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Abstract

This article is about use of self: what it means to use 
oneself skillfully and how those skills develop.  Our 
purpose is to describe the meaning and progression 
of use of self, based on the framework of Arthur 
Young’s process theory, as a back-and-forth dance 
between freedom and constraint.  That framework 
is adapted and developed based on our observations 
and the work of thought leaders in the field, led by 
Edie and Charlie Seashore.
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  Success in any discipline, including 
the fields of psychology, sociology, and organization 
development (OD), requires a blend of knowledge 
and skill.  From bricklaying, nursing, and group 
therapy to organization design, team building, 
and business process simplification, practitioners 
need to know the basic concepts and principles 
that underlie their field.  They need to know 
how to handle a trowel, administer a shot, listen 
empathetically, locate functions across a structure, 
align team members, or map the ways in which 
work gets done.  And they need the ability to apply 
that knowledge to the situation at hand.
 For many fields, the tools are external to the 
person.  You can pick up a trowel or a hypodermic 
needle, or you can put it down.  However, in the 
social sciences, the tools are not as easily put down.  
They are not in the hands of the practitioner, they 
are the hands—as well as the ears, minds, and 
hearts—of the practitioner; in fact, they are the 
practitioner’s full self.  
 Edie and Charlie Seashore were among 
the earliest thinkers on this topic, helping to train 
countless practitioners in bringing their full selves 
to the work of OD.  They taught us that how we 
do one thing in our work is how we do everything 
in our work.  They taught us that our hands, ears, 
minds, and hearts are the fundamental tools—the 
trowels and tongue depressors—of OD.  Our ability 
to get anything done depends fully on how we 
show up—what we say, how we say it, to whom we 
say it, when we say it, etc., and, given the unique 
nature of OD work, these tools reside deeply within 
ourselves.  They need to be understood and used 
intentionally. 
 Our ability to effectively use ourselves as 
instruments of change is a function of our knowledge, 
technical skills, ability, interest in reflection, and 
life stage maturity.  We know more about ourselves 
at age 50 than at 30.  We are equipped to handle 
challenging situations differently in the later stages 
of our life journey than in the earlier stages.  Our 
self-knowledge, our ability to act in that knowledge, 
and the use of ourselves in service of the work 
evolves through the years. 
 In the Use of Self Process Model we describe 
below, we attempt to capture the meaning of “use of 
self,” what it looks like at various stages, and how it 
can develop over time.
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Architecture of the Use of Self Process Model
 This model adopts the pattern described by 
Arthur Young’s theory that all process consists of 
movement from a position of freedom to a place 
of constraint, and then back to freedom (Young, 
1976).  Pictured in Figure 1, the model encompasses 
seven distinct elements that trace a path from 
a point of complete openness (the Presentable 
Self) to a moment of maximum constraint (Self 
in [Inter]Action) to an ultimate state of freedom 
(Transcendent Self).  This movement from freedom 
to constraint and back to freedom is reflected in 
the V shape formed by the elements of the Model.  
Each element, in addition to the primary label and 
numbering, includes a participial caption denoting 
the primary work of the element, and a set of three 
descriptors that indicate a readiness to move on to 
the next piece of work.
 Looked at from a different perspective, the 
Model is structured in two primary tiers.  The upper 
tier consists of four elements: Presentable Self, 
Emergent Self, Intentional Self, and Transcendent 
Self.  These elements refer to the relatively enduring 
but changeable status of the self as it develops 
beginning with the Presentable Self, opening to 
the Emergent self, maturing to the Intentional Self, 
and rising to the Transcendent Self, mapping the 

progression along that journey.  Each one describes 
a position along that continuum, depicting how 
one’s internal machinery tends to be working at a 
given point in time.  The lower tier consists of three 
elements: Self in Situ, Self in (Inter) Action, and 
Reflective Self.  The work in these elements is more 
transactional and iterative.  Regardless of where we 
stand in our top-tier progression, we are constantly 
putting ourselves in particular situations and doing 
something, whether or not we think much about it 
either before or after we act.  The action in the lower 
tier is quicker and more changing.  What happens in 
the upper tier shapes what happens in the lower tier, 
and the activity in the lower tier affects how one 
progresses through the upper tier.

