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ABSTRACT

The challenge of creating humanistic and compassionate change is even more daunting in the turbulence of today’s environment, amidst conditions aptly described by the acronym “VUCA” (volatility, uncertainty, complexity and ambiguity). Those challenges require a rethinking of entrepreneurial leadership and its impact on change. This paper proposes three ways to extend our conceptualization of leadership – ontologically, contextually and symbolically – to characterize it as a dynamic, collective, relational process that is situated and socially defined. We suggest that the potential for leadership to effect compassionate change can be vividly appreciated when we study it in the context of “practising,” and present three examples of how it can unfold in everyday life among “ordinary” people who find in themselves, and awaken in others, the possibility of doing “extra-ordinary” things through their entrepreneurial approach to social change.  This broad re-conceptualization raises methodological, epistemological and ethical issues for researching leadership and its impact on change. We explore how those issues can be addressed by approaches such as seizing critical moments, promoting more reflexivity, and seeking new expressions of entrepreneurial leadership. 
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INTRODUCTION

As we approach the third decade of the 21st century, struggling to cope with wicked problems and the volatility, uncertainty, complexity and ambiguity (VUCA) of an increasingly turbulent environment (Bennett & Lemoine, 2014), our ability to inspire and manage compassionate change in entrepreneurial, proactive and adaptive ways is being limited by a leadership crisis (Ashford & DeRue, 2012). Here we propose that this requires us to rethink leadership afresh, moving away from the traditional celebration of “leader-as-hero,” which confronts leaders with the “twin perils of hype and hubris” (Collinson & Tourish, 2015: 580). 

That traditional view of leadership celebrates and perpetuates a romantic view of heroic individualism (Harrison, 2017), approaching the individual leader as a hero who is above others in competence, knowledge, and vision. In this heroic perspective, leaders belong to a “league of their own: a mythical world of possibility that everyone can envision, very few can be a part of, and only a handful can deliver” (Antonacopoulou, 2008a: 30). But too many times we see these heroes gleefully reaping the spoils, while the followers are left in the dust of a tragic, silent narrative, once more ignored in their leaders’ self-aggrandizing “change” projects.

Looking at the articles, books, workshops, conferences, theories and debates swirling around the conventional approach to studying leadership, we could be tempted to throw our arms up in despair and give up on the whole thing. After all, how can we account for the fact that, under increasingly VUCA conditions, leadership research has had only limited impact in actually being translated into humanistic and compassionate change, or even in improving leadership practices across contexts, levels and units of analysis? Are we just the blind leading the blind? 


But a defeatist mindset cannot help us approach the challenge of doing more to grasp this phenomenon, in all its richness. Instead, we must go beyond what we know only intellectually, to also consider our direct, embodied experience of how we influence each other. Since leadership does exist, and since it does matter for people and organizations attempting to achieve compassionate, effective, proactive, and adaptive change, how can we “re-think” the ways we “re-search” – pursue anew – what goes on amongst people when leadership materializes, when entrepreneurial leading emerges to bring about this desired social change? Here we approach leadership in a way that implicates the whole person, encompassing intellect, emotion, and spirit, and embracing sensation, values, virtues and character (Ropo & Sauer, 2008a; Ladkin & Taylor, 2014; Pullen & Vachhani, 2013). 

This focus on “the whole person” addresses Delbecq’s call for scholars engaged in the field of management spirituality to “encounter, engage, and support scholarship that deals with the whole person – body, mind and spirit” (Delbecq, 2009).   Engaging the senses, not just cognition and emotions, has the potential to augment insights and learning (Antonacopoulou, 2018, 2019). A “sensuous” (as distinguished from “sensual”) approach to exploring leadership goes beyond the traditional emphasis on cognitive or emotional ways of knowing. This encouraged us to expand the traditional reading experience by providing direct and vivid sensorial stimuli, and led us to embed in the text “Sensorial Hyperlinks” about the three entrepreneurial leaders whose efforts to bring about compassionate change are highlighted here.  

