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Introductions	
		
In	chat:	
Your	first	name,	
and	something	about	
yourself	that	might	
surprise	your	colleagues	



Agenda 

•  Introduction:		some	of	the	complexities	about	Compassionate	
Leadership	
• What	is	Compassionate	leadership?	
• Practice	
•  Take-away	



Compassionate Leadership  

How	relevant	is		Compassionate	Leadership	now?	
	
Is	it	a	luxury	in	the	current	urgent	times?	



Benefits according to research 
 •  Experiencing	compassion	at	work	connects	co-workers	psychologically	(Frost	et	al.	

2000).	Critical	for	reducing	staff	turn-over	
•  Supervisors	who	perceive	that	their	organisation	values	their	well-being	are	more	
likely	to	show	supportive	behaviour	towards	the	people	they	manage	(Eisenberger,	
2006).		
•  Those	who	experience	compassionate	leadership	at	work	are	more	likely	to	report	
affective	commitment	to	their	organisation	(Lilius	et	al.	2008).		
•  	It	provides	staff	with	the	much	needed	emotional	resources	that	they	need	to	care	
for	their	clients	(Lilius	et	al.	2011).		
•  	Boosts	productivity	(Lilius	et	al.,	2011)		
•  Improve	health	and	resilience	-	lowers	heart	 	rate	and	blood	pressure	and	
strengthen	the	immune	system	(Friedrickson	et	al.,	2000;	 	Gross,	1994).		
•  Compassion	breeds	compassion.	(Goetz	et	al.	2010).	This	is	critically	important	in	
caregiving	organisations.		



Compassionate Leadership  

	
How	frequently	do	you	see	compassionate	
leadership	in	practice	in	your	organisational	
context?	

In	trios	3min	



What is Compassion? 

	
‘Compassion	is	a	mental	state	
endowed	with	a	sense	of	concern	for	
the	suffering	of	others	and	aspiration	
to	see	that	suffering	relieved’	

Tibetan	scholar	Thupten	Jinpa			



What is Compassion? 

•  So	it	moves	us	on	from	empathy	and	sympathy	by	having	three	
components:		
•  the	cognitive	‘I	understand	you’,	
•  the	affective	‘I	feel	for	you’,	and	
•  the	motivational	‘I	want	to	be	useful’.		
•  It	is	this	third	component	that	creates	ambition	for	greater	good.	
•  Yet,	it	comes	from	the	‘cognitive	and	affective’	polarity	



The	polarity	of	
Reason	versus	
Emotions		
	



	
• First,	people	are	generally	rational,	and	their	thinking	is	
normally	sound.		
• Second,	emotions	such	as	fear,	affection,	and	hatred	explain	
most	of	the	occasions	on	which	people	depart	from	rationality.		

	

Two accepted ideas about human nature 



The	problem-solving	mind	
can	be	adequate	for	
technical	problems	but	it	
can	be	inadequate	for	
complex	human	systems.	
	
	



Even	the	most	desiccated	
neocortical	abstraction	pulse	
with	an	emotional	core,	they	
are	humanity’s	motivator	



 
Emotional life can be influenced but not governed 
 
• A	person	cannot	will	himself	to	want	the	
right	thing	or	to	love	the	right	one.		
• Words,	good	ideas	and	logic	(neocortex),	
means	little	to	two	of	the	three	brains	
(reptilian	and	mammalian).		
•  The	division	of	labour	creates	
translations	troubles	J	
•  Yet	our	society	underplays	the	
importance	of	emotions,	our	culture	
promotes	analysis	over	intuition,	logic	
over	feeling	



The	rational	mind	is	not	that	rational	
	



Which	horizontal	line	is	larger?	



The rational mind is not that rational 

Research	documented	systematic	errors	in	the	thinking	of	
normal	people,		
These	errors	are	related	to	the	design	of	the	machinery	of	
cognition	rather	than	to	the	corruption	of	thought	by	emotion	
(Daniel	Kahnemam).	

