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Beena Sharma Interview Notes

Beena has been doing organ/zaz‘/‘ona/ develcpment For Lwenty
years. She specializes in eqo development and polaridy
managerment, and orks internationally on the Front lines of
/niegra//y infFormed leader and organ/‘zaf/ona/ deve/oprient .
Tell wus about the cwork you re a/o/ng.

. Deepen/ng individual and organ/‘zaf/ond/ deve/oprient aS/‘ng
1ntegrating Meihoa/o/og/eé i Ba//a//ng on ry related ork
with ¥olacracy, polarities and eqo-deve/opment,
éacégroana/ in large—scale change. /_ooé/ng & o best
o integrale ChesSe SySternc practices, use an /‘nfegra/
lens, do work that's more Sdf/‘éfy/ng and that the client
Ffeels helps Cher.

Yo wwout/d you describe the difference betioeen ohat you
did a decade ago before you ‘ 3oz‘ /nfeﬁ/‘a/ " and noww when
e\/ef;f(/*]/nﬂ you do /s /nfegra//y inforsred?

o What's different is the implicit and explicit frastes.
Whadever e do, we ‘re a/wayS aéz‘nj frames. The Frares
I wused earlier were lipnted to Che practices and
methodologies T d learned, and the frames I had Zo

interpret sy owon /earn/ng ) f/?/-oaﬁh ry experiences ith
rty clients. What s different now is that both those
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Frames are rore expanded. I have mamy more
perspectives and lenses Z/?/"oag/l which o lock &, ie.
what I m going Zo offer the client, the client's context,
and how I observe and interpret sy Maé/nﬂ Mean/ng out

of he eXpe/*/enCeS of” My clients.

o On one hand, that's a é/ﬂ difference. On 2he other hand,
there s not a 5/5 difference, frorr ¢he standpoint ¢hat
what I was allempting earlier was Zo be more integrally
irformed, though I hadn? defined it in ways that the
Cheory defines it. My intent cas /‘niegra/ , but I was

/ac,é/nﬂ a more descriptive, informed Framecoork.

o The rmore I coach ©Using Zhe ego ~deve/ocprient
Framework, the rore I understand the theory, the rore
Z /‘ea//z/ng s impacting sy own deve/oprment... how
1y Understanding of” /nie_gra/ has supported sy evolution.
So a small S in me makes a 5/5 SAFE in the work I
do with ry clients.

Yow do you 2alk with cliends about /nfegra/ , and hoeww do
f/?ey eXperfenCe ¢hat?

. Depenc//ng on the context, I can be anyeohere From
completely implicit and almost /‘n\//‘éz‘é/y 4(5/‘/73 /nfegra/ , Zo
where I m actually feac/p‘ng iZ, /7e//9/n3 Che internal group
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thad rs co —-a/esign/ng oith me wunderstand the Framecoork
So they can Zake it into other areas of Zheir work.

* Lo ego —-a/e\/e/opMenZ , 17 's better to be more /‘M/Q//c/z‘ Zhan
explicit, because all the assumptions and f/agé 2hat it
rases. I typically coork with a context. IF I m See/ng
sSomething Chey e obviously r155ing, and Che Four
?aac/ranfs Seent 2o be a great way of” /‘nc/z,(a//ng whad's
ruSSing, then I use the Four gutadrants. Or introduce
2he concept of ‘ mal wurity, s Zhey re Z‘a/(/ng about ia,é/ng
leadership o the next level, for exarmple.

* IF they e /’ee/x‘nﬂ pain in an area because of pr/‘\//‘/egz‘ng
one pole of’ a polarity over the other pole, Chen I »1g/t
5r/‘n3 tUp the concept of Che polarity suqgesting Chat i~
Zhey ‘ integrate " 2hose two poles, they can be rmore
‘ /‘niegra/ " hus /edc//‘ng into the /arger /nfegra/ model .

o T Zhunk Chey can tell 2he difference becawse in a)or,é/ng
cith consultants in other sSpecific areas, I Chink Z2hey
fee/ T 3/‘\/3 therr a broader view than others do.

* Because I integrate /niegra/ , eﬁo—-c/e\/e/opmehf , polarity,
Yolacracy, in various ways, i we e moving in a certain
direction and something surfaces 2hat clearly could wuse
a different lens, I »m able Zo 5r/‘n3 Chat lens
appropriately; thus they feel 2hey re getting a
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COmpre/*/enS/\/e and rmore /nZ‘egl‘aZ‘ea/ Qﬁ/?/‘oac/i yka a/So
helps ther /‘nz‘eg/‘aie Zhese fermfno/ogfes , Lheories, and
praai/‘Ces in Chelr ocwon »und. ﬁ]ey 're able 2o See Zheir

conlex? Fror different dn3/¢9_5 that these Mé(/i/p/e
el hodo/ 03/35 /9/‘0\//0/3 .

