An invitation to share in the worldwide emergence of Practical Trust
Helping to reinvent management

Background

It is now becoming clear that over the past forty years, we have taken a wrong turning in organisational life. The rise of managerialism has led us in the direction of high-cost institutions characterised by layers of managers, devotion to measurement, constant re-structuring, a pre-occupation with abstract models and theories, a proliferation of silos and private languages, an unhealthy atmosphere of urgency and fear, and a corrosive neglect of practitioners and the unpredictable daily complexities of work that they face at the front line. Evidence of resulting organisational breakdown is emerging almost daily.
It seems as though our organisations are becoming less, not more capable. It is increasingly evident that the instrumental management approach that has served us well in the early days of industrialisation and globalisation has reached its limits. A new path forward is required.

Our present approach is based on the illusion of control. Strategies, business models, analytics, incentives and outcome targets are all instruments of control. But it turns out that too much control stifles us and limits our capacities. Instead of allowing ourselves to be reduced to cogs in a machine, we need to find ways to awaken our spontaneous resourcefulness and our collaborative energies. We need to be able to see each other and work with each other as alive, responsive, fully functional and connected human beings. 
Most of all, we need to recognise and trust each other in the workplace. Trust is much more productive, and costs much less, than control. Many of our elaborate systems of analysis, measurement and management are clumsy and costly substitutes for trust.
Yet we can't work with blind trust. Trust must be informed and soundly based. And in today's world, it must scale through large numbers of people, and reach across geographical and professional boundaries.
A new prospect

In the face of these difficulties, a new prospect is offered: an approach called practical trust. 

Practical trust is not a dogma or a doctrine or a formula. It is a practice - a particular form of organisational conduct, or way of being together. It arises from a long history of philosophical and practical enquiry that is now reflected in advanced therapeutic practices around the world. As an organisational practice, it has developed from the activities of a sizeable group of people working in a range of organisational settings across the globe over the past fifteen years. The threads of these activities are drawn together by Theodore Taptiklis in the present initiative. Its genesis is set out in his recent book (Unmanaging: opening up the organisation to its own unspoken knowledge, Palgrave MacMillan 2008).
The words "practical trust" describe a state of informed commitment, where people at work are armed with a kind of self-knowledge in the context of a recognition of others that enables poised, distraction-free collaboration in shared endeavours. It is centred on a particular form of talk - an unrehearsed voice of authentic personal experience and feeling - that opens up a new world of mutual respect and shared understanding between professionals. 
Instrumental management does not encourage people to "be themselves", but instead constrains their behaviour around an ideal of a certain kind of standardised, supposedly confident performance. This tendency suppresses individuality and with it, the capacity for improvisation and creativity that we all possess. Practical trust aims to give voice to this creativity by normalising hesitation, uncertainty and spontaneous reflection and reconsideration. It does so by creating circumstances in which people can safely practice this unfamiliar mode of conduct.

The power and resonance of unguarded, authentic talk - something that we usually glimpse only fleetingly in tiny, unplanned moments - is magnified and sustained in this approach with the help of technology. Moments of truth are recorded, shared and reconsidered within each professional arena. This is the important move that gives practical trust global reach and scale. And as a result, modest, local beginnings can generate larger-scale organisational effects.
Implications

Practical trust multiplies organisational productivity in several interlinked ways.  
First, it increases responsiveness. People feel more confident and more connected to each other. They talk to each other more openly. Mutual understanding is more easily reached. Conclusions and decisions emerge more quickly. Actions follow naturally and spontaneously. As circumstances change, a shared recognition of their implications develops faster. People are able to develop an unconfused sense of how to take the next steps together.

Second, it fosters learning. People pay closer attention to one another. They notice how their own perspectives and experiences are similar to and different from those of others. They see the points of connection and the gaps and overlaps. With a larger map and better tools for navigation, people can recognise both opportunities for development, and pitfalls to avoid. They can also trace and recall their own moments of insight and inspiration.

Third, it reduces costs. People who share the details of their moments of hesitation and fresh insight develop a sense of solidarity as well as a common language. These break down organisational barriers and allow more considered and collaborative responses to new situations. Common purposes and shared judgements require fewer checks and balances and less supervision. Better results can be achieved faster and at less cost.

Fourth, it normalises moral purpose. Conversations that draw on real personal experiences reveal unexpected human details that foster recognition, understanding, empathy and respect. These are the behaviours of caring and moral connectedness that are missing from the doctrines of instrumental management. Practical trust gives permission for and legitimises these behaviours, allowing a moral sense to emerge from the way that people acknowledge and respond to one another.

Fifth, it shifts the ground of leadership. Leaders become participants, able to allow their own vulnerabilities to been seen and to become beacons and exemplars for others. Leadership no longer works as a performance, because practical trust depends on authenticity. Listening and noticing become hallmarks of collaborative leadership. Knowing more, speaking more assertively, and displaying ego become less admirable. But self-knowledge and knowledge of others; the exercise of cool judgement amongst equals; and a sense of immersion in and commitment to the detailed, everyday reality of the enterprise all become vital.

What is novel in this way of working is that we are now able to make the most  of our uncertainties - our glimpses, our sense of things partly known, our recognition of moods and feelings of tendency, our "I haven't quite got there yet" ideas - and connect them with those of others so as to develop something together that is more complete. Our individual utterences collude and combine to form larger patterns of understanding. By acknowledging uncertainty, we open ourselves up to novelty and real creativity. And when we set aside hubris and assertive ego, we allow the plain truths of everyday reality to reach in and touch us. 

