
USING CONSTRUCTIVE DEVELOPMENT THEORY TO EXPLORE HOW CRITICAL EVENTS IN MANAGERS CAREER SPAN PRODUCE MINDSET CHANGE

Introduction
For most managers, work constitutes a significant and meaningful part of their lives. As their career, (simply defined by vocational psychologists as ‘a sequence or collection of jobs one has held of over the course of one’s work life’  (Brown and Lent, 2013 p8)) progresses, each new job is likely to place increasingly complex demands on their capacity to transcend self-limiting mindsets, become more autonomous and self-directed, and ultimately develop the mental capacity to work effectively within the ecosystem of dialectical tensions characterising senior management and leadership activity (Putnam et al., 2016, Schad et al., 2016, Miron-Spektor et al., 2018).    

Changes in the working landscape suggest that the transitions between jobs, roles, ‘gigs’ projects and even organisations (Barley et al., 2017) are becoming increasingly frequent career events (Hall, 1996) for modern managers. Such transition events can trigger development, learning and change, because they stand out as meaningfully different from the familiar. Crossing those boundaries involves moving from one space to another, which may challenge assumptions, triggering possible changes to an individual’s existing frames of reference (Hall and Mirvis, 1995, Ibarra and Barbulescu, 2010). Such events could be important catalysts for learning and development, because real-world experience places unfamiliar demands on existing skills, knowledge, and perspectives, ideally prompting reflection, reconceptualization and experimentation (Kolb et al., 2001). However, such events are unstructured, often spontaneous and unsupported by formal developmental processes. Nevertheless the epistemological construction of the meaning of those subjective experiences is often intrinsically linked both to how managers define themselves professionally and whether they are feel as if they are ‘in over their heads’ (Kegan, 1994) and overwhelmed by the demands of progressively more complex and demanding managerial roles. Thus in the context of managerial development, studying how managers construct meaning from these transition events is a matter of some importance for understanding the consequences of increasingly unstable managerial career trajectories, particularly when meaning is a guide to future action (Mezirow, 1994). Although these subjective experiences offer opportunities for development that transcend one’s current interpretative schema, it is equally possible that restricted capacity to recognise the constraints of current mindset may limit development and growth. 
Examining transitioning events in careers through the lens of Kegan’s Constructive Developmental Theory (CDT) takes into account how patterns of meaning making at different developmental stages in an adults life, are shaped by all four quadrants of the psychological self - cognitive, affective, interpersonal and intrapersonal. This allows for consideration of experiential meaning construction from the perspective of both the individual and the social context in which they are operating. CDT is essentially a theory of developmental intelligence (Will, 2022) that relies on the extent to which an individual can differentiate themselves from their subjective experiences across each of the four quadrants at different stages in their development. Subjective dimensions of the psychological self at each developmental stage hold individuals captive by defining who they are. Once they can view of aspects of themselves in a social context objectively, they have the opportunity to reflect on and question its continued value in their meaning making system. This subject-object dichotomy is the ‘cognate core of an epistemology’ (Kegan, 2009 p45), and the dynamic architecture of the four elements at each developmental stage dictates the meaning people make of an event. When events trigger reflection, this can allow individuals to move from self-limiting mindsets to become more autonomously self directed and, at the final developmental level, to work constructively with the dialectical nature of organisational life, by recognising their inter-independency as senior managers and leaders ((McCauley et al., 2006). Research indicates that advancing developmental intelligence to higher levels in this way has considerable benefits for leadership effectiveness as well as navigating instability, and contradictions (Will, 2022, Voronov and Yorks, 2015, Strang and Kuhnert, 2009)  

Through CDT we argue that it becomes possible to examine transition events in managers careers as opportunities for personal and professional growth, reflection, as well as to explore what holds us captive in each development stage.
Literature review	
Our concern is to explore epistemological changes that occur as a response to critical events using Constructive Developmental Theory (CDT) (Kegan 1994). 
In CDT people are seen as “active organizers of their experience” (Kegan, 1994, p.29) in which people use a set of common organising principles to construct and organise their thinking, feeling, and social-relating, independent of its content. The psychological foundation of CDT is the subject-object relationship which is “the cognate core of an epistemology” (Kegan, 2009, p.45). In essence this boils down to we “are”  what we think and feel, so whatever we are subject to holds us captive. However, once we can conceive of something as object, we gain agency over it, because we can reflect on and question its continued worth as an influential signal for evaluating situations and choices. Helpfully, Kegan’s developmental framework incorporates the ‘familiar four quadrants of the psychological self’ (Illeris K., 2009,, p. 9): the cognitive, the affective, (known to operate conjointly across all the domains that form a person’s frame of reference (Damasio 2006:2010) plus, the interpersonal and the intrapersonal. Importantly, since the intrapersonal is the part of epistemology associated with the complex inner states that establish a sense of self as an actor making meaning of their own life drama, (for us career), any move to objective reflection in this line of development may also makes them more self-aware of interpersonal, cognitive and affective responses (Hall et al., 2018). 
The CDT framework recognises that the necessarily ‘dynamic architecture’ (Kegan, 2009, p. 45), adapts and grows more complex as people learn and develop. The architectural ‘form that transforms’ evolves along three increasingly complex and integrated ‘lines of development’ permeated by emotional colour and tone; 
1. the cognitive - the complexity of abstract thinking used to process information and extract meaning about the world 
2. the interpersonal - the complexity of relational forces used in meaning making,  
3. the intrapersonal - the complex of inner priorities that dominate the way a person constructs their view of self in the world.  
These three lines of epistemological development operate as a gestalt at each developmental stage/order of consciousness or mindset. Adults may engage with life through three broad mindset configurations: 
i. A socialised mindset in which a predominantly self-conscious knower validates self in comparison with others and relative to the force of singular abstractions like ideals, inferences and, values. 
ii. A self-authoring mindset brings the capacity to turn abstractions, interpersonal validation and one’s inner state into objects for reflection. At this stage a person is subject to more complex systemic forces in their meaning making, systems of authority, regulation, ideology are accommodated and the sense of self is sub consciously driven by interests of identity regulation, autonomy and individuation within an institutional system. A large proportion of adults develop to this self-authoring stage.  
iii. A self-transforming mindset develops in a much smaller proportion of the population, but when it occurs people start to process the world dialectically, innately recognising contradictions in ideological systems and objectively challenge the role of ideologies in shaping meaning in relation to self and others. 