The three leaders that we present as examples of this approach to rethinking leadership – Mukhtar Mai, Jorge Muñoz and Janice Jackson – are not titans of industry, but “ordinary” people who found in themselves, and inspired in others, the ability to do “extra-ordinary” things.
Critical situations prompted them to draw from their inner strength and develop a sense of purpose and potentiality that enabled them to approach these crises in novel and entrepreneurial ways: Mukhtar emerged from being an illiterate victim of rape to founding a school for girls and becoming the leader of a movement for women’s literacy and human rights in the patriarchal culture of her tribal area of Pakistan; Jorge went from being a school bus driver to becoming a leader in local efforts to feed hungry immigrants in New York City;  in the aftermath of an accident that left her paraplegic, Janice found the calling to create an organization to support and empower disabled women in her native Baltimore. 


Rather than being discouraged by crises, Mukhtar, Jorge and Janice demonstrate the resilience of entrepreneurs who can “engage deeply with failure” (Singh, Comer & Pavlovich, 2016) and transcend their own material and personal distress to find meaning, purpose, and the ability to persevere. Rather than being defeated by their own individual trials, they have developed the spiritual maturity to heed the suffering of others (Delbecq, 2009).  Rather than being deterred by their lack of resources, they are entrepreneurs who resort to effectuation (Saravasthy, 2001, 2008) and build on whatever they have at hand, from moment to moment, to address the evolving needs of those they care about. Rather than seeking the external rewards of fame or fortune, “their leadership is a natural expression of their hearts, minds, and souls, where rationality and spirituality are mutually supportive” (Pruzan & Zsolnai, 2019: 226).  

The rethinking of leadership that is explored here illustrates a new paradigm of care and connection, where spirituality entails an ontological premise of relationality and promotes humanistic and compassionate values.  This approach reflects Pavlovich’s three core themes of spiritual entrepreneurship (Kauanui, 2016: 3-5): transcendence (as leaders rise above their own individual crises and tribulations to seek to contribute to the greater good); connectedness (as their leadership expresses a deep sense of relatedness and interdependence); and inner work (as this rethinking of leadership emphasizes reflexivity in the pursuit and enactment of meaning and purpose).   This approach to leadership shares the ethos of spiritual-based leadership (Pruzan, 2013; Pruzan & Zsolnai, 2019), where the leader’s search for meaning and purpose reflects a sense that “we are interconnected, that there is a fundamental relationship between oneself and others” (Pruzan, 2013: 35).  It also shares the ethos of conscious leadership, which “shifts attention away from the ‘heroic’ leader of authority to the ethics of reciprocity and how we responsibly act towards each other” (Pavlovich, 2013), enabling leaders to  build “a  shared purpose out of a sense of interconnectedness” (ibid).   

The paper is organized as follows. The next section (“Rethinking Leadership”) proposes three extensions to the traditional conceptualization of leadership, rethinking it ontologically, contextually and symbolically. This re-conceptualization raises methodological, epistemological and ethical issues for researching leadership and its impact on change. In the section on “Researching Leadership” we then explore how those issues can be addressed by approaches such as seizing critical moments, promoting more reflexivity, and seeking new expressions of leadership. 
RETHINKING ENTREPRENEURIAL LEADERSHIP
Ontological Extension: Practising Leading


The starting point for our re-conceptualization of leadership  is to step away from a traditional stance that treats leadership as a set of outcomes – conventionally ascribed to “leaders” through dubious (even if outwardly “rigorous”) links of causality – and move towards a conceptualization of leadership as an ongoing, relational, and dynamic process (Hansen, Ropo & Sauer, 2007; Harrison, 2017). Pursuing the idea of leadership as an outcome has historically led us down a road flanked by statues honoring heroic leaders and a preoccupation with forging legacies for the future, which often re-imagines the past through legends told by the winners, carries the cost of not paying attention to the present, and leaves the “followers” trailing behind. As Tourish (2013: 214) puts it “continued stress on unbridled leader agency is likely to produce further imaginary gods.”