The Seven Primary Elements of the Model

 We call the seven primary elements of 
the model “stages” to capture their hybrid nature: 
they are both steps in a linear progression and 
components of an organic interaction between 
the current status of ourselves and the particular 
situation we are acting in.  They are stages both in 
the sense of phases in a course of development and 
as platforms for our performance in all the plays we 
make.
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free-wheel it, following our own impulses.  What we 
are likely to be most aware of is the importance of 
our own needs, the goodness of our own intentions, 
the rightness of our actions, and the value of our 
personal assets: our winsome personality and 
temperament, the virtues we bring into play, the 
talents we offer the world, and our own aptitudes 
and preferences.  In a phrase, we are most ready to 
see our own “core of goodness.”  That is what we 
are ready to present to the world and what we are 
ready to let ourselves see.  We are focused mainly 
on our socially acceptable selves.
 Although we may gradually feel some 
pressure to understand ourselves more clearly, at 
first we may do just what we want to do and demand 
that the world accommodate us on our own terms.  
If we were to stay in this stage, how might things 
play out in the lower-tier stages (Self in Situ, Self in 
[Inter] Action, and Reflective Self)?  Well, we’d still 
be entering specific situations and acting for better 
or for worse.  However, there probably wouldn’t 
be much premeditation to our actions, except to 
try to be sure we make ourselves look good.  We 
would be acting primarily on instinct, doing what 
came naturally.  And we probably wouldn’t think 
about it much afterward, tending more toward self-
satisfaction with a good outcome and attributing any 
subpar results to others or unlucky circumstances.  
This is not really a formula for self-development.
 Most of us don’t stay in this primitive 
state forever.  We inevitably develop at least some 
superficial self-awareness.  The work of this stage 
is “Forming,” letting the incipient self take shape 
to a point of maturity that begins to enable self-
reflection.  It doesn’t depend on a lot of deliberate 
effort, but more a gradual, passive dawning that 
maybe we need to take a harder look at ourselves.  
What does it take to do the work of this stage?  
A modicum of intelligence helps, along with an 
awareness of cultural norms against which to judge 
our own behavior.  These attributes would enable 
us to pay attention and notice reactions to our 
behavior and the results it is producing.  We might 
then develop a habit of observing, questioning, and 
self-monitoring. 
 Stage 1 Case Study: Pat is getting ready 
to attend the first meeting of the leadership team 
focused on the financial decentralization proposal.  
Pat is concerned about making a good first 

Ongoing Case Study
 As we walk through the seven stages of the 
model, we will provide an example of how each stage 
might be embodied through the consultant we’ve 
named Pat.  Pat is an internal OD specialist in XYZ, 
Inc., a global food distribution organization.  The 
leadership of XYZ is wrestling with a decision to 
decentralize financial operations to their operating 
regions.  There are 12 members of this leadership 
team, including the president/CEO, COO, CFO, 
CIO, CHRO, chief counsel, and several key business 
unit heads.  Pat was originally brought into XYZ 
by Alex, the CHRO and has been working with 
Alex and others in XYZ on several smaller projects 
for the past year.  At Alex’s recommendation, the 
president, Payton, engaged Pat to help guide the 
group through the process of exploring ideas, 
generating options, and making their final decision. 

Figure 2.  Stage 1: The Presentable Self

Stage 1: The Presentable Self
 
 The Presentable Self refers to our nascent, 
natural, not-deeply considered self.  It is where we 
all start, with us as the center of the universe and 
all else at our service.  We see no real need for self-
examination because we are ourselves the standard 
and norm by which things are judged.  If things go 
well for us, all to the good.  If not, something is 
awry out there, and we can only hope it gets fixed—
so we believe.  It is something of a paradox that at 
this point when the self is least developed, we are 
almost completely self-centered.
 On the path from freedom to constraint and 
back to freedom, the stage of the Presentable Self is 
a high point of freedom.  Unbothered by self-doubt 
and uninhibited by second thoughts, we can just 
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impression on the members of the group.  Pat spends 
some time thinking about what to wear.  Pat sends 
a CV to Alex and asks that the highlighted areas 
be mentioned prominently when Payton introduces 
Pat.  Pat has created a flipchart with the agenda that 
was sent out from Payton’s office.  As the meeting 
is about to begin, Pat is busy trying to sit in the 
chair nearest to the flipchart, but finds that the CFO 
and CIO have taken those two chairs, joking about 
being close to the door to make an early escape.  
Pat thinks about emphasizing how important this 
meeting will be or joining with them in the joking, 
but decides not to.  Pat ends up at the far end of 
the table with the other staff support functions, 
far away from Payton, Alex, and members of the 
leadership.  From that end of the table, it is hard for 
Pat to contribute to the meeting.  Pat’s credentials 
and role are not shared by Alex.  Pat makes several 
attempts to correct that, but isn’t successful at being 
recognized by Payton.  As the meeting deviates from 
the published agenda, Pat considers intervening to 
get the meeting back on track, but anxiety and fear 
keep Pat silent instead.
 Experiences such as this might bring us to 
the edges of this first stage, looking toward the next.  
There are three primary symptoms of readiness to 
move to the next stage: feeling unfulfilled, that 
what we are doing now isn’t working to get us what 
we need out of life; having a sense of being stymied 
or blocked, without knowing what is getting in the 
way; and an impulse to seek out a better way, to 
explore the terrain of our lives, including our inner 
selves.

