
 

Cognitive science has clearly shown us that our everyday thinking accounts for only 

5% or less of our potential cognitive processing power. While it’s a number many of us 

may have heard before, the implications of it, particularly for leaders, are clearly 

significant.  

  

This raises the questions: Can we recruit this other 95%? And if so, how? 

  

We have decades of combined experience working with and teaching thousands of 

people to be able to do exactly this: Unlock and engage more of those latent capacities 

by using a research-based and results driven, process-oriented approach. 

  

Our methodology can radically enhance the effectiveness of your leadership and 

improve company culture, empowering your teams to become significantly more 

engaged, self-motivated and creative while simultaneously becoming more 

productive.   

  

 A Senior VP from a leading US healthcare company who participated in one of our 

trainings wrote us after implementing our methods that: 

“The results … are: team commitment that transcends the work itself and 

the organization; individuals bringing their whole self fully online every 

day; a world where all feel free to uncover every rock, think from a world 

of possibility, test and learn to grow every day....this is where the hard  

work to drive transformational change lies....at the intersection of mind 

and heart.” 
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And this approach has real bottomline implications and ROI as that same VP went on to 

say, 

Here’s some stats about my team over past 2 years: 

●     [Had to] cut over 40% of staff. 

●     [Yet we managed] double digit revenue growth and 

exponential  [increase] in number of client campaigns. 

●     (and) significantly reduced implementation errors. 

  

Our Process-Oriented Leadership™ approach increases employee engagement, 

connectivity, general well-being and sense of community safety, all crucial in today’s 

workplace where high value employee retention is at an all-time low.  

  

In a recent survey by employment screening company GoodHire, eighty-two percent 

of American workers said they’d consider quitting their job because of a bad manager.  

According to the U.S. Department of Labor millions left their jobs in 2022, and a recent 

Sloan Management Review study indicated that employees are 10 times more likely to 

quit because of toxic work cultures than they would due to subpar compensation or 

poor work-life balance.  

  

The biggest single expense in any company is its workforce, therefore optimizing the 

culture and well-being of its largest cost (and most valuable asset!) is clearly of utmost 

importance. Company culture is the very water in which the entire organization either  
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thrives or drowns, so investment in how that functions optimally is your most 

important investment. 

  

The late Steve Jobs once said,  

“You cannot mandate productivity; you must provide the tools 
to let people become their best.”

Jobs’ astonishing success with Apple shows he was clearly onto something important 

several decades ago, an insight that many executives are only now beginning to see 

the value of for themselves. Businesses that invest in their employee’s flourishing and 

company culture are investing in their own futures. 

 THE PROCESS-ORIENTED APPROACH  

“Leadership is now understood by many to imply collective action, 

orchestrated in such a way as to bring about significant change while  

raising the competencies and motivation of all those involved—that is 

action where more than one individual influences the process.” 
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—Bornstein & Smith, quoted in The Leader of the Future 

  

  

Process-Oriented Leaders are intuitively relational, inclusive and maximally 

resourceful, meaning they are able to access the largest range of their cognitive 

capacities — including that elusive 95% — and support the same in their teams. They 

are transformational and not merely transactional, and capable of functioning on a 

broad range of levels. While becoming such a thing involves commitment, dedication 

and work, it is entirely learnable. We teach you how. 

  

 OUR PHILOSOPHY  

  

On one level the term ‘process-oriented’ is used to describe a set of ideas and actions 

intended to deal with a problem or situation, a resolution model consisting of a series 

of stages which can lead towards solutions generation and then can be replicated. It 

becomes a process.  

In psychotherapy a Process-Oriented approach is an holistic model that suggests 

unconscious material can be experienced physically, interpersonally, or 

environmentally and recruited into the change process. It treats the human as more 

than the sum total of their limited conscious thinking process. 

  

Our work involves aspects of these perspectives while drawing on the Process Model 

created by the late Professor Eugene Gendlin of Chicago University whose 

extraordinary work won him countless global accolades including four distinguished 

awards from the American Psychological Association (APA). Gendlin’s Process Model  
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radically re-envisions the human as interactive process instead of as a body/mind 

dualism or as a linear mechanistic system of simplistic inputs and outputs. Still 

systemic but complex, non-linear, interactive, dynamic, relational and interrelated. This 

view is now considered somewhat of an orthodoxy in the emerging subset of cognitive 

science known as Embodied Cognition evidenced in the ‘enacted approach’ of mind 

which posits that, 

  

“... locating the mind inside the brain gets the boundaries of the 

cognitive system wrong. A better unit of analysis is the coupled brain-

body-world system.” 

  

We must engage the whole of the individual including their environments. Personalities 

evolve and respond differently within different contexts so we need to address context 

as well as the individual (and the team). 