	Stage of development
	Dependent
	Independent
	Inter-independent

	
	The socialised mindset
(interpersonal/ traditional)
	The self-authoring mindset
(institutional/modernist)

	The self transforming mindset 
(inter-individual/postmodern)


	What is object
Defines what I have available to me to change in my conscious meaning making structures

	Enduring needs and dispositions, and points of view

	Interpersonal relationships
Inner subjective states and self consciousness

	The autonomous self
Self authorship through self regulation and a systemic ideology


	What is subject defines who I am 

	Interpersonal relationships, 
Abstract cognitive categories and intrapersonal self consciousness, and affect

	The autonomous self, self regulation individuation, identity regulation, ideological systems and relations between the logics of systems of thinking 

	The transforming self
Dialectical reasoning, the mutual interdependency between self an others in the transformation process



Table 1 Subject object progressions at different stages of developmental intelligence (based on McCauley et al 2006 and Kegan 2009)
People process experiences and events based on the self-defining subjectivities dominant in each line of development for the particular order of consciousness they inhabit. Development occurs when whatever a person once held as subject becomes an object available for reflection, thus freeing a person from its captive influence.
 
The change occurs through the mechanisms of differentiation and integration. Differentiation allows a person to notice anomalies, conflicts, and distinctions which challenge the validity of meaning making about a particular experience.  When such a disjuncture prompts critical reflection or self-reflexivity, people question what is being taken for granted in their assumptions (Cunliffe, A.  2016) as well as “how do I relate to others and the world around me” and existentially “who am I” (Cunliffe, A. 2004, p.408). Thus they begin to process the meaning of an experience in a radically different way. If differentiation is a reflexive process in which the individual separates from the cognitive, interpersonal and intrapersonal subjectivities in their epistemology, integration is the process of embedding the learning into a more complex epistemology or higher order of consciousness.

Importantly, people still HAVE aspects that were once subjectivities in a line of development, but they are no longer defined by them to the extent that they ARE those meanings. Progression to a more complex epistemological gestalt requires an advance on all three lines of development so that the individual can operate at a new order of consciousness.  
Theoretically the more complex, volatile and uncertain modern life becomes for leaders and managers,  the more complex their mental structure needs to be and the more important the capacity for dialectical, ethical and moral reasoning in managers and leaders, becomes (Basseches, 2005; Cunliffe, 2009; Schwandt, 2005). Crucially, Kegan suggests that if internal mental complexity does not match external complexity (Ashby and Goldstein, 2011), then a person feels overwhelmed and unable to cope with their experiences (Kegan, 1994). The conflict and disconnect between external demands and the internal ability to process their meaning as something other than threat to self can trigger defensive routines and resistance to learning and change (Vince and Broussine, 1996). Paradoxically, the conflict can also be experienced as an opportunity tension that can trigger re-evaluation and reframing. 
Hence the value of using this framework to explore how career events trigger mind set transition.  
Methodology
Arguably, each individual’s experience is a personal construction based on their interpretation of the unique episodes that shaped their career trajectories. To understand the meaning making patterns involved in each episode, we designed a qualitative investigation within an interpretivist paradigm using a social constructivist epistemology (Vygotsky, 1978). We used phenomenological interviews, to elicit narratives of the informants view of events which they nominated as key turning points on their development path to date. This approach was supported by Voronov and York (2015) who suggested phenomenologically oriented interviews (Moustakas, 1994) were appropriate to assess CDT mindset stages.
We purposefully approached MBA alumni from a single UK business school in order to provide the potential of collecting data across range of adult mindsets and the three possible lines of development (McCauley, Drath, Palus, O'Connor, and Baker, 2006). Kegan (1994) argues that education, age and diverse experiences are crucial factors in advancing towards a self-transforming epistemology. This sample had the advantage of representing  individuals who had invested in their development through enrollment on an MBA and had a higher than average level of education. Furthermore given the programme requirement – that individuals must have 3-4 years managerial experience, it could be assumed that by the end of an MBA everyone would have a minimum of six years management experience. Participants came from a pool of 239 alumni who had previously responded to an online survey about  MBA careers conducted in conjunction with alumni services. First we approached a convenience sample of graduate learners from the Business school who had indicated some willingness to be interviewed at the end of the survey. Once this pool of potential participants was exhausted, we used a snowball sampling strategy to recruit further suitable participants. The resultant sample group was based on self-motivated individuals with both a drive to achieving a fulfilling management career and a willingness to reflect upon the implications of their choices through a conversation with the interviewer. We acknowledge this may exclude individuals who had not seen any radical change or were not self-reflective, however to access the subject-object differences underpinning CDT mindsets, we particularly wanted informants who had both experienced significant personal and career change and were reflective about the process.  
Twenty nine interviews were completed by the first author and all interviews were tape-recorded and transcribed verbatim. This produced 290 transcribed pages, with an average interview time lasting around 52 minutes. The average age of informants was 48 years, suggesting that their career trajectories were well established, giving confidence that they would offer a broad selection of stories.  Each person identified on average 2.4 critical and distinctive turning points in their career trajectory.  
Data analysis
Initially the interviews were coded inductively to surface important events, for each individual. These were extracted from the narratives and categorised in terms of 
· evidence around the nature of critical events as perceived by each informant
· how the individual responded to each event 
· the result in terms of what they chose to do next. 
From this we could establish their positive or negative nature of the experience. We then subsequently reviewed the details of each event using a coding scheme devised from Voronov and Yorks (2015) characterisation of each developmental stage in Kegan’s CDT framework. (Table 1) thus  addressing their call to develop a way to assess mindsets without using the traditional  Subject-Object interview. The coding scheme is based on the self-defining subjectivities that characterize each of the three adult mindsets- socialised, self-authoring and self-transforming. A few informants only showed characteristics of a single mind set (notably self-authoring) suggesting that for them the critical events were insufficient to shift their sense of self in career. These were excluded from further analysis, and we  concentrated our interest on those who were transitioning from one mindset to the other, because they provided the most interesting evidence of the way people were adapting. The analysis was led by the first author and reviewed and agreed with the other two.  