 For our purposes, let’s assume we have 
gained enough self-awareness to look further, and 
move on to the next stage.

Stage 2: The Emergent Self

 The Emergent Self is the self better 
known through an unfolding discovery process, 
which recognizes and owns the shadow (Jung, 
von Franz, Henderson, Jabobi & Jaffe, 1964) or 
dark side (unacceptable impulses, fears, anxieties, 
transferences, defenses, biases, egoism, hooks) and 
also recognizes and embraces the core of goodness 
within—the crystalizing identity that I own and 
stand up for, the self as differentiated from others 
and independent of their needs or expectations. 
 In embracing the Emergent Self, we lose a 
degree of freedom.  Our picture of ourselves is no 
longer so vaporous; it has begun to crystalize.  Our 
story is more complex.  Self-doubt is introduced as 
our long-held beliefs are called into question, and it 
gives us pause.  What do we need to do to understand 
ourselves more fully and get more of what we need 
from life?  How do we free ourselves from the 
demands to conform placed on us from outside?  
What do these new insights imply for the important 
relationships and circumstances of our lives?  What 
do the gifts we have suggest about the kind of work 
we might dedicate ourselves to?  Our true identities 
begin to emerge—values, beliefs, needs, virtues 
and flaws, the good, the bad, and the ugly—all 
in the process of being recognized, accepted, and 
expressed without judgment, pride, or shame.  A 
byproduct of our growing self-awareness is that we 
can begin to make more conscious choices about 
what to pay attention to, what to make of it, and 
what to do about it.  We aren’t blindly locked into 
our self-centered approach to the world.
 As we become open to exploring ourselves 
more fully, things start to change in the lower 
tier of the model.  The learning that derives from 
beginning this type of reflection may trigger a more 
thoughtful, deliberate approach to situations.  In 
Stage 3, we may become more careful about the 
situations in which we place ourselves, and how 
we act and react.  In Stage 5, we tend to become 
more reflective on our experiences.  How did this 
particular interaction go?  What do we make of 
our own contributions to what happened?  What 
in us, including our biases, beliefs, defenses, etc., 
contributed to the outcome?  
 The primary work of Stage 2, the Emergent 
Self, is “Disrupting”: breaking the veneer of our 

Figure 3.  Stage 2: The Emergent Self
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without blaming anyone else. 
 To realize one’s Emergent Self is a 
gradual, lifelong process, but getting started on 
this work enables a person to learn more fully 
from individual experiences (Stages 3, 4, and 5), 
and to begin integrating the parts of the self that 
had been either unconsidered (Stage 1) or unseen 
(Stage 2).  The primary signs that a person has 
done significant work in this stage and is ready 
to move on are: tentativeness as you approach 
subsequent experiences more gingerly, being a bit 
unsure and testing out new behaviors; a sense of 
things resettling after the initial jarring disruption, a 
growing comfort with the uncertainty and discovery 
before you; and disillusionment about who you 
thought you were and some sense of loss about the 
certainty you no longer have. 

A Transition
 Before moving on to the elements of the 
lower tier, we must recognize that the discoveries 
associated with the first two stages, the Presentable 
and Emergent selves, don’t necessarily occur 
discretely or chronologically.  Depending on the 
cultural or religious tradition into which we are 
born, we might be at first more aware of our shadow 
and flaws and need to discover more about our core 
of goodness.  The key thing about setting the stage 
for progressing toward the Intentional Self is that 
we recognize and acknowledge all aspects of our 
personalities and how they contribute to the overall 
shape of the self.
 The next three phases are substantially 
different from the first two and the last two, which 
are mostly about the self and its growing knowledge 
and awareness.  When entering this cycle of stages 
3, 4, and 5, the self is confronted with specific 
circumstances beyond itself that must be dealt 
with and acted upon.  This cycle, from 3 to 4 to 5, 
repeats itself multiple times as a person encounters 
the outside world and must make choices about if or 
how to engage with it.  Each repetition of the 3-4-5 
cycle provides an opportunity for the self to try new 
behaviors, seek feedback, reflect upon the results, 
and make different or better choices each time.

