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Be BIG: Step Up, Step Out, Be Bold; and Opening Doors 
to Teamwork & Collaboration: 4 Keys That Change 
EVERYTHING.	 	Her	 newest	 book,	Safe Enough to Soar, 
will be published in November 2018.  She is a recipient of 
ODN’s	Lifetime	Achievement	Award	 and	one	of	Profiles	
in	 Diversity	 Journal’s	 Pioneers	 of	 Diversity.	 	 Judith	 is	
a member of the Board of Trustees of Fielding Graduate 
University. 
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Power of Diversity; Be BIG: Step Up, Step Out, Be Bold; 
and Opening Doors to Teamwork and Collaboration: 4 
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a	past	member	of	the	Board	of	Directors	of	Ben	&	Jerry’s	
Homemade,	Inc.;	he	currently	serves	on	the	boards	of	Day	&	

Abstract

Edie and Charlie Seashore believed in people and 
their	capacity	for	growth	and	change.		Katz,	Miller	
and O’Brien chronicle their journeys with Edie and 
Charlie through personal stories.  They endeavor 
to share what it felt like to be in their presence 
and describe the lifelong impact the Seashores’ 
mentorship,	friendship,	and	partnership	had	on	each	
of them as OD practitioners and agents of change.  
Each	of	the	authors	has	embraced	these	experiences	
and Use of Self and continues to foster Edie and 
Charlie’s legacy as they carry out their own work 
on	inclusion,	diversity,	and	culture	change.
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 The impact of Edie and Charlie Seashore 
almost goes beyond what can be captured in words.  
They	personified	what	it	means	to	understand	and	
foster	 “self	 as	 instrument.”	 	 As	 authors	 of	 this	
article,	we	endeavor	to	share	what	it	felt	like	to	be	
in	 the	 presence	 of,	 be	mentored	 by,	 be	 friends	 of	
and partner with Edie and Charlie and the lifelong 
impact	 of	 these	 experiences	 on	 each	 of	 us	 as	
Organizational Development (OD) practitioners 
and agents of change.  We are who we are in part 
because of our relationship with each of them.  It 
was a connection spanning decades.  It is our intent 
to share some of the wisdom we learned from 
them and to foster the legacy of their work.  Their 
presence and their teaching are with us every day 
as we live our lives and do our work.  We hope that 
others	benefit	from	how	we	have	been	touched	by	
them and also will be shaped by Edie and Charlie’s 
wisdom. 

Our connections with Edie and Charlie
 Each of us came to know Edie and Charlie 
in	different	ways.	 	Judith	met	Edie	and	Charlie	in	
1972.		Judith	was	working	in	Bethel,	Maine,	as	part	
of NTL’s (National Training Laboratories) Children 
and	Teen	Program	(a	“camp”	for	the	children	of	staff	
and participants of NTL programs).  In addition to 
getting to know Edie and Charlie’s children and 
Edie	 and	Charlie	 at	NTL,	 Judith	 spent	 significant	
time with Edie in 1973 as a Master’s student at 
the University of Massachusetts as part of a year-
long	 program	 with	 Edie,	 Herb	 Shephard,	 Orian	
Worden,	and	Wally	Sykes	focused	on	learning	the	
use	 of	 self,	 change	 and	 rules	 for	 staying	 alive	 as	
change agents.  One early learning came through 
a visualization activity in which Edie had people 
imagine a change they wanted to make and what 
their	 lives	 would	 be	 like	 in	 six	 months	 if	 they	
made	the	change;	then	what	life	might	look	like	six	
months from now if they didn’t make the change.  
After	this	visualization,	participants	were	to	invite	
the people they want to talk with about the change 
to	their	favorite	spot.		Judith	was	in	the	middle	of	
a major change that was scary to make and the 
activity helped her gain clarity and face her fears.  
She has since used that activity as a way to help her 
make change personally and professionally.  It was 
one among many wonderful and empowering gifts 
that Edie gave her to continue to grow herself.  Her 
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relationship with Edie continued until Edie’s death 
in	2013.	 	And,	of	course,	 in	knowing	Edie,	Judith	
also developed a strong relationship with Charlie. 
 Fred met Edie in the fall of 1972 when he 
was an internal consultant at Connecticut General 
Life	 Insurance	 Company	 (CG).	 	 His	 colleague,	
Rick	Kremer,	had	met	Edie	at	NTL	and	wanted	her	
to	partner	in	designing	and	facilitating	the	CG’s	first	
workshop on women and men working together.  
As a pioneer in addressing woman-man issues in 
organizations,	Edie	had	been	involved	in	addressing	
the	landmark	AT&T	class	action	suit	that	in	many	
ways launched the corporate diversity movement.  
The CG woman-man workshop was only the second 
workshop of that type conducted inside a large 
corporation.		After	that	groundbreaking	experience,	
Fred and Edie became close friends and partnered 
on	many	 endeavors,	 including	 restructuring	NTL,	
facilitating	 personal	 growth	 workshops,	 and	
leading client interventions.  Edie also coached 
and	 facilitated	workshops	 for	The	Kaleel	 Jamison	
Consulting	Group,	Inc.	as	it	developed	as	a	firm.	
 Fred met Charlie in the early 1970s when 
visiting	him	and	Edie	at	their	home	in	Washington,	
D.C.  Fred later co-facilitated client workshops 
with	Charlie,	and	they	formed	a	long-term,	mutual	
coaching	relationship.		One	memorable	experience	
with Charlie happened when Fred was attending 
a NTL Strategic Planning workshop led by Peter 
Vaill	 in	 Bethel,	 Maine.	 	 Charlie	 was	 the	 guest	
facilitator	 for	 a	 day,	 and	he	 taught	Fred	 two	very	
valuable	lessons.		The	first	was	that	closure	was	too	
important	 to	 group	 process	 to	wait	 until	 the	 end,	
so Charlie had the group do closure in the middle 
of	the	week.		He	explained	that	often	closure	gets	
rushed because people are in leaving mode or they 
dislike	 endings	 or	 saying	 goodbye.	 	And,	 like	 all	
group processes if we do not practice it in good 
form	we	never	learn	how	to	do	it	well.		Thus,	we	all	
learned by giving it enough time and learning how 
to do it well.  The second was a self-as-instrument 
learning that Fred has carried with him from that 
day in the 1970s: it is okay to bring humor into the 
group process and when facilitating.  Fred thought 
he	always	needed	to	be	serious,	but	Charlie	showed	
how bringing your humor can be a very effective 
way of moving a person and a group forward on 
their growth journey.