Table 2 below presents the coding scheme including some representative quotes from the interviewees.
We applied this coding structure as a template to analyse the narrative of each participant, which allowed us to establish both the stage of development of each individual and to examine each participant’s story for indicators of movement from subject to object on the three lines (cognitive, intrapersonal, and interpersonal) of epistemology characterising  a person’s construction at each order of consciousness.

	
	Socialised
	Self-Authoring
	Self-Transforming

	Driven by subject
	
	
	

	Cognitive
	1. Inference, ideals values, propositions, hypotheses, Abstractions
 ‘But I went in a course, probably of about 3-4 months, from being A, what came through my school reports as an A1 student so A for attainment and 1 for attitude or whatever, from being in a group for people being considered for Oxbridge’

	7. Guided by own vision
‘It gave you an opportunity to actually stop and think and reflect as to what it was, I actually wanted to do’
8. Conceives of organisation from outside in as a whole
‘and what's next for me would be I was a branch manager next, would be regional manager, ok, 10, 20 years, and the salary wasn't great’
	18. Recognises the value of tensions, paradox, contradiction and oppositeness, dialectical cognition
‘It was the first big learning, personal learning that doing things that not only you enjoy but are that you feel authentically and that you are on your path of what you should do, and the success will flow from that’

	Interpersonal



	2. Role consciousness
‘I was defined by my job’
3. Mutual reciprocity, Interpersonalism
‘Organisational changes and suddenly you are put into a position where you are working with people you don’t respect or don’t want to work with and then you are forced into a different direction’
	9. Sees relationship of self to whole. Multiple role consciousness
‘I also know that the culture fitted me’
10. Master of own work roles
‘I got a job in [name of organisation] with a commission-only job, but I took the risk and I was there at 7 am and sold the first conference system.’
11. Inventor of own work
‘I wanted to be doing something much closer to the front lines with impact’
	19. Interconnection between self and other
‘also its much more supportive in terms of your family life and you actually have the time of to enjoy yourself, do things, enjoy time with your family and your children later in life’
20. Relationship between forms
No evidence

	Intrapersonal
	4. Subjectivity and
5. Self-consciousness
I was defined by my job
6. Understands relations between abstractions
‘I started recognising things which I didn’t like to happen in my life, for example, I didn’t like the fact that there was a lot of uncertainty in jobs, in career paths, it was very opportunistic around who you knew as to whether you would be likely to get the position’
	12. Self-initiating and 16. Autonomous
‘I did bounce back and got a good job in a good organisation, which subsequently took me abroad for a year’.
13. Self-correcting and14. Self-evaluating and 15. Takes responsibility ‘I knew there were things in there that such as who was delegated too, and, sometimes, I didn't give people direction that was required for what happens at work’

17. Individuation
‘I felt I needed to do this’

	21.Transformational Interpenetration of selves
Not evidence
22. Inter individuation
Not evidence


