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Hidden by Assumptions: Uncovering Solutions for Your Important
Business Challenges
Introduction
Business leaders know that the effectiveness of a business process, whether an internally-facing or
client-facing process, can determine the quality of the results we get. But, what about our thinking
processes? Those are far more elusive! How do we learn to think more effectively and in turn, discover
solutions more readily?
As busy leaders in large organizations and small and medium-sized enterprises (SMEs), you need power
tools that can help you get business results now, and that can build your leadership and business skills
for the future. That’s what this book does. It lasers in on one part of the thinking process where you’ll
get the greatest return for your investment: the assumptions you’re making. This skill is golden, no
matter what problem you are solving! It can be used in the following (and countless other) ways:
- Maximizing your leadership team performance
- Evaluating the next steps for your business
- Engaging in a difficult conversation with a customer, employee, or other stakeholder
- Engaging stakeholders in a shared vision
We’re going to take a look at how assumptions form, the three steps you need to take to work
effectively with those assumptions, a macro framework for addressing an issue, and the mother lode—
working with assumptions about people! There’s a core premise here: when you overlook people, you
overlook solutions. The assumptions we make about people can help us see them or they can blind us to
them, and thus, potential solutions.
You’ll hear three extraordinary stories from leaders whose assumptions revealed people and world
changing solutions:
- John Simon, a former ambassador to the African Union whose assumptions about people’s capacity
and possibility transformed an intractable situation into a life-saving one.
- Bob Korzeniewski, a COO whose assumptions enabled him to see people now and in the future,
translating a $4.7 million dollar purchase into a $4 billion sale.
- Ann Cramer, a former IBM executive now senior consultant with Coxe Curry & Associates who
changed her assumption, discovering future generations and a more inclusive process.
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When Assumptions Go Awry: A White Box Truck
It’s important to understand the consequences that can occur when incorrect assumptions are made.
In 2002, I returned from a trip to northwest India to the Washington, D.C. area where I live. A sniper was
on the loose. People were being shot and killed as they went about their normal routines—getting gas,
going to the grocery store, mowing the lawn. They were young and old, men and women. There was no
discernible pattern. One thing humans cope with worse than fear: prolonged uncertainty without the
ability to influence the outcome!
Early witness accounts pointed to a white van or a white box truck—a small truck with a cab and a large
storage area like one that might be used to deliver office supplies. I became hyper-vigilant whenever I
saw one. I’d ask myself, “Is that it? Are those the snipers?” The collective attention of the Washington,
D.C. area, its citizens, and the massive efforts of law enforcement organizations were based on the
information that the snipers were driving a white box truck.
As the events unfolded, they revealed that the assumption about the vehicle was very, very wrong. The
snipers were driving a blue Chevrolet Caprice. Law enforcement had already stopped the driver several
times, but failed to realize he was involved because of one critical thing: they were operating from the
wrong assumption. They were looking for a white box truck and thus overlooked the snipers because
they were in a blue Chevrolet Caprice. The mistakes compounded, misdirecting actions, prolonging
terror in the region, and most tragically, contributing to more human lives cut short.

Why and How Do We Assume?
Assumptions are part of an exquisite cognitive process linking what we observe to actions we take and
what we attend to next.i Making them is like breathing; we rarely give the automatic process much
attention. When you chose this book, you made several helpful assumptions. You probably assumed
that the writing would be in the same language as the title. You assumed there would be something of
value in it, etc. That’s efficient. But, when you are addressing a business issue that unconscious process
can become a liability.
When I was getting a Master’s Degree in Business Administration, we were taught to explicitly identify
the assumptions upon which we based any corporate financial analysis. It never dawned on me to apply
that skill explicitly to other goals or problems. I’m betting no matter how rigorous you are about
identifying assumptions in one context that you completely forget to in others!
Let’s go back to the white box truck. There was a shooting and people noticed some details (sadly, they
were wrong) like the white box truck. People assigned meaning to that detail and made an
assumption—the sniper is driving a white box truck. A massive amount of action was predicated upon it.
Here’s how it went:
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The Process of Assuming

The White Box Truck Example

Something happens

There was a shooting

We observe it

People in the vicinity of a
shooting were interviewed to
see what they noticed

We pay attention to certain
details

Different witnesses noticed
different details

We add meaning to what we saw There was a white box truck in
the area
We make assumptions

The sniper may be driving a
white box truck!

