spiritual practice, economic setting, social
norms, medical and psychological knowledge. It is from the epistemology of constructionism
that we find interpretivism as a theoretical perspective as developed by Weber (1970). Weber’s
interpretivism is concerned with understanding and explaining human and social reality. Popper
(1972 p. 96) wrote, “that interpretivism entails an ontology in which social reality is regarded as
a product of processes by which social actors together negotiate the meanings for actions and
situations”. This process needs to be considered in context of the social influences on AA’s

foundation as stated in the second chapter of this thesis.

From this theoretical perspective of interpretivism, a sub set of viewpoints emerge that
include symbolic interactionism, phenomenology and hermeneutics, providing complementary
perspectives upon which to develop methodological approaches. This research unifies these
fields under an ethnomethodological approach. Denzin (1989) argued that symbolic
interactionism gives birth to ethnography; ethnographology can include phenomenological
approaches and hermeneutics, allowing the researcher to uncover true meaning and intention
from discreet texts — in this case the philosophical grounding of AA, its 12 Step programme and

its literature (Denzin, 1987).

Symbolic interactionism stems from the work of social psychologist George Mead (1934).
It enunciates these basic assumptions: human beings act towards things on the basis of the
meanings that these things have for them; that the meaning of such things is derived from, and
arises out of, the social interaction that one has with one’s fellows; that these meanings are

interpreted by the person in dealing with the things he encounters.

Thomas B. Eccles



GMCs & 12 Steps Methodology 133

Mead argued that a person’s personality directly reflects the community he belongs to
because he replicates the institutions of that community in his behaviour. Such a claim places
social interactionism at the centre of AA’s processes — this acculturation highlights the
organisation’s history, its programme and its fellowship. This supports Galanter’s (1983 and
2007) work explored in the previous chapter examining the role of cults and fellowships such as

AA and the conforming behaviours of the followers in belonging to such a group.

The methodology out of this perspective encourages the researcher to put him or herself in
the place of the other (Coser, 1971 p. 340). The researcher takes the stand point of those studied
- an ethnographic approach. O’Hallaron (2003 p. 81) argued that subsequent ethnomethodology
- such as institutional interaction and interpretative phenomenological analysis — “emphasises
data and fine grained detail and is eminently appropriate for studies of those within AA, not least
of all because AA is largely constituted through language and discourse”. These communicative
processes contain the meaning for the anonymous alcoholic as evident in the tradition of ‘sharing
stories’ (originating form the Oxford Group protocols) and the early organisational act of
writing and publishing the book, Alcoholic Anonymous (2001) that explains the 12 Step

programme.

Expanding upon ethnographical approaches, a hermeneutic treatment of these 12 Steps in
the last chapter also expounds meaning for the reader helping interpretation of this research.
Such an approach originates from traditional hermeneutics that studies the meaning of religious
texts through trained interpretation and was developed in Heidegger’s (1962) hermeneutical

phenomenology as a direct ontological technique.

Building on a medieval philosophy, the way things are shapes the way people perceive

things and this gets expressed in the way they speak - the role of language is revered in
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epistemological and theoretical perspective. Kearney (1991 p. 277) explained that Ricoeur’s
famous phrase “the symbol gives rise to the thought” expresses the basic premise of
hermeneutics: that the symbols of myth, religion, art and ideology all carry messages which may
be uncovered by philosophical interpretation. Hermeneutics, Kearney continued, is defined
accordingly as “a method for deciphering indirect meaning, a reflective practice of unmasking
hidden meanings beneath apparent ones” (Kearney, 1991 p. 277). This method has been applied
to the 12 Steps to ensure that the reader has a context. As an example, Step 3 of the 12 Step
programme states: “Made a decision to turn our will and our lives over to the care of God as we
understood Him” (AA, 2001 p. 59). This statement contains values that the reader needs to be
aware of in order to participate critically in this thesis. Through a hermeneutic approach, and
with the help of commentators such as Kurtz (1991), it is revealed that the statement addresses
the issues of surrender, the Freudian role of ego, spiritual faith, anti-religious sentiment, semi-
secular structures and existentialist conviction — all of which have implications for the

organisational manager aspiring to follow the 12 Steps.

Problems with this research methodology include the distinctive areas of conflict of
reification, sedimentation and conformity. The problem of reification (Marcel, 1964) includes
accepting things as quite simply the truth, the way things are, without challenge or question.
However, some sense of reification is required for effective sobriety - the values of humility and
service desensitise the ego of the alcoholic in the 12 Step process (see AA, 1953 p. 73). Gabriel
Marcel went on to warn that reification includes “closed systems which imprison us” (Marcel,
1964 p. 35) and this is also applicable to sedimentation - the layering of interpretation upon
previous interpretations and conformity which brings with it the dangers of William Blake’s

“mind-forged manacles” (Blake, 1794).
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Such concerns drive the phenomenological approach to respect the matters at hand
themselves without these corrupted by-products of social constructionism. Husserl (1931)
explained that “phenomenology invites us to set aside our previous habits of thought and see
through and break down the mental barriers which these habits have set along the horizons of our
thinking...to learn to see what stands before our eyes” (cited in Crotty, 2010 p. 28). Therefore, it
adopts a slightly more positivist approach in trying to discover meaning that is already there,
albeit with more scientific humility then fundamental positivism. As an interpretive activity, it
involves some critique and objectivity of subjective social experience. In this way, Heidegger
(1975) strongly argued that both phenomenology and hermeneutics are ontology. Along with
this approach, many forms of phenomenological practice have evolved, each with a different
emphasis on experience, phenomenon, reduction, bracketing and intentionality (Speigelberg,

1982).

As a phenomenologist, Marcel (1964) was keen to represent the reality of the individual.
He repeated stated that experience is a mystery and in doing so raised challenges related to
ontology. Relevant to this research, Albanese (1989) saw the organisational management role as
a mystery whilst Galanter (2007, p. 226) explained these ontological complications in trying to
define AA’s spirituality. The Enlightenment’s need for logical explanation is a wholly
inappropriate approach to the inexplicable. A more relevant ontology found in ethnography,

hermeneutics and phenomenology is needed.

What post modernism, as a philosophical setting, appears to allow the researcher to do is to
lose epistemological divisions and structures, better reflecting a world of massification, pluralism
and individuality (Derrida, 1981). It does not reject all other epistemologies but borrows from
them to create a distinct research map which is more ‘fit for purpose’ in today’s world. It does

not exclude honouring the basic research journey of Compte’s positivism. Indeed, post modern
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epistemology describes many research projects because it describes the journey and not the

methodology, which is where ontological difference may be revealed.

Post modernism therefore enables a multidisciplinary creative approach. However, critics
of post modernism can accuse it of a lack of scientific value and philosophical empiricism —
“ambiguity reigns where once there was clarity” as Crotty suggests (2010, p. 194). This caution
is validated in considering the fledgling inquiries into Sl such as Zohar and Marshall’s (2000)
proposed explanation of the concept. Crotty goes on to counter argue that in terms of
contemporary setting, “today is a messy moment for social research” (2010 p. 216). In
consideration of research philosophy, there appears to be many inherent conflicting and
complementary influences, representing individuality and diversity that provide the energy
required for human progression. These epistemological influences, the natures of AA, business
psychology and SI would advise a creative and flexible approach to methodology found in post
modernism. There are different phases to post modern psychology which directly deal with
underlying epistemological philosophy and it is only in the second phase of post modernism that
this research rests: the first phase of post modernism focuses on deconstructing modernism,
while the second phase is beginning to develop alternative epistemologies and methodologies
(Hoffman, Hoffman, Robison and Lawrence, 2005), demonstrating an epistemological pluralism
which does not privilege any one way of knowing. As an approach, post modernism suggests
that multiple epistemologies and methodologies should be utilized — a mixed method approach.
This accommodates the dual epistemological position of this research — to respect both the 12
Step programme and, academically, to study it application. Building upon this pluralism, post
modern psychology scrutinises the ability to know ultimate truth and uses multiple and
interdisciplinary methodologies in its attempts to know (Hoffman, 2004). Using a single

methodology is regarded as limiting and simplistic.
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3.2. Methodology

Crotty (2010) states that ethnographic inquiry “in the spirit of symbolic interactionism,
seeks to uncover meanings and perceptions on the part of the people participating in the research,
viewing these understandings against the backdrop of the people’s overall world view” (p. 96).
In line with this approach, the researcher tries to see things from the perspective of the

participants. This theoretical perspective and methodology informs this research.

It is important to clarify that a post modern paradigm, through its flexibility, allows any
pre-modernist possibilities to be considered; if pre-modernism concerns that which came before
industrialisation or the positivism of the Enlightenment (see Crotty pp185-6), matters such as
spirituality may well be aligned with that epistemology. However, as with AA’s birth following
the Wall Street Crash and Great Depression of the 1920s and 30s, which sets its firmly in a social
constructionist framework, this research takes place in context of the global financial crisis of
2007 (Shiller, 2008) and any subsequent study is in context of that post—industrial setting; the

sample of AA participant managers are well aware in their own world of that happening.

How does such an epistemological, ontological and methodological pedigree dictate a
specific research plan? In referring back to the research questions stated at the end of the last
chapter, academic triangulation is achieved by using these specific methods: Interpretative
Phenomenological Analysis (Smith, 1996); Workplace Observation (Lucia and Lepsinger, 1999)
and administering the Integrated Spiritual Intelligence Scale (ISIS) psychometric questionnaires
(Amram and Dryer, 2008). In turn, the data acquired through these processes enabled discussion
of the work-related psychological concepts relating to managerial competencies. As a
provocation for the academic research process, the following a priori theory was adopted:
‘using the 12 Step programme of AA complements general management competencies as

defined by New (1996)’.
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3.3. Chosen research methods
In order to test the stated research objectives and questions (p. 128), the following methods

were employed to generate data for analysis, discussion and further heuristics:

3.3.1. Qualitative method 1: Interpretive Phenomenological Analysis (IPA) ( Smith,
1996). This method is born out of both interpretive and phenomenological perspectives that, in
turn, derive from a constructionist epistemology. Because the research is centred on managers
using the 12 Steps of AA, IPA correlates with ethnographic inquiry as an appropriate ontology,
entailing observation and interpretation (Clark-Carter, 2004). However, there is now a post
modern point of departure in that IPA involves a more quantitative approach — but not
exclusively. This places IPA within the chosen constructionist epistemology in that it
acknowledges Crotty’s (2010) observation that constructionism is a partnership between the
subject (the sample) and the object (the 12 Steps and GMCs) which generates meaning. The
literature reviewed and epistemological considerations discussed earlier in this chapter identify
academic ambiguity and conflict in this thesis’ focii and the post modern setting for this research
has been chosen as the most suitable for addressing Derrida’s (1981) need to accommodate

pluralism such as by using alternative epistemologies to uncover truth.

IPA research methodology is essentially a qualitative process which uses an ideographic
focus; this helps to explore individual perceptions and make sense of certain phenomena in a
specific context (Smith, 2004). The phenomena explored in an IPA focus on specific
experiences of individuals such as major events in their lives or their understanding of specific
relationships. Cross sample themes and clusters are then identified in a slightly more positivist

organising structure by referring to numerical frequency of phenomena in the data.
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IPA was developed from work by Smith, Harre and Van Langenhove (1995) and has a
specific procedural approach to help establish theories. It has been influenced in its development
by phenomenology first put forward in 1936 by Herserl (Fade, 2004) - this method honours
Heidegger’s (1962) hermeneutical phenomenology. IPA has its origins in health psychology
because those associated with its development worked in this field. This association supports the
belief of AA that alcoholism is an illness (AA, 2001) and the arguments that spirituality
increases wellbeing and health (for example Amram, 2007; Coward and Reed, 1996; Maltby et
al., 1999). Smith and Osborn (2003) claimed that the method is particularly useful in dealing
with complex issues. Fade (2004) further argued that ensuing methods such as IPA are
particularly useful to help clarify and develop theories and models which could help inform
organisational policy; for this reason, it is increasingly being used in the field of occupational

psychology (Hefferon and Gil-Rodriguez (2011 p. 756).

Fiske and Taylor (1991) identified other research relatives of IPA which have been
associated with other areas of qualitative phenomenological psychology such as discourse
analysis, standard thematic analysis and content analysis. However, unlike these methods, IPA
respects some empirical processes in terms of frequency of phenomena and factor analysis
techniques to acknowledge the objective. This places the method in a constructionist
epistemology in that it marries the subject with the object. Furthermore, its aim is to recruit
participants in order to explore an area of research to develop a comprehensive interpretation of
the data. IPA research tends to focus on examining similarity and difference in a smaller group

of participants (Smith and Osborn, 2003).