Table 2 Coding structure dervied from Voronov and York's 2015 characterisation of adult mindsets
Since phenomenological interviews tend to be descriptive and meaning making is tacitly driven by what people are subject to, we argue that subjectivities will dominate their description of experiences and their interpretation of the events. Where we found evidence of cognitive, interpersonal or intrapersonal lines of development that mapped to a more complex epistemological mindset, then we assumed their meaning making on that particular line of development was no longer embedded in the subjective constraints of the lower order of consciousness and hence this was evidence of a more complex interpretation of events.  
When we revisited the analysis of events that appeared to trigger the mindset transition we noticed that they fell into two broad categories; one characterized either by shocks (Nalis, Kubicek, and Korunka, 2021), jolts (Miller, 2018), crises, boom events (Jansen and Shipp, 2019) that prompted a sense of not fitting. These were all negative interruptions outside a person’s control. The second category was characterized by career events prompted by a positive realization, a self-initiated experiment, or complex reflection over time. This distinction proved insightful when we began to look at changes to the dynamic epistemological architecture to identify the relationship between event and the process of development. Table 3 represents some representative quotes in terms of the nature of the event


	Career event
	Example 1
	Example 2
	Example 3

	Negative externally imposed event
	..’because I think one of the things that was quite useful by being made redundant, it gave you an opportunity to actually stop and think and reflect what it was I actually wanted to do.’

	‘and then through redundancy I thought it would be better to work for a bigger company, who could cope with those situations…’
	

	Negative affect of not fitting
	‘I was certainly being put in a challenging situation. It was the first time I had come up against a boss I did not respect…but looking back, I clearly hit a brick wall, and, looking back, the people I turned for support turned out not to be the right people.’
	…’it wasn’t going anywhere…and at that point it was clear that I would only go so far in this job.’
	‘I started recognising things which I didn’t like to happen in my life….it was very opportunistic around who you knew as to whether you would be likely to get the position.’

	Self initiated action into mind set transition
	‘And I'm at the point fork in the road whether I stay in IT or whether I branch off on my own and do something different which will be running my own business to my own thing but not IT. So, the MBA has also given me the confidence to know that I can do that. I’m not afraid to do that - I know how to run a business.’
	‘I did go for a job as a, at the time I was obsessed with photography and I did go for a job with them to work in their photography department.’
	‘It suddenly came to me, that I had been looking for a different job and what I needed was a different Jeff, when I started to think about that and the route it became clear that some form of further education would open new options to me, whether it was a new network with new options. And it became clear that this is what I needed to do.’


Table 3 Nature of the event
Overall this analytical approach allowed us to operationalise the dimensions of CDT, as outlined in the literature review, to examine the process through which different learners  constructed types of critical events and how that changed or transformed their epistemology. 
The patterns of epistemological change to self was clearly related to the nature of the triggering event and which lines of development were impacted by the event. The matrix of changes to the epistemological pathway is illustrated in Table 2  below and examples are provided  next. 
Findings
[image: ]
Figure 1 The influence of transition events in career on mindset progression
Firstly, all events participants described showed some evidence of reflection within the existing lines of development that dominated in their meaning structures, however where the process became interesting was in the nuances of the relationship between existing mindset and the nature of the event.   
For negative events, individuals transitioning from socialised to self-authoring mindset, the trigger was externally imposed such as redundancy, or merger and the experience came as a shock or a jolt; whereas, for those transitioning from a self-authoring mindset to a self-transforming mindset the negative trigger for change was more likely to be a feeling of self-alienation or not fitting. For both groups in transition between epistemologies the experience of an event emanating outside their personal agency was accompanied by emotional discomfiture that led to a reaction and re-evaluation of their meaning scheme through reflection. Furthermore, when we looked at what was changing in their epistemology, it became evident that the change was restricted to only one line of development in their mindset.  
The table below illustrates representative quotes and shows that for those transitioning from a predominantly socialised mindset, evidence of reasoning at the next level of consciousness, (self-authoring codes) only emerged in the cognitive OR the intrapersonal domains,  never the interpersonal [i.e. codes 9-11 in Table 1 were not present]. Logically this is plausible when the interpersonal has such a strong and defining hold on a socialised knower’s epistemology: for them, interpersonal relationships provide validation of their cognition or their intrapersonal sense of self so may be the last to change. 
In contrast, people transitioning from a self-authoring mindset to a self-transforming epistemology exhibited changes in the cognitive OR inter-personal element (never the intrapersonal (i.e. codes 21 and 22 in Table 1 were not present) of their mindset. Again this is logically plausible since the intra-personal domain is such a strong influence within a self-authoring epistemology. 



2

	Participants
	Nature of the event triggers
	Socialised knowers moving to a self-authoring mindset
	Self-authoring knowers moving to a self-transforming mindset

	
	Negative externally imposed event/Negative affect of not fitting 
	Evidence of either cognitive (code 7-8) OR INTRApersonal (code 12-17) line of Self-Authoring mind set
	Evidence of either cognitive (code 18) OR INTERpersonal (code 19-20) line of Self-Transforming mindset

	
	
	
	

	IDFHBS05
	Negative externally imposed event: ‘One day a meeting was called, I was called into an office, and I was made redundant. 
	‘That was an absolute catastrophe, it wasn’t handled badly, but, at that time, I was defined by my job [2, 4, 5]. In those situations, you’re given an envelope with a letter and a sum of money to agree to. I lived about 150 miles from home and I remember driving all the way home crying, bawling my eyes out, I don’t know how I got home. The next day I took all my work-related schedule out of my diary, which left nothing else. The feeling of being committed and having nothing left was awful. I was bruised and battered by the experience [5]. But then I did something healthy, I took myself back to California to see friends [12] and one of my friends there had done an MBA. I’d asked him about it and when I came back to the UK, I started to think more about it and maybe the reasons why I had been made redundant and lacked the skills they needed [13, 14]. I had received a healthy redundancy and thought I would buy myself some time and do an MBA [17].’