We form beliefs based on the
assumptions

We believe the sniper is driving a
white box truck

We take action based on the
beliefs

Law enforcement and civilians
are on the alert for a white box
truck

The Ladder of Inference: A Useful Tool
Several years ago, Dr. Elizabeth Davis, a Wharton Ph.D. with a formidable knowledge of business
systems, invited me to join the faculty of George Washington University (GWU) Organizational Science
graduate school and the coaching program. I taught, but what I learned changed me and how my
business works with leaders and their organizations. I learned about Chris Argyris, his theories and his
concepts. They’ve proven as useful as the pliers, screwdrivers, and T-square in my home toolbox.
So let’s take a look at Ladder of Inference he developed.
Just like a real ladder has a stable mid-point, so does the ladder of inference. That stable mid-point is
where you can easily get back to a solid footing. If you go too far up the ladder, it may become unstable
or you may fall. Where real ladders have a warning not to go beyond a certain point, our thinking
processes don’t. We can go from a concrete event and climb right up to an abstraction far removed
from what really happened. We have to be on the lookout for that stable mid-point without being stuck
on the bottom rung or before we climb so far, we topple. What is it? Your assumptions!
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Ladder of Inference

At the base of the ladder is where something happens, then we move up to what we see, to the
meanings we add, the assumptions we make, the beliefs we form and the actions we take. Once we go
up the ladder, we take all of that thinking with us the next time something happens. It shapes the lens
through which we see future events. We do an exemplary job all outside our conscious awareness. We
build a database of assumptions and beliefs that determines our outlook and actions. Nice! Except when
things are not going the way we’d like, or we have an important challenge before us.

Adding Meaning Is Where It Gets Juicy!
The “adding meaning part” is where it really gets juicy. The meanings we assign come from our
experience, personality, family culture, and our human nature. They can come from our gender and our
nationality. While the meaning assigned often differs, there is also shared meaning. That occurs in
teams, divisions, organizations, and stakeholder alliances. If you have a high performing team and one
that needs to improve, they may assign completely different meanings to making a mistake. The high
performing group won’t love that they’ve made a mistake, but stays focused on how it can help them
reach their objective. The lower performing group won’t love it either, but will see it as an obstacle to
their objective.
My friend Dave and I decided to go for a walk one Sunday morning on the light tan colored towpath. It is
a well-groomed path that extends for miles in the Washington, D.C. area where mules and horses tread
while towing barges on the canals. We agreed we wanted to have a leisurely walk.
We started out fine but then Dave picked up the pace a little bit. I chocked it up to his long legs. I started
walking a little faster. It seemed he did too. Finally, in order to keep up, I brought my hands up into
“power walk” mode. Meanwhile I’m thinking this was definitely not what I had in mind. At the halfway
point, several miles into our walk we decided to turn around.
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I asked,“Dave, do you think we could slow it down a little?”
“What?” he said. “I thought you wanted to go that fast and was trying to keep up with you!”
We both started laughing. We’d each gathered a little bit of data, added meaning to it that led to an
assumption about the other person, and changed actions. And, this was just a leisurely Sunday morning
walk! Had we not discovered our assumptions and shared them, our future behaviors would have
changed. If either of us wanted a leisurely walk in the future, it’s doubtful Dave or I would have
proposed it to each other.