  

As already mentioned, our Process-Oriented Leadership™ model also responds to 

another point highlighted by cognitive scientists Professors George Lakoff and Mark 

Johnson when writing, 

                                                             

“... unconscious thought is 95% of all thought— and that may be a 

serious underestimate. Moreover, the 95% below the surface of 

conscious awareness shapes and structures all conscious thought.” 
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Clearly for leaders (frankly for anyone!) to leave so much of their cognitive capacities 

untouched would appear unwise, particularly seeing this 95% is also driving the 

conscious cognitive processes as well. We agree and we have several science-based 

methods which can and will help address all these important points above. 

  

Taken together what all this indicates is that the internal and external elements (body, 

environment) are all inter-relating aspects of cognition and meaning-making and key 

to engaging with this vast 95% and the true systemic development of leaders, teams 

and organizations. The complexity of a human’s (or leader’s) cognitive capacities and 

developmental needs are not recruited or attended to by developing singular aspects, 

highlighting why the type of dynamic, relational, multi-faceted and facilitative 

approach as we offer in our Process-Oriented Leadership™ model is needed.  

Let’s explore more of what the Process-Oriented Leadership™ approach is and then 

some of the key factors relating to it.  

 THE KEY QUALITIES OF A SUCCESSFUL WORK CULTURE   

“There’s an expression: ’People join companies, but they quit bosses,”  

Work cultures of command and control are proving to be limited in this day and age of 

rapid change and disruption. It’s clear we need different models of leadership and 

organizational culture to meet these novel conditions. While no longer wanting to 

reinforce redundant old ‘top down’ models, leaders are still where change is most often 

initiated in organizations and is therefore where we believe we can have the quickest 

impact which is why we generally begin working with them before filtering the process-

oriented approach downwards through the teams. 

Page 6 www.howorthfrancis.com



Whether you are leading a team or just the different parts, or aspects of yourself, it is 

crucial to learn how to facilitate, and empower those you work with rather than simply 

manage them.  Your leadership style is crucial not only to outcome but to well-being. A 

facilitative Process-Oriented Leadership™ style is a proven way forward. 

  

Research shows that qualities such as emotional intelligence, empathy, good listening, 

having the right conversations, asking the right questions and facilitating people’s 

strengths (among many others) are all key to supporting more engaged and effective 

work cultures.  These qualities do not need to take years to build – they can be taught 

easily and comprehensively.  Our methods are informed by research-backed, process-

oriented approaches which can build all these qualities and more into your work  

culture, as well as facilitating processes which can help bring more of everyone’s 

untapped 95% processing capacity online. 

  

 PROCESS-ORIENTED LEADERSHIP™  

  

Central to the Process-Oriented Leadership™ approach is developing optimally 

functioning and whole leaders who can communicate in an embodied, relational and  

facilitative manner. They are able to recruit their full cognitive capacities and support 

the same in their teams. 

  

Our approach develops multiple capacities of intelligence—emotional (EQ), cognitive 

(IQ), somatic (SQ) and more!—to create the kind of leader who can intuitively respond 

to any situation with greater wisdom, empathy and balance. When leaders are able to 

access the whole of them and their cognitive capacity they are also able to negotiate 

complexity with far greater ease. 
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Our model also engages the Leader as Coach—something the HBR recently cited as 

the most effective model for next generation leaders who can negotiate the disruptive 

onslaught of the current 4th Industrial Revolution. Process-Oriented Leaders learn to 

be appropriately vulnerable, empathic and emotionally intelligent, as well as 

authentically curious, to listen well and to ask the kind of powerful questions which 

support insight, connection and more collaborative and creative problem-solving.  

We help leaders develop the ability to hold the type of effective process-oriented 

conversations which then facilitate and empower others to develop themselves and 

encourages independent problem-solving, autonomy and safety, enhances the ability  

to recognize and act on opportunities and ultimately improving individual, team and 

organizational performance across a broad range of metrics.  

 LEADING WITH CHOICE  

  

One of the prevailing theories of human motivation and a ‘must-have’ tool for the 

highly effective leader comes from the work of Ed Deci and Richard Ryan known as 

Self-Determination Theory. In brief, humans are motivated when they have three key  

factors at play: Autonomy, relatedness & competence. All three must be involved for 

intrinsic motivation to be optimized. What supports an engaged and highly motivated 

workforce is choice. 

  

For us CHOICE is also an acronym for the fundamental qualities of the Process-

Oriented Leadership™ model, ones which support teams in becoming more 

interconnected, engaged, creative, self-motivated and functional. Let’s explore them. 
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COMMUNICATION: 

While we have two (if not three!) C’s in CHOICE™, I like to lead with this one as 

communication is at the heart of our human experience and a crucial skill for powerful 

leaders. Great leaders are great communicators, yet rarely do any of us get any real 

training in how to do so effectively. Two key attributes stand out, the first being great 

listening. This requires the ability to give full attention to a speaker and to listen to 

more than just the words. Verbal language only accounts for less than 40% of the 

meaning in communication. Equally, unless you’ve listened well then your responses 

and questions won’t have any impact. That way leads to misunderstanding, missed 

opportunities, disappointment and frustration. And this points to the second key skill: 

being able to ask engaging questions. Great leaders are able to connect with and 

empower others through their next level communication skills. We teach them. 