In this way, practical trust sees instrumental management as having reached a dead end, and seeks to become a living successor.

It is therefore possible to see practical trust can as the start of a new direction in organisation and governance: one that supports and enhances existing efforts and at the same time, holds out the promise of a transformation in day-to-day working relationships. And this is achieved, not by a new management model or method, not by a formula or by a 'change' procedure, but simply by a willingness to begin a new kind of conversation.

Over the past ten years, the ground for the emergence of practical trust has been prepared in a succession of independent enquiries and experiments with people who have been working in a wide variety of disciplines and organisational circumstances. It is clear from this work that practical trust can be successfully engendered in any arena or setting where people have a serious collective intention.

Proposal
It is now proposed to advance the scope of these activities by conducting a number of initiatives in parallel in several countries. This will increase the global reach of the practice, and develop a community that is large enough to become mutually supportive and self-sustaining in the face of entrenched rearguard opposition from instrumental management. Participants in this new phase of the work will be able to follow the experiences of others in exploring the practice, and can improve their own efforts as a result.

The aim will be to use the methods of practical trust not only to develop an unconfused sense of how to proceed in today's circumstances, but also to build mutual understanding and commitment amongst the participants in the enquiry.

Participating organisations will be asked to identify a small group of people (15-30 individuals) who see substantial value in deeper and more productive working relationships with each other, and are open to learning and discovery. This group should be prepared to gather for most of a day on a total of three occasions over three months.

The approach uses software to record the conversational exchanges that take place during these sessions, and to provide a basis for extracting, arranging, navigating and reconsidering key moments. As a result, a medium for reflection and for deeper levels of noticing and connection is developed. This medium  invites the further exploration of unexpected links and previously unseen movements and patterns: these can all be preserved by individuals as aspects and reminders of their own explorations. 

Participants will:

- open themselves up to pivotal moments of experience in their own working lives, and those of their colleagues;

- learn to practice a form of interpersonal conduct that reveals themselves and their colleagues in a fresh light;

- develop some new skills and disciplines of attentiveness and mutual regard;

- begin to discover a greater level of trust and confidence in one another's judgements;

- build a body of re-useable practice experience, assembled from striking moments in conversation, that will yield fresh insights and broader patterns of professional understanding within each arena;

- preserve their own learning pathways as a resource for future consideration and development;
- exchange experiences in building practical trust with people in other participating organisations;

- create a sound basis for determining how to go further with this approach.
Charges will be keeping with the exploratory nature of this work. A series of parallel enquiries will allow some costs to be shared. The aim is to attract participants who will value being on the ground floor of this initiative. 
Working arrangements

At each institution the enquiry will be convened by a member of the organisation who will work directly with Theodore Taptiklis. This relationship will be critical to the success of the enterprise.

The following steps are anticipated:

- Once initial expressions of interest have been received from invitees, their identities will be shared with each other;

- Membership will be confirmed, and the logistics of the parallel enquiry will be explored and agreed;

- Each institution will conduct its own independent enquiry, and will consider how far to share its findings only once these have begin to appear;

- Institutional conveners will recruit participants, ideally including teaching and support staff, administrators, students and researchers;

- Conveners will begin by exploring the concerns and interests of each participant, and will document and share these with the other members of the community before the first gathering takes place;

- The first gathering will centre on questions that evoke accounts of pivotal moments, such as "What is my experience of becoming the practitioner that I now am?" and, "What is my experience of helping others to understand my practice?"

- The conversation will be recorded, and individual accounts will be extracted and titled. They will then be made available as a collection to be explored by members of the group individually;

- At the second gathering, participants will be invited to nominate particular accounts that they would like to hear again in the group. This begins a process of careful listening and noticing that deepens people's attentiveness and fosters increased levels of presence and participation. From this process, new concerns and interests will arise. New accounts of experience can emerge in the gathering, or arrangements made to record them afterwards. The group may also invite new participants to join the conversation;

- After the second gathering, the enhanced and extended collection will be re-circulated and participants will be encouraged to listen individually for the implications and meanings that emerge from consideration of all of the accounts together;

- At the third gathering, these collective themes and understandings will be articulated and explored. Now a sense of direction and movement will be starting to emerge from the individual experiences. Previously unvoiced struggles will be coalescing into collaborative opportunities. Background concerns and feelings of disquiet will be hardening into determined intentions. Joint plans and actions will suggest themselves. And this will all come from the participants and their connections with their world and with each other, not from any outside agency or supposed source of 'best practice';

- At this stage, the conversation between the institutions can be opened up. Where there are common themes, specific experiences may be shared. This way, understandings may be thickened and deepened. But this stage of the enquiry may be more tentative. Each organisation will decide how far to pursue a pan-institutional discussion depending on how good it feels at the time. And cross-organisational comparisons can relate to content, or process, or both.

Conclusion
This initiative operates in a very different way from conventional enquiries. It does not attempt to gather objective, depersonalised facts and data. It avoids measurement and analysis. It steps aside from any representational view of the world, such as theories of behaviour, or models of performance. And it discourages talk about ideas and things that are remote from the personal experience of the participants. In other words, it precludes disinterested opinions.

Instead, it assumes that there is a great collective intelligence and capability available directly from the experience of appropriately focused minds and bodies, and works to draw that out and make it recognisable. This is the foundation of practical trust.
PAGE  
6