Instead, here we  pursue an ontological extension of leadership research, where leadership is re-conceptualized as a dynamic, collective, relational process that is situated and socially defined, and where “practising” receives special consideration. Carrol, Levy and Richmond (2008) proposed taking the “practice turn”, moving away from a competency paradigm that is still ubiquitous and towards a focus on praxis, practitioners and practice. 


We see leadership practice (Raelin, 2016) as something that is not just about action or social interactions. Practice is also about impact and change, about what we do, collectively, to contribute to the common good. This places phronesis – or practical wisdom – as integral to leadership practice. Consistent with other accounts of the centrality of phronesis to leadership (Antonacopoulou, 2012; Grint, 2007; Küpers & Statler, 2008; Ladkin, 2010), we draw attention to “practising” leading, as an ongoing work-in-progress, that highlights the choices and virtues that guide our conduct as we go around dealing with each other, performing the roles entangled within leadership, and remixing the traditional scripts of leaders and followers. Practising leading reflects the principles and judgments guiding the “deliberate, habitual and spontaneous repetition” (Antonacopoulou, 2008b: 224) that is involved in the dynamic process of rehearsing, reviewing, refining, and changing different and interrelated aspects of one’s practice. Practising as a mode of repetition, rather than reproduction or replication (Antonacopoulou, 2008b), is a process of unpacking aspects of a practice and reconnecting them differently to create space for a different course of action. 

Through this perspective, leadership practice has no clear outcome and no single “best” way of acting. The “right” action emerges in dialogue with others, containing where necessary contradictions and paradoxes, and cultivating “the ability to create and live with ‘both/and’ conceptualizations, rather than collapse into ‘either/or’ dichotomies” (Ladkin, 2010: 173). Such a dialogical approach is also dialectical; it is communication-centered in nature (Fairhurst & Connaughton, 2014) and is combined with a potential to unearth underexplored issues such as ambiguity, power, conflicts and other issues that leaders so often bury under “Prozac” discourses of denial (Collinson, 2012). 

Indeed, consistent with Tourish’s (2013: 210) invitation to explore leadership as a “dialectical nexus of fluid relationships”, this approach expands our view beyond an individual leader, to acknowledge the reciprocal influences involved in leading, through the interplay of people as relational beings in situations of asymmetrical power and agency. This provides scope for leadership that emerges “through the interaction of organizational actors and has a contested, fluid meaning for all of them, in a given social situation for a determinate amount of time” (Tourish, 2013: 250). 

By the same token, practising leading as an act of serving the common good is also mutually and relationally constituted as wisdom, reflected in the capacity to distinguish between “right” and “wrong” in a given situation. In this sense, “wisdom is not something individuals ‘have’ but relationships created by engaging in processes and dialogue that generates imaginative knowledge and ethically reflected judgment and corresponding action […] qualified by powerful historical, embodied, emotional, cognitive, social as well as systemic-structural connections” (Küpers & Statler, 2008: 388). Therefore, wisdom is entwined in relational practices which not only create it but also disperse it.


This is what we mean when we think of leading as a dynamic relational process that emerges through practising. Such practising is not a means of seeking perfection per se, but unfolds through critical moments that express our being and becoming, as we navigate the unknown while trying to develop our ability to produce and manage desired change. Moreover, such practising is fundamentally relational in nature, an integral part of a kind of leadership that is “embedded in the everyday relationally-responsive dialogical practices of leaders.”(Cunliffe & Eriksen, 2011):

“Relational leadership requires a way of engaging with the world in which the leader holds herself/himself as always in relation with, and therefore morally accountable to others; recognizes the inherently polyphonic and heteroglossic nature of life; and engages in relational dialogue.” (Cunliffe & Eriksen, 2011: 1425)

This ontological extension to the concept of leadership places “leading” as part of everyday life and encourages us to explore leadership through yet another extension, where leadership is re-conceptualized as something to be studied not only in formal hierarchies but also in the context of ordinary people who find in themselves, and awaken in others, the possibility of taking compassionate, entrepreneurial action and doing extraordinary things to change their world. 