superficial selves and coming to grips with our true 
selves; removing the gloss of our supposed perfect 
selves and exploring more deeply the parts of us 
that crack up the image projected by our Presentable 
selves.  We begin exploring and coming to grips 
with the “undesirable” parts of the self that are not 
socially acceptable or consistent with what we think 
we ought to be; confirming more realistically the 
positive elements of our self-image; and embarking 
on a discovery mission to find the true self.  This 
is often a painful and unsettling experience, but it 
is the threshold through which we pass on the way 
to a mature and integrated self.  To push through it, 
some key personal attributes are helpful: humility 
and honesty with self, a curiosity about the inner 
self and openness to self-discovery, a willingness 
to be vulnerable, discipline, and a tolerance for 
discomfort and uncertainty.  These qualities enable 
a person to take stock, confront personal issues, 
seek, and take in feedback, and reflect on what is 
learned.
 Stage 2 Case Study: The finance 
decentralization project is coming to a close after 
almost two years.  Pat tries to help Payton prepare 
for meetings and creates agendas, and while Payton 
always thanks Pat for the work, Payton seldom 
follows the agendas and never circulates them in 
advance, saying that flexibility and the ability to 
surprise people helps in leadership.  Pat is still 
feeling marginalized with the leadership team, taken 
for granted, and still blames Alex.  Pat raises these 
concerns in a career development conversation 
with Alex, who suggests that Pat participate in a 
Human Interaction Lab with NTL and join the OD 
Certificate there.  With feedback and coaching from 
Alex, within a few months, Pat recognizes the feeling 
of intimidation that has arisen from working with 
Payton and realizes that not being a party to the 
contracting about the facilitator role was a mistake.  
Pat believes those lessons have been learned and 
vows not to let them happen again.  The motivations 
for Pat’s work are more complex than was the case 
at the beginning of the project; Pat recognizes this, 
as well as the ways in which Pat’s own actions 
have contributed to the mixed results produced to 
date.  Pat knows it is necessary to take personal 
responsibility for both the successes and failures 
in interactions with the executive team.  Taking 
personal responsibility becomes important to Pat, 
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Stage 3: Self in Situ

 Self in Situ is the entry stage of the lower 
tier, in which we place ourselves in a particular 
situation interacting with other(s), calling for us 
to do something.  In any given situation, we have 
the opportunity (which we may or may not take 
advantage of depending on where we’re concentrated 
in the upper tier) to size up the situation, make sense 
of it, and decide on the best course of action.  Since 
this stage is defined by a particular situation, it is 
by its nature more constrained than the previous 
two stages.  We are confronted at a particular point 
in time and space with a specific set of people and 
circumstances.  It is the moment preliminary to 
action where we need to make a choice about what 
to do or not do.
 The primary work of this stage is readying 
ourselves for action: noticing what’s happening 
internally and externally, making sense of it, and 
determining what to do.  If we’re really tuned in, we 
have a lot to attend to:

• Our own feelings, intuitions, sensations, 
dispositions, and reactivity in the moment, 
requiring some self-awareness;

• Others’ behaviors, appearance, reactions, 
and apparent states, and the impact that our 
behavior and that of others is having on 
them; and

• The current events related to the situation, 
context, any preceding incidents, history, 
local culture, possibilities, and limitations.

 That’s a lot to take in, and the harvest is 
always partial and dependent upon our own filters.  
Whether we make a lot of the opportunity to choose 
carefully depends in part on how well we know 

and accept our Emergent self, with its positives and 
negatives.  There are a number of personal attributes 
and characteristics that enable us to do the work of 
this stage effectively: explicit pre-formed value 
and belief systems; patience; compassion; curiosity 
about the people and situations around us; the 
embrace of diversity; detachment; willingness to 
act and make mistakes under uncertain conditions; 
sense of timing; and comfort with conflict.  These 
qualities are likely to enable us to make good choices.  
They support the needed behaviors: being present 
and attending closely; being open; seeing multiple 
viewpoints; facing risks and overriding our own 
discomfort; considering alternative interpretations 
of what is going on and alternative actions; and 
acting while recognizing the subjectivity infusing 
both what we see and what we do.  These are akin to 
the “seeing” and “knowing” competencies identified 
by Jamieson, Auron, and Shechtman (2010).
 Stage 3 Case Study: XYZ has just made a 
large investment in acquiring ABC Corp., a smaller 
company whose propriety technology could change 
the industry and have a huge impact on XYZ’s bottom 
line.  The COO, Jordan, has made the integration 
of this acquisition of ABC the highest priority of 
XYZ’s leadership team and is personally leading the 
integration team (IT).  Pat realizes that the stakes 
here are high.  In the past, XYZ’s scientists and 
engineers have ridiculed ABC and the new firm’s 
technologies, saying they would never be successful 
at XYZ.  Some of the department heads at XYZ are 
quietly assuring their staff that nothing will change 
and that the new technology from ABC will be 
gone in months, not years.  It will be a challenge to 
facilitate this acquisition integration effectively and 
to get the new technology fully embedded in XYZ.
 The first few meetings of the IT seemed to 
go well enough; everyone committed to the team 
ground rules and the project plan prepared by 
Pat.  Jordan was doing a good job of including 
the ABC leaders in the conversations, and the XYZ 
representatives seemed open to the possibilities of a 
joint XYZ/ABC operation.  At the fifth meeting of the 
IT, the team realized it required more engineering 
knowledge than was in the room, and asked 
Meredith, the Director of Engineering to join the 
meeting.  Pat knew that Meredith was not a fan of the 
ABC technology or ABC’s young and brash leaders.  
Despite Pat’s words of caution, Meredith was 