Like most research techniques associated with psychology, IPA is not perfect and has
generated some criticism. These criticisms reflect Marcel’s (1964) concerns about reification,

sedimentation and conformity. For example, research using IPA is attempting to understand and

Thomas B. Eccles



140 GMCs & 12 Steps Methodology

access the real world of the participating individual — however, this approach is dependent on,
and complicated by, the preconceptions of the researcher that are required to initiate the study
(Smith, Jarman and Osborn, 1999). Itis also limited by the communication skills of the
participants in that they need to describe their perceptions in a way that the researcher can reflect
on. In turn, this limitation then highlights the interviewing skills of the researcher to access

information as well as their objectivity in organising the data.

Other concerns about this research process raise matters relating to pre-conceived
hypotheses — bearing in mind that IPA should be lead by the participants, in theory. Smith and
Osborn (2003) suggested that IPA does not use a predetermined hypothesis; rather the aim is to
explore - flexibly and in detail — a specific area. However, no research would take place without
some area of interest by the researcher who should have some idea of the areas that they wish to
explore, such as business psychologists. This includes having an awareness of the literature
surrounding a subject and its current context and concerns. This turns the reflexivity statement
made in the last paragraph at the end of the first chapter of this thesis from a possible limitation

into a research strength (p. 11).

A significant way of accommodating concerns about the quality of an IPA intervention
would be expressed in interview design factors and further quality can be assured in the process
by ensuring representative and relevant sample recruitment, using good interview techniques and
clear objective coherent coding of phenomena and referring any findings back to the literature
(Hefferon and Gil-Rodriguez, 2011). In the analysis process, Fade (2004) advised that the
interpretation of conversations should be lead by themes derived from: prevalence (frequency of
reference); articulacy (ability to explain coherently to others); immediacy (ease of recall and
identification); precision (clarity of commitment) and manner (passion). In turn, these

observations support the origin of the scientific management approach developed by Flanagan
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(1954) via the critical interview technique that explores the ontological perceptions of the
individual - in this case the world of the AA participant manager. Cognitive interviewing
(Willis, 1999) accommodates these concerns so as to minimise error in research processes using

interviews to generate data.

Turner, Barlow and llbery (2002) used 12 participants in their study of sufferers of
osteoarthritis as they felt that at this point data saturation occurred (defined in this instance as no
new themes emerging) — however, small norms can reduce the potential for confounding data
which could be essential. Any conclusions drawn about sample size are project specific and this
needs careful consideration before drawing any conclusions (Flowers, Smith, Sheeran and Bealil ,
1997). Smith (1999 p. 424) argued that “from an idiographic perspective, it is important to find
levels of analysis which enable us to see patterns across case studies while still recognising the
particularities of the individual lives from which those patterns emerge”. Therefore, the data

obtained from the research provides possible structures for future reference by other researchers.

3.3.2.  Qualitative method 2: Workplace Observation (Lucia and Lepsinger, 1999).
Cassell and Symon (2004) suggested that qualitative research is context-dependent. By placing
this research method in the workplace, this method directly addresses concerns about
constructionist epistemology and ‘poetry-seeing eyes’ (Fish, 1990) whereby participants may
over-analyse, exaggerate or misrepresent both the subjective and the objective. It prevents or
reduces these concerns by actually observing participants in action and in naturalistic settings on
location in organisations rather than in artificial settings. Therefore this observation element
involved a number of subjects from the sample who were able to facilitate the researcher
accompanying them through a working day. During this time, a structured framework informed
by critical interview technique (Willis, 1999) was used to explore the relevance of the 12 Step

programme whilst conducting their organisational function. It tested the Step 12 call on
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followers “to practice these principals in all our affairs” (AA, 2001 p. 60). The recordings of the

researcher form part of the data analysis.

Denzin and Lincoln (2000) explained that such observation is a widely used methodology
in many disciplines, such as sociology and social psychology and is a popular form of
ethnography. Its aim is to gain a close and intimate knowledge of a given group of individuals
such as a religious, occupational or cultural group or a particular community — in this research
project, members of Anonymous Alcoholics - and their practices through an intensive
involvement with people in their natural environment. This is usually over an extended period of
time. Denzin (1989 and 2000) has written extensively about both qualitative research methods
within the social sciences and AA. His studies have centred around both ethnographology and
participant observation (Denzin, 1987 and 1997). O’Halloran (2003) argued that it is possible to
categorize Maxwell’s (1984) The AA Experience as an example of an ethnographic approach

using participant observation and the use of knowledgeable informants.

A key principle of the method is that the researcher should try to operate within the world
of the participant, even if only as an outside observer. Overt observation, however, is limited to
contexts where the group — or in this case the sample - understands and permits it. Critics, such
as Douglas (1976), of overt participant observation argued that study is subsequently restricted to
the public fronts socially constructed by actors. Social scientists have questioned the degree to
which such observation can give accurate insight into the minds of other people (Rosaldo, 1986).
In response researchers have attempted to refine processes and conduct observation exercises in
a more quantifiable basis, such as grounded theory (Glaser and Strauss, 1967) or IPA (Smith,

1996).
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Although such observation is commonly seen as qualitative research, by conducting this
intervention after the more positivist IPA intervention, the researcher was able to accommodate
concerns about the validity of this observation method by more detailed and insightful
interaction with the people in the sample, cutting through how things might look to how they
really are (DeWalt, DeWalt and Wayland, 1998). As a direct extension of the post modern
setting, interdisciplinary research design and phenomenological bias of this research, it allowed
the IPA data to be cross-referenced with the reality of being a manager to reveal any
discrepancies between the aspiration of the 12 Step programme and the reality of of applying it
in the workplace. Furthermore, whilst New’s (1996) GMCs provides a universal construct
because of the high level of granulation, this Workplace Observation method supports Boyatzis
(2008) reservation in the literature that such competencies can only be applied effectively in

context of the job and organisation (see Figure 2.6. on p. 105 this thesis).

3.3.3.  Quantitative method 3: ISIS psychometric questionnaire (Amram and
Dryer, 2008). Earlier in this chapter, it was established that post-modernism enables a mixed-
method approach to research in attempt to uncover relevant and valid data — ultimately the truth.
Therefore. the use of a questionnaire was chosen to complement the qualitative IPA and
Workplace Observation methods. This provided a positivist juxtaposition. It was chosen as a
method as a provocation for comparison to help uncover, clarify and strengthen any arguments
and conclusions drawn from this process. In this way, it manifests as a method to address
Marcel’s (1964) concerns that phenomenology may produce distorted realities because use of the
ISIS (Amram and Dryer, 2008) complements the idiosyncratic positions of the sample with an
additional lens. It respects also the research caveats raised in the previous chapter about
evidencing Sl through psychometric properties. The ISIS also acknowledged that post

modernism in psychology does not dismiss all other epistemologies and ontology; rather it
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appears to dismiss the boundaries between these approaches in a complex world (Hoffman et al,

2005).

Maltby, Day and Macaskill (2013) claim that measurement is a cornerstone of modern
psychology and that psychological tests are of crucial importance to research. However, these
tools are notorious for a range of situational, construction and administration errors (Kline,
2000). In order to counteract these numerous sources and margins of error, psychometric tests
must be objective, standardised, reliable, valid and differentiate fairly. Subject to these
standards, however, a skilled psychological researcher should be able to use tests to provide a

stimulating discourse from relevant data.

Along with a lack of a common definition explained previously, there is also a great deal
of disagreement over the measurement of Sl and its related competencies — indeed, the question
remains in consideration of post modern epistemology and the nature of ‘mystery’ (Marcel,
1964), whether it should be measured at all in empirical terms. However, the literature revealed
several questionnaires that have been developed and these have been scrutinised for statistical
significance to ensure that any instrument was selected upon the grounds of reliability and
validity for this specific sample. In context of the ISIS (Amram and Dryer, 2008), this measure
was proven to be reliable (Cronbach’s alpha 0.97) and valid; to test validity, Amram and Dryer
(2008) tested their framework for correlations with 3 other related instruments (Index of Core
Spiritual Experiences, Satisfaction With Life Scale and Inspirit) with correlations ranging from

48 to .78.

The use of psychometrics has lead to a growth industry in the field of occupational
psychology and business consultancy (Furnham, 2008). Ensuing commercial motivation has
increased concern about the effective and ethical use of such tests by organisations. In an

attempt to minimise these negative factors, strict qualification guidelines are currently used by
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the British Psychological Society which include the understanding and implementation of a
thorough ethical policy statement to protect people’s wellbeing, data and confidence in the tests.
Along with anonymity issues, these ethical issues guided all processes within this thesis and

were subject to clear bespoke monitored ethical policies such as university research guidelines.

3.3.4. Summary of methodology. With an estimated over 90% of its world-wide
membership in work (AA, 2011), anonymous alcoholics working in a management capacity have
a story to tell about how they take their programme into work and if or how it helps them to fulfil
their role. This research, driven by a post modern constructionist epistemology, a participant-
centred ontology and a robust qualitative-led triangulated research plan aims to provide unique

academic data on the fundaments of being, meaning and work.

Beyond the epistemological and ontological theoretical issues explored in this chapter,
there are other practical challenges within the research to date which go on to highlight specific
areas of contribution that this thesis might make. Firstly, the research of alcohol and drug
dependency explores effective recovery via various routes through mapping different samples in
various stages of their recovery: the existing research does not take successful recovery as the
starting point for further research — in this case those that follow the 12 Step programme
successfully in terms of sobriety. This is possibly symptomatic of research trying to prove
effective recovery techniques — literature reviewed suggests that this search drives the fields of
study. However, this research is not concerned about effective recovery techniques — it accepts
that the AA participant managers in the study consider themselves securely in a recovery
programme which is working for them and explores the legacy of this position in their

organisational roles as managers.

Secondly, the research into alcoholism in the workplace is problem focused on areas such
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as employee assistance programmes and related welfare policies. This research does not treat
alcoholism as a problem; it treats alcoholism as a spring board into a spiritual programme that
changes the lives of those that follow it and posits a general hypothesis that following the 12
Steps actually leads to better management — at least in the case of the sample — and in turn this
can lead to more effective organisations. It reverses the research trends of what organisations
can do for those with dependency issues to what can those with dependency issues can do for the

organisation.

Another major concern with the research is that of defining and validating SI and proving
that it has a role to play for organisational managers. The Gardner - Emmons - Zohar debate
covered in the literature demonstrated a lack of epistemological consensus, whilst many such as
Burack (1999), Garcia-Zamor (2003), and Krishnakumar and Neck (2002) went on to promote
the practical use of Sl in the workplace. This study of a group of anonymous alcoholics who
enact management roles identifies their voice on the matter and explains it in situ through an

ethnomethodological approach (O’Halloran, 2003).

Finally, there is a lack of such research data about recovering alcoholics in organisational
management roles probably because any managers who follow the 12 Steps of AA are just that —
anonymous — and thereby defy research. By working with the sample, this research uniquely

goes inside the world of the anonymous alcoholic who is an organisational manager.

3.3.5. Ethical overview. Having established the methodological choices, dealing with
a sample of AA participant managers raises ethical concerns. The literature reviewed in
chapter 2 reveals that the thoughts, emotions and behaviours that can lead to active addiction
in this population are complex. Therefore, this research ensured the following ethical

considerations.
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The research aims and designs were considered and approved as ethical by university
ethics protocols. The sample was identified because they had a self-reported 2 years
minimum sobriety and were not active alcohol ‘misusers’. Their sobriety had strong
foundations. Specifically, the research also focused on the 12 steps programme only in
context of workplace roles. This is evidenced in the semi-structured interview questions

(Table 3.1 on page 151) and Workplace Observation Report (see appendix | on page XLlI).

Epistemologically, the research was based on the assumption that the 12 Step
programme worked for the participants. The research does not challenge the efficacy of the
12 Steps in this thesis. The constructionist position of the research design leads to an
emphasis of the perceptions of the participants being paramount — not challenged. The IPA
method demonstrates this. It puts the participants and their opinions in the driving seat.

Therefore, the possibility of negative affect was reduced.

In regard of method 2 — Workplace Observation - usual ethical protocols might dictate
an approach to the employing organisation from the researcher for permission to conduct the
method. In the case of this sample, all approaches were made through the AA participant
manager to allow them to protect their anonymity and allow them to judge whether
participation in this method — and asking for their employer’s approval — was appropriate,
necessary or too risky. Additionally, the request for participation in this method described
the study broadly as being concerned with observing managers in context of general
management competencies. This wording protected the anonymity of the sample. Without

such an approach to informed consent, this method would not have been possible.

Other specific ethical considerations explained in the forthcoming method section

include: the use of pseudonyms at all stages; the deliberate lack of personal identifying data;
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appropriate data protection systems; ensuring clear pathways to withdraw consent at any
stage of the research collection; supervision of the research by appropriately experienced
academics on behalf of the university and, finally, the deletion of any possible

compromising data such as names, signatures, places and times.

In addition, the 12 Step programme used by the participants is comprehensive and
provides devices — such as the role of a sponsor/mentor - to help deal with any negative
affect. Ultimately, this thesis respects Traditional 12 of AA (1953) that promotes anonymity

as the foundation of the 12 Step programme.
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3.4. Methods and Samples
It is important for the validity of these methods that the sample is appropriate and clearly

defined; in this case, participants were selected on

o geographic location

o a minimum of 2 years sobriety within the 12 Step programme
o holding a current management position

o willingness to participate

o sufficient english language usage to participate in the study.