Contextual Extension: “Extra-ordinary” Leadership by “Ordinary” People


Together with relationality, an appreciation of the importance of context is one of the most fundamental contributions of the practice perspective in our understanding of leadership. Context matters – and all matter exists in a context. By implication, our choices about the contexts where we look for leadership greatly influence the kind of leadership we find. 


When we choose to look for leadership under the hot light of fame and fortune, rank and privilege, we are only likely to find “hero-types” of leadership. We have historically regarded and named as “leaders” those who are in roles of ostensible power, those whose decisions have a publicly-recognized impact on change: political dignitaries, top managers, multi-star generals, religious figures, and charismatic champions of one cause or another (Tourish, 2013).


What might we find if, instead, we moved away from just looking at leadership as the prerogative of the few, and ventured to train our critical eyes to examine a different context, where leadership can be found as a characteristic of the many? What if we ventured outside the world of levels and hierarchies, to see leadership in the context of the embodied, lived experiences of our quotidian inter-subjective worlds of life – our Lebenswelt, or “life-worlds” (Husserl, 1970; Schütz & Luckman 1989) – where leaders and followers are but fluid aspects of the same whole, a kind of leadership that emerges in, and through, relation?


Consistent with research that examines the role of character in leadership (Antonacopoulou & Bento, 2018; Crossan et al. 2017) we are intrigued by the possibilities revealed when we look for leadership in the context of ordinary people who are all around us, doing extra-ordinary things and changing their worlds. Our own efforts towards this contextual re-conceptualization have led us to learn about people who gave us a broader understanding of leadership in everyday practice, beyond the usual context of the workplace, and in the under-researched contexts of non-Western cultures (Warner & Grint, 2006), physical disabilities (Colella & Varma, 2001), socio-economic class (Martin, Côté & Woodruff, 2016), race (Liu & Baker, 2016) and femininity (Leitch & Stead, 2016). Here we will share a few examples from our explorations of the emergence of leadership in the lives of three such people: Mukhtar Mai, Jorge Muñoz and Janice Jackson. 
Mukhtar Mai 
Also known as Mukhtaran Bibi, “Respected Big Sister,” according to the girls in the school she founded. An illiterate young woman from a remote little village in Pakistan, who rose from the cultural shaming that befalls victims of rape in her tribal culture and went on to win an improbable court victory that opened new paths of possibility for others to follow. Eventually Mukhtar not only learned to read, but actually ended up founding a school for girls that transformed both her life and theirs. A more sensory-rich experience of Mukhtar Mai can be accessed below through Sensorial Hyperlink # 1. 

___________________

Sensorial Hyperlink # 1:
https://www.nytimes.com/video/opinion/1194817113867/kristof-the-courage-of-mukhtar-mai.html
___________________

Jorge Muñoz 
A poor Colombian immigrant, who, working as a school bus driver in Queens, New York, one day noticed that restaurants were throwing away food, while people went hungry on the streets, and who then felt moved to distribute a few meals. Over the course of time this turned into a massive effort. Jorge founded a non-profit organization that brings together, every day, the food and the hungry, delivering hundreds of thousands of meals over more than a decade. Even though this reserved, low-key pragmatic man is non-charismatic – more Sancho Panza than Don Quixote – Jorge has been inspiring countless others to amplify his reach, just as a pebble, falling in the water, produces oscillations - extensions -larger and larger circles. A video interview with Jorge can be seen below through Sensorial Hyperlink # 2. 

