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Why CSL is key to the BC MHiS strategy…
https://www2.gov.bc.ca/assets/gov/erase/documents/mental-health-wellness/mhis-
strategy.pdf
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My advocacy mission:  reconceptualizing the work we do as educators to emphasize the 
relational aspects and the potential repercussions of those features. This is what brought 
me to Compassionate Systems Leadership – the potential to engage in work as a system to 
being this vision to fruition.
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supported at work with 
time and resources) can be protective against burnout.
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Remembering the Sufi parable of the blind men and the elephant... When we are only 
aware of part of a system (as we generally are), we may misunderstand the larger nature of 
the system. This is why it is important to work together in compassionate and collaborative 
ways if we hope to see things happen differently and make shifts in a system. CSL provides 
tools to help honour our interconnectedness and plurality of voices, which are huge steps 
towards building and sustaining the trust à agency à collective care à wellbeing.
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Mindful breathing:  Gentle focus of attention on the breath. Coming in and going out. Not 
trying to change your breathing in any way. No expectations. Simply awareness of the 
breath moment to moment.

THIS IS ALL (and always) BY INVITATION ONLY

Preparation: Find a comfortable position, either sitting or lying down, with your head, neck 
and spine aligned. Uncross your legs and let your hands rest quietly in your lap or by your 
sides. Loosen any tight clothing and gently close your eyes of let your gaze become 
unfocused and relaxed.

Sharon Salzberg meditation from 2016 Wisdom 2.0 conference 
https://youtu.be/ZAAAUuNXzOU
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We have talked about the why of this work:   connectedness & safety à bravery to show 
up as our whole selves. Now let’s take a detour into the “where” in which this work of 
compassionate systems often happens and leads, regardless of people, place, or position(s) 
within a system.
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It is likely that this experience was of a generative social field.
We can have all sorts of social fields (whether or not we are aware of them). Not all are 
social (as we likely well know).
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Generative social field = a space where people can feel psychologically safe to produce new 
ideas & outcomes, new capabilities in working together, and help for ourselves and others 
to see opportunity in our actions.

The Circle of Connectedness (to be revisited on May 27)

Comfort in, dump out (ring theory:  https://www.psychologytoday.com/ca/blog/promoting-
hope-preventing-suicide/201705/ring-theory-helps-us-bring-comfort-in)

The greater the responsibility, the greater the space you hold (i.e. the more you bend 
attentional gravity towards you). I visualize this as:  in holding agape, we are unbounded in 
the extent to which we can grow care and compassion in our space so that we also 
encompass all those who may not currently have the awareness to tap into the agape, but 
who can nevertheless benefit from being in that space and called forth from themselves to 
take part in the community in a more full way. When we practice checking in with ourselves 
and each other (grounding, reflecting, sharing), we increase the collective capacity for care 
and compassion in our larger spaces. The more responsibility/authority/leadership we 



hold, the more influence we have on the shared social field (and on whether it is generative 
or not). We will talk about this again in the May 27 session.
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As we explore our responses in a setting (i.e. the ways we show up), we might benefit from 
awareness of the ladder of inference.

Getting groups to make good decisions is no trivial matter. Mostly because it’s hard to 
agree on what we’re agreeing on:  What’s the “real problem” we’re solving? For whom (for 
what stakeholder?) are we optimizing our solution? What does the data say? (Since data 
doesn’t say anything without us interpreting it…) Establishing a baseline reality and a 
following a simple process to get to good agreement is non-trivial, but a simple framework 
can help: The ladder of inference.
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See Ladder of Inference video at 
https://vimeo.com/612110800?embedded=true&source=video_title&owner=129031697

Image:  the higher we go on the ladder, the harder it is to make different choices (i.e. the 
less flexibility we have).
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The Ladder of Inference especially helps us embody and model the FPPL in four particular 
ways.

18



We live in a world of self-generating beliefs which remain largely untested. We adopt these 
beliefs because they’re based on conclusions, which are inferred from what we observe, 
plus our past experience. The word “Data” means directly observable phenomena. Our 
ability to achieve the results we truly desire is eroded by our feelings that (a) our beliefs are 
The truth, (b) the truth is obvious, (c) our beliefs are based on real data, and (d) the data 
we select are the “real” data. 

The Ladder of Inference is a useful tool to help us all understand how quickly we jump to 
conclusions and interpret the world around us based on our biases and history of 
experience. 
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The Ladder of Inference is a tool to help us imagine climbing up a ladder in our minds, 
helping us to recognize how rapidly we leap to knee-jerk conclusions with no intermediate 
thought process (often through the “help” of thinking traps). It can also help us recognize 
our patterns of behaviour. 

For more examples:  https://www.anxietycanada.com/sites/default/files/ThinkingTraps.pdf
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When we “climb the ladder,” we tend to become a fierce advocate and have a tendency 
toward greater “emotional stuckness”. Emotional intensity is not necessarily a bad thing, 
but it can become a problem if you become stuck there. When we bring ourselves down 
the ladder, usually by using inquiry to discover the truth, there usually comes a stronger 
sense of emotional awareness. 
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In a reflexive loop, what we see in the available data is filtered by our beliefs, in a cycle of 
self-reinforcement. So, we often see what we’re looking for, scanning with intention, not 
just attention. We are “caught” in a loop of confirmation bias (i.e. we see what we expect 
to see and hear what we expect to hear) where it can be difficult to even allow for the 
possibility of “new” data.
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Clean advocacy is a helpful process to integrate into the Ladder of Inference. Being aware 
of and owning our emotions can free us up; a high form of emotional intelligence. Consider 
how being direct and authentic can help you feel less agonized over things you’re assuming 
and help you use inquiry to check your assumptions.
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There is not one “right” way to use this tool. I like to start at the top, then go the bottom 
and work my way up. On this slide, I have numbered the steps in the way I tend to work 
through them.
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