The sample formed 3 populations — one for each of the methods. The sample for method
2 (n3) was drawn from the larger sample in method 1 (n12). Likewise, the sample for method 1

(n12) was drawn from the larger sample of method 3 (n25). This is displayed in Figure 3.1.

Figure 3.1. Sample recruitment process
n25 n3
nl2
Method 3 Method 1 Method 2
ISIS IPA Workplace
Questionnaire Observation

3.4.1. Method 1 qualitative IPA (Smith, 1996)

3.4.1.1. Population of sample. 12 AA participant managers were recruited from a sample
of 25 AA participant managers from method 3. Invitations to participate were distributed to the
managers who completed the ISIS (Amram and Dryer, 2008) questionnaire and selection was
based on: the ability to protect AA’s Tradition 12 of anonymity (AA, 1953); the perceived value

of interviewing the individual manager (as this sample needed to reflect a range of positions and
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management level — therefore similar managerial roles from the same sector were avoided) and

logistical practicality based on available time and location. 8 women and 4 men participated.

3.4.1.2. Process. The individual interviews were recorded and transcribed verbatim (see
Appendix C: Example of IPA interview transcription p.l1V). Once transcribed, the audio files
were destroyed. The transcripts were analysed twice in Microsoft Word using IPA techniques to
identity, explore and establish phenomena and clusters. The transcripts have been kept securely
until this thesis is approved — the data will then be destroyed. The findings of the interviews
have been contrasted with research reviewed in the literature. The findings are discussed in the

forthcoming chapters.

3.4.1.3. Confidentiality. In line with the ethical considerations explained earlier in this
chapter, it was unnecessary to use personal identity for this research which ensures a degree of
confidentiality and data protection compliance. No dates, times or specific locations have been
mentioned in transcripts — any identifiable data have been removed. During the interviews and
in the transcripts, pseudonyms have been used; this anonymity continues throughout the
discussion and subsequent chapters. A signed confidentiality agreement was imposed with the
transcriber (See Appendix D: Transcriber confidentiality agreement p.XXXIIl). Participation in

the interviews was accepted as informed voluntary consent.

3.4.1.4. Initial Briefing. Participants were told before each interview the broad aims of the
research to ensure informed consent. Contact details of the supervising tutor and researcher were
made available to all participants so that they could pursue any matters arising that could not be

resolved immediately by the researcher.

3.4.1.5. Consent. Each participant signed a consent form (See Appendix E: IPA
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participant consent form p.XXXIV). All participants were able to withdraw from the research at
any stage by contacting the doctoral supervisor or researcher, identifying themselves by their

pseudonym.

3.4.1.6. Interview structure. In light of the concerns about interviewers confounding the
responses of participants, critical interview prompts (Willis, 1999) were used to stimulate the
interviews to promote discussion and appropriate disclosure by the participants. The order and
exact wording of each item were adapted to each conversation whilst trying to remain consistent.

The questions in Table 3.1. were used as a guide by the researcher in all IPA interviews:

Table 3.1. The IPA Interview questions

I.  Can you confirm that you follow the 12 step programme of AA and for how long?
ii.  Can you explain what you do, your role and the sector you work in?
iii.  In what ways do you supervise, manage or lead others?
iv. Can you provide an example of how your work entails each of the following 8 generic
management competencies? (each GMC reviewed)
v. Can you explain if or how each step of AA’s spiritual programme applies to your work as
a manager? (each Step reviewed)
vi. How does your work as a manager conflict with your 12 Step programme?
vii. What makes a good manager?
viii.  How important are the 12 Steps to your role as a manager?

The interviews used a semi-structured format and provided an in depth analysis of
GMCs and the 12 Steps. In addition to phenomenal antecedents, causal mechanisms and
outcomes, the dialogues explored previous management behaviours of the sample of
managers (prior to following the AA programme) and what the sample deemed to be good

management behaviours in other workplace managers. The interviews commenced with
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validation of the overarching constructs - New’s (1996) GMCs and 12 Step (AA, 2001)
utilisation - and the ensuing citations confirmed application of both constructs in each
subject’s managerial role. The interviews then went on to explore how the constructs

interacted and explored any potential conflicts.

3.4.1.7. Coding and referencing system. Each citation that referred to a
phenomenon was identified by a unique code to enable qualitative data analysis. For

example, the following reference MIC193-5/PBI translates as:

MIC = Mick (pseudonym of AA participant)
193-5= Line reference in Mick’s transcript
PBI = The ‘phenomenon’ reference for personal behaviour inventory

Other referencing suffixes, beyond those identifying the individual phenomena, were used
in the analysis to represent specific clusters, individual Steps or a specific GMC. These
suffixes are:

/S1  Step 1 reference (for example NOE675/S1)

/N1  GMC 1 action management reference (for example RHI34-7/N1)

/IGMB Good Management Behaviour reference (for example HAM90/GMB)

/PMB Previous Management Behaviour reference (for example SAL1209/PMB)

Pseudonyms were abbreviated using the following key:

Noel = NOE Ron = RON Hugh = HUG Hamilton = HAM
Quentin=QUE  Sally = SAL Maddie = MAD Rhian = RHI
Bob = BOB Claudia=CLA Mick = MIC Paul = PAU

Thomas B. Eccles



GMCs & 12 Steps Methodology 153

3.4.2. Method 2: Qualitative Workplace Observation. Review of the literature had
found no previous studies that had observed AA participants in their work life as
organisational managers. Therefore, to explore the theory of spiritual intelligence (SI) used in
the ISIS (Amram and dryer, 2008) with the 25 AA participant managers, along with the lead
IPA (Smith, 1996) process, this method helped to triangulate the research methodology with an
actual observation of 3 AA participant managers in context of New’s GMCs (1996) and AA’s

12 Steps (2001).

3.4.2.1. Population of sample. In order to ensure in depth and confidential individual
observations, 3 participants were recruited from the IPA sample (n12). The group were selected
because of their management role, their reported sobriety and number of years in the 12 Step
programme, practical considerations and their willingness to participate in a research project. Of
the 12 IPA participants, a total of 4 were approached to identify the eventual sample of 3.
Geographical location was also a factor to enable selection of local people. A trial participant
helped to validate the format. The trial participant was female who was unable to participate
fully in this method owing to concerns about anonymity and AA’s Tradition 12 (AA, 1953). By
allowing the AA participant manager to veto whether it was appropriate to participate in this way
(i.e. is it safe for me to do this?), ethical considerations were met (as opposed to going through
their employer as might be the usual protocol). The eventual 3 male participants had a mean of
15 years in the programme and worked as senior managers in construction, the arts and social
welfare. In order to protect anonymity, the participants were sent official requests simply to
observe them in their management role to assist a study relating to general management

competencies (see Appendix F: Workplace observation request p.XXXV).

3.4.2.2. Interview technique. Using critical interview technique (Willis, 1999) and

adapting the “Day in the work life” competency observation framework outlined by Lucia and

Thomas B. Eccles



154 GMCs & 12 Steps Methodology

Lepsinger (1999, p. 79), an observation template was produced and used for reporting on this
method (See Appendix I: Workplace observation report p.XLI). Use of this template addressed
concerns about the reflexivity of the researcher raised by Fade (2004) and protected the
epistemological concerns of misinterpretation in constructionist and phenomenology raised by

Marcel (1964).

3.4.2.3. Process. The individual observations consisted of pre and post work interviews
and an 8 hour working day observation. The researcher was introduced to any colleagues of the
participant as a researcher exploring general management competencies. Notes were made
throughout the day and were constructed into a research reference document at the end of each
day (see Appendix I: Workplace observation report p.XLI). The reporting document was
analysed twice in Microsoft Word using thematic techniques to identity, explore and establish
evidence of how the 12 Step programme was used by the manager in their organisational role.
To facilitate this research goal, phenomena and clusters from the IPA process and the two
superordinate constructs of New’s GMCs (1996) and AA’s 12 Steps (2001) were used as
parameters. The findings of the observations have been contrasted with issues raised in the

literature in the discussion chapter.

3.4.2.4. Confidentiality. It was unnecessary to use personal identity for this research
which ensured a degree of confidentiality and data protection compliance. No dates or locations
have been mentioned — any identifiable data has been left blank in documentation. During the
observations and in the notation records, pseudonyms have been used; this anonymity continues
throughout the discussion and subsequent chapters. This is a manifestation of the ethical

considerations explored earlier in this chapter.
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3.4.2.5. Initial briefing. Participants were told before they participated in this element of
the research the broad aims to ensure informed consent. Contact details of the supervising tutors
and researcher were made available to the participants. The invitation request outlined these
considerations and was emailed to the participant asking for participation in a Ph.D. research
study exploring general management competencies (see Appendix F: Workplace observation

request p.XXXV).

3.4.2.6. Consent. Participation in the observation was accepted as informed voluntary
consent. All participants were able to withdraw from the research at any stage by contacting the

tutor or researcher, identifying themselves by their pseudonym.

3.4.2.7. Structure. The observations provided an in depth analysis of management roles.
They explored how the manager integrates the 12 Steps with their organisational function
through New’s GMCs (1996). The following structure was used to stimulate the observation and
to promote discussion. In order to accommodate dynamic rapport building, the order and exact
wording of each item were adapted to each observation whilst trying to remain consistent and

reflexive in the questioning technique. The follow structure was used on each observation day:

o introduction and briefing

o today’s work agenda

o preparation for the day

o role context

o observation of management activities
o post-work review

o 12 Step utilisation

J observed evidence of New’s (1996) GMCs.
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3.4.2.8. The observation. The observation days enabled the researcher to consider
antecedents, causal mechanisms and outcomes of working the 12 Step programme in a
practical managerial situation. This method enabled the researcher to explore how New’s
(1996) GMC's and AA’s 12 Steps (2001) were used on a daily basis within the workplace
setting. The observations consisted of pre and post-work interviews which dovetailed with a
shadowing protocol; the researcher accompanied the subject about their work activities on each
day and, when appropriate, discussed what had been observed with the AA participant

manager shortly after any intervention.

To protect ethical considerations, it was agreed with the participant that the researcher
would remove themselves from any situations that the participant deemed confidential. The
need for confidentiality at work did arise with a participant on a number of occasions when the
researcher left specific meetings and discussions so as not to hinder the managerial process.
These situations related to an unprecedented staff conflict situation or sensitive client matters.
Such instances were followed by discussion between the AA participant manager and the
researcher to establish broadly what the situation involved so that consideration of the
constructs under research could be accommodated. The observation report was written by the
researcher at the end of each observation day and evidences any such situations (see Appendix

| (p. XLI).

3.4.2.9. Referencing system. In order to create a valid reporting system, a reference
template was created and used for each observation report. Pseudonyms of the participants are
abbreviated using the following key: Noel = NOE, Ron = RON, TJ = TJ. After each name, the
letters OB identified that the reference related to the observation method. Then, each relevant
reference was coded with a section number from each report (there were 29 sections in each

report) and a suffix was then added to denote what the reference was: in the case of a reference
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to a Step, the suffix ‘S6” would represent a reference to Step 6; in the case of New’s (1996)
GMC construct, the suffix ‘N1’ would refer to New’s first GMC of action management. AS

an example, the reference NOE/OB/7/S6 refers to:

NOE = Noel (pseudonym for AA participant manager)

OB = Observation method

7 = Linear numerical section reference to citation used in observation report
S6 = Step 6 example.

3.4.3. Method 3: Quantitative ISIS questionnaire (Amram and Dryer, 2008)
3.4.3.1. Population of sample. The purpose of this research method was to measure the Si
of the AA participant managers against the only appropriate existing norms for the Integrated

Spiritual Intelligence Scale (ISIS - Amram and Dryer, 2008) construct.

3.4.3.2. Selection. AA participant managers were recruited at AA meetings open to the
general public in 3 regions. Invitation letters to participate (see Appendix G: Invitation to
participate in ISIS qualitative study p. XXXVI) were distributed after each meeting attended by
the researcher and 25 participants in managerial positions were recruited (see Table 3.2.
Research participants) to meet the G power significance with a .8 significance factor (Cohen,
1992). The modal age category for the group was 32 - 65. Each participant completed the ISIS
questionnaire (see Appendix H: ISIS Questionnaire p.XXXVII) and returned it to the researcher
via the post in pre-addressed and stamped envelopes. Completion of the questionnaire was
interpreted as informed voluntary consent. 100% participation was achieved from the sample,
although one invitee declined to join the sample, questioning the ability of academia to measure

spirituality.
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3.4.3.3. Confidentiality. Tradition 12 of AA (AA, 1953 p. 110) was given primacy in this
research to protect the identity of individuals using the AA 12 Step programme and operating as
part of the AA fellowship. To maintain confidentiality, no identifying information was
collected. Participants were identified through pseudonyms in the data. Data relating to the
variables of ages, years in programme, gender, management position and employment sector

were collected also.