Figure 4.  Stage 3: Self in Situ



8 Organization Development Journal l Spring 2019

invited to join.  Within minutes of arrival, Meredith 
was criticizing the ABC people, who argued back in 
defense.  As tempers heated up, Pat looked to see if 
Jordan would respond, but that didn’t happen.  As 
voices were raised and tempers were flaring, Pat 
listened carefully, reviewed the multiple factors in 
the argument, and became concerned about how 
to intervene.  The realization dawned that in the 
past anxiety had kept Pat frozen and ineffective, but 
that a successful resolution of this meeting would 
require dealing with that anxiety and speaking up.  
Pat thought carefully about the options and was 
poised for action.
 When the work of this stage is done well, it 
draws on our emerging sense of self by opening up 
a fuller picture of the current situation with more 
clarity; as a result, we find ourselves better prepared 
to act decisively, more deliberate in choosing a 
course of action, more insightful about our options, 
and consequently, poised for action.  We then move 
on to the following stage.

second thought in the subsequent stage.  But act we 
will.  It is the most constrained point on the passage 
from freedom to constraint and back.  Our action 
is the most concrete and visible expression of our 
self in its particularity.  We act, and we can’t take it 
back.  The action is fixed for all time.
 The work of the Self in (Inter) Action is to do 
something to achieve a more or less clear intention 
—to produce a result that gets us where we want to 
be.  It may be the stage that depends most heavily 
on skilled behavior.  Some interpersonal moves 
tend to work better than others.  The most central 
feature of effective action may just be directness 
of communication, or straight talk.  Can we and 
do we say straightforwardly, understandably, and 
fluently what we mean?  The other side of this coin 
is listening—can we attend to and take in what 
others are saying?  If we are to make good choices 
about what to do, we need to have a repertoire of 
behaviors from which to choose: can we skillfully 
challenge others and confront difficult issues such 
as conflicts, and also support them and express true 
affection?  Do we know how helpfully to reframe 
issues so others (and we) might see them in a 
different light?  Are we questioners skilled to lead a 
conversation or train of thought?  Do we assess risks 
well and lean into issues that need to be opened up?  
And what about simply using trial and error to test 
out new patterns of behavior?  All of these skills are 
subject to development and contribute to action and 
interaction that serves the self and others well.
 Skilled actions don’t emerge from the ether.  
They flow from a set of personal attributes that 
make them possible.  Primary among these may 
be simply the willingness to be a force within a 
relationship or social group, to make a difference 
and have an impact.  The disposition to be a force 
may be needed to persist though risk-taking and 
challenges.  That is not to say that being a force 
means being harsh.  It means standing up for yourself 
and others, empathy and emotional availability, 
showing respect and positive regard for others, and 
expressing compassion.  In a balanced way, fully 
engaging means personal openness, self-disclosure, 
transparency, and expressiveness. 
 Stage 4 Case Study: Pat decides to intervene.  
Pat gestures a “time out” sign, stands up, and goes 
directly to the flipchart to share a conflict resolution 
model, but the argument continues, and no one 

Figure 5.  Stage 4: The Self in (Inter) Action

Stage 4: The Self in (Inter) Action

 This element captures the self in action and 
interaction with others in a particular situation, 
acting more or less effectively.  It consists of 
anything we do or don’t do in a given situation: our 
behavior, communication, intervention, connection, 
influence, contact, and withdrawal—any action at 
all.  This piece of the process is inevitable; we are 
all acting practically all the time.  In any given 
situation, we have to do something (or avoid doing 
something, if that is our choice).  Depending on 
what is going on in the upper tier, we may or may 
not have given our action much forethought in the 
previous stage, and we may or may not give it a 
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pays attention.  Waiting another few moments, Pat 
tries again to get the groups’ attention by walking 
around the table and standing silently close beside 
Meredith.  After a few moments, that seems to drain 
the energy out of the argument and draws attention 
directly to Pat.  Pat notes to the group that this 
conversation was quite different from previous 
meetings and asks the IT members to reflect on what 
brought about the change in tone without blaming 
anyone.  It was hard work for the IT, but once they 
shared their perceptions, the tensions were relieved, 
and the meeting returned to normal. 
 To some extent, our readiness to move on 
to the next stage from a particular interaction to 
reflection on it is influenced by how thoughtful we 
were in the preceding stage: how clear we were in 
our intentions and the degree to which we were 
deliberate in the choices we made about what to 
do.  Now that the specific episode is done, we find 
ourselves more experienced.  To the extent that we 
are also open and inquisitive about what happened, 
we can make the transition to the next stage. 