	

	IMMHBS10
	Negative externally imposed event: Yes, I've been made redundant over there, so I had to come back with no visa.
	So essentially, I'm still working in the consulting field [5] because I think one of the things that was quite useful by being made redundant it gave you an opportunity to actually stop and think and reflect as to what it was, I actually wanted to do [7]. And it's one of the things, I speak to a lot of people [3], if you are quite assertive in your career with ambitions, you know once you get on the rollercoaster, effectively you are on the train. You don't often have time to step away and reflect in terms of, and, actually, it's interesting with some of the work I'm doing now [6]. From a coaching perspective in terms of how career breaks influence people's priorities and reflections in terms of what it is they enjoy doing prior to, because life changes happen, whether it's an enforced career break because of redundancies, chosen career break, or someone goes on maternity or paternity leave [3]. And all these things trigger a kind of reflection
	

	IGMHBS08
	Negative affect of not fitting: Then I realised that the people I was working with, that apart from when they were getting overtime for a Saturday, they never ever worked on a Sunday, they had holidays in the winter, they only worked 5 days a week and had every weekend off, they don’t have to work on Christmas day.
	
	You know part of my brain was thinking, well why, part of me was thinking I loved farming, also realised that actually there is a much more secure way of financial life [1], also its much more supportive in terms of your family life and you actually have the time of to enjoy yourself, do things, enjoy time with your family and your children later in life [19].…the farming was not a very lucrative career, it was very hard work, and very hit and miss in terms of years [2].

	ICFHBS07
	Negative affect of not fitting: In terms of career events, there was nothing abrupt that happened. It was more as I was pursing that career and spent 9 years in academia, I started recognising things which I didn’t like to happen in my life, for example, I didn’t like the fact that there was a lot of uncertainty in jobs, in career paths, it was very opportunistic around who you knew as to whether you would be likely to get the position.
	
	I also realised that the money in academic careers was very low. I also felt that, in general, I was working on quite basic science, and, although I was excited and publishing, I wanted to be doing something much closer to the front lines with impact [12, 11, 7, 18], not waiting for 20-30 years to see something materialise. I would say that it was a conscious and deliberate thinking process during the nine years to decide whether this was for me [18].

	
	
	
	


Table 4 The role of Negative externally imposed event/Negative affect of not fitting on mindset progression
In comparison, participants who self-initiated change events appeared to move further in their mindset change. Intriguingly,  when we then looked at what was transitioning in their epistemologies, this type of event generated not one but two movements on the three possible lines of development characterising their existing mindset. The table below shows some illustrative quotes for socialised knowers in transition to a self-authoring mindset often spoke about the self-correcting and self-evaluating elements of the intra personal domain, and within the interpersonal domain they started to show evidence of multiple role consciousness and a grasp on their relationship to the wider institutional setting. This suggest that the core of their socialised epistemology, the interpersonal domain  was challenged, and prompted some more intrapersonal authority for self.
For those in transition from a self- authoring to a self-transforming epistemology, the primary change was cognitive, the development of dialectical cognition, through which the individual could appreciate that  tension and contradiction involve more than just their singular world view. They start to re-evaluate their connectedness with others points of view and the duality of perspectives on self in career. That they changed on the cognitive and interpersonal lines of epistemological development before the intrapersonal is logically plausible in a career, where individuation (which sits in the intra personal domain) is likely to be a particularly strong driver for self-initiated events. 

	Participants
	Nature of the event triggers
	Socialised knowers moving to a self-authoring mindset
	Self-authoring knowers moving to a self-transforming mindset

	
	Self initiated event
	Evidence of INTERpersonal (codes 9-11) AND INTRApersonal (code 12-15) line of Self Authoring mindset
	Evidence of Cognitive (Code 18) AND INTERpersonal (code 19-20) line of Self Transforming mindset

	IRMHBS11
	Self initiated: ‘I think I was one of the oldest on the course at the time, 47, and you come across all these bright young things, thinking, wow, this is very humbling [4, 5]. But some of that energy does rub off on you [3], and I think the MBA just brings things out in you that you didn't realise.
	It’s like, we were away for a couple of times overseas doing some stuff, and we had some real tight deadlines, presentations to all the people we were working for over there [10]. And it really does bring out, you know, you think, my god, I really was capable of doing that [14, 13]. You know working until 3 o'clock in the morning and doing presentations and stuff and standing up in front of people [10]. I mean that's the main thing for me, it really has given me a lot of confidence, to be able to stand up in front of the PLC board here and present stuff to them. That has been really useful. But I think mainly, the experiences, while two, team working is key, and I think that's key to any business and group work in the MBA was fantastic. But I just found it a very humbling experience really.’