* In ref/eci/ng right now, I realize that I go Chrough
several levels of 1ntegradion chen I m wor(/ng eith a
client. The £irst leve/ is: where I ar Coday - meetling a
neeo client and integrating my past experiences, the way
T ve wused /niegra/ \ whdd has or hasn t been ac hieved,
whad I ve learned about ryself f/?/‘oé(ﬂh Zhe process.

* The second 1ntegradion happens in Che discovery process
oith the client. thad I do to wunderstand their context
— assessments, interviews, etc. That integration occurs
as I'm listening to what s happening and cohat 'S needed.

o A third leve! of /nfegraf/‘on 5&3/‘175 Zo /*Mgppen as you co-
a/e\f{gh Zhe solwtion with the cliert... ac/qu‘/‘ng ard
/nfegraf/‘nﬂ as recw informalion arises.

o A fourth leve/ happens when e deliver — ma,é/nﬂ
adjustments o new situdtions or perspectives Chad oe

werent acoare of,
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o There s a Fifth leve! of /nz‘egraifon 2hat happens afler
Zhe a/e//\/ery - ref’/ecifng on whad I d do dz‘fferenz‘/y Zo

avord Somez‘/ﬁng U nlended coe re e)«pem‘enc/ng rnoeo.

* As a reswlt of the £ifth leve! of /nfegrai/on that I did
eonth one client , L carry Chat eorth me indo Che next
client's First leve! of /niegraffon.

*  Ancther Z‘/Il‘n\g I notice I do differently than before /s
¢hat I noeo F£ind it a//\SSQZ/\S/’y/ng o just do a Crainng
program... L Ve Found the Craimng context Co be oo
lirnted. There is Some notion in the Craimng paradigr
Chat now Chat you Ve gone Chrough Craimng, you re

Yravned. So it 's hot Seen Qs a /earn/ng pProcess over Zime.

The Servnar model vs. the ongo/‘ng pracZ‘/C',e ~based model...

* Yes. hich doesnt mean Seminars are not wuseful. ITt's
a great experience and pecple learn a /ot. But you can
lose so much of whdt you learn in a Sesrinar i you
don 't follow up with ongoing /earn/ng and practice. 7This

rmakes the Serinar mode! not cost—-efFective o me.

So tell us abowutd Some of your client work.

e 7 Ve done Several proJeCfS with a M{Z/ol‘ compar )
Brazi! wwho are very /nfeﬂra//y—-/‘n/’ ormed. One p/*o\/edf
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redesigned a direct Mar(ei/ng network fror a Sx‘ng/e —/eve/
2o a developmentally-based rulti-level sales structire
¢hat isnt JuUst based on Financial performance, as other
metlti—level Structiures are. We ve added two more Aigh-
leve! components o Mow‘nﬂ wup the structure:

/earn/ng/ Self-devel/opment /Cranstormation reles, and
social contribution rules. It's 2ruly an integral base.

* Used Suzanne Cock—Frewuter, Kobert Kegan, Sean %al‘gen\s
as advisors. te married the /.ovfnﬂe_r/ Cook—Grecter
levels cwith the Kegan levels of’ consciousness, and came
wUp with four tiers in the sales structure, Spanmng
e/g/t levels of positions in Che orqanzation.

* We wuse a mode! that includes both” growing up " and
‘ wa,é/ng wup” approaches. The wa,é/ng wUp approaches Span
all the levels, and the groewing tp approaches are Zargeted
& each level, based on our understanding of” stage
Cheory. But very much (eepx‘n\g Zhe organ/zaf/‘ond/ context
and business needs in rind.

¢ Lere wusing stage theory as a heuristic o talor 2he
progran, bet not in a rigid coay Cno Z‘eéf/n3>. Siage Zheory
lells us at earlier stages have different /earn/nﬂ
modalities than /ater stages, So we uUSe Chat o inform
our c/e\s{gn.
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* We help the client learn Chrough the process, 533//7 Zo
apply themselves as individuals, and most impordantly,
learn Co hold Che develocpmenta/ model/ with perspective -
avord /aée//ng pecple, or dissing pecple & earlier stages
or levels in the structure. A /ot of work went into
orienting the client to see hoew Zo best hold the rode/
in a way that would be wusetfil/ and get them the
business results they re looking for.

Can you say rmore about ” growing up Y and ” waking tp "7
* Tintroduced /M/a//‘c/i/y Z/?/*oag/] Zhe deélgh of’ the

eXpe/-/enCeS we offer o Zhe emp/oyeeS and associales.
On/y Zh e 0/85/:9178}\5 wunderstand those Cerms.