What is to be learned?  In general, the objective 
is greater clarity about the events and outcomes 
(what actually happened), the impact of our part in 
the event, the results that were obtained and their 
relationship to our intentions and expectations, 
and any lessons to be drawn from the experience 
to guide future interactions.  We might examine 
not only the external “facts” of the event, but our 
own personal subjective experience of it—how 
what we did fits into or departs from our normal 
patterns of behavior, how circumstances might 
have affected what we did, and how we and others 
reacted to the unfolding events.  The product of our 
reflection can then become the basis for planning 
follow-up.  Compared to the Self in (Inter) Action, 
this stage is a move away from constraint and back 
toward freedom.  We have taken a step away from 
the concrete experience of the interaction and, 
with some distance from it, we can interpret what 
happened, explore the underlying factors, reimagine 
what might have taken place, and draw conclusions.  
In short, we have the freedom to learn and move on.
 Learning is a discipline, and so there are 
steps to take to make the most of it.  We can go it 
alone, or we can solicit the views of others, either 
those who were involved in the experience or 
someone to whom we are free to report on the event.  
In any case, we begin by revisiting the event and 
then choose the aspect(s) of the event for reflection.  
We might think about it, write about it, picture it, or 
talk about it with someone.  However we go about 
it, the aim is to learn things about ourselves, and it 
isn’t easy.  Learning requires not only the capacity 
for analysis but also the readiness to be responsible, 
open, honest, and humble, and to reflect analytically 
with some degree of detachment or neutrality. 
 Stage 5 Case Study: On the way out of 
the meeting, Jordan asks Pat to participate in an 
immediate debrief.  At first Pat was inclined to agree, 
but then had a better thought that taking some time 
for journal writing first would be helpful and asked 
if they might debrief later.  Pat walked out to the 
park with a pad of paper to revisit the event.  Pat 
wondered if there might have been a better way to 
dissuade Meredith.  Pat mused about why the first 
intervention (calling a timeout) didn’t work and 
why the second intervention (standing silently next 
to Meredith) did.  Feeling well-grounded and clear 
about what happened, Pat went to Jordan’s office to 
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Figure 6.  Stage 5: Reflective Self

Stage 5: The Reflective Self

 At this stage, the self looks back on the 
immediate experience and, curious about its impact, 
reflects on its meaning, explores the learnings for 
the self, and incorporates the learning into its body 
of experience.  The inclination to do this type of 
reflection may be determined in part by the status 
of the self in the upper tier elements: how open we 
might be to exploring the full self as it emerges and 
the propensity to knit all of the features of the self 
together into a coherent whole. 
 The primary work of this stage is learning, 
to support the continuous improvement of the self.  
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talk about the meeting and debrief.  Together they 
discussed what they did right, what they could have 
done better, and what they learned about themselves 
and each other.  Pat realized that, even if the 
intervention doesn’t work perfectly, it still can have 
a positive impact on the meeting and the project, 
much more so than silence driven by anxiety.
 The habit of reflection is demanding but 
necessary for long-term maturity, a process centered 
in the next stage.  Readiness to move on is signaled 
by the emergence of new insights, greater balance in 
my view of myself, and a sense of being galvanized 
for the broader project of self-integration.

Another Transition
 As we return to the final elements of the 
upper tier of the model, we should observe that just 
as the upper tier elements help shape what happens 
on the lower tier, the activities that occur in triangle 
in the lower sector of the model have a major 
impact on the more enduring elements at the top.  
Every particular experience that we have—placing 
ourselves in certain situations, doing what we do, 
and reflecting on it or not—feeds into the process 
of our overall growth.  Each event and the way we 
approach it and respond to it influences whether we 
are drawn to look beyond our Presentable Self; how 
much of our Emergent Self we are willing to know 
and own; and how we might hold all of it together 
in an effective way of life.  It is this repetition 
over time of our preparation, action, and reflection 
that creates the patterns that form and guide our 
development and that leads to our greatest learning 
and growth.