From Theory to Practical Action in Three Steps
So how do we take what we’ve learned so far and mine it for gold? Always start at the beginning.
Concisely state your issue. That is, the problem you’re solving for. Define what a good outcome would
be. Once you’ve set the context, take these three steps. It’s that simple.
1. Identify high-level assumptions.
2. Identify the basis, e.g., the qualitative and quantitative evidence, for that assumption.
3. Test the assumptions and revise as conditions change.

The Macro View of Your Business Issue
You can take the three steps for working effectively with assumptions and apply them to the elements
of your issue or decision-making: identify the high-level assumptions, list the evidence for each
assumption, and test them.
Even with limited time you and your team can do a rapid assessment that can reveal critical information
now or, when challenges arise, help you accurately diagnose your thinking. If you don’t have to take
action immediately and want to engage as many people as possible, post the results in a central location
in your office. Invite people to challenge or add to the thinking!
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A Helpful Frame
You can add to or substitute the elements in the left hand column below. This is simply to help frame
the challenge in a way that makes naming your assumptions easier. You can use this tool by yourself,
with your team, or with the help of a trusted advisor working with your stakeholder group.
Identifying Assumptions
What General
Assumptions Are We
Making?

What Is Our
Qualitative or
Quantitative
Evidence for Each?
What Don’t We
Know for Sure?

How Do We Test
These? Who Else Can
Test? What Needs to
Be Revised?

Issue
Objective
Stakeholders
Strategy
Implementation
Resources

Testing, Testing 1, 2, 3
When you make your assumptions explicit you also want to identify what you are basing them on. What
are the observable facts? What data did you draw upon? How do we know this is a fact? I love it when
we name our “fact” only to hear ourselves and discover it isn’t one! I’ve asked and been asked the
question “how do you know it to be true?” Suddenly, we have to bring the light of day to bear on our
thinking processes, to really discern where not-quite-fact masquerades as one.
This type of testing and discovery is invaluable when you have many different stakeholders. Each will be
drawing upon or have observed a slightly different set of data. You can flesh out the picture by eliciting
the data they are basing their perspective on. This will create a much richer, more complete view.
If you have the time and the resources, consider who else you can involve to test your assumptions. Is it
a stakeholder from a completely different field? If you are bringing a new product to market, is there a
different age group that can test and challenge your assumptions? In exploring my assumptions about
hidden stakeholders I spoke with business leaders in different fields including a neuro-economist whose
perspective blended neurology, economics and anthropology! The conversations validated my
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assumptions but revealed new ones that I had not considered and that were part of each leader’s
unique brilliance.

Bonus: Course Correcting When Things Derail…
When things derail, and they will, if you’ve brought your assumptions into the light of day, you will be
able to quickly diagnose where and why the derailment has occurred, and to generate new actions.
Return to the exercises you’ve engaged in. Look at your thinking. What do you know now that you didn’t
before? Where was your assumption incomplete?
When you can trace the path of derailment, you and your team can see the cause and effect and gather
up the learning to course correct. That might mean more time spent in exploring the “what if” scenarios,
it might mean more rigor around testing assumptions or acknowledging there will always be unintended
consequences for which you can prepare, but never predict.

The Mother Lode: Exploring Assumptions So We See People
We know how assumptions form and their value to us. We know the three steps for working effectively
with them and a framework for taking a macro view of an issue. Now, we turn to the mother lode. How
do we explore our assumptions about people?
Remember: when people are hidden so are solutions. Our assumptions can blind us to people (and
solutions) or help us see!