Table 3.2. Research participants (n25)
Pseudonym  Gender Age Years In AA Management Position Sector
Doreen F 50 7 Logistics Manager Military
Sal F 39 9 Senior Project Manager Social Welfare
Alan M 47 10 Team Manager Sports
Hugh M 65 12 CEO Higher Education
Neil M 58 23 PR Director Oil Multinational
TJ M 43 3 Dance Producer Arts
Rhian F 42 23 Regional Director Health Services
Paul M 40 21 Catering Manager Education
Adriene F 37 2 Management Consultant Banking
Tim M 32 2 Management Consultant Telecoms
Josie F 52 27 Director Travel Agency
Claudia F 33 5 Senior Project Manager Housing
Les M 61 8 Team Manager Social welfare
Daryn M 38 8 Project Manager Civil Engineering
Kerry M 40 11 Film Maker Arts
Graham M 49 5 Director Construction
Maddie M 35 2 Project Manager Local Government
May F 33 8 Credit Controller Commerce
Quentin M 46 20 Regional Manager Residential Lettings
Noel M 55 29 Senior Team Manager Social Welfare
Karl M 53 10 Director Construction
Hamilton M 48 12 Business Manager Urban Regeneration
Bob M 44 4 Warehouse Manager Charity Retail
Mick M 43 2 Senior Partner Legal
Ron M 53 13 Commissioning Manager Construction
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3.4.3.4. The comparison norms. Hypotheses were posited using comparison scores against
the 4 existing norms detailed below. The academic development of the ISIS generated these
comparison norms that were grouped according to two axis factors — subjects nominated for
spirituality and subjects nominated for business acumen (defined as business leaders by Amram
and Dryer, 2008 p. 12). These populations varied across the 2 independent variables and for
each factor there were 2 categorical levels: a population nominated to be high on the factor and
another population not known to be high on the factor. Amram and Dryer (2008) did not
presume that any sample group was nominated to be low on either factor. They used
snowballing (Heckathorn, 1997) and peer recommendation to identify participants which met
their criteria for ‘high’ spirituality, defined as those “who were distinguished by the application,
manifestation, and embodiment of spirituality in their daily lives in ways that enhanced their
functioning and wellbeing, i.e. believed to be spiritually intelligent” (Amram and Dryer, 2008 p.
11); this ‘high spirituality’ group including spiritual teachers, professors, religious leaders,
spiritual guides and coaches. Factors such as career success, academic prowess and
organisational status relating to leadership and management were used to identify individuals
supporting their concept of business acumen. Specifically, these participants were organisational
leaders and managers or students on a “top rated” advanced MBA post graduate course. To
identify individuals for the embodiment of both factors — spirituality and business acumen -
participants were recruited from business leaders who embodied spirituality with vocational

success nominated by others for meeting both criteria.

Amram and Dryer (2008) needed to compare the ISIS scores of these groups with the
scores of a comparison group of participants not nominated for either factor. This comparison
group was recruited through convenience sampling, invitations to associates, advertisements
through email lists and word of mouth. Therefore, in theory, these participants would vary on

the factors of Sl and business acumen and were representative of a general US population. This
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group of participants was not thought to have low embodiment of spirituality or low levels of
business acumen; Amram and Dryer simply had no evidence about their embodiment of

spirituality in daily life one way or the other.

The 4 norms were therefore used as comparison groups against the sample of AA
participant managers. This is displayed in Table 3.3.

Table 3.3. The ISIS sample and comparison norms

Sample 1: AA participant managers (n25) - the age range was 33 - 65.

Norm 1: spiritual leaders (n17) - individuals nominated for high spirituality and not
nominated for business acumen; 5 men, 7 women, and 5 who did not report gender. The

modal age category was 45 - 54 with 7 participants reporting their age in this category.

Norm 2: general U.S. population (n210) — individuals not nominated for spirituality
and not nominated for business acumen; 59 men, 116 women, and 35 who did not
report gender. The modal age category was 35 - 44 with 72 participants reporting their

age in this category.

Norm 3: business leaders embodying spirituality (n15) - individuals nominated for high
spirituality and nominated for high business acumen; 9 men, 5 women and 1 who did not
report gender. The modal age categories were 35 - 44 and 45 - 54 with 6 participants

reporting their age in these categories.

Norm 4: advanced MBA students (n21) — individuals not nominated for spirituality and

nominated for high business acumen: 15 men, 5 women, and 1 did not report gender.

The modal age category was 18 - 24 with 16 participants reporting their age in this category.

3.4.3.5. Hypotheses. Using the existing norms and the sample of AA participant
managers, the following hypotheses were used for this research method:
e Hypothesis 1. Sample 1 would have higher SI than Norm 2 (general U.S. population not
nominated for spiritual intelligence and not nominated for business acumen)
e Hypothesis 2. Sample 1 would have higher SI than Norm 3 (business leaders nominated for

spirituality intelligence and nominated for high business acumen)
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e Hypothesis 3. Sample 1 would have higher SI than Norm 4 (advanced MBA students not
nominated for spiritual intelligence and nominated for business acumen)
e Hypothesis 4. Sample 1 would have lower Sl than Norm 1 (spiritual leaders nominated for

spiritual intelligence and not nominated for business acumen)

This final method completes a triangulation approach to data gathering and analysis. In this
way, the ISIS forms the post modern, mixed method element if the research that ‘best fits’ the
complex and ambiguous focii reviewed in the literature. This final objectivist element is
accommodated for in constructionist epistemology (Crotty, 2010) and respects the overarching
field of psychology, in which this thesis sits, in that the field uses scientific methods to support

efficacious approaches to work.
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3.5. Possible limitations of the study.

As with all research projects, this business psychology study has limitations and these can
create confounding issues surrounding the data and ensuing discussion. These limitations

originate from structural components of the thesis and these are now explored and include:

o epistemological approach

J assumptions about the sample

o assumed differences of the sample from other managers
o restrictions of the sample

o limitations of the qualitative IPA

o limitations of qualitative Workplace Observation

o limitations of the quantitative ISIS questionnaire.

3.5.1. Epistemological approach. The philosophical domain of epistemology seeks to
clarify how knowledge is established. In order to clarify the academic route chosen to establish
knowledge, the epistemology and ensuing ontology must be identified in order to contextualise
the methodology and techniques used in this research project. As established in the previous
section, this thesis adopts a post modern qualitative-led epistemology whilst encompassing an
element of empirical methodology to complement the triangulation approach to generating data.
This mixed method approach is justified as this thesis is the first of its kind to enquire into the
relationship between AA’s spiritual programme (AA, 2001) and GMCs (New, 1996). This broad
academic playground demands clarity and this study provokes the very heart of epistemology
and ontology in its quest for truth: the intrinsic difficulty in this study is that people with a
spiritual faith (such as the sample) believe they know a truth and the scientific community

largely starts with the opposite premise — this provokes an empirical and qualitative dichotomy.

By further choosing to frame the research within a social constructionist world to honour
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the origins of AA, the philosophical emphasis on phenomenology aspires to capture

idiosyncratic perceptions that may reveal common phenomena and this approach is appropriate

for this type of enquiry (Haralambos, Heald and Holborn, 2004): phenomenology aims to
uncover specific psychological phenomena at a deep level that enables meaning to be

constructed by identifying specific mechanisms and pathways that take place (Biggs, 2003).

Whilst an empirical approach is highly valid once phenomena has been captured, it is arguably

an ineffective approach for this thesis that seeks firstly to uncover and qualify what is going on

in the sample; it is after this stage that identified factors can be measured quantitatively for
further knowledge. Relevant to this phenomenological approach will be discovering
psychological emotions, cognitions and behaviour in the workplace that are setting specific and
socially constructed. It is assumed that this will relate to spirituality which the positivist school
has repeated failed to grasp owing to fundamental epistemological problems — it is repeated
argued by the qualitative school that the concept of spirituality cannot — and some argue should

not — be measured empirically (Emmons, 2000a; Galanter, 2007; Zohar and Marshall, 2000).
Relevant arguments supporting the philosophical position of this thesis would include:

. the causal factors and variables experienced by the sample are specific to this enquiry and,
as yet, the findings may not be generaliseable to other studies. Therefore empirical
replication - a demand of academia - is not currently possible. This is not to say that this
study (specifically, its sample) cannot be reproduced — in theory it can

. the post modern mixed method approach will generate data that is only valid in context of
this specific research methodology and design

. the phenomenological approach enables the use of small samples to provide insightful data
and phenomena

. knowledge identified as an outcome of this research project is generated through the use of
research questions identified in the last chapter rather than being led by hypotheses. Minor

hypothesis are used when possible i.e. in the third method — the ISIS questionnaire
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(Amram and Dryer, 2008) - as norms exist against which the AA participant managers
enable comparison

. the epistemological and ontological approach of this study accommodates the belief that
the researcher cannot but influence findings from their own insight, interest in the subject,
knowledge of the sample’s settings and these influences are seen as an integral part of the

enquiry.

For these reasons it is deemed that the approach taken is highly suited for an initial enquiry
into the issues addressed by the research questions. In particular it should be noted that chosen
methods such as IPA are seen as highly suitable for generating theory which can lead on to
further academic research possibly of an empirical nature (Hefferon and Gil-Rodriguez, 2011).
The integrity of the qualitative approach is secured through the authentic experiences of the
sample and the ability of the researcher to interpret the world of the sample to create
understanding. The phenomena uncovered by this enquiry may well be new to the academic
world — i.e. studying New’s (1996) GMCs in specific context - and as yet there are no bespoke

empirical tools to enable this investigation.

At the same time, there are counter arguments which need to be considered: firstly, this
approach uses a specific sample which is anonymous - therefore the ability to replicate the study
will need great care, if not synchronicity. An empirical approach demands a larger sample in
order to ensure the option of replication to a wider population. A second counter argument,
therefore, is that by using other established empirical constructs considered in the literature, no
new knowledge would be generated that would act as a spur for further research. The adopted
phenomenological approach aims to generate new knowledge that can be used as such as a spur.
Further reasoning for rejecting a solely empirical quantitative-led approach is uncovered in the

literature on intelligence: the concept of Sl is still a fledgling construct and key higher order
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domains have not been agreed. They are still being explored. The second reason why other
existing Sl questionnaires were rejected is that King’s (2008) model of Sl is the only other model
considered to be empirical and this has only been used on samples of university undergraduates -
this is unsuitable as a comparison to the sample chosen for this study. For this reason, the ISIS
was chosen as the closest existing construct to anything bearing an empirical match because it
does have a large comparison norm that includes business leaders and managers who are deemed

to be spiritual.

Finally, as a business psychologist with past experience of addiction and dependency
problems, the researcher has idiosyncratic understanding which is compatible with the chosen

methodology and research tools.

These academic choices justify the reasons for leading on a phenomenological approach to

the research design and, in summary, consider:

. spiritual phenomena are not quantitatively measurable yet

. key emotions, cognitions, attitudes and behaviours have not yet been established
academically in the context of this specific sample in their context and setting

. the size of sample is not large enough to enable meaningful statistical generalisation
required for a qualitative study

. as factors and variables have not yet been established, it is not possible to generate
hypotheses upon which to base empirical enquiry

. the researcher has unique experience which may well influence the area and depth of

research.

Haralambos et al., (2004) acknowledged that non-empirical research designs have been

developed that accommodate for a lack of psychological data and information as well as
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questioning the ability of the empirical research not to confound samples and findings. For this
reason, qualitative approaches have consequently been developed that implicitly reject the
assumption that psychological or social information are measurable things that can be extracted
and examined in isolation. Finally, the stated concerns about the reliability and validity of self-
reported measures undermine empirical approaches whilst this very self-reported nature is key to
the qualitative approaches adopted in this study. Whilst the empirical philosophy and ensuing
methodology uses hypothesis testing on a priori theory, the research sample is so specific that it
cannot be generalised to be compared with other samples out of context of this research. In
acknowledgement of this limitation, there will be little grounds for reliability and validity testing
beyond use of the third research method, the ISIS, which does have some preliminary statistical

credibility.

3.5.2. Assumptions about the sample. There is an assumption that the sample of 25
managers all held the management positions reported and the length of sobriety reported. The
levels of supervision, management and leadership varied greatly from chief executive officer
status of an organisation turning over hundreds of millions of pounds through to managers of
small departments. However, the very concept of a GMC framework is based on common

degranulated competencies in a valid distinguishable and generalisable form.

The gender representation of the sample (40%) was chosen to best as possible represent the
AA UK membership gender ratio reported as 35% (AA, 2011). This number does not represent

gender ratios in management positions.