___________________

Sensorial Hyperlink # 2:
https://www.youtube.com/watch?v=WOsK89NFLLM
___________________

Janice Jackson 
An African-American woman whose life was forever and instantly changed in 1984, when her car was hit by a driver distracted by a fallen cigarette.  The accident severed her spinal cord and left Janice, at 24-years old, an “incomplete” C5-C6 quadriplegic (i.e. with no motor function below these cervical vertebrae, but retaining sensory function). During a difficult recovery, Janice one day decided to reclaim her life:  she ventured out to talk to others in neighboring rooms of the hospital, who were themselves waking up to face life “the day after,” and the next day, and the next day.  Janice’s forays eventually took her far beyond these neighboring hospital rooms, as she founded two support groups and a non-profit organization, Women Embracing Abilities Now (W.E.A.N.). Over the years, Janice and her cadre of W.E.A.N. mentors and volunteers have been helping thousands of “disabled” women (many of whom have become mentors or volunteers themselves) discover their ability to create new lives and affirm their beauty. Janice’s W.E.A.N. webpage can be accessed below through Sensorial Hyperlink # 3.

___________________

Sensorial Hyperlink # 3
http://www.wean1.org/Director.html
___________________


We believe that the magic in these “ordinary” people does not reside just in their individual ability to do “extra-ordinary things” and create compassionate change through their own entrepreneurial actions. Their magic also involves the power to inspire “ordinary” others to look at them and arrive at the extraordinary, heartfelt, life-changing conviction that “If she/he can do it, so can I”. 
Symbolic Extension

The third extension from our conceptualization of leadership – after ontologically approaching it as a dynamic relational process that unfolds through practising, and exploring it among ordinary people within the mundane contexts where they live, and inspire others to live, extraordinary lives – is to embrace it, symbolically, in the “flesh” (Merleau-Ponty, 1962, 1964) of leaders, followers and “the space in-between them” (Ladkin, 2010: 71). 


An embodied mode of leading implicates the whole person, encompassing intellect and emotion and embracing sensation, values and character. A growing number of authors have explored embodied ways of leading (Ropo & Sauer, 2008a; Ladkin & Taylor, 2014; Küpers, 2012; Pullen & Vachhani, 2013). We draw from this body of work and use the term “sensuous leadership” to emphasize the notion that our senses allow us to experience leadership in ways that re-conceptualize it through the powerful language of symbols. Sensuous leadership involves a relational, dynamic process of “inter-leadership” (Küpers & Weibler, 2008) that unfolds as people come together and reciprocally constitute each other, guided by the senses (Springborg, 2010). 


In Merleau-Ponty’s final work, “The visible and the invisible” (published in 1964, three years after his death at the age of 53), he proposed an “ontology of the flesh” to indicate the connection between humans and their world. The collective “flesh” signifies both our flesh and the flesh of the world (Abram, 1997). The living body is seen as sensorial and intellectual, subjective and objective, and constituted “in the interchange between self and world, mind and matter, culture and nature” (Küpers, 2012: 465). The reversibility of this “inter-being,” this inter-corporeal “flesh,” opens up radical possibilities for ethical accountability in ecology and sustainability. In this sense, sensuous leadership highlights the fiduciary responsibility of leaders in regard to the earthly environment, and how it affects and is affected by changes in individual and collective “presencing” (Scharmer, 2009).


Through interweaving, immanence and transcendence, and through linking perceiver and perceived, this connection underlies the possibility of change and can be found not only between leaders and followers, but also between the researcher and the researched: 

“While the practitioners and the researchers interact, the researcher does not merely gather data as an objective observer, but actively participates to construct leadership in time and space. As the leader and followers, the researcher also sees, hears and feels and maybe even [‘tastes’ and] ‘smells’ how leadership is reproduced by experiencing people in the work place. Emotions play a key role in the process. Based on the above line of thinking, we argue that experiencing and sensing partners – i.e. researchers and practitioners, leaders and followers – together construct what we call aesthetic leadership knowledge.” (Ropo & Sauer, 2008b: 563, our addition between brackets). 