How	Edie	and	Charlie	influenced	our	scholarship	
and practice of OD
	 For	 Judith,	 Edie	 was	 an	 important	 role	
model,	not	only	as	one	of	 the	first	women	in	OD,	
but	also	as	a	Jewish	woman	who	was	a	trailblazer.		
Judith’s	 early	 exposure	 to	 NTL,	 experiential	
education,	and	T-groups	shaped	her	understanding	
of the need to pay attention to her intuition and 
to have the courage to speak her voice and trust 
herself.	 	Those	experiences,	coupled	with	 the	 real	
social change and societal issues happening in the 
world,	 shaped	 her	 work	 in	 organizational	 change	
and dealing with issues of oppression.  She used 
her voice as an instrument for change.  Edie’s 
use	 of	 self	 was	 always	 powerful—she	 lived	 her	
life authentically.  She demonstrated how to be a 
powerful woman: how to challenge in ways that 
were	 forthright	 and	 thoughtful,	 never	 be	 belittled	
or	made	small,	and	to	seek	out	win-win	solutions.		
Edie saw the best in people and saw their potential.  
She	was	the	consummate	networker,	always	putting	
people together that she thought could collaborate 
and do more together than they could apart. 
 Fred describes Edie as one of the people 
who helped to set his feet on the path of his work 
and whose shoulders he stands.  As an African 
American man born in Philadelphia and coming of 
age	during	the	Civil	Rights	era,	he	needed	to	learn	
to trust himself and to be willing to speak about 
issues of discrimination and change in a way to be a 
change	agent.		Through	his	work	on	use	of	self,	Fred	
was able to develop himself into an instrument for 
change in the challenging landscape of racism and 
address those issues in a way that could be heard.
	 Many	of	Bridget’s	experiences	of	Edie	and	
Charlie’s work were passed down to her through 
mentors	and	colleagues	or	experienced	secondhand	
through	 her	 exploration	 of	 use	 of	 self	 through	
NTL’s	 Human	 Interaction	 Laboratory.	 	 However,	
during	 her	 time	 at	 Fielding	 Graduate	 University,	
Bridget	 experienced	 Edie	 and	 Charlie	 firsthand	
during	conversations	and	workshops.		To	this	day,	
Bridget carries one of Charlie’s famous quotes with 
her,	 “What	would	 an	adult	do	 if	 they	were	 in	 the	
same	situation?”	and	leverages	it	as	a	reminder	to	
speak up and challenge herself and others. 
 While each of us cherishes our individual 
relationships	and	experiences	with	Edie	and	Charlie,	
there are also many shared learnings that shaped us 
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a	 limitation,	 she	 would	 give	 them	 language	 to	
rephrase it and think of the limitation as something 
that	was	happening	“up	until	now.”	 	Tomorrow	is	
a different story and this shift in thinking enabled 
people to change and grow and not be stuck in the 
current	 reality.	 	 Judith	 and	 Fred	 considered	 Edie	
their	“sage”	and	over	the	years	would	invite	her	to	
staff labs with them to bring her wisdom.  Her role 
was	 not	 to	 perform	or	 facilitate,	 just	 to	 bring	 her	
thinking,	observations	and	wisdom.	
	 Bridget’s	first	image	of	Charlie	was	during	a	
National Session at the Fielding Graduate Institute 
(now University).  Charlie was easy to spot from 
across the room as he was wearing a red shirt and 
a multi-colored propeller beanie hat.  This outward 
expression	of	fun	was	one	of	Charlie’s	key	lessons:	
don’t take life too seriously.  It is okay to laugh and 
it is important to bring humor to our work and our 
use of self.  At different times both Bridget and 
Fred	 learned	 this	 important	 lesson	 from	 Charlie,	
humor allows us to be more human and accessible 
to others. 