3.5.3. Assumed differences of the sample from other managers. A further assumption
about the sample participating in this research is that there will be a difference between them and

other managers, in that it is anticipated that the 12 Steps will uniquely impact upon their GMCs.
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However, some of these differences may be shared with other non-AA managers that follow a
spiritual path from those managers that do not; for example, there may well be similarities with
managers who follow a specific religious denomination. However, it is assumed that, by
following the 12 Step programme there will be unique identifiable phenomena and variables
amongst the AA participant managers that would not be identifiable in other non-12 step
programme followers. For example, the anonymity criterion and primary purpose are unique
from other spiritual groups. This assumption will be tested particularly through the comparing of
their ISIS scores with the existing norms used by Amram and Dryer (2008) in their preliminary

pilot study. Arguably, this is not a limitation but a deliberate feature of this study.

3.5.4. Restrictions of the sample. The sample and comparison norms were all chosen
within qualifying criteria including invisible influences of the Tradition 12 (AA, 1953) which
demands anonymity. Within the open meetings of AA attended for recruitment, approaches to
potential participants were both targeted and random: of the 25 AA participant managers who
formed the sample, the 12 IPA participants may well have been influenced to participate further
in the second method by either their guarantee of anonymity or the fact that they personally did
not care about their anonymity. In turn, the 3 Workplace Observation participants drawn from
the 12 IPA participants only volunteered because the official research participation request
phrased the study as “concerning general management competencies” (see Appendix F
p.XXXV). Those participants in the sample who felt their anonymity might be threatened in the

workplace were unable, understandably, to participate in the Workplace Observation method.

Another possible limitation concerns organisational climate with regard to the global
financial crises of 2007 (see Shiller, 2008). This context led to specific comments by the
participants in the IPA and workplace observation methods about GMCs (New, 1996) such as

change management and coordination. Whether the findings are confounded by any climate will
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be considered in context. Whether the data produced by the research is significantly limited to
specific organisational climate or not cannot be clarified without further studies during, say,

flourishing economic times.

3.5.5. Limitations of the methods.

3.5.5.1. Limitations of method 1 qualitative IPA. In consideration of the limitations of
IPA as a method discussed in this chapter, Salmon (2003 p. 26) posited, “results of psychological
research reflect the researcher as much as the researched”. Therefore, it is important that this
qualitative method reports enough detail to enable readers to understand any such confounding
issues (Fade, 2004). Possible areas of such concerns about the researcher’s abilities would
include reflexivity, a lack of professional experience, their political beliefs, limited research

skills and a lack of rapport with participants.

In order to overcome some of the limitations, Smith and Osborn (2003) recommended a
semi structured interview approach to evidence gathering — this emphasises the role of the
researcher as a facilitator of the telling of others’ stories in a meaningful way which supports the
approaches of social constructionism and phenomenology. Therefore, the use of critical
interview technique (Willis, 1999) has been adopted in the qualitative methods of this research to
minimise such confounding possibilities. As an idiographic approach, IPA respects the sample
as the experts and the researcher as the recorder (Fade, 2004). Obviously a researcher’s
approach will influence ensuing dialogue but that should not be to an extent which clouds the
narrative. For this reason, the analysis of any transcripts from interviews was thoroughly
reviewed and objectively analysed - including identifying any poor interview techniques by the
researcher. Brocki and Wearden (2006) acknowledged that as a qualitative research method,
IPA will inevitably produce different accounts from different interviewers and analysts, but a

well structured study should identify key phenomena.
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Yardley (2000) acknowledged the need to be lead by research heuristics and then by the
voice of the participant, postulating that reliability is, possibly, an inappropriate criterion for
measuring qualitative research if the research aim is to generate several interpretations. The data
extracted from the IPA interview process with the AA participant managers in this study was
scrutinised for themes and clusters emerging in the phenomena, focusing on the data from a
particular viewpoint (Smith, 1999) as suggested in the introductory chapter. This is in keeping
with IPA’s recognition of the researcher’s interactive and dynamic role (Hefferon and Gil-

Rodriguez, 2011).

3.5.5.2. Limitations of method 2 Qualitative Workplace Observation. No suitable
template exists from previous studies to help facilitate and record data emerging from this
method. Therefore, suggested observation structures were considered to help inform the creation
of the method used. Of all the templates considered, this was mostly informed by Lucia and
Lepsinger’s (1999, pp79-80) work on managerial competency frameworks and observation
techniques. Additionally, in order to ensure adherence to Tradition 12 of AA (AA, 1953)
demanding anonymity, approaches to participants had to be made under the auspices of a
bespoke business psychology study of GMCs. As a further limitation, elements of the Workplace
Observation method which required manager/subordinate confidentiality relied on retrospective
reporting by the AA participant manager. Finally, no female manager was able to participate in
the Workplace Observation method. However, the draft structure was created in consultation
with one of the female sample to ensure that no confounding gender issues were accidentally

built in to the design of this method.

3.5.5.3. Limitations of method 3 Quantitative I1SIS questionnaire (Amram and Dryer,
2008). Using a questionnaire as the third method has its own limitations. These include:

o questions may be misinterpreted by the sample in a way not intended by the developers

Thomas B. Eccles



170  GMCs & 12 Steps Methodology

o given responses by the participants cannot be clarified or probed further

o the participants were not supervised during the completion of the questionnaire and there
is no way of knowing if the answers given are idiosyncratic

o the raw data from the pilot study in 2008 are not available for further scrutiny and
Amram and Dryer (2008) acknowledged that the findings were only preliminary

o there is no way of knowing if any of the sample and norms used by Amram and Dryer in
the 2008 preliminary study using the ISIS followed AA’s 12 steps owing to the
anonymity issues addressed in Tradition 12 (AA, 1953)

o responses to the questions in the questionnaire were not given separately from each item;
therefore the wording of previous items could impact on responses in a compounding
manner.

Potential confounding issues raised about self-reported measures in this quantitative element of

this mixed method study were raised in accompanying instructions (See Appendix J: ISIS

Instructions p. L) and these were distributed with the questionnaire in order to clarify

understanding.

3.5.6. Summary of the research design. A range of decisions has been made to address
implicit limitations. Firstly, the epistemological approach taken has been chosen to help
uncover phenomena and variables (and the psychological pathways associated with these) in
what is deemed to be a preliminary applied research study of how the 12 Steps of AA effect the
GMCs of organisational managers. A social constructionist philosophy leading to a
phenomenological approach has been chosen to build on and uncover knowledge. By leading
with the IPA method (Smith, 1996), the following Workplace Observation method (Lucia and
Lepsinger, 1999) enabled identified phenomena to be explored further and animated by studying
a sub sample of the respondents in the workplace. In respect of the empirical tradition, the third

method used the ISIS questionnaire (Amram and Dryer, 2008) to juxtapose the leading
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methodology and to test findings, helping to clarify conclusions drawn from this research - not

least of all about spirituality as an independent intelligence. A summary of the research design

is:

o preparatory research into the main fields identified as relevant to this thesis: the 12 Steps
of AA, spirituality at work, SI and GMC frameworks

o study design stage to identify epistemology, ontology, methodology and methods

o main qualitative research stage, in which the AA participant managers were interviewed.

o further qualitative Workplace Observation stage whereby a small sub sample of the
participants was studied in their work role to help reinforce and identify findings

o quantitative research stage using the ISIS questionnaire, assessing the sample against

norms generated in the development of the instrument (Amram and Dryer, 2008).

The sample has been chosen specifically because of its limitations - it is a unique group of
participants and by studying them further knowledge is sought. The use of norms from the
preliminary study of the I1SIS (Amram and Dryer, 2008) helped to explore whether this sample
has unique properties with regard to spirituality and intelligence - for example by comparing the

AA participant managers with other business leaders nominated for spirituality.

The limitations explored have been factored into the design process in order to identify
and minimise any confounding issues; having examined the possible limitations of the
epistemology, research methodology and design, it is important to acknowledge that such
limitations and the subsequent approach to minimising confounding issues through the research
design are not uncommon in such a thesis. The research findings and results will now be

outlined in detail.
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Chapter 4
FINDINGS & RESULTS

4.1. Method 1 Qualitative Interpretative Phenomenological Analysis (IPA)

4.1.1. Findings. A total of 57 distinct phenomena were identified (see Appendix K:
Master IPA referencing index p.LI) and these are organised in a specific manner for academic
purposes. 12 Step related phenomena were identified and clustered in themes and non 12 Step
related phenomena were identified and clustered in themes. This exact process of identifying,
defining, naming, organising and clustering the phenomena in these findings — the interpretation
in IPA - is now explained. (From this point forward, the IPA phenomena are italicised for

clarity).

4.1.1.1. Interpreting the IPA data. The individual interviews were analysed twice and
contents of research interest were highlighted at face value (see Appendix C: Example IPA
transcript analysis p.IV). Discreet phenomena were then identified in the data. This extensive
range of phenomena included antecedents, causal mechanisms and outcomes associated with
AA’s 12 steps (2001) and New’s GMCs (1996). To this end, the range of phenomena included
behavioural protocols such as the personal behaviour inventory (n4l citations), philosophical
and ontological positions such as powerlessness (n17), social phenomena such as empathy (n19)
and technical performance references such as forthrightness regarding communication style
(n21). The single most cited phenomena was personal behaviour inventory (n41) and the least
cited phenomena was gratitude (n4). Whilst some of the individual phenomena are self
explanatory, such as honesty (n7), others, such as powerlessness (n17), need to be clarified for

the reader to consider in the forthcoming chapters.

4.1.1.2. 12 Step related phenomena. The initial analysis revealed 36 discreet 12 Step

related phenomena (see Table 4.1 on page 180). These phenomena ranged from spiritual themes

Thomas B. Eccles



173 GMCs & 12 Steps Findings and Results

such as belief in higher power (n18), mechanistic themes such as prayer - guidance (n25) and
phenomena relating to various levels of transcendence such as meditation (n11), through to more
social abilities such as the ability to show empathy (n21) and compassion (n14) for subordinates.
More explicit transactional phenomena such as a forthrightness (n19) and contractual
responsibilities (n19) were also identifiable. Other phenomena touched on philosophical
standpoints such as ethicality (n17) and honesty (n7) and also a celebration of difference (n18)

and equality (n14).

These 12 Step related phenomena emerged as separately identifiable concepts in the
idiosyncratic responses of the sample. These phenomena can be defined discreetly even though
they may be closely related; for example, the phenomena of empathy (n21) is interpreted from
the data as the ability to put oneself in another’s position as Rhian explained: “I’ll relate better to
them, you know, on a kind of human level” (RHI527-8/EMP), whereas the phenomenon of
compassion (n14) is interpreted as an ability to empathise with what another person is feeling
because of common experience and take some sort of action to support them, as animated by

Hamilton: “That’s how it works...you know...caring for others” (HAM540- 41/COM).

Several phenomena related to prayer and meditation: prayer-guidance (n25) is used
to identify when the participants used prayer to ask for help regarding a specific challenge;
prayer-serenity (n13) explains when the participants cited responses describing their quest
for peace of mind, often using AA’s signature Serenity Prayer (AA, 1950) such as
Hamilton at work: “very often I say the serenity prayer before I go to an important
meeting” (HAM325-6/PG). The phenomenon of meditation (n11) explains the
participants’ attempt to reduce anxiety by calming their cognitions through focusing on an
element of the 12 Step programme such as the humility (n10) facilitated by Step 7. This

process often involved reflecting deeply on a specific prayer, physical relaxation
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techniques and momentarily withdrawing from a situation as Bob explains: “It gives me
time to breathe” (BOB395-341/MED). Finally, prayer-set up (n9) explains the
participants’ habitual dedication to prayer without a specific goal in mind beyond ‘tuning
in’ to their Higher Power. This mechanism was commonly carried out in the morning or

“upon awakening” as suggested by AA (2001, p. 84).

The interviews explored the nature of the relationship with a Higher Power such as a
God figure. As idiosyncratic interpretation is a focus of the IPA method (Smith, 1996), it
should be pointed out that there were slight variations in the definition of a Higher Power
throughout the semi-structured interviews: Claudia, when asked whether she had a Higher
Power in her life, explained: “I do though I don't know what it is really” (CLA380-96/S2).
Sally defines her Higher Power as “a feeling; it's a knowledge. | don't actually have a big
visual image” (SAL434-6/HP). Quentin is also ambiguous in his definition saying “I don't
seek to interpret very much. I simply believe that this is not all there is” (QUE278-9/HP).
Rhian’s response when asked what this power was: “I've no idea. | really don't know”
(RHI1334-5/HP) and she continues to explain that she simply believes that “there is
something and that is outside of me” (RHI41-2/HP). Paul explains that initially, as an
atheist, he came to see AA’s fellowship itself as a greater power than himself - a small
group of individuals that collectively could help him return to sanity that he could not do
on his own (PAU465-80/HP). At the this stage of his recovery, however, he now disclosed

a strong faith in God: “my belief ... is concrete” PAU532/HP).

The participants all explained an almost constant conscious connection with that
Higher Power and this facilitated gratitude (n4), as explained by Hamilton: “I’m
incredibly grateful for the responsibility that | have and the opportunities that | have and |

believe that is God given to me because I do believe I’ve been given a second chance”
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(HAM395-7/GRA). A further outcome of a relationship with the divine was explained
through the concept of optimism (n4), believing in unfailing divine support and care. This
phenomenon enabled the managers like Ron to have faith that, whatever happened at work,
as long as he exercised honesty (n7) and was committed to doing one’s best (n15), “I know

that everything will be okay” (RON567/OPT).