	

	I2MHBS12
	Self initiated: On the personal development side, it probably happened after I had been with the organisation I was currently at, I had been there two years or so, and, at that time, I was charged with setting up and running a new business unit.
	There were basically three business units and I was making progress, although I didn't feel it was quite the progress I wanted [14, 9, 5, 4] so I asked one of my peers just give a view of the why we were not making as much progress on the business unit I lead [12]…and when he shared the feedback, his rough feedback, he kind of just gave it to me in black and white, when I got it I was quite taken aback on some of it, because some of it was quite negative. You know I sort of reflected on it quite a bit, but six-nine months down the line it was probably one of the most powerful personal development interventions I probably ever had, because to get one hundred people in a closed room, probably egging each other on, to get that brutal feedback, that unvarnished feedback it’s quite valuable. I knew there were things in there that such as who was delegated too, and, sometimes, I didn't give people direction that was required [13, 14, 15], it's really quite powerful, as I didn't know that before [14].
	

	IBFHBS12
	Self initiated: So I did my A-levels, and, at that time, there was a big shift and it happened again later at [name of business school],
	
	So I did my A-levels, and, at that time, there was a big shift and it happened again later at [name of business school], but I wasn't able to recognise it then, the group of people you meet, from being like best in the class and doing everything to going up to a score that took in from all the schools in the area was then around [19], oh, you are one of many and you are not the best [14, 5, 4]. How does that feel and getting over that there will always gonna be people in life that you would be more amazed by their skills or the insight or how to juggle 50,000 things at the same time, so that was an uncomfortable feeling looking back [19], but one that made me continue that I had to work hard [18]. I guess I have never been somebody that has, or it has never felt like I could pick things up easily, I had always had to work hard. I'm not a naturally talented linguist but through hard work and security and discipline I managed to get through things [14].

	INMHBS93
	Self initiated: When I finished my degree and I went to work in a public sector office with a dozen guys in it
	
	I’m a confident, extrovert, kind of guy. I’m gregarious and enjoy meeting people [14]. When I finished my degree and I went to work in a public sector office with a dozen guys in it, I went in with a degree, but there was only one other person with a degree. I inadvertently thought that was a big deal, I’d like to think I wasn’t arrogant about it, but it certainly helped my self-confidence [9]. One day, I made a comment in the office, which today I can’t remember what it was, it wasn’t a well-thought out comment. One of the senior guys turned to me and said ‘[name of participant], just because you have a university degree doesn’t set you apart from the rest of us.’ It was a necessary comment which brought me down to earth, it was one of the things which made me think he was right. The other guys didn’t have a degree, but they knew a lot more about how to do this than I did [18]. I was sitting with very experienced guys, there was some admin, we had no computers, so people were ordinary draftsmen, and that was an important learning for me, how we fit into an organisation, and I hope it’s one I’ve retained [19].


Table 5 The role of self-initiated events on mindset progression





	
	
Discussion
Although there is a general acceptance that events are triggers for reflection, the actual path from event to mind set transformation along lines of development has so far been unclear. The subjective and tacit nature of individuals experiences and the subjective psychological criteria used to evaluate their development have made it problematic to unravel the complexity of the intervening meaning making processes. By combining CDT with mangers development  stories we have started to explore which aspects of  epistemic meaning making are changed by different types of events. Hence we suggest that CDT plays a useful role in recognising the way ‘form transforms’ developmentally as a result of different types of events (Kegan, 2009).  Two key insights emerge from this analysis.

Transformation is a Progressive Evolution of Agency
Kegan argues that mindset transformation involves change on all three lines of psychological development, implying that the cognitive, affective and self-constructive qualities identified by Lord et al (2011) as vital antecedents to managerial adaptability operate as a gestalt. Theoretically,  psychological development follows a pattern in which ‘differentiation always precedes integration’ (Kegan, 1994, p.326) in the epistemological framework an individual uses to interpret events. Kegan is careful to clarify that, in CDT, differentiation is not to be seen as the inherent human drive to be a distinct agent in control of one’s self identity, nor does it preclude the drive to stay connected, relate and belong to familiar communities or groups. Both of these capacities co-exist within all orders of consciousness. What is differentiated is how the form of cognitive, interpersonal and intrapersonal dimensions shapes meaning making by focusing attention on evidence that seem distinctly relevant to the individual, at that order of consciousness. Thus one would expect that when sufficiently remarkable evidence emerges to create an experience of conflict, differentiation prompts objective consideration on all lines of development, rather than a subjective unquestioning reaction. Thus as the individual starts to wrestle with the implications of the contradictory dimensions of the apparent disjuncture, either through reflection, action, or reconceptualization, they challenge the forms that define who they are. This produces a qualitative evolution in the constructions underlying the foundations of their order of consciousness.  
It seems clear from this research that critical events in managers development rarely contain sufficiently startling evidence to prompt a complete re-evaluation of all three lines of development to transform the entire epistemology. This may be due to the fact that their development as managers  is only part of their psychological self  and it is also likely to be due to the emotional temperature surrounding the event. Self-initiated events enable detached, objective reflection on two lines of development, but not to the extent that they undermine the line of development that is central to self-evaluation at a particular order of consciousness. For example, socialised knowers do not start reflecting on the interpersonal subjectivities which are so key to their construction of self, and self- authoring knowers remain subject to their sense of autonomy and self-correcting individuation. Apparently the lines of development most deeply implicated in the overall mindset take time and perhaps more input to generate a shift.
When confronted with events outside one’s control, the progression is slower than if the individual is acting with agency in terms of career choice. For the self-authoring epistemology the sense of not fitting triggers reflection on the role of the others or abstract cognitive issues, but it does not lead to questioning of their inherent sense of self in control over their life circumstances. Potentially learning to change the deepest layers of our epistemology is hardest because of the emotional attachment to its self-defining nature.
So, although CDT presents the orders of consciousness as discrete, and implies that transition from one order to another is holistic, in practice the evidence suggests development is more nuanced, particularly in the context of managers development. We suggest that this is not a single revolutionary punctuation point, but an evolution in stages, where some epistemological influences change while others remain stuck within existing subjectivities. 