Unilateral Control Model and Mutual Learning Model
Let’s return to Argyris for a moment, so we understand what shapes our assumptions about people.
Argyris describes two modelsii that we operate from: the unilateral control model and the mutual
learning model. There are assumptions and strategies people engage in depending on which they use.
The unilateral control model is defensive. That’s where winning and avoiding embarrassment is
important, where we suppress negative feelings, and we want to appear as rational as possible. The
assumptions at work when we are operating from the unilateral control model are:
- It’s others’ behaviors not mine!
- My feelings are the result of others’ actions
- I’m right—you’re wrong!
- Differences are obstacles to overcome
The other model, the mutual learning model, is productive and gives us sight. It’s where we seek valid
information, foster free and informed choice, generate internal commitment, and are inclusive of
members’ viewsiii. The assumptions at work when we are operating from the mutual learning model are:
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- I may be contributing
- My feelings may be due to conclusions from untested inferences
- Differences are learning opportunities contributing to common understanding
When you foster mutual learning in yourself and among people involved in addressing an issue, your
ability to see hidden people is exquisitely enhanced. When the inevitable mistakes or derailments occur,
you and the decision makers involved will be able to more easily discover who might be missing or was
not fully seen. You will also have an increased ability to recover and course correct.
Learning how to come from the mutual learning model is natural for many people. For others, it requires
practice. That’s beyond the scope of what we’re doing here, but it’s important to understand why
assumptions about others’ motives can be so negative.

Global Assumptions About Possibility and Capacity
When you are addressing an important issue, what are your global assumptionsiv about possibility and
capacity—your own and others? Do you have an unshakeable belief in the possibility of a good
outcome? Granted assumptions alone aren’t enough. You’ll need an effective strategy and the ability to
execute. But, let’s look at an outstanding example of the power to turn odds like a 30% chance of
success in a highly complex situation into a reality!

100% Chance of Disaster, 30% Chance of Success
John Simon, former Ambassador to the African Union embodies what it means to operate from the
mutual learning model. His generative, life-giving assumptions about possibility and capacity helped turn
the tide on a potentially massive humanitarian disaster. Simon describes the Somalian civil strife in 2008
as “insanely complicated.” There was layer upon layer of intertwined clans. It was difficult to tell who
was on whose side. The foreign policy question was whether the U.S. should intervene or not. Simon
thought that any intervention had a 30% chance of success; without it? There was 100% chance of
massive humanitarian disaster. Before we dive into the complex details, consider these two assumptions
Simon makes about possibility and capacity.
“Never assume it’s inevitable that bad things have to happen.”
“Never underestimate the capacity of people.”
When you look Simon in the eye as he speaks, you see something characteristic of leaders with
conviction who have engaged in or engage with seriously complicated—“insanely complicated”
situations. It’s a powerful, steady presence.v You can just bet it comes from more than the difficulties of
being a foreign diplomat. It’s rooted in the assumptions he makes and the beliefs he holds. And, those
have the power to turn the impossible into the possible.
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Insanely Complicated: Intervene or Not?
In the early 1990s, Somalia basically had no government. The U.S. tried to stave off a humanitarian
disaster that led to Black Hawk Down.vi The U.S. and the United Nations pulled out, resulting in
incredible civil strife and lawlessness. Some stability came in early 2000s with a group called the Islamic
Courts Union. They had some terrorists who were claiming Somalia was going to take over Ethiopia. The
Ethiopians invaded and pushed the Islamic Courts Union out of Mogadishu installing a transitional court.
The African Union agreed to put a peacekeeping force in place. The African Union Mission In Somalia
troops and African Union forces had 4,000 peacekeepers in Mogadishu, the capital of Somalia. A United
Nations report said there should be 23,000!
The pressure was on to pull out the troops, so they would not be overrun by Al-Shabaab, a militant
group, and require a rescue mission. That would mean Somalia would go back to being a lawless place.
Others said that there was at least a chance of stability with a new government and a new sheikh.
Ultimately, Simon, with his relentless belief that bad things didn’t have to happen, and others, prevailed
to keep the African Union Mission In Somalia forces there. Little by little, block-by-block, they began to
take control of Mogadishu. They went from going years and years with no recognized government, to
now having a government elected by the parliament. Sheikh Sharif Ahmed was succeeded peacefully by
the current President of Somalia. He was recognized by the United States—something that had not
happened in 20 years. Most of Mogadishu and Somalia is at peace. While Somalia is not out of the
woods, “what could have costs thousands of lives, if not millions, was avoided” says Simon.