Here’s a good short piece from Penn University on this. 

HUMILITY: 

Leaders must be prepared to lead alongside rather than by diktat from above. Without 

this one cannot receive feedback from the system and will lack capacity to respond 

appropriately, accurately and wisely. Growth is not possible and the system (read: 

company, teams and organizational culture) stagnates and rots. For a great article on 

this  Harvard Business Review  piece by Dan Cable outlines some case studies and 

some fascinating research on the benefits. 

OWNERSHIP: 

Related to humility this means that one is willing to own their actions & words and take 

personal responsibility and to be accountable. If we want others to do so within the 

organization then that example must start at the top. Delegation is essential of course, 

yet who we delegate to, how well we’ve prepared them for success etc. is all on us as 

leaders.  
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INTEGRITY: 

Leaders set the culture in their organizations and if you can’t be honest and ethical 

then there’s little to no chance that those under you will. Yet another meaning of 

integrity is that something is whole and complete, and this offers another important 

angle to consider: A leader who is prepared to develop themselves and show up as a 

whole person and not just a persona. Grow, get a coach, a mentor and continue to 

evolve. This article in the Journal of Leadership Studies gives great insights on the 

importance of integrity. 

COURAGE WITH COMPASSION: 

Ok so there’s two ideas in here but they do relate to each other. Courage is the ability 

to act with braveness of heart. Our English word derives from the French (and earlier 

Latin) word for heart. So it is to be able to make the difficult but right decision yet also 

able to do so with empathy, humility, integrity & compassion. To not lose touch with our 

human-ness and the fact that we are dealing with others who also have feelings and 

families and lives. That we’re all capable of greatness as we are failures and mistakes. 

Compassion tempers the strength. Companies and organizations are not merely their 

buildings, factories, ideas or bank accounts, they are primarily about people—those 

who work in them and those in society they serve. These facts, all too often overlooked 

for short term gains, come at the sacrifice of the very stakeholders who keep the 

wheels turning. Stanford researcher Emma Seppala has written extensively on the 

multiple benefits to business of cultivating compassionate leaders and internal 

culture. 

Compassion also isn’t all soft. It sometimes needs some steel and fire in it when, as 

leaders, we have to make tough decisions or enforce boundaries. This also ask for 

courage as well as compassion so that we do so fairly and for a greater good. 

EMBODIMENT: 

This speaks to that second form of integrity in that one is whole. Cognitive science (the 

field which explores thinking and decision-making) tells us that the mind is an 
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integrated process of the entire body and so to engage & manage one’s full range of 

intelligence (emotional, physical, psychological etc.) means we need not merely IQ or 

EQ but also SQ—somatic intelligence—online. Go here for a terrific study on Embodied 

Leadership in the Journal Leadership. 

You may already be thinking “I’ve read all this before.”  

Yes, other models talk about all these as aspirational leadership qualities. What’s 

different with the Process-Oriented Leadership™ approach is that we teach our 

participants a structured way to develop these in themselves and their teams and then 

how to implement them. 

   

 CULTURE CHANGE AGENTS  

According to BCG Henderson Institute, 85% of companies have undertaken a 

transformational change during the past decade but 75% fail to improve business 

performance either short term or long term. 

  

Change in any form is not easy and culture change even less so. Where does one even 

begin with such a thing? 

  

We intimately know the workings and dynamics of the change process.  Most 

companies wanting to engender change are results driven and not process driven and 

yet research has proven again and again that result driven change does not work but 

that a process-oriented approach to change is successful.  Rod and Charlotte have 

spent years understanding what stands in the way of the change process and working 

with the very human obstacles that exist both above and below the water line of our 

conscious selves, to facilitate powerful and long-lasting change. 
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 PURPOSE  

Everyone wants to feel like they’re fulfilling their highest purpose.  In a recent survey 

Facebook took of their employees the company identified 3 main motivators – career, 

community and cause — and 90% had a tie in importance between at least two. The 

findings were strikingly similar across age groups and job functions. 

  

In addition, recent employee survey data suggests that managers who connect 

employees’ work to the broader purpose and mission of the company are more likely to 

retain and motivate employees. By getting curious and having these conversations, 

managers can help their teams put the role they play into larger context and feel less 

like a nameless cog in the machine. 

The Process-Oriented Leadership™ approach helps people to identify their higher 

purpose along with that of their company, and works to align the two to create a 

powerful core motivation and energetic drive that’s a win-win for everyone. 
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