Impact on our work
	 Judith	 and	Fred	have	 embraced	 the	use	of	
self and the teachings of Edie and Charlie in their 
work	 on	 inclusion,	 diversity,	 and	 culture	 change.		
Part of the power of their partnership has been to 
use themselves and their differences as partners 
to effectively make change.  It has allowed them 
to	 recognize	 and	 leverage	 moments	 when,	 as	 a	
man,	 Fred	 might	 be	 heard,	 moments	 when,	 as	 a	
white	 person,	 Judith	might	 be	 heard.	 	 They	 have	
been able to demonstrate how to bring those 
differences to the table in a way that gives people 
a	picture	of	what	inclusion,	leveraging	differences	
and true partnership looks like in action.  They 
have developed frameworks to help people and 
organizations	move	 to	 change,	 including	 the	Path	
model	 (Katz	&	Miller,	 1995),	 creating	Conscious	
Actions	 for	 Inclusion	 (2016),	 and,	 most	 recently,	
how to create interaction safety as a foundation for 
inclusion when people feel challenged or unsafe to 
engage	(Miller	&	Katz,	2018).	
	 The	influence	of	Edie	and	Charlie’s	work	is	
carried on in the graduate classes Bridget teaches as 
she shares their wisdom with her students through 
experiential	learning	on	the	Intentional	Use	of	Self	
and	 its	 impact	 on	 groups.	 	 In	 addition,	 she	 also	

as	OD	scholars	and	practitioners,	including:	
• Do check-ins and check-outs with groups
• Trust the group process and the power of the 

group to do the work they need to do
•	 Help	others	find	their	voice
• Believe in the power of the individual to 

grow and change
•	 Share	stories,	they	have	power—as	we	hear	

others’	 stories,	 we	 relate	 and	 are	 changed	
ourselves

• Remember the power of optimism 
•	 Don’t	 take	 life	 so	 seriously—laugh	 and	

bring humor to your work
• See feedback as projection and focus on 

what	can	I	learn	from	my	feedback	to	others?	
•	 Our	behaviors	are	only	true	up	until	now—

we have the capacity to change
•	 Always	ask	yourself,	why	are	you	choosing	

to	feel	this	way?
	 In	 addition,	 emotional	 and	 psychological	
safety played a paramount role in the ways in which 
Edie and Charlie both created a space to learn and 
explore	 tough	 issues.	 	Over	 the	years	Edie	served	
as	 a	 confidante	 and	 advisor	 to	 Judith	 and	Fred	 in	
their	business	partnership.		Judith	and	Fred	describe	
feeling safe with Edie and this feeling of safety 
contributed to their learning and ability to grow as 
business partners.  A safe place for interaction meant 
they	could	explore	wild,	scary,	and	crazy	ideas	and	
go places they might want to avoid.  In addition to 
his	close	 relationship	with	Charlie,	both	Fred	and	
Judith	 had	 independent	 relationships	 with	 Edie,	
and Edie was always able to differentiate between 
them and their individual needs and aspirations.  
She encouraged them to be big and think bigger 
together.  The safety Edie fashioned with both of 
them allowed them to individually problem-solve 
with	her	 and	maintain	confidentiality	while	 at	 the	
same time be challenged to assess what were their 
individual issues and what they needed to dive more 
deeply into collectively to deal with the growth and 
development of the business. 
	 Edie	coached	Fred	and	Judith	on	how	to	be	
partners	and	not	lose	themselves.		Collectively,	they	
learned	about	the	importance	of	bringing,	valuing,	
and retaining new and different street corners to 
a long-term partnership.  Edie’s optimism and 
positive thinking helped to move people beyond 
their limitations.  When someone would talk about 
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incorporates use of self in her individual coaching 
engagements and her work with team dynamics in 
her corporate role.  The Seashore Intentional Use of 
Self Model (Figure 1) illuminates the unconscious 
and conscious choices and perceptions involved in 
being an agent of change.  When we demonstrate 
Intentional	 Use	 of	 Self,	 we	 take	 action	 to	 make	
an	 impact	on	an	 individual,	a	group,	or	 the	world	
around	us.		The	model	requires	the	ability	to	reflect,	
provide	and	accept	 feedback,	pay	attention	 to	our	
feelings,	and	be	present	and	understand	our	impact	
when	 we	 try	 to	 influence	 people	 and	 situations	
(Seashore,	Nash,	Thompson,	&	Mattare,	2014).