Stage 6: The Intentional Self

 The Intentional Self is the whole self, both 
positive core and shadow, embraced and reconciled 
in more stable and refined form.  It encompasses a 
world view and deep values that are reality-based, 
with a more enduring clarity about its general 
intentions as to what it will be and do in the world, 
and how.  The Intentional Self is the constantly 
maturing self, integrating the full self with all of 
its darkness and light, incorporating what is learned 
from ever more deliberate action and careful 
reflection.
 The Intentional Self is characterized by an 
increasingly accurate self-concept, an articulated 
world view, clear beliefs and values, and clear goals 
about what to contribute and how to serve.  It isn’t 
the self as completed and perfected, but the self as 
mature and seasoned, with growing wisdom.  The 
Intentional Self represents another step back toward 
freedom, as it operates freer from the strictures that 
come with blindness to some of our own realities 
and the uncertainty accompanying vagueness 
about our own beliefs, values, and intentions.  In a 
nutshell, at this stage we are freer to own all of the 
parts of ourselves, what we stand for, and how we 
want to live our lives.
 The primary work of this stage is 
integration, the ongoing synthesis of  the elements 
of the Emergent Self, incorporating successive 
experiences—reflected upon—that continue 
to shape the self and its intentions.  The work is 
done by acknowledging and embracing the whole 
self, clarifying values and beliefs, incorporating 
learning, and looking forward intentionally.  Doing 
those things requires a depth of self-knowledge 
and wholeheartedness.  It is an ongoing process 
that demands patience, constancy, steadiness, and 
tenacity.  It may also be marked by setbacks or 
disruptions that demand resilience to hold on and 
continue the work.
 Stage 6 Case Study: Pat’s successful 
experience in the combustible meeting with 
Meredith becomes a cornerstone in a systematic 
process of self-development.  Pat uses the same 
approach—attentive and deliberate forethought, 
considered action, and careful reflection—as a 
template for many future interactions.  Pat makes 
daily journaling a lifelong habit.  The consistent 

Figure 7.  Stage 6: The Intentional Self
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reflectiveness enables Pat to incorporate the 
learning from each incident into a growing self-
awareness, which in turn brings ever-increasing 
effectiveness in individual transactions.  Each 
year, Pat reviews the previous year’s calendar and 
journal entries, remembering the key meetings and 
decisions made.  With that data, Pat creates a Plus/
Delta chart, with successes of the year listed on the 
left and things to change or do better on the right.  
When done, Pat reviews the results of previous 
exercises.  Pat notices that the list of plusses is 
getting longer and the delta list is getting shorter.  
Pat also notices a shift in the items on the delta 
side.  In early years, they were mainly about how 
other people had interfered or derailed Pat’s work.  
Now, the delta side has more items about Pat’s work 
and missteps rather than those of others.  There are 
also fewer items repeated from list to list in recent 
years.
 Pat’s self-knowledge has grown, with 
an attunement to tendencies that might still 
occasionally get in the way, but also with a 
heightened awareness of the positive personal 
qualities that have contributed to a growing sense 
of self.  This gradual maturation, accompanied 
by burgeoning confidence and competence, has 
brought a newfound balance to Pat’s life, with an 
increased ability to handle not only challenging 
individual situations, but also life-changing career 
and family decisions. 
 The hallmarks of the mature Intentional 
Self are authenticity, self-acceptance, and 
purposefulness.  When these features are present, 
we might be ready to look beyond this stage toward 
full self-actualization.

Stage 7: The Transcendent Self

 The Transcendent Self is the self as it moves 
to a higher level.  At this stage, we gain an ever-
deepening connection to our own core identity and 
make an expansive effort to reach out and become 
part of something greater than the individual self.  
We are fully engaged in an ongoing effort toward 
personal growth, tending toward physical, mental, 
emotional, and spiritual self-actualization.  It 
is boundary-breaking: the Transcendent Self is 
pushing the limits of its own personal fulfillment, 
and it is finding communion with a wider universe 
of consciousness.
 At this point, the self reaches its point of 
greatest freedom through self-mastery and inner 
tranquility, control of its needs and drives, and 
independence of societal demands and conventions.  
There is also a freedom from isolation of the self 
through a striving for unity with something that 
transcends the self. 
 The primary work of the Transcendent Self 
is actualizing, reaching toward our fullest maturity 
and potential.  At this stage, there is no formula 
for personal growth and, of course, we are never 
fully, perfectly actualized.  It is always a work in 
progress.  Some things that tend to help the process 
are the ongoing practice of reflection, feedback, 
and evaluation; mindfulness practices; mindful 
physical exercise; seeking and undergoing personal 
growth experiences; experimenting and stretching 
or challenging ourselves; balancing constancy and 
change; and contemplating the possibility of the 
transpersonal or transcendent.
 What does it look like in person?  Some 
of the characteristics we associate with the 
Transcendent Self are wisdom, balance, tranquility, 
independence, constancy, integrity, compassion, 
curiosity, openness, persistence, connectedness, 
and broadmindedness. 
 Stage 7 Case Study: In the following 12 
years at XYZ, Pat continues to focus on personal 
growth and develops an expanded professional 
repertoire that includes practices with a more 
spiritual orientation, including mindfulness and 
meditation, which meet with some eye-rolling 
resistance at first but are eventually accepted and 
valued in XYZ.  Pat’s service to the organization is 
recognized by promotion to Senior VP for OD and 
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Figure 8.  Stage 7: The Transcendent Self
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Leadership.  Pat also participates in the governance 
of several professional organizations and becomes a 
recognized expert in the field, no longer preoccupied 
with personal career advancement, but more 
interested in work that is rewarding, meaningful, 
and has a far-reaching positive impact.  Pat begins 
doing pro bono work with nonprofit organizations, 
leading to a plum job at a charitable organization 
doing health-related projects worldwide.  It was not 
the “plumness” of the job that leads Pat to leave 
XYZ, but the nature of the work and the opportunity 
to contribute to the world community.  The travel 
involved provides a cultural enrichment that 
deepens Pat’s sense of our common humanity and 
rounds out Pat’s development as a person in full. 