Assumptions About People
This exercise should include an assessment of others’ interests and motives, their power or influence,
how they impact or are impacted by the issue, and their role in the decision-making process. Oh yes,
don’t overlook including you and your role! While the graphic below shows only three stakeholders, it’s
helpful to do this for all key stakeholders—key meaning influencing or influenced by the issue. Being a
key stakeholder does not mean only those with the most power or resources; it might mean those with
the least power or fewest resources.
Assumptions About People

Stakeholder 1

Stakeholder 2

Stakeholder 3

Assumptions
Qualitative &
Quantitative Evidence
Tests
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If you are working in a group, assign several members the task of checking for assumptions that fall into
the unilateral control model. Give them the power and authority to challenge the rest of the group to
come up with assumptions rooted in the mutual learning model. What new possibilities become
available? What happens to the mood of the group as it shifts from a defensive model to a generative
one?

From $4.7m Purchase to a $4b Sale: Seeing Individuals and the World
Some people are gifted in their ability to fully see individuals, and even new markets!
Bob Korzeniewski has quite a story. Korzeniewski happened to have an interest in acquiring a little
business called Network Solutions. Yes, that’s “the” Network Solutions, the administrator of Internet
domain registrations. That’s the entire universe of our .com, .net, .org, etc. He was working at SAIC, a
U.S. based employee owned company at the time. He and his boss, Mike Daniels, who weren’t new to
mergers and acquisitions, had done a high level assessment. They knew what fit within SAIC’s
acquisition strategy and culture.
Korzeniewski made the assumption he could structure something that appealed to the very different
interests of each of the owners, and it would be good for SAIC. Usually, he’d know in 90 days whether
something was going to work or not. This one took 15 months of juggling. He would craft appealing
tailored offers, conditions would change and he’d have to revise each one. He negotiated with corporate
creditors to reduce the debt Network Solutions owed. His focus on the creditors’ best interests made
the deal possible. When you talk with him, you know why he was successful! He’s personable, knows his
numbers, takes credit where due and gives away a lot of it.
While Korzeniewski made generative assumptions that helped him see stakeholders—the individual
owners, the creditors, his company, it was Daniels who saw another stakeholder group. Daniels saw a
market. Where most people didn’t have a feel for the Internet, Korzeniewski said “Daniels had great
vision and did.” SAIC purchased Network Solutions in 1995 for $4.7 million. It got $4 billion when it was
sold to VeriSign.

Another Way to Test: Stand in Their Shoes
Let’s get physical! Find a space with which to work. Put the names of each person or group you’ve
identified on a sheet of paper and place them in a row—far enough apart you (or even a core group
involved in the decision making) can stand on or by if you’re mounting them on walls. We have only
three stakeholders in this example, but you may have more. Keep it simple—shoot for no more than
seven.
Put a sheet of paper titled “Issue” in the space. You could also write a few words to describe it instead
like “new product development”, “increasing sales by 20%”, or “maximizing team performance.” If you
have all the pieces of paper with stakeholders on them in a line, put the issue about 10 feet away.

© 2014 Beth Hand

Page 10
www.LeadershipHand.com +1 703.820.8018 Eastern Time USA

The Issue

Stakeholder 1

Stakeholder 2

Stakeholder 3

As you stand on the sheet, imagine you really are this person and hold his or her beliefs, interests, and
concerns with respect to the issue. What do you now know to be true? How does this change or affirm
your assumptions? If you are working with a trusted advisor, he or she can guide your leadership team
to stand on or gather near each sheet. When he or she asks you what you or your team members are
thinking, be sure to answer as if you are this stakeholder, taking on their perspectives and interests.
Stand in their shoes.

Innovative Viewpoints for Testing Assumptions
Once you’ve captured your assumptions, if you want to get rigorous about testing them, who or what
group can you bring in to offer a completely different view of the issue at hand? Possibilities include
those involved in cutting-edge technologies, students, children, the elderly, competitors, suppliers,
customers, the scientific community, organizational anthropologists, etc. If you are focusing on an
internal initiative, be sure to bring in people from different roles and levels within the organization. One
thing I can assure you is that the view from each level (or function) in an organization is different from
other levels and functions. Sometimes that difference is dramatic!