* Stale Z‘/]eory of” /955/6,/70/03/6&/ a/e\/e/opmenf sSa/s ¢had all
Aeerman ée/ngS evolVe fronr earlier 2o /aler 55&335 of
ML Uriy . We are al/ /nz‘eraci/ng Lith pecple who sSeem

Zo 5& rore of /eSS mcletre Zhan owuUrSeNes.

* These stages have been defined based on one Specific
eqo-deve/opment Cheory LAl uses language as Che
approach o measuring Chat development. You could wse
many other lenses o ook at deve/oprient .
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o ” érow/nﬂ Up " reans Mafar/ng ihroagh these different
51‘623&5 . f\/eryéoa/y goes Z‘/?/‘oaﬂh Zhe 51‘&385 5 You can Z
) S(/p " a 52‘&33. IZ /s Alerarchical and develocprmental.

* States, on the other hand, can be Seen as experiences
Zhat can /lead 5eyona/ owur Sense of owrSeles. You can
have stale experiences atl amy stage of pSyC/io/ogz‘ca/
deve/oprent. Both are important aspects of expanc//ng
oUr ConsSciousness, but Zhey are different.

o That e/egani framfng 3/\/35 wus direction on how Zo a/e\s{gn
experiences to Support people s deve/oprient. Do/ng one
or the other is not enough. IZ s 2he greatest polarity I
can think of, growing up, and a)a,é/ng uUp, to support

Zransformation.

* Anocther polarity is that transtormation 1s ynot
mardatory . Be/ng exactly where you are, and he
pertection of thdt, Is another great polarity.

. Grow/‘ng wup is aboutd more mdatire ways of ée.fng. ke
involves c/e\/e/op/‘nﬂ one s Sense of self and rea/ity Zo
embrace broader and deeper understandings of onese/F
and the orld. Yorizonta/ 3rowz‘n\9 Up s about /earn/ng
more SKills and Lechnigues and 2ools; but how you See
Che world, the stage you re @, remains the sare.
Verdica/ development /s not aboud adding reco Zools and
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SKills, but about Fundamental changes in the way you
See the world and yourse/£... Zranscend and inc/ude a neco
way of ée/nﬂ.

* Sonrte examples of the growing up experiences would be:
Feedback processes, whether it s self-assessment, 360°
assessSment, peer Ffeedback, one—on—one feedback,
betilding neco soft skills, heard sKills ; teameoork and

collaborddive tools ;S e/f —Manage,/y/enf 5 action -/ ea/*n/ng .

. A)a(/ng Up are Chose experiences thal expand /e
consciousness. The intention is o rarse the state, 2o
energize and open rew cays of” fee//nﬁ and éez‘nﬂ. Both
3/‘04«)/‘/73 wUp and wa,é/ng Up experiences can felp you SiFt
2o a new stage of” developrient.

o The way we position wa(/ng wup o the client is free of
any spiritual or re/fgfoaé Connotadions. We have various
cat eﬂor/eé :

* Mind —-Aoa/y praci/‘Ces borrows From the coisdon
Zraditions, psycho-therapecdic ork, etc.

o AFFirmations, poetry, etc. to transcend one 's Jisnted
coay of 5/7/‘/7,@/75 and ée/‘ng.

* Inspiralion — there are /ots of Stories of real pecple
c/o/ng /‘n\fp/r/ng Z‘/]/‘ngé At Cake wus éeyonc/ ourselves.
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7 he éey Zo waﬁng Up experiences 1S5 how SuStaned
are Chey, because they can be temporary. Churchill
once said,” Men occasionally stuumble over the ruth,
but most of therm pick themseles wup and herry ofF
as £ noi/?fng ever happened. i

o Hesthetic experiences - artistic works and
expressions, /e_arn/ng new ways to physically eméoa/y
Aeaaz‘y. ﬁnc//ng Zhe we//S/?/‘/nﬁé of” cred@ ity in oneselt,
no mdalter what stage you re @, can be waé/ng wUp.

* Psychodyrarnc work such as voice c//a/ogae ) B/g Mind.