Several of the phenomena related to psychological conditions: their relationship with
ego is captured in the phenomena of ego reduction (n13) defined by Sally as being “right
sized” (SAL678/HUM) in her interactions. The sample’s ability to be aware of their
personal human limitations (n22) is frequently cited in the data, and their emerging self
confidence (n8) as a result of following the programme is also reflected in their ability to
admit any mistakes they may make at work explained in the phenomena of open mistakes —
self (n12). Paul’s explanation showed a layering effect whereby the 12 Step process leads
on to new levels of philosophy such as being open about fallibility in a spiritual sense:
“I’'m a human being. I’'m not a God. I’m not perfect and nor am I going to be. I’'m an
individual that is going to make mistakes and I’m confident in the fact that that’s okay”

PAU844-7/0MS).

The most significant phenomenon in terms of frequency was the ability and
commitment to taking regular, if not permanent, personal behavioural inventory (n41)
directly traced back to The Oxford Group’s protocol of confession reviewed in chapter 2.
This self-focused process appeared to be an antecedent to a strong sense of humility (n10)
and, without sounding contradictory, a renewed sense of self worth explained through the
phenomenon of self confidence (n8) as Sally articulated: “I have the ability sometimes to

feel very confident within my own skin” (SAL862-3/S3).
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These processes of self discovery, the central relationship with a God figure such as a
Higher Power and the strong sense of managerial responsibility shared by the participants
appear to be connected to the phenomenon of fearlessness (n20) — interpreted as the
management or removing of fear — which is cited as a feature of the programme by AA in
Step 4 ( see AA, 1953 p. 51) as Hamilton explained: “once I’ve made those decisions, | am
very fearless about seeing them through” (HAM441-9/FEA). In turn, the opportunity for
personal growth facilitated by the 12 Steps — through phenomena such as fearlessness - is
captured in the sample’s commitment to personal development (n16) at work, as Mick
articulated: “time in the programme has shown me that | need to change and progress”

MIC736-7/PD.

The awareness of self and the subsequent 12 Step tools that the participants use to
manage their own affective and cognitive processes (and subsequent behaviour) becomes the
foundation upon which the sample can then relate to others at work. Phenomena relating to
these relational issues included empathy (n21), compassion (n14), difference (n18), equality
(n14) and a commitment to others’ development (n8). These positive perspectives were
summed up by Noel’s attitude: “when we really step back, we realise that the majority of
human beings actually do want to be positive and creative” (NOE317- 8/OD). In turn, this
increased valuing and understanding of other human beings is evidenced through tolerating

open mistakes — others (n5).

Further analysis was required to separate phenomena that broadly relates to power
and control. Powerlessness (external) (nl17) is used to encapsulate matters that relate to
cosmic significance (or lack of significance) as explained by Quentin: “I’m nothing”
(QUEL55/POW). Powerlessness is a phenomena that received different explanations from

the sample. The definitions ranged from specificity of alcohol through to universal
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destiny. For example, Quentin’s initial response applied it to being powerless over alcohol
specifically (QUE394-5/POW) whereas Paul applied his interpretation to life in general:
‘Step 1 talks about just alcohol but as far as my life is concerned powerlessness involves
people, places and things’ (PAU340/9/POW). However, the participants concurred that
this concept also had a broader application in that they were unable to influence destiny —
Mick’s response exemplifies this: ‘I’m powerless in that I can’t guarantee a particular

outcome’ (MIC271-2/POW).

This concept of powerlessness leads on to the sample accepting personal human
limitations (n22) describing individual capability as Claudio explains: “I can’t do
everything and I can’t do it perfectly at work” (CLA678-9/PHL). In turn, this phenomenon
is different from acceptance of real self (n9) that attributes quotations about the sample’s
knowledge of themselves as they truly are and, essentially, being comfortable with that
person; for example, Rhian talks of accepting who she is: “I got to a point where actually
what I realised was that my low self esteem - whatever you want to call it - is part of me”
(RH1480-1/S6). Other related but discreet phenomena in the data includes self
management (n7) which describes the significance of “being responsible for my own
actions” (NOE703-4/SM) and taking responsibility for these actions, as opposed to
controlled reactions (n15) which describes the sample’s ability to identify, reduce or
remove negative affect; Sal describes this phenomenon as: “at that moment in time I can’t
react. | cannot react and sometimes the best that | have been able to do is excuse myself
and walk away” (SAL413-14/CRE). Sphere of control (n9) provides a heading for
statements in the findings about accepting the boundaries between what the sample could
and could not influence as managers at work. There is a suggested relationship in this
acceptance with the outcome of stress reduction (n18). Hugh explains these 2 phenomena

simply: “I know I can’t change you and that’s very empowering” (HUG404-19/S1).
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Possibly related to these phenomena is the concept of daily basis (n9) which enables the
participants to focus on immediate achievement — proximal goals - rather than future
achievement or past failures. This is a fundamental philosophy and technique of the 12
Step programme, as summarised by Paul: “the 12 Step programme comes back to living in

the day” (PAU428-9/DB).

In an organisational context, several phenomena emerged from statements directly
relating to management function and there was a noticeable number of references exposing a
commitment to performing to one’s potential under the phenomenon of doing one’s best
(n15). Technical performance (n10) describes aspects of performance at work such as
Maddie’s claim of: “I think maybe I’'m more efficient” (MAD535/TP). Contractual
responsibility (n19) describes the participants’ sense of duty to their employer to fulfil their
transactional role and, as Sal says: “The buck will stop with me. If the team does something
wrong, | will take it on the chin” (SAL160-1/CR). Hugh (HUG555-575/FR) comments on
dismissing or disciplining subordinates and several quotations provided examples of
forthrightness (n19) that all the managers articulated. For example, Rhian unashamedly
described: “I’m quite tough in terms of challenging people about, ‘What are you bringing to
the table like?”” (RHI708-9/FR) and Noel was constantly ‘“holding others to account”

(NOE334-6/FR).

This forthrightness may be linked to, but is separate from, a commitment to honesty (n7)
that Hamilton explains has primacy in the work environment: “above anything else is honesty”
(HAM828-9/HON). In turn, this phenomenon is separate from professional integrity (n10) that
encapsulates a sense of an individual’s need for to be a positive influence in the workplace.
Inspiring staff (n17) was an important goal for the managers in the sample — with a particular

emphasis on motivation as animated by Hugh: “I try and motivate by giving good feedback and
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by being kind of supportive” (HUG309-10/1S). Ethicality (n17) as a phenomenon exposed
issues of morality, such as Bob’s sense of right and wrong: “if I ask someone to do anything, I’1l

make sure it’s for the right reasons” (BOB457-8/ETH).

The greatest number of citations was evident under the phenomenon of personal behaviour
inventory (n41) which describes processes employed by all the managers to monitor their own
actions and speech — their behaviour. Paul describes this effect of the AA programme on self
monitoring: “the programme for me is a constant monitoring” (PAU834-5/PBI) and Quentin uses
this self evaluation to his management decisions: “l have to examine quickly but thoroughly my

motives in dozens of decisions a day” (QUE331-2/PBI).

These 12 Step related phenomena are compiled in Table 4.1. below.
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Table 4.1. Raw 12 Step phenomena

2. Doing One’s

4. Contractual

6. Difference

8. Ego Reduction

L Beliefin HP | 5oy 3. Compassion | Responsibility | 5. Daily Basis | (valuing 7. Forthrightness | /1o
(relationship with . ) - . o . (direct addressing
omnipotent deity) (working to best | (feel other’s (fulfilling (keeping things in | difference of issues) context —
(n18)p y ability) experience) (n 14) | management role) | the day) (n 9) between people) (n 19) ‘right sizing’)
(n15) (n19) (n 18) (n13)
. 15. Personal
9. Empathy 10. Ethicality %\}élﬁﬂua;”y %é.aﬁgaiﬂesg:\ess 13. Gratitude 14. Honesty Human 16. Humility
(understand other | (sense of right or cople gs equals) remov?n gfear) (giving thanks) (commitment to Limitations (acting without
people) (n 21) wrong) (n 17) ?n 13) g (n 20) g (n4) truth) (n 7) (aware of own ego) (n 10)
perameters) (n 22)

17. Inspiring 18. Professional | 19. Open 20. Open 22. Others 23. Personal 24. PeTSO”a'

. ; ; . Development Development Behaviour
Staff Integrity Mistakes -Others | Mistakes - Self 21. Optimism (encouragin (encouragin Inventor
(motivating and (authenticity and | (encouraging (encouraging (all will be well) ersonal %ndg ersonal %ndg (listin al)llwron
leading others) reputation) transparent transparent errors) | (n 5) P . P . tng 9
(n17) (n 10) errors) (n 5) (n12) professional professional actions and

growth) (n 8) growth) (n 16) thoughts) (n 41)

25. Powerlessness 26. Prayer — 21. I\/_Iedltatlon 28. Pl_’ayer B 29. Prayer — 30. Stress 31. Acceptance 32. Self-
(external) . (clearing of Serenity . ;
. Guidance . Set Up Reduction of real self confidence
(in context of Kina for hel thoughts to (asking for peace itualistic habi . Knowi h belief i
universal (asking for help) receive insight) of mind) (ritualistic habit) | (promoting (knowing who | (belief in own

(n 25)

(n9)

calmness) (n 18)

really am) (n 9)

abilities) (n 8)

creation) (n 17) (n11) (n 13)
35. Sphere of 36. Technical
%S;agfon:srolled 34. Self- Control _ Rerformance
(stopping Management (_ungjerstandmg (improved
instinctual (controlling one’s | limits of personal | management
self) (n 7) effectiveness) competence)
responses) (n 15) n9) (n 10)
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4.1.1.3. ldentification of 12 Step related clusters: Interpreting and categorising these
phenomena into groups that are intuitive to the aims of this research thesis required analytical
choices to facilitate the academic journey over simplistic clarity. It may have been possible to
group the phenomena under psychological mechanistic headings and, equally, it may have been
possible to provide headings that only relate to the literature of AA. However, this would have
been presumptive and narrow. Instead the IPA process allows the researcher to let the data
suggest how the clustering process maps out (Smith, 1996). The themes and clusters emerged
from the findings and have not been externally imposed for structural convenience. What the
IPA demands is the identifying of themes that may serve the research process and, in particular,
academic discussion. To this end, possible clusters were identified and then further analysis
enabled 6 superodinate 12 Step-related themes to be established (see Table 4.2 on page 186
below): Higher Power (n74), Personal Power (n86), Self Management (n145), Valuing Others
(n72), Managerial Role (n73) and Truth (n55). The interpretation of these clusters in the

findings will now be explained.

Higher Power (n74). The cluster heading of Higher Power (n74) relates to the relationship
between the AA participant managers and a power greater than themselves. It manifests as a
grouping to include the primary belief in an external power - commonly within the sample a God
deity - through to the phenomena that relate to prayer as established earlier in this chapter. The
phenomena of gratitude (n4) and optimism (n5) are also expressed in this cluster - gratitude (n4)
being expressed as giving thanks to God for recovery from alcoholism, being given a second
chance and for what might be termed as blessings ( job, family, health and friends). The belief in
a higher power (a synonymous discreet phenomenon organised under this cluster) led also to the

phenomenon of optimism (n5) that best describes the common attitude amongst the sample that
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God will look after them whatever happens in their life as long as they follow the AA principles

of truth, service and responsibility.

Personal Power (n86). The phenomena grouped under the theme of Personal Power
contained immediate and more subtle definitions of the individual being both powerful and being
powerless: powerlessness (external) (n17) appeared to have primacy within this cluster in
realising one's value in context of universal creation (miniscule yet miraculous) - the definition
of this phenomena by the sample is that in the cosmic context, and in the context of believing in
a universal creator and God figure, the individual human being is in fact powerless in terms of

universal destiny.

With this belief in place, the sample goes on to accept their personal human limitations
(n22) and use this as a basis for living their lives and interactions with others. The
acknowledgement of this human fallibility then enables the individual managers to understand
the limits of their personal effectiveness - and therefore what they are responsible for - under the

phenomena of sphere of control (n9).

Having contextualised their power as individual human beings and its integral limitations,
the participants all experienced a ‘right-sizing” of ego under the phenomena of ego reduction
(n13). This ‘resizing’ of the ego is essential to recovery (see AA, 1953 p. 76). In turn, having
reduced their ego and begun interacting with other human beings on a more level playing field,
the outcome is expressed in the phenomena of humility (n10) which, through the interviews,

would appear to be defined by the sample as being aware of their weaknesses and strengths.