These connections and co-constructions between researchers and researched are discussed next as we explore new ways of studying and researching entrepreneurial leadership for compassionate change. 
RESEARCHING LEADERSHIP

In the previous section we explored an ontological, contextual and symbolic re-conceptualization of leadership, sharing brief outlines and Sensorial Hyperlinks to tell the stories of ordinary people who developed an extraordinary capacity for leading and bringing about change across a variety of contexts. Building on the stories of Mukhtar, Jorge and Janice, let us now approach them with the explicit intent – in Merleau-Ponty’s (1962) sense of intentionality – of critically questioning, and going beyond, traditional ways of researching leadership. We propose that their stories suggest methodological, epistemological and ethical issues which require new approaches to researching entrepreneurial leadership and its impact on compassionate change. Three such approaches are examined in this section: seizing critical moments, promoting more reflexivity, and seeking new expressions of leadership.
Seizing Critical Moments


Some critical moments jump out when we study the lives of Mukhtar, Jorge and Janice: 

Mukhtar Mai 

The moment of Mukhtar’s gang rape; or the moment she decided to get up from the torpor and depression of her straw pallet to go fight her case in the courts; or the moment when she got tired of having to sign legal documents with an “X” and decided to learn how to read and write; or the moment when she found the courage to build a school for girls in the exact same place where she had been raped.
Jorge Muñoz. 
The moment when Jorge, taking a break between rides in the school bus he drove every day, suddenly “saw” restaurant workers throwing away food, at the same time he “saw” day laborers (maybe immigrants like himself) who were hungry and could have used that food, and then took it upon himself to do something about these contradictory scenes; or the moment when he decided to expand the supply of food by cooking more in his own apartment, going up and down several flights of stairs with supplies or with the food ready for distribution; or the moments he fought the oppression of a society that was eloquent in spelling out why the status quo had to remain the same, but silent in responding to the needs of the poor and the hungry, particularly if their poverty or hunger came with an accent or a darker skin color; or the moment when he figured out a distribution system, driving a van on his free time to deliver the food and making a commitment to be each day at the same place, same time, sun or rain or snow, so that those who needed the food would know where and when to find it; or the moments when he attracted others to the cause, starting with his mother and sister, and then founding a non-profit organization and branching out to scores of volunteers, all inspired by the idea that “if Jorge can do it, so can I”. 

Janice Jackson.
The moment when a distracted driver caused the accident that severed Janice’s spine, leaving her quadriplegic; or the moment when she decided that her spine might be broken, but would not bend to circumstances, since her spirit could still heal; or the moment when she decided to fight against the oppression of a society where a body needs to be perfect, or at least fully functional, to be considered beautiful; or the moment when she decided to go back to school, in her motorized wheelchair, earning not only a college degree but also a masters; or the moment when she decided to start a parallel career as a university professor, while running her non-profit organization, “W.E.A.N.”; or the moments when Baltimore erupted in race riots, and she felt responsible for doing something to help keep her students safe, and bring peace to her neighbors; or the moments when she still sits silently, waiting for an invitation, by the door of a hospital room where another person – whose body has been torn apart in the fraction of a second that it takes for an accident to change a life – is wondering whether it is possible, or even desirable, to somehow go on living; or the moments when she, and W.E.A.N., inspire other women, regardless of physical ability, class or race, to see and comport themselves as “Queens,” capable themselves of changing other lives, all inspired by the idea that “if Janice can do it, so can I”.


In these critical moments, people like Mukhtar, Jorge and Janice often do not have what most people might consider “necessary” resources, so they have to resort to effectuation strategies, much in the same entrepreneurial spirit as someone who prepares a dinner based on what is available in the cupboard, rather than an ideal menu requiring sophisticated ingredients, specified and gathered beforehand (Saravasthy, 2001: 245). This suggests that our understanding of leadership and change might benefit from extending studies of entrepreneurial leadership and embedding the kinds of “entrepreneuring” practice (Rindova, Barry & Ketchen, 2009; Watson, 2013; Johannisson, 2011) that could signal leadership and promote change. 