The elusive challenge of being intentional in Use 
of Self
 Edie and Charlie were role models for the 
Use of Self.  The key attributes of the Intentional Use 
of	 Self	Model	 are	Agency,	Giving	 and	Receiving	
Feedback,	 Reframing,	 Self-efficacy,	 Skills	 and	
Support Systems.  The Use of Self is a link between 
our personal potential and the world of change 
(Seashore	et	al.,	2014).		For	each	of	us,	it	has	been	
a journey to truly use ourselves as instruments. 
	 Fred	and	Judith	are	pioneers.		By	definition,	

a	 pioneer	 is	 one	 of	 the	 first	 to	 do	 something	 and	
so	when	you	are	first,	Self	as	Instrument	becomes	
you.  The pioneer becomes both the subject and 
object of change.  This is not a position of choice; 
it is a position that smacks you upside the head.  As 
pioneers,	Fred	and	Judith	learned	early	in	their	work	
life	 that	 unless	many	 things	 changed—the	world,	
the	organization,	and	the	people	around	them—they	
could not be their best selves.  They had to be the 
change.
	 Fred	and	Judith	have	been	business	partners	
for over 30 years and have learned to truly use 
themselves	as	instruments,	recognizing	that	we	can	
have	 all	 the	 best	 theories	 in	 the	 world,	 but	 what	
makes the difference is how each of us shows up.  
They have practiced the concepts they bring to 
their clients: moving to a more joining stance for 
interaction,	 as	 well	 as	 creating	 the	 safety	 to	 lean	
into discomfort and really listen as allies to one 
another.	 	Several	years	ago,	a	client	mentioned	 to	
Judith	a	concern	that	she	and	Fred	were	so	different.		
It	was	at	that	moment	that	Fred	and	Judith	realized	
they were actually having the desired impact they 
wanted—to	truly	be	able	to	bring	their	differences	
and to leverage those differences for greater impact.

Figure 1.	The	Seashore	Intentional	Use	of	Self	Model	(Seashore	et	al.,	2014)
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	 Judith	 and	 Fred	 each	 bring	 differences	 in	
identity and style and different skill sets.  They 
work hard to preserve and value those differences 
and learn from what one sees and does that the other 
may not have as high on their radar.  All three of 
us believe strongly that you cannot be an effective 
OD practitioner without a strong knowledge of self 
and part of Intentional Use of Self is having the 
courage	to	know	yourself,	face	your	strengths	and	
development	 areas	 and	 find	 partners	 who	 enable	
you to be bigger circles and grow yourself.
	 In	 2010,	 Bridget	 had	 the	 opportunity	 to	
attend NTL’s Human Interaction Laboratory.  While 
she	 had	 been	 an	OD	practitioner	 for	many	 years,	
this	was	a	transformational	experience	for	her	and	
put her more squarely on the path of Intentional Use 
of	 Self.	 	This	 experience	 helped	 her	 see	multiple	
sides of a situation and reframe it.  Although her 
encounters with Edie and Charlie were brief and not 
always	first-hand	they	were	powerful	and	enduring.	
 All three have been fortunate to partner 
as	 internal	 and	 external	 change	 agents	 to	make	 a	
difference in a multinational corporation.  Each of 
us	has	brought	self,	our	knowledge	and	our	best	to	
that	work,	all	standing	on	the	shoulders	of	Edie	and	
Charlie and many others who inspired and taught us 
along the way. 

Closing
	 Ultimately,	 Edie	 and	 Charlie	 believed	 in	
people and their capacity for growth and change.  
Each of us has found a way to bring this to ourselves 
and our work and one thing we all learned is that we 
need to continually be working on ourselves.  In 
2009,	Edie	 and	Charlie	held	 a	fireside	 chat	 at	 the	
OD	Network	Conference.	 	At	 the	end	of	 the	chat,	
Charlie	 said,	 “It	 is	 a	 good	 time	 for	 all	 of	 us	 to	
check	 in	with	ourselves—are	we	paying	 attention	
to	 what	 is	 going	 on	 in	 our	 communities,	 in	 our	
neighborhoods,	 in	our	groups	 right	around	us	and	
what	 is	 going	 on	 in	 ourselves?”	 	 (PlusDeltaLLC,	
2009,	Oct	20)	and	it	is	important	that	we	continue	
to ask ourselves Charlie’s  question today.
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