* We hope these opportumties of 3row/n3 wUp and waé/‘ng
up will, over Cime, rarse the whole system, while Ae_/ng
very clear that this is JUST one dimension of each
associdte s life. whether Chey actually know or not is
dependent on a hundred other 2hings: 2heir life
circumstance, what they want out of life, what stage
Zhey re a, what Zhey e goals are, e?c. So we re ot
c/a//n/nﬁ e re going Zo Cranstors 2Ans whole commundy
at the different st ages. We re of/’er/ng a deve/cpmentally
rch emwironment, and creating more chances for /earn/nﬂ

accidents o happen.
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WA would it ook /ike on the ground coith these sales
people, for those folks thal are at earlier stages of
/955/6/70/03/662/ malurity, vis. those at later stages? A /ot of
our colleagites have been wor(/ng in the area of task
complexity... how complex is the task itsel+7 Can you
5/93@% o 2As?

* We see task complexity, or JUuSt cogmtive ability to
handle more cogmtive complexity, as a core dimension of
s hg—=raking, almost a pre —reguisite in Some wa/s. Ken
2alks aboud Che cognitive /ine ée/ng Zhe mearing line. Bt

we focus on a /ede eleven c///y/enxsfoné .

* 7o say aperson is a a particular stage is rusleading,
becauSe a persSon is aleays a spectrun, at different
levels on the different dimensions. So there are many
caveals arowund AL .

o T ve warted 2o coork more on task cOmp/eX/iy. My client
IS eworking eith proff//ng work levels, and ﬁnc//nﬁ At
Some people shoeo /7/:9/7 work levels, but not so /7/:9/7

ego —~deve/. opmenf , and vice—versa.

* AZ an earlier stage, a salesperson IS expected just Zo
Focus on getting their maderial reward — 2o sell Zhe
product and get recoarded for ¢hc. A 2he next stage,
2hey re expected to wunderstand more about the company,
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as a context. THS would be the Conforrist/Blue/
D/p/ omat 5fd38_ , where Che eXfecfaZ(/on N f/?ey
wunderstand what are the norms, cultlure, reles, and

Md/nia/n/ng standards.

* At the next stage, in betrween Blue and Orange Cwhich is
not defined in Spiral Dyraric.s, but 1S defined in other
ego ~deve/opment framecoorks ) is 2he Expert. éa/n/ng
proficiency and mastery of Zherr oork, Ar/nﬂfng more of
a scientific orientadion. Becornng an expert on a cerlan
product, and wunderstand how Chat compares o Zhe
competitor s product; what are the skills of business,

continuous improverent of the ?aa//fy of one s work.

o At the next stage, the Se/f- —authoring stage, iZ ‘s about
/eac//nﬁ other teamrs members, /earn/ng about collaboration.
Tt's hard For the previous stage Co really collaborate.
This stage 15 about sharing information that supports
Che whole Systert, continuous learning, mastering

individual and group communcation, /eac//nﬁ other leaders.

o At the next st age, Post —comventional, it s providing
InSpiration, ée/ng a catalyst, creating Che desire for
people Co imest in sustanable change, energizing Zhe
Systen.
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* For each of these cwe talk aboud what £ind of
leadership coould be reguired to support that stage, i.e.
earlier 65&38_5 are / oo,é/‘ng for more directive /eader5/7/}9 )
while laler Stages are /oo,é/ng For more autononrty. 7T hese
aren? hard and fast, so we really cant leaders Zo be able
Yo offer both, but o also wunderstand primarily where
Zheir stance Shoculd be.

* e describe the leadersip stance and ,éey o/*gan/zaz‘/ona/
mesSsages a each Sfage, /ike mottos that wwould anchor
each Sfaﬂe. Becawuse hey Ve Just éeﬂan, coe re /ay/ng Zhe

road as we walk on iZ.
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Beena Sharma

Beena Sharma brings significant international experience in
facilitating leadership and organizational development
training. She co-designs, implements and anchors large scale
organizational change efforts, and is currently the head of
Development and Training at Magellan, a major health
organization. She contributes her expertise as a insightful
facilitator and her mastery in polarity management to the
LMF-intensives. Workshop participants admire her boundless
energy, clarity, and deep, caring attention.
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Brett Thomas

Brett Thomas is the co-founder of Stagen, a Texas-based
organizational consulting firm that specializes in Integral
Leadership. He is the author and architect of the Stagen
Leadership Academy's 52-week intensive Integral
Leadership Program (now in its 10th year). Brett is a 20-
year veteran in the field of human performance and
organizational development having designed and
facilitated hundreds of workshops and corporate training
programs. Brett has logged over 10,000 hours coaching
CEOs. He has published hundreds of pages of applied
integral theory and has co-designed and co-delivered
numerous international conferences and seminars on
applied integral theory. Brett served many years as the Managing Director of the
Integral Institute Business and Leadership Center and on the Editorial Board for

the Journal of Integral Theory and Practice. Brett currently serves on the boards of
both Integral Leadership Review and Integral Publishers. He is writing a book with Russ
Volckmann on the subject of Integral Leadership.
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