We have much to learn about leadership in a VUCA world by examining how crises are engaged with, how critical decisions are made, and how actions are taken when there is no certainty about the outcome, when previous knowledge no longer serves as a foundation for acting, and when all one can work with is the unknown and unknowable (Antonacopoulou & Sheaffer, 2014). 


O’Reilly, Leitch, Harrison and Lamprou (2015a, 2015b) call for future research to address various forms of construal and construction of leadership and crisis. They emphasize, as well, that such research would benefit from using multiple perspectives and inter-textual (not just inter-conceptual) analyses, and from examining issues of power and authority. Traditional research has privileged a heroic, individualistic, directive model of leadership, based on formal authority, but that is not an inevitable approach. We can pay attention, instead, to the emergent interactions, interpretations, power relations, and agency of various people involved in the process as a crisis takes place in a given context.  As leadership itself evolves, so is leadership research gradually learning new ways to achieve impact and mobilize social change and human flourishing by searching and re-searching those critical moments through a variety of methods -- critical incident techniques, narratives, conversational analyses, life stories, turning points, crucibles, auto-ethnographic approaches and other methodologies. 
The Return to Reflexivity


Reflexivity in this context is a conscious use of the prefix re, signifying the desire to re-order, re-arrange, re-design what we know, thereby creating new angles of vision or new knowledge – all reflecting dimensions of reflexivity and practising (as in the process of rehearsing and reviewing). This perspective on reflexivity encourages us to acknowledge the effects of our circumstances on our actions, and to question taken-for-granted beliefs, both in ourselves and others (Archer, 2012; Suddaby et al., 2016; Cunliffe, 2016). It positions reflexivity as a capacity to engage with “other” ways of seeing and operating in the world. Reflexivity then becomes a creative process of learning and changing, where the interplay of actions and relations reveal new possibilities, new ways of being and becoming (Antonacopoulou, 2004). 


Reflexivity promotes curiosity, building in the members of a “leaderful” community of practice the confidence to act beyond certainty. This is not just intuition. It is about cultivating judgment when trying to change complex situations in a VUCA world – both on the basis of what is already known, and also in terms of the possibilities that can be imagined when an assessment of the current situation engages and critiques one’s values and assumptions.

Reflexivity can help enrich our understanding of leadership through the use of methods such as action learning and research interventions, which focus on analyzing professional dilemmas and on mapping how leadership emerges to deal with them. We might gain valuable insights by using ethnographic approaches to trace the process of leading change in textured, situated settings. Technology also opens up new ways of exploration: for example, the text and visual materials in Janice’s Facebook page give us intriguing insights into her relationships with her “friends” and “followers,” their own relationships with each other, and W.E.A.N.’s evolving life. Also, video recording our research informants, and then playing back to them their performance of leadership may allow us, together, to reflectively unpack areas of refinement, stimulate curiosity in the search of alternative modes of leading, and cultivate mutual confidence to try alternative courses of action which might not otherwise be deemed relevant or possible.


As we reflect about ways of rethinking leadership research and its impact on organizational development and change, we are intrigued by the possibilities that open up when we move beyond the traditional emphasis on the (innate or acquired) individual qualities, traits, skills and competences of leaders, to place instead a renewed focus on using reflexivity when studying their practice. 
Seeking New Expressions of Leadership


This emphasis on reflexivity also calls for rethinking how research on leadership and change might benefit from new forms of expression that capture not only activities, actions, relationships and their effects, but also the beauty of leading. Nancy Adler asks: “What would leading beautifully look like?” (Adler, 2011: 210) and “Would we even recognize it if we saw it?” (Adler, 2015: 484). Our personal answer is that we see it in the lives of people like Mukhtar, Jorge and Janice, and that it can be more fully appreciated if we use art and aesthetic approaches (Springborg, 2010), and explore a wide range of artistic forms of expression, such as music (Wood & Case, 2006), dance (Ropo & Sauer, 2008), theatre (Taylor, 2013), painting (Adler, 2015) and so on. 