Finally within this cluster, the defining of the true power of the individual enables the
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sample of managers to take responsibility for doing one’s best (n15) - working to their potential
which Mick explained: “I have various abilities - God given or whatever. All | can do is utilise
those abilities as well as | can” (MIC257-9/DOB). Basically, it is within the sample’s power to
work to their capacity and they have a responsibility to do that within the philosophy of the 12

Step programme.

Self Management (n145) is the largest cluster in the findings and includes key mechanisms
of both the recovery process and the effectiveness of the sample as organisational managers.
The synonymous individual phenomenon of self management (n7) expresses the taking of

responsibility by the sample for managing themselves and their lives as a result of the 12 Steps.

The AA participant managers approach to this cluster is underpinned by the phenomenon of
daily basis (n41) which explains the proximal goal approach to life shared by the participants.
This was found to be a key attribute of the entire research participants: by approaching life on a
microcosmic level, it was interpreted that the participants immediately experienced
manageability of their lives. This concept is founded in AA’s philosophy of ‘not having one
drink at a time’ as opposed to ‘not having a drink ever again’. This explicitly promotes proximal

goal setting over distal goal setting.

The largest phenomena in terms of frequency - personal behaviour inventory (n41) - is the
main technique used by the sample for Self Management. This ability to identify and monitor
personal behaviour coupled with the phenomena in the cluster of Truth (n55) leads on to the
ability to demonstrate open mistakes — self (n12). This admittance is also facilitated by the

phenomenon of fearlessness (n20) in that the participant is able to experience reduced levels of
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fear as a result of their relationship with a power greater than themselves and the phenomena of

optimism (n4).

The taking of responsibility for themselves by applying the techniques learnt through the 12
Step programme results in a commitment to personal development (n16) and the outcomes
experienced by the sample appeared to be increased self confidence (n8) and, significantly, stress
reduction (n18). Meditation is the final phenomena in this cluster that is an antecedent also to

stress reduction (n18) and controlled reactions (n15) at work.

Valuing Others (n72). Interactions with other people are influenced by the 12 Step
programme according to the findings. Fundamentally, the way a participant treats another
person relates to spiritual principles generated under the cluster of Higher Power and the
acceptance of personal human limitations under the cluster of Personal Power. The outcome of
these other clusters would appear to be the placing of a much higher value on other people and
their humanity. This is expressed through the phenomena of equality (n14), the valuing of
difference (n18) (as not only fundamental to human value but also a creative source for the
workplace) and the ability to demonstrate empathy (n21). This increased valuing of other human
beings is expressed ultimately in the phenomena of compassion (n14) that implicates taking
action to support another; translated to the workplace, compassion is integral to tolerating (or

even encouraging) open mistakes - others (n5) also captured in this grouping.

Managerial Role (n73). This cluster defines more specific work-based phenomena:
contractual responsibility (n19) - basically honouring the transactional nature of an employment
contract - sits naturally alongside the phenomenon of technical performance (n10) which

describes proficient competency levels suitable for their organisational role.
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Management style is also indicated by the participants’ responses within the IPA process
along with management responsibility — forthrightness (n19) describes an approach shared by
the managers. This did not suggest a dictatorial aggressive style, more a commitment to
communicate in a concise, clear and immediate manner - it does not preclude respect for
subordinates. On the contrary, the phenomenon of others’ development (n8) within this cluster
was seen in the findings as central to the sample’s role at work. Along the same lines, inspiring
staff (n17) is seen as part of the managerial role within an effective relationship with

subordinates.

Truth (n55). This emerged as another distinct grouping. The phenomena under this
umbrella share philosophical foundation but are subtly different: the phenomena of honesty (n7)
in this grouping is related to ethicality (n17) which expresses a broad consideration of right or
wrong in decision-making processes. In turn, acceptance of real self (n9) is a condition coded
under this cluster of Truth (n55); the suggestion is made by using the word real within the title of
this phenomenon. Finally, it was important to the sample that Truth (n55) was established as a
managerial behaviour in the way that they modelled the standards that they required of other

people - this phenomenon of professional integrity (n10) relates to data about role modelling.

The clustered 12 Step phenomena are organised in Table 4.2. below.
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Table 4.2.

Clustered 12 Step phenomena

Higher Power (n74)

Personal Power (n86)

Truth (n55)

Managerial Role (n73)

Valuing Others (n72)

Self Management (n145)

1.Belief in HP
(relationship with
omnipotent deity) (n 18)

25. Powerlessness
(external)
(in context of universal

14. Honesty
(commitment to truth)
(n7)

4. Contractual
Responsibility
(fulfilling management

11. Equality
(valuing all people as
equals) (n 14)

5. Daily Basis
(keeping things in the day)
(n9)

creation) (n 17) role) (n 19)
29. Prayer - Set Up 15. Personal Human 31. Acceptance of real | 36. Technical 6. Difference 24. Personal Behaviour
(ritualistic habit) Limitations self Performance (valuing difference Inventory

(n9)

(aware of own parameters)
(n 22)

(knowing who I really
am) (n 9)

(improved Management
competence) (n 10)

between people) (n 18)

(listing all wrong actions
and thoughts) (n 41)

26. Prayer - Guidance
(asking for help) (n 25)

35. Sphere of Control
(understanding limits of
personal control) (n 9)

10. Ethicality
(sense of right or
wrong) (n 17)

7. Forthrightness
(direct addressing of
issues) (n 19)

9. Empathetic
(understand other people)
(n21)

12. Fearlessness
(managing or removing
fear) (n 20)

28. Prayer - Serenity
(asking for peace of mind)
(n13)

8. Ego Reduction
(universal context —
right sizing) (n 13)

20. Open Mistakes -
Self (encouraging
transparent errors)

17. Inspiring Staff
(motivating and leading
others) (n 17)

3. Compassion
(feel other’s experience)
(n 14)

34. Self-management
(controlling one’s self)
(n7)

(n12)
13. Gratitude 16. Humility 18. Professional 19. Open Mistakes -Other{ 27. Meditation
(giving thanks) (acting without ego) Integrity (encouraging transparent | (clearing of thoughts to
(n4) (n 10) (authenticity & errors) (n 5) receive insight) (n 11)
reputation)
(n 10)
21. Optimism 2. Doing One’s Best 22. Others’ Development | 33. Controlled Reactions
(all will be well) (working to best ability) (encouraging personal and | (stopping instinctual
(n5) (n 15) professional growth) (n 8) | responses) (n 15)

23. Personal
Development
(encouraging personal &
professional growth) (n 16)

32. Self-confidence
(belief in own abilities)
(n 8)

30. Stress Reduction
(promoting calmness)
(n 18)
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4.1.1.4. ldentification of non 12 Step phenomena and clusters: A secondary analysis
of the IPA findings identified further phenomena that did not explicitly relate to the 12 Steps
but related to themes describing positive management qualities and the sample’s pre — 12 Step
behaviour at work. These themes are coded separately (because they do not relate to following
the 12 Step programme) under the additional clusters of Good Management Behaviours and
Previous Management Behaviours. These phenomena help facilitate exploration of how AA
participant managers carry out their organisational function; firstly, the semi-structured
interview included a question asking participants to cite what they perceived as positive
management competencies - qualities that they would like to see in managers above them in
the organisational hierarchy (Good Management Behaviours). Secondly, the sample
automatically cited phenomena relating to how they behaved at work as managers before they

adopted the AA programme (Previous Management Behaviours).

o Good Management Behaviours (Non 12 Step). These phenomena included several
exact behavioural replicas of the 12 Step related phenomena already described and have been
differentiated by the suffix GMB for Good Management Behaviour after the name of each
phenomena (see coding and referencing system on page 152 and Table 4.3. below). Attributes
described in this group mirrored several of the participants own behaviours and attitudes: as an
example, forthrightness GMB (n6) is, according to the data, a positive quality in a good
manager. This phenomenon occurred twice in the data — once to describe the sample’s own 12
Step informed behaviour and the second time to describe the non 12 Step behaviour of a

hypothetical good manager.

There was a call for the hypothetical ‘good manager’ to show empathy GMB (n6),
demonstrate kindness GMB (n4) and fairness GMB (n2). The quality of humility GMB (n4)

was also identified; at face value this may appear to clash with the phenomena of
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forthrightness GMB (n6), but participants suggested that being direct in addressing issues does
not negate being humble — on the contrary the sample regarded Good Management Behaviours
as acting without immediate self regard through the outcome of humility GMB (n4). This is
supported in the data by a desire for the hypothetical manager to demonstrate honesty GMB

(n4) in all their dealings and demonstrate open communication GMB (n4).

With regard to technical management competency, several of the phenomena related to
effectiveness and efficiency: being goal driven GMB (n6) and technically competent GMB (n3)
exemplify the need of the sample to be led by credible managers. Motivational phenomena
appear in the description of a ‘good manager’ as being enthusiastic GMB (n4) and the

importance of being a role model GMB (n3).

Table 4.3. Good Management Behaviour phenomena  (Non 12 Step)

1. Forthrightness 2. Empathetic GMB | 3. Enthusiastic GMB | 4. Fairness GMB
GMB (n 6) (n 8) (n4) (n2)
5. Goal driven GMB| 6. Honesty GMB 7. Humility GMB 8. Kindness GMB
(n4) (n4) (n4) (n4)
9. Open .
o 11. Technical
Communication 10. Role Model
Competence GMB
GMB (n4) GMB (n3)
(n3)
o Previous Management Behaviours (non 12 Step). A secondary coincidental outcome of

the semi structured interview process was that it enabled phenomena to emerge that explained
how the participants behaved in a management capacity prior to their adopting the 12 Step

programme. These phenomena are coded under the themed cluster of Previous Management
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Behaviours (using the suffix -PMB after each referencing code) (See Table 4.4. p.190:
Previous Management Behaviour phenomena). By drawing out these phenomena, it is
possible to consider a change process experienced by the sample from a pre-12 Step state
through to their current stage; as an example, the previous management behaviour of
dishonesty PMB (n5) changes to honesty (n7). In terms of frequency, the greatest of these
previous management behaviours was classified as underperformance PM (n17) which
included a range of behavioural statements about technical performance such as Mick’s
confession: “I wasn’t a very good timekeeper” (MIC570 /UP/ PMB). The phenomenon of
dictatorial PMB (n8) also related specifically to an aggressive managerial style exemplified by
Bob’s approach to subordinates: “This is the way you’re going to do it. No argument about it,
go and do it. Why haven’t you reached this target? Why haven’t you done this?” (BOB788-

91/DIC/PMB).

The other 9 phenomena in the group relating to Previous Management Behaviours all
related to personal functions such as cognitive or affective conditions, rather than technical
management functions. Fear PMB (n8) was commonly experienced as a constant affective
state by the then active alcoholic manager. Ironically, for a sample experiencing high fear and
low self esteem, conflict PMB (n12) was commonly reported as a outcome of their work
relationships as Claudia bluntly explains: “I was erratic and violent, aggressive, inconsiderate,
selfish - all of those things all of the time” (CLA526-9/CON/PMB). Hugh concurred: “I would
be terrified all the time [...] and you’ve got to have a coping mechanism; if you’re crazy and if
you’re inferior and if you’re afraid of everything, you’re going to cope but the coping’s going

to be violence” (HUG1196-1205/CON/PMB).

It is not surprising perhaps that the phenomenon of lost control PMB (n6) features in

the cluster of Previous Management Behaviours. It explains a lack of ability to choose
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behaviour; as an example, having arguably caused conflict at work, the sample cited that they

would then also paint themselves as blameless PMB (n6) for any problems in the workplace.

This position may be related to a self centred PMB (n10) focus which includes statements

about ego, such as Noel’s example “I was too caught up with the self and what I wanted”

(NOE717-8/SC/PMB). Finally, the outcome of these previous experiences revealed increased

stress levels PMB (n4) and a consensus on having poor focus PMB (n14): “I couldn’t think

straight”, states Maddie (MAD345/PF/PMB).

Table 4.4. Previous Management Behaviour phenomena (Non 12 Step)
1.Blameless PMB 2. Conflict PMB 3.Dictatorial 4. Dishonesty PMB
(n6) (n12) PMB (n 8) (n'5)
5. Fear PMB 6. Lost Control 7. Poor Focus 8. Self- centred PMB
(n8) PMB (n 6) PMB(n 14) (n 10)
10. Under
9. Stress Levels PMB
Performance PMB
(n4)
(n17)

4.1.1.5. Application of New’s (1996) GMC framework: Having defined the meaning
of the phenomena and the clusters in the findings, the application of New’s (1996) GMCs will

be now be evidenced in the data prior to the next discussion chapter.

In response to the concerns in the literature review about the validation of generic
management competencies frameworks owing to the importance of context on competencies
(Albanese; 1989, Antonacopoulou and Fitzgerald, 1996; Boyatzis and Saatcioglu, 2008;
Bramley, 1999; Campion et al., 2011; Hayes et al., 2000), the first part of the semi-structured

interview for method 1 focused on confirming the application of each of New’s (1996) GMCs
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with the sample. Each manager was asked in a linear fashion to provide practical examples of
how their management role demonstrated each of the GMCs (the coding technique for the

referencing this process is explained on p.156).