Working with the Element of Time: Finding a New School Superintendent
Some word processing software has a feature that allows a graphic to come into the foreground or drop
into the background. The same thing happens with people over time. Who is in the foreground or
background at the inception of addressing a business issue can and may change. So how do you account
for this? Let’s learn from a seasoned executive! Ann Cramer is a former IBM executive and a systems
engineer in charge of IBM’s Corporate Citizenship and Corporate Affairs for the Americas. Her
enthusiasm and laughter are infectious! Both are accompanied by a penetrating understanding of
system dynamics—where they function well, and the places that can trip you up. Her current role with
Coxe Curry & Associates, a fundraising consultancy for nonprofits, led to an interesting challenge to find
a new school superintendent.
When Cramer made her initial list of stakeholders influenced by and influencing the decision, the
students were on it. Because there was an urgent need to accomplish the task quickly, Cramer made an
assumption that the children’s perspectives weren’t critical (Haven’t we all overlooked someone when
we’re facing an urgent need?). Cramer says “We should have considered the objective—who would
most be impacted? It wasn’t until a student said ‘five years from now, we will be parents’ that we could
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really see them.” Cramer rapidly adjusted to bring their perspectives into the decision making process.
With a school system, just like any business with ties to the community, Cramer’s diplomacy skills came
into play working with the multiple stakeholders. Some were powerful and used to having a position of
prominence. It was natural for them to assume their importance would stay the same over time.
Manage expectations early; let them know each person’s or group’s importance may change.

A Frame for Working with Time
So you’ve seen in this book, I’m a big fan of simple structures to help us think more clearly. You don’t
need all of them. Better yet, take the basic idea, experiment and adapt the concepts to serve you best!
Here’s one more to help you explore your assumptions about key stakeholders influencing the issue
over time.
How Do Our Assumptions Change Over Time?
1 Year

5 – 10
Years

11 - 20
Years

21+ Years

Stakeholder 1

Stakeholder 2

Stakeholder 3

Don’t Assume Everyone Wants to Be Seen!
Cramer and I shared a collegial exchange when she said “don’t assume everyone wants to be seen.
Motives for remaining hidden vary. They could be due to humility, a strategy for assessing the way the
political winds are blowing before taking a stand, or a preference for wielding influence behind the
scenes.
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When we work with an organization, we always talk to and involve key stakeholders at the inception
and throughout an engagement. We get to share appropriate information, and gather information as
well that can help us better serve the client. I had a client situation skid sideways when we made the
mistaken assumption that all the key stakeholders wanted to be seen.
We’d been hired to help align several leadership levels within the organization. Part of our job means
being truth-tellers. This is what leaders are often so thirsty for—an independent objective opinion not
swayed by internal business dynamics. If we observe a sacred cow—something held in such reverence
no one questions it, or a blind spot that impacts the leadership or the business’s ability to achieve its
goals, we are diplomatic but direct in saying so.
For some reason, one stakeholder seemed to lurk in the background. He responded to our initial
inquiries and yet we got feedback that he wasn’t quite on board with having external consultants
“mucking around in the business.” We could hear something unsaid in our conversations with him, but
we were focused on aligning the leaders and still operating from the assumption that everyone wanted
to be seen.
There were no problems until the day we told the top executive where we thought there was an
organizational issue impacting the alignment he sought. What he considered to be a valued opinion was
someone else’s sacred cow! Suddenly, the stakeholder who had lurked in the background came roaring
to the foreground; their measured wrath directed at us! There were several lessons here. Like Ann
Cramer, we noticed this “partially hidden” stakeholder in the beginning, but we too were focused on
moving expeditiously and we overlooked their importance. But, we made a second mistake. It should
have immediately caused us to ask if the stakeholder was a symptom of the very thing we’d been hired
to support. And that was exactly the problem. We fell prey to a dynamic we would have seen much
earlier, had we not made an incorrect assumption, and had we tested our assumption.