Sometimes this search for new forms of expression will encourage bold experiments; and, as in other contexts where risks are taken, things can go wrong, but they might also go right. We have seen some experiments go quite wrong: reflexivity can turn into exasperatingly detailed travelogues about adventures in navel-gazing; and the desire to be seen as “avant-garde” can get dangerously close to the border of ridicule or, maybe even worse, irrelevance. 


However, when bold experiments go right, they can yield products that flesh out abstract ideas and engage us in vivid, intriguing and creative new ways. For example, a book on sensuous leadership that invites us to pause reading at certain points to pay attention to our sensations as our body reacts to what it might be experienced at that very moment, and even guides us through a breathing practice to facilitate this sort of mindful awareness of the body (Ladkin, 2014); or a chapter dedicated to letting our five senses “speak” in the first person, to help us pay attention to what we might gain if we stop ignoring the learning potentially available through each of those five senses (Küpers, 2015, Ch.4); or an article that draws from jazz musicians and the “spaces between the notes” to invite us to think of leadership as collective improvisation, which cannot be transmitted by prescription, but through apprenticeship (Harrison, 2017); or writers who invite us to pay attention to the different sorts of language that might be required for a re-conceptualization of leadership (Sinclair, 2014; Küpers, 2015; Ladkin, 2010). 


Whether or not these and other kinds of experimentation “work,” we believe that they are worth trying. The leadership literature is often seen as “inducing anaesthesia” (Tourish, 2015: 139) in the way it dehumanizes not just the leadership subject of our analysis but ourselves as well, by removing from the process of leading (and scholarship) what is after all “magically creative, inspirational, and life-full” (Hansen, Ropo & Sauer, 2007: 545), and integral to how leadership aesthetics “relates to, disavows or enrolls the interiority of the body” (Pullen & Vachhani, 2013: 316). We would therefore, propose transforming the “anaesthesia” into “synaesthesia” when leaders come to their senses (Antonacopoulou, 2012: 60) defining in their conduct the “extra” in the “extra-ordinary” ways they navigate complex situations reflecting their character and conscience.

We believe that art-based approaches to researching and expressing leadership, including metaphors and narrative devices such as our “Sensorial Hyperlinks”, can all be valuable and different ways to circumvent the constraints of traditional, strictly verbal leadership narratives. In the particular case of our use of “Sensorial Hyperlinks,” our hope was that their vividness might spark curiosity, add contextual richness, and provide a novel form of embedded hypertextuality to help the reader engage with the text in a more direct, immediate way, that engages the senses.
CONCLUDING THOUGHTS

Here we have approached leadership as a dynamic, relational process, and argued for going beyond a static examination of individual leaders in traditional organizational settings, in order to study leadership as a practice-in-the-making-between-people. Drawing from the examples of three “ordinary” people – Mukhtar Mai, Jorge Muñoz and Janice Jackson, we explored how their entrepreneurial leadership enabled them to do extraordinary things and achieving compassionate change. 


We proposed three ways to extend our conceptualization of leadership – ontologically, contextually and symbolically – and argued that this broad re-conceptualization raises methodological, epistemological and ethical issues for researching leadership and its impact on compassionate change. We explored how those issues can be addressed by approaches such as seizing critical moments, promoting more reflexivity, and seeking new expressions of leadership. 


The prospect of rethinking leadership and the ways we research it might seem daunting – but we prefer to think of it as exhilarating. Just like in the centuries-old tale about the blind men and the elephant, we may find ourselves confined to exploring our limited sections of the leadership elephant. However, this realization increases, rather than decreases, our chance to make significant progress. As we rethink leadership and change, we must recognize both the limitations and promises of our particular approaches,  talk more to each other, and learn more from each other, to co-create a more dynamic and impactful whole. 
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