These findings confirm the application and generalisablity of New’s (1996) construct.
All of the participants agreed that the model described their work function comprehensively
and identified the essential nature of management competencies and the importance of GMCs
for organisational effectiveness. The responses of the sample also provided evidence of the
application of New’s (1996) competency framework at different levels of management

responsibility.

e GMC 1 Action management - encompasses deciding on action and standards, monitoring
progress and the taking of corrective action in relation to results (New, 1996). This applied
to all the sample in their current roles, from Rhian, in her role as a senior manager in a large
organisation with over 1000 employees (RHI 22-42/N1), through to Quentin, who managed a
local town office for a residential lettings agency with a team of 5 employees (QUE34-

43/N1).

Several of New’s (1996) competencies such as action management, include multiple
elements. This first competency was broken down into 3 separate elements: firstly, deciding
on actions and standards which implicates the cognitive decision-making process; secondly,
monitoring progress of those actions which implicates a supervisory function and, thirdly, the
taking of corrective action - intervening in the actual delivery of the work to ensure that the
specified goals and standards were reached. As an example of corrective action, Hugh
(HUG555-575/S3) has taken New’s (1996) description to the ultimate extreme — dismissing

people.
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o GMC 2. Change management - the willingness to take responsibility and accept
change. New (1996) defines this competency using the words willingness, responsibility and
acceptance - concepts which the followers of the 12 Step programme identify with strongly.
Indeed, all the managers identified change as a permanent factor within the organisational
setting and explained their responsibility to be willing, responsible and accepting of change -
whether they agreed with it or not. Change was also cited in context of internal cultural
change. Other changes at work cited by the participants broadly followed a PESTEL model
(Scholes and Johnson, 1999) explaining political, economical, social, technological,
environmental and legal change factors which effect the workplace. For example, Paul states

that change is a workplace ‘constant’ (PAUS57-64/N2).

o GMC 3. Co-ordination - the ongoing integration of actions and people (New, 1996).
This GMC facilitated discussion about management style — how the sample enacts
coordination. The participants revealed both a participative and consensual approach to
coordination. Partnership working is also a common feature of organisational work and it was
identified that coordination is required also across multi-party projects by several of the

managers.

In coordinating the work of their teams, the discussions revealed an overlap with the
GMCs of motivation and leadership in how the sample coordinated actions and people.
Several of the participants explained difficulties in integrating ‘the right person with the right
job’ as this required insight into the subordinate (their emotions and cognitions) by the
manager; therefore, as well as correlating in this way with other competencies such as
motivation, coordination implied deft interpersonal negotiation skills and included examples of
conflict management such as Bob, who explained this GMC as juggling personalities and tasks

to avoid interpersonal problems (BOB105-17/N3).
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o GMC 4. Creativity - the ability to visualize and effect changes with appropriate insight
and originality (New, 1996). Creativity with the deployment of resources — including people -
was a common GMC for the participants in the findings. Business development was also cited
in relation to creativity for those participants working in the commercial sector such as Bob
(BOB123-132/N4) and Hamilton (HAM87-103/N4), particularly in the light of the global

financial crisis of 2007. This global situation received many comments during the interviews.

Figure 4.1. GMC interdependency

GMC 1. GMC 2.

Action Change

Management Management

/\ N\
GMC 4. GMC_3. _
Creativity Coordination

GMC 6.
Motivation

Creativity was seen as intrinsic to the role of the manager. As further evidence of the
interdependent nature of New’s (1996) framework, creativity was seen to inform the GMCs of
motivation and planning. Creativity suggested that the GMCs, even though the framework
has been granulated to 8 separate components, are at least interdependent, if not a matrix of
competencies. The following interview extract from Quentin demonstrates also this overlap
between the GMCs of action management, change management, coordination, motivation and

creativity as shown in Figure 5.1. GMC Interdependency above.
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Researcher: In what areas of your work might you need to be creative?

Quentin: A tenant is buying a house and wants to end their tenancy; they’ve given
notice under a break clause and the day before - a few days before - the next
tenant’s due to move in; number one tenant loses his house. Something goes
wrong with the purchase and so he can’t move out. So [...] we ideally need
to...keep that tenant where he is, put the new one somewhere else that we’re
managing or persuade that one to go anyway and put that one where he thought he
was going and so on (QUE104-118/N4).

o GMC 5. Leadership - The effective influence on other people in relation to a purpose
or goal. New’s (1996) definition of leadership is generalised to causing positive movement
towards the purpose or goal of the organisation and applied at all managerial levels in the
sample. This influence of the manager over their team revealed a common style among the
AA participant managers of an inclusive approach that resonates with consensual, participative

and transformational leadership theories.

Whilst the sample leant towards a participatory style of management, this was set
within a transactional goal to fulfil their job descriptions. For example, Claudia clarified what
her overall role as a manager was with a transactional answer: “to achieve organisational

standards: to achieve targets, KPIs, goals; to work with other agencies” (CLA160-64/N5).

The use of goals under the GMC of leadership was mentioned by the entire sample,
with examples including individual goal setting, collegiate goal setting and explicit financial
goals for those managers, such as Hamilton (HAM110-19/N5), working in the commercial
sector. Several of the sample also saw an overlap with the GMC of motivation in the way they

influenced others to achieve goals.

e GMC 6 Motivation — the building of commitment, and the awareness and ability to
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stimulate and control others successfully (New, 1996). As an example of the consensus of the
sample about the importance of this GMC, Hugh validated the relevancy of this competency:
when asked whether he was concerned with the GMC of motivation, he responds succinctly:

‘It is my job” (HUG300-302/N6).

The challenge facing managers to ‘stimulate’ others towards what might be seen by
some as an undesirable goal was also discussed — motivating senior colleagues and difficult
subordinates implicated the need for a wide range of motivational techniques. These included
a commitment to staff development. Paul demonstrated a creative approach to the developing
subordinates’ motivation when he creates a competitive training exercise to improve the
quality his team’s work (PAU232-31/N6). Ron’s “Employee of the month” prize (RON335-
50/N6) is a more recognisable stimulation of employees’ motivation and he also used the

prospect of promotion (RON335-50/N6).

Whilst all the participants recognised the need to motivate others at work, a significant
controversy emerged through New’s (1996) use of the technical phrase “control others” — this
touched a group nerve in a way that seemed to infer a lack of human dignity. Claudia
represents the consensus when she explained: “I prefer not to use the word control because
control for me can be bad because it can lead to confrontations. Monitor, yes - in a work
environment - but | would prefer to persuade and lead people rather than control” (CLA169-
73/N6). Quentin embellished on the possible negative impact of controlling others: “I think
control should be kept to a minimum. Control is almost always resented by the controlled”
(QUE145-158/N6). Rhian, as the only exception, did not balk at the suggestion of controlling
others: when she is asked whether she needs to exercise this in her job: ‘1 do. Yeah.
Absolutely’. (RHI146-155/N6). In contrast to this suggested confrontational style, Noel

emphasised the importance of motivating others primarily through role modelling and
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example: ‘If you’ve got to encourage people to work in a particular way, you have to be able to

model that kind of working yourself” (NOE146-59/N6).

o GMC 7. Organisation - determining resources, and how to organise and apply them

in the light of the perception and evaluation of alternatives (New, 1996): All organisations face
the challenge of managing the major resource areas of money, people, time, data and
equipment. With the management of time arguably coming under the New’s eighth
competency of planning, responsibility for organising these other resources was identified by
the participants with practical examples. The GMC of organisation was revealed to be a
demanding competency with many of the sample committing a significant amount of time to
resource management, particularly in light of the contemporary global financial crisis.
Participants explained that as managers they are now being asked to get results with less
resources — possibly increasing demand on the GMC of creativity. In his commercially driven
organisation, Hamilton summarises: “the tributaries always flow back to the same point, which
is money” (HAM143-151/N7). For Noel, working in social welfare, New’s ‘consideration of
alternatives’ touched upon organising difficult human situations in contrast to fiscal resource
organisation: he cited an example of organising the care of an individual with a chronic
dependency problem: “an example of that is that two carers of one particular gentleman are

two other addicts and right now that’s the best we can do” (NOE177-8/N7).

Combining these last examples of the GMC of organisation, the relationships between
the GMCs of action management and creativity in the determining, application and evaluation

of alternatives reveals another interdependent relationship amongst the GMCs.

o GMC 8. Planning — analysing and deciding relevant goals and potentials as well as

the sequence of sustained action necessary (New, 1996). The AA participant managers
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immediately validated New’s (1996) competency as critical to effective organisations. A
participant criticised New for not specifying the importance of evaluation (HUG345-57/N8).
All the participants cited plans that they are either part of or responsible for. These processes
were influenced primarily by budgets. Sally (SAL243-55/N8), Claudia (CLA228-53/N8) and
Rhian (RHI220-227/N8) all followed financial cycles which authored their main planning
activities. This impact of budgeting on the planning process is accompanied by several
organisational work plans used by the sample: Quentin talks of quarterly and monthly plans
(QUE183-190/N8), whilst Maddie’s organisation has a 10 year strategic plan within which her
department’s targets are embedded (MAD268-73/N8). Paul works within a “5 year rolling

plan” (PAU303-7/N8) within which his department’s work is embedded.

Within New’s (1996) definition of planning are concealed a number of what might be
termed ‘lower order’ competencies in the granulation process but, nonetheless, the sample saw
them as essential to the management function: analysing information, decision making, goal

setting and commitment to the plan are all implied in this macro GMC.

Practical examples of each GMC were sought also in the Workplace Observation
method and these examples are referenced later in this chapter. The IPA and Workplace
Observation findings revealed New’s GMC framework to be largely task-focused with a
noticeable absence of subtle people management skills. Whilst they accommodated the
management function, the GMCs do not suggest skills required for effectively managing

people.
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4.1.1.6. Influence of the 12 Steps on the AA participant managers at work.

Table 4.5. 12 Steps influence on AA participant managers
Name Manager 12 step influences on managers
Position
Claudia Senior ‘Really important. Really important. But like I say it doesn’t take away
Project your responsibility to do what you are paid for’. CLA981-2/S12
Worker
Maddie Climate ‘Absolutely. They do. They provide a holistic framework within which [
Change work. They have..... how can I..... I mean that’s putting it quite bluntly
Officer but they provided subtle links..... through all of these things they 've
provided another dimension to all of these competencies that simply
didn’t exist before’. MAD814-834/S12
Mick Senior Law | “..the 12 Steps help me in every single aspect of my life from the moment
Partner I wake up until the moment I fall asleep. It’s bound to help me more in
certain aspects than in others but I can’t think particularly of any single
aspect where it’s of no help at all’. MIC683-6/S12
Paul Catering ‘I was brought up with no tools basically and the 12 Step programme
Manager gives me all the tools I need’. PAU884-5/S12
Sally Senior ‘I think it makes it easier’. SAL852-68/S12
Project
worker
Hugh CEO ‘Everything I do is with people and everything happens through people.
So the 12 Steps is my recipe for those human interactions’. HUG1150-
55/S12
Ron Senior You see it says ‘as a result of these steps’ - and I think it’s a result of
Comm. doing what I'm doing that’s made me into a more experienced
Manager [MANAGER]. The experience comes into it as well. I'm able to draw
now on experiences that I've had throughout my life and use them to
make me a better manager’. RON1097-1107/S12
Rhian Director of | ‘It’s the best thing ever. I wouldn’t be doing this without it. I mean I
Services absolutely wouldn 't..... I knew this job was going to be very, very tough
for me. 1 diditin [PLACE] but I knew it was going to be really, really
hard and without them..... I don’t really think you’d survive’. RHI713-
16/S12
Quentin Regional ‘To me it’s not just supremely practical but it’s essential because if I let
Manager go of bits and pieces of it, I suffer and then those around me suffer so it’s
completely practical. It saves me time, energy and stress. | believe it
saves my colleagues time, energy and stress’. QUE582-95/S12
Noel Senior ‘It’s a hundred percent different and it’s a hundred percent better than
Team would have been the case had I not done this’. NOE703-24/S12
Manager
Hamilton | Senior ‘The 12 Steps saved my life and got me into AA and when I leave the
Project rooms it doesn’t mean that they stay there until I go back. They’re part of
Manager my everyday life...everything that I do is based around the 12 Step
programme. Incalculable. Incalculable. No doubt’. HAM788-799/S12
Bob Warehouse | ‘By using the tools that I have been given by this programme, I know now
Manager how to... I don’t want to use the word behave better, but I know how to

conduct myself better’. BOB294-7/S12
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In addition to confirming the application of New’s GMCs with the sample, the semi-
structured interviews also sought to uncover the overall influence of the 12 Steps on the
participants at work. The influence was found to be paramount as evidenced in Table 4.5.

above.
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4.2. Method 2 Workplace Observation

4.2.1. Findings. All of New’s (1996) GMC's were observed in some capacity and the
findings from this qualitative ethnomethodological approach are no