Whatever the event, however, the individual is mentally thrust into a state of being ‘betwixt and between’ orders of consciousness or constructions of self, which, as Irving et al (2019:356) highlight is a liminal state when people ‘realises their previous understandings are inadequate but before they have fully developed a new understanding’ (Meyer and Land 2005; Turner 1977). Liminal space is well known for its association with identity reconstruction and occupational transitions, and there are strong suggestions that this being ins such a space can prompt reflection and a transition from subject to object in ones epistemology (Beech, 2011).  Given the importance of work for a manager’s sense of self, it is possible that the process of entering and existing in a liminal space at various points in one’s career, and the surrounding instability may be an important prompt to advancing developmental intelligence.  
  
The Nature of the Event Affects Transformational Momentum
Our examination of how managers adapt to the instability in their development, provides some insights into the extent to which particular types of events have the potential to catalyse re-evaluation of our orders of consciousness. Interruptions (whether positive or negative) are well known primers for reflection. By disrupting  the familiar flow of activity (Argyris and Schön, 1978) they can encourage the individual to combine previous experiences and new insights, while re-evaluating existing thoughts and actions (Flanagan, 1954). However much of the literature has examined critical events, emphasising their negative character (Daudelin, 1996; Kleiner and Roth, 1996). Furthermore, Applebaum and Goransson (1997) acknowledge the transformational nature of unusual and discrete events in which previously learnt patterns of behaviour no longer function; forcing the individual to question their taken-for-granted beliefs and assumptions and reframe their understanding of the situation at hand (Argyris C.  and Schön, 1978; Schön, 1983)). In the same vein, Fiol and Lyles highlight crisis, shocks, or jolts as necessary for “unlearning, new higher-level learning and readaptation to take place” (1985, p.808). Mezirow (1990, 1997) speaks of disorienting dilemmas denoting a life crisis as a prerequisite that triggers a questioning of assumptions, resulting in transformed beliefs. Less is known of how positive self-initiated events trigger reflection (see, for exception, (Ilies, Dimotakis, and De Pater, 2010). Our research shows that events that are negative trigger less transformation in stable mindsets than those that are self-initiated. 
[bookmark: _Hlk158129940]Self-initiated events are a more positive experience because they are primarily initiated deliberately and voluntarily from inside out and individual elects to proactively challenge their thinking on two or more lines of development. The positive momentum of moving towards something attractive, implicit in self-initiated events may predispose greater openness to reflection, realisation and experimentation (Fredrickson and Branigan, 2005) which possibly allows people to enter the transition space with a greater willingness to change their lines of development. Thus, the self-initiated nature of events triggers a more comprehensive re-evaluation of one’s psycho-social position. For socialised knowers who are becoming more self-authoring this involves a change in the interpersonal AND the intrapersonal dimensions of their consciousness. In that sense they re-evaluate both the influence of others upon their interpretation of the world as well as question the limitations of their own self-consciousness and emotional response. For those transitioning  from self-authoring to self- transforming knowers, it involves both the cognitive and affective apprehension (Voronov and York, 2015) of the creative benefits of tension and conflict as generative, AND, a change in the way they recognise the interconnectedness between self and others in being the force that is co-creating events. Suddenly they appreciate, as John Donne first said, ‘no man is an island’, but part of a more complex and entangled world of work with all its complex systemic contradictions (Putnam, Fairhurst, and Banghart, 2016; Schad, Lewis, Raisch, and Smith, 2016)
When the experience is externally imposed on them or  the experience of not fitting into a social structure, it seems to generate some reflection but not enough to move the individual further in their line of development. Advances in cognitive, interpersonal, and intrapersonal lines of development are limited to one single strand. It is possible that the emotional discomfort surrounding negative events restricts reflection perhaps because the negative affect associated with critical events that may be self-defining triggers defensive reasoning (Vince and Broussine, 1996). As a gestalt,  the socialised knower is dependent on others for self-validation. The effect of cutting people off from their familiar social situation, through redundancy, is perhaps too traumatic in the moment to allow for reflection on the influence of that separation on interpersonal influences on self-identity. On the other hand, the self-authoring knower, is dominated by their intra-personal sense of authority in response to contextual conditions. The feeling of not fitting may be an affront to their intrapersonal sense of self, making it easier to reflect on cognitive frames of reference or the way others (interpersonal) affect their development. In both cases the emotionally taxing facets of factors outside of their control seem to suppress reflection and adaptability