Conclusion

 We have outlined above some concepts 
that blend elements of psychology, sociology, and 
organization development.  The Use of Self Process 
Model attempts to integrate elements from all 
three bodies of knowledge in order to advance the 
thinking beyond what any one of them has reached 
already.
 By using Arthur M. Young’s Theory of 
Process (Young, 1976) as the frame for the Use of 
Self Process Model, we emphasize the evolving 
aspects of our ability to make good use of self. 
 This evolutionary journey begins with few 
constraints as the Presentable Self needs only to 
conform to the image that it wants to project to 
the world.  The work of the Emergent Self—of 
questioning and self-monitoring—deepens our 
self-awareness and increases the range of possible 
behaviors available for the self, but constrains 
them by chosen intention and purpose, beyond just 
leaving a good impression as is the case for the 
Presentable Self. 
 As real-to-life circumstances present 
themselves, the Self in Situ is confronted with an 
even narrower range of choices, governed by the 
situation itself, in which the self must notice what is 
happening externally and internally, and determine 
what to do.  The moment of most constraint occurs 
for the Self in (Inter) Action, when something 
must be said or done in accordance with its own 
intentions to intervene in real time in order to 
challenge a difficult situation, reframe an issue, 

express support and affection, or perform a myriad 
of possible interventions.  After (Inter) Action, the 
Reflective Self is no longer as constrained in the 
moment and can notice immediate experiences with 
curiosity about the impact of its own action, reflect 
upon its meaning, and incorporate lessons into its 
body of experience.  These three stages are the most 
constrained by external factors, and complete the 
cycle of interaction in stages 3, 4, and 5.
 Gaining more freedom, the Intentional 
Self embraces and reconciles experiences from the 
outside world in stages 3, 4, and 5, integrating its 
positive core and shadow side into a world view that 
is reality-based, with a more enduring clarity about 
what it will be and do in the world.  Returning to the 
highest level of freedom in stage 7, the Transcendent 
Self deepens even further the connection to its own 
inner core and makes an effort to reach out and 
connect with something greater than itself.
 A bricklayer uses a trowel as a tool for 
conducting work, but the trowel remains the same 
even if the knowledge and skill of the bricklayer 
improves.  With the Use of Self, however, the 
instrument for doing the work—the self—changes 
over time as growth, experience, and the natural 
human drive toward self-development intersect to 
create an evolution in not only what we can do in 
our work, but who we are in our work and in the 
world.
 How, then to support the self in this 
developmental journey?  There are no high-tech, 
21st-century answers to that question.  It doesn’t 
happen easily or accidentally; this journey demands 
intention and attention.  In the end, the best routes 
toward self-awareness, self-knowledge, and growth 
are the very tools that thinkers, philosophers, and 
scholars have been writing about for centuries.  
Any of the creative arts can be a portal into this 
realm of self-development, including but not 
limited to daily journaling, regular meditation, 
painting, poetry, martial arts, exercise, writing, and 
reflection activities, such as vision boarding.  An 
especially effective method for personal growth and 
development is surrounding oneself with multiple 
sources of feedback.
 All of this is to say that any practice that 
helps clarify our own higher purpose and that 
exercises that higher purpose in real-time, in real-
life events will work.  But it’s not just any practice 
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that makes for perfection.  It is perfect practice that 
requires us to become our better selves.  It requires 
us to master our own particular challenges, such 
as getting angry too often, lacking compassion 
for others, acting impulsively, judging others too 
harshly, resisting authority, or equally challenging, 
overusing and depending on formal authority to 
intervene effectively.
 Those are lessons that Edie and Charlie 
Seashore taught us, and ones with universal 
application.  They encouraged us to be a non-
reactive presence in the world, which we embed 
throughout this Use of Self Process Model as 
moments of awareness and choice—the meta-
cognitive capacity to both be in the action and see 
ourselves from outside of the action in the same 
moment.
 Clearly, there is much to explore, expand, 
and even correct about these concepts as our 
thinking and feedback from others matures.  
We hope that this model is further explored by 
researchers, academics, and practitioners as we 
continue to evolve ourselves, along with the Use of 
Self Process Model.

~~~~~~~~~~~~~~~
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