	





2	+	2		=	
	
“bread	and	……		”	

45	*	8	=	

System	one:	operates	automatically	
and	quickly,	with	little	or	no	effort	and	
no	sense	of	voluntary	control.		
	

System	two:	allocates	attention	to	the	
effortful	mental	activities	that	demand	
it,	including	complex	computations.		
Often	associated	with	the	experience	
of	choice		



The rational mind is not that rational 

• When	we	think	of	ourselves,	we	identify	with	System	2,	the	
conscious,	reasoning	self	that	has	beliefs,	makes	choices,	and	decides	
what	to	think	about	and	what	to	do.		

	
		



The rational mind is not that rational 

•  The	real	hero	is	System	1		
• which	effortlessly	originates	impressions	and	feelings	that	are	the	main	
sources	of	the	explicit	beliefs	and	deliberate	choices	of	System	2.		
•  The	highly	diverse	operations	of	System	2	have	one	feature	in	
common:	they	require	purposeful	intention	and	attention	

		



Compassionate	leadership	require	
purposeful	intention	and	attention	
	
	•  We	need	to	be	very	mindful	otherwise	it	
will	be	the	system	one	that	will	run	the	
show	of	our	leadership	practice	most	of	the	
time.	

•  Bring	your	presence	and	self-awareness		
•  Bring	mindfulness		
	
	



Compassionate leadership 

When	Compassionate	leadership	is	particularly	
relevant	and	important?	
• When	facing	complex	work	challenges	
• When	different	people	need	to	align		agendas	in	
complex	settings	
• When	past	experiences	might	be	of	little	help	to	move	
into	the		future	
•  Is	this	your	case?	Are	you	in	an	organisational	context	
that	would	benefit	from	Compassionate	leadership?	

3	min	in	trios	



What	is	Compassionate	
leadership?			

	



Compassion 

24	

Listen	with	fascination	
Listen	empathically	
Generative	listening	and	taking	appropriate	action		



Listen with fascination 

It	is	about	our	capacity	
to	suspend	our	thoughts	

	
Being	non-judgmental	



Not	that	easy:	
• We	are	bounded	by	what	we	already	know	
• When	we	believe	a	conclusion	is	true,	we	are	also	very	likely	
to	believe	arguments	that	appear	to	support	it,	even	when	
these	arguments	are	unsound.	
• We	have	an	inner	drive	to	avoid	cognitive	dissonance	– 
Festinger	(1957)		

Listen with fascination 



Listen with fascination 

• It	requires	purposeful	intention	and	attention,	and	
practice.	



A listening practice 

	

Shall	we	practice	listening	with	fascination?		

•  In	pairs:	think	of	a	topic	that	represents	a	challenge	for	you	right	now	(and	it	would	benefit	from	
listening	with	fascination)	

•  Decide	who	will	start	
•  3	min	each	to	present	the	topic	to	each	other		

•  Say	thank	you	
•  Swap	



Coffee	break	
•  15min	



Leadership is about creating safe containers  

In	teams	or	in	communities	of	practice:	
•  Together	can	make	sense	of	the	variety	of	experiences	in	the	system		
• A	shared	process	to	an	answer	the	question	‘what	is	going	on	here?’	
•  It	is	about	developing	increased	awareness	of	our	own	contribution	
to	the	patterns	of	interaction	in	the	system	,	then	leaders	are	
facilitating	change	in	the	system	(dialogic	change)	
• Moving	the	team	or	the	community	forward	is	never	about	‘reason’	
only.	It	is	also	about	emotions		



 
Emotions are contagious, concepts are not 
 



 
Listen with empathy 

•  The	ability	to	connect	with	the	feelings	of	
another	

•  Being	alive	to	the	feelings	of	others	
	
	
	



All	things	appear	to	
us	as	they	appear	to	

us,	and	it	is	
impossible	to	be	
otherwise	Umberto	Eco		

 
Listen with empathy 



Nobody	inhabits	the	same	
emotional	realm	
This	understanding	is	key	for	
listening	empathically		