Both changeful situations are pregnant with the possibility of self-questioning that could challenge the subjectivities that hold the individual in a particular order of consciousness, but this also seems to contain qualities that get in the way of questioning who one is.  Our analysis of events offers a sense of the role affect may play in the process of moving through mind set stages. Psychology recognises (Damasio, 2006) that affect is so entangled with reasoning in our mental architecture that it is intrinsic to even the most basic of choices and action. CDT also acknowledges the affective dimension of a person’s mental construction within the interpersonal and intrapersonal facets of a mindset. When we look at  table 2 we see that the experience of emotional discomfort associated with sudden shocks or the experience of not fitting may be a factor affecting the movement through lines of development. 
The evidence suggests that the critical career events, both positive and negative identified by our participants moved them into a space that shook their epistemological foundations but crucially, the quality of the entry experience can affect the path through liminality. 
Contribution and Future Research
In the light of our findings, it is evident that the complex and multifaceted nature of increasingly frequent experiences of transition events in managerial careers have some impact on their developmental intelligences, making this an important topic for further consideration. By relating the nature of event to the changes in managers’ dynamic epistemological architecture we develop a more nuanced understanding of the conditions surrounding the development process.
Examining the subject/object transitions in the cognitive, interpersonal, and intrapersonal elements of managers’ stories, we see that the transitions between socialised, self-authoring and self-transforming mindsets depend on the nature of the triggering event, and the extent to which that pushes them into mindset transition.. We highlight that progression to the next more complex mindset depends on the extent to which the individual becomes aware of inherently subjective and tacit elements in of their epistemology that hold define who they are. In detail, this study suggests that events that are externally-imposed and the experience of intense negative emotions have the potential to inhibit someone’s progression through mindset stages, in that they can cloud our meaning-making with defensive emotions and limit the extent to which we can travel in terms of the three lines of development in meaning-making system. On the other hand, self-initiated events have the potential to allow people to enter the liminal space with a greater willingness to change  mindset because they are less clouded with defensive emotions surrounding events outside their control and their proactivity encourages realisation and reflection. Using Kegan’s constructive developmental theory enabled us to surface such distinctions, through a focus on subject-object orientation of the person in relation to the event and reflect upon something that should be taken into account in their meaning schemata. 
Implications for theory
This study contributes to a better understanding of the nuances in constructive development theories in response to career events. We suggest, that the transition from one mindset stage to another in CDT is more nuanced than Kegan (1994) proposes, in that transition is not a single revolutionary punctuation point, but an evolution in stages.
We also contribute to a better understanding of the nature of events that trigger mind set transition. Mezirow (1990, 1997) speaks of disorienting dilemmas denoting a life crisis as a prerequisite that triggers a questioning of assumptions, resulting in transformed beliefs. Dirkkx (1998) states that the perception and comprehension of an external event as a trigger is always personal. This implies that  what one person perceives as a trigger may not be so for another (Jester and Hoggan, 2009); however does not tell us anything about what to look for in terms of a trigger. The experience of participants in this study gives us insight to the way three different triggers ( shocks, not fitting and self-initiated change) produce different reactions in managers with different degrees of mindset complexity. Whilst the literature has largely emphasised the negative character of critical events as triggers for reflection on meaning schemes, we suggest that positive self-initiated actions have greater potential to open minds to transformation. Contrary to what Mezirow (1990) argues, trigger events are not always externally imposed and disorientating but powerful change can also occur from deliberate self-initiated entry into a liminal space.  
Moreover, according to McCauley et al. (2006), there is almost no research that examines how training, development, or coaching programmes impact participants order of development. McCauley et al. (2006) state that a lack of research in this area is likely to be driven by the complexity of measuring individuals mindset stages and the difficulty and time-intensive use of the subject-object interview. In this vein, this study follows Voronov and York’s (2015) call for alternative elicitation techniques to assess people’s mindset stages by using the phenomenologically-informed interview. As such it fills a methodological gap that could be informative for programmes like the MBA to help surface enables and blockers in mind set transitions of managers. 
Limitations and further research
This work is limited to a self-selecting sample of managers who have already invested in their career. In addition it did not find any informants that had fully transformed into self transforming knowers. 
Given the rare number of self-transforming knowers in the overall population, McCauley et al. (2006) point out that, despite the numerous claims in the literature in support of the efficacy of the self-transforming knower, there are also very few studies that include individuals measured at this stage. It would, therefore, be interesting to extend the methodological approach in this paper to study people at this level further. McCauley et al. (2006) suggest international sampling as a strategy to address this difficult of finding such people. An international extension of this study could also add depth to our understanding of career events for managers in more patriarchal organizations where people expect to take less responsibility for their career trajectory. The event trigger in this case might be significantly different. Alternatively, longitudinal studies that follow individuals throughout their development could potentially address this limitation. 
Conclusion
We suggest that by investigating meaning making at this more nuanced level gives insight into the way mind set progression is initiated by the nature of the event. This paper suggest that the emotion associated with the event trigger mindset transition  are implicated in the extent to which an individual can use this experience to produce AHA moments of recognition, reflection, and experimentation required to significantly alter the epistemological foundations that are self-defining. Negative feelings associated with events outside their control produce only reflection on one line of development  but self-initiated career events allow for more progressive epistemological development. 
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