Summarizing
Our assumptions can hide or reveal people and solutions to our business issues. When they are wrong—
like the story of the snipers driving a white box truck—the costs can be dramatically high. We learned
about our thinking and how assumptions form, the three steps we need to take to work effectively with
them, a macro framework for addressing an issue, and the mother lode--working with assumptions
about people! When we fully see people, we see solutions. When our assumptions cause us to overlook
them, we overlook solutions. To discover people, we can apply tools and frameworks to help us make
our assumptions explicit.
Go forth. Put these tools into practice, experiment, and make them your own.
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Additional Resources
Thank you for reading and exploring this Leadership Hand®
approach. For related reading, please check the endnotes as
well as our website www.LeadershipHand.com for
downloadable checklists, tables and templates. For more
books in the Hidden By series please visit Amazon.
Beth Hand
CEO
Leadership Hand LLC
www.LeadershipHand.com
+1 703.820.8018 Eastern Time USA
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About Leadership Hand LLC

WE HELP MISSION DRIVEN LEADERS ACHIEVE STRATEGIC RESULTS
Who We Work With and How
Leadership Hand serves leaders and teams in small, mid-size to Fortune 500 companies, multi-billion
dollar initiatives, global businesses, international development enterprises, and mission-driven interests
worldwide. We take a systems view to understand your unique environment, what you would like to
achieve and the most impactful way to help you reach those objectives more quickly and easily. Our
Leadership Hand® approaches focus on strengths without overlooking areas for improvement. We are
passionate about adding massive value to clients and earning the right to be your trusted advisors now
and for the future.

A Comprehensive Array of Leadership Hand® Tools
•
•
•
•
•
•
•
•

Executive Development
Leadership Team Development
Capability Gaps
Business Growth
Learning & Development
Transition Support (new roles, on-boarding)
Employee Engagement
Stakeholder Engagement & Alignment

Contact us to see how we can help you achieve your goals and big vision more quickly and easily. Call us
on +1 703.820.8018 Eastern Time, USA or reach us through our website www.leadershiphand.com.
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Notes
i

Senge, P., Kleiner, A., Roberts, C., Ross, R., & Smith, B. The Fifth Discipline Fieldbook. New York. Doubleday, 1994.
p. 242. For a deeper dive into assumptions, refer to the Ladder of Inference.
ii

Teaching Smart People to Learn by Chris Argyris. Harvard Business Review, May, 1991.

iii

For internal or external consultants, here is an exceptionally thorough resource for working with groups to
cultivate their capacity to think effectively: The Skilled Facilitator: A Comprehensive Resource for Consultants,
Facilitators, Managers, Trainers and Coaches by Roger Schwartz, 2002 Jossey Bass, San Francisco. Schwartz
processes are grounded in Argyris as well as Don Schön’s work.
iv

Another thought leader on global assumptions is Carol Dweck. She calls these mental attitudes “mindsets,” citing
two types: a growth mindset and a fixed mindset. People with a fixed mindset: strive to look talented at all costs;
believe they don’t or shouldn’t need to work too hard or practice too much; when faced with setbacks, run away
or conceal deficiencies. She has extensive research on the benefits to having or developing a growth mindset.
v

I first noticed this attribute of powerful, steady presence listening to former Secretary of State Madeleine Albright
at the launch of the Responsibility to Protect (R2P), a United Nations initiative to prevent genocide. She didn’t shift
around in her seat or move much. There’s a sense of her self-command and too, her prodigious intellect and
capacity to address the complex.
vi

US military attempted to seize two officers in the Aidid regime. Two Black Hawk helicopters were shot down.
Estimates range from hundreds to thousands dying related to the raid and rescue efforts.
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