	

 
Listen with empathy 



	
Once	the	limbic	brain	has	settled	on	an	
emotional	state,	it	send	outputs	to	the	
neocortical	brain,	bringing	a	conscious	
thought	
Feelings	come	first,	thoughts	come	later	
	

 
Listen with empathy 



	
• We	as	human	beings	have	the		capacity	to	become	attuned	to	each	
other’s	inner	states	(limbic	resonance),	that	provides	a	wordless	
harmony	(or	disharmony)	

 
Listen with empathy: limbic resonance 



•  The	brain	is	unable	to	distinguish	between	incoming	sensory	
experience	(reality)	and	neocortical	imagining	(thoughts).		
• We	revisit	experiences	and	stimulate	the	same	emotion	just	as	if	the	
event	has	actually	reoccurred	(anger	increases	blood	pressure,	etc.).		

Listen with empathy 



How	to	be	present	in	the	here	and	now	for	the	
person	in	front	of		you?	



Mr Duffy lived a short 
distance from his body 
 James	Joyce	



  

• Walking	our	true	path	in	compassionate	leadership	is	finding	our	way	
towards	wholeness:	unity	of	mind,	body	and	emotions	

• We	need	some	stability	to	be	present.	Grounding	can	help	us	



Grounding practice all together 

• Bring	your	presence	to	listen	empathically:	
•  5	seconds;		
•  Inhale	and	uplift	your	posture	and	lengthen	your	spine	(noble)	
•  Exhale	and	open	up	and	then	settle,	relaxing	the		shoulders,	soften	your	chest	
an	think	of	something	that	make	you	smile	(releases	oxytocin)		(awesome)	
•  Shiny	presence		



Learning Cycle  

Unconscious	
incompetence	

Conscious	
incompetence	

Conscious	
competence	

Unconscious	
Competence	





Listen empathically 

•  Think	of	a	topic	that	matters	to	you,	a	topic	that	might	benefit	from	a	
compassionate	conversation	
•  In	pairs:	Person	A	and	Person	B	
• Person	A	starts	
• Person	B	Listen	empathically:	with	the	intention	to	connect	with	the	
feelings	of	the	other	
•  Swap	

	



Listen empathically 

•  Bring	your	intention	and	attention	
•  Bring	your	presence	to	listen	empathically:	

•  5	seconds;		
•  Inhale	and	uplift	your	posture	and	lengthen	your	spine	(noble)	
•  Exhale	and	open	up	and	then	settle,	relaxing	the		shoulders,	soften	your	chest	an	think	of	
something	that	make	you	smile	(releases	oxytocin)		(awesome)	

•  Shiny	presence		
•  Person	A	talks	for	3	min	
•  Person	B	listening	with	empathically	(and	with	fascination)	and	when	person	B	has	
finished,	says	a	sentence	or	two	about	what	thoughts	or	feelings	or	gestures	you	might	
have	experienced	while	listening.	without	giving	advice		(up	to	one	min)		

•  Person	A	says	thank	you	(no	more)	and	swap	
•  3	min	of	a	generative,	open	conversation	

	



Changing	the	quality	of	our	conversations	



Plenary 

•  Sharing	the	experience	in	groups	of	5	
• Consider	one	take	away:		how	intentional	you	want	to	be	to	bring	
about	a	culture	of	compassion	in	your	community	of	practice?	
•  5min	in	total		
• One	person	to	feedback	to	plenary	plenary	



33% 

15% 

66% 

85% 

Jobs – All Kinds Jobs – Leadership 

IQ and Technical Skills EI 

Leadership and emotional intelligence 

Daniel	Goleman		



Compassionate leadership 

• Compassionate	leadership:	
•  make	health	and	care	organisations	great	places	to	work		
•  create	learning	cultures	where	improvement	methods	can	flourish	





Guillermo	Rogel	
Guillo_rogel@yahoo.co.uk	


