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Introduction

Good leaders are often recognized for their qualities of genuineness and authenticity.  Authenticity is the quality of being real or true.  The public perception of an authentic person is the same or very close to the real person – who they are in private or with those close to them. 

People who are authentic are comfortable with who they are, what they discover about themselves and the willingness to continually grow who they are.  They know a lot about themselves and they are comfortable expressing who they are to others. 

Johari window is a frame work of two famous psychologists and the word johari is derived by their first name; they are “JOSEPH LUFT AND HARRY INGHAM”, and derived form is Jo+hari. The johari window is a simple tool for making sense of who we are. Luft and Ingham were researching human personality at the University of California in the 1950’s .when they devised their johari window. Luft and Ingham observed that there are aspects of our personality that we are open about, and other elements that we keep to ourselves. 

The johari window is used in our consulting to depict leadership personality, not Overall personality, as the leader rarely uses it. The difference between leadership personality and leadership style in this context is that leadership personality Includes self perception and the perception of others; leadership style consists only of an individual’s leader behavior as perceived by others, that is, superior, sub-ordinates, associates, and so on. Thus, leadership personality equals self perception plus other perception (style)

According to this framework, there are some attitudes and behaviors engaged in by the leaders that they themselves know about. This known-to-self area includes the knowledge of the way they are coming across, the impact are having with the people they are trying to influence. At the same time, part of the leader’s personality is unknown to self i.e. (in some areas leaders are unaware of how they are coming across to others. It may be that their followers have not given them feedback or it may be that a leader has not been alert enough to pick up some of the verbal or nonverbal feedback that actually exists within the environment.

The dimensions of the Johari Window are representative of an individual’s whole personality or psyche.   The dimensions are what I see and don’t see, what others see and don’t see and are illustrated in the following diagram:



Four quadrants of Johari Window
1. What is known by the person about him/herself and is also known by others - open area, open self, free area, free self, or 'the arena' 

2. What is unknown by the person about him/herself but which others know - blind area, blind self, or 'blind spot' 

3. What the person knows about him/herself that others do not know - hidden area, hidden self, avoided area, avoided self or 'facade' 

4. What is unknown by the person about him/herself and is also unknown by others - unknown area or unknown self 

Johari quadrant 1 - 'open self/area' or 'free area' or 'public area', or 'arena'

Johari region 1 is also known as the 'area of free activity'. This is the information about the person - behavior, attitude, feelings, emotion, knowledge, experience, skills, views, etc - known by the person ('the self') and known by the group ('others'). 

The aim in any group should always be to develop the 'open area' for every person, because when we work in this area with others we are at our most effective and productive and the group is at its most productive too. The open free area, or 'the arena', can be seen as the space where good communications and cooperation occur, free from distractions, mistrust, confusion, conflict and misunderstanding. 

Established team members logically tend to have larger open areas than new team members. New team members start with relatively small open areas because relatively little knowledge about the new team member is shared. The size of the open area can be expanded horizontally into the blind space, by seeking and actively listening to feedback from other group members. This process is known as 'feedback solicitation'. Also, other group members can help a team member expand their open area by offering feedback, sensitively of course. The size of the open area can also be expanded vertically downwards into the hidden or avoided space by the person's disclosure of information, feelings, etc about him/herself to the group and group members. Also, group members can help a person expand their open area into the hidden area by asking the person about him/herself. Managers and team leaders can play an important role in facilitating feedback and disclosure among group members, and in directly giving feedback to individuals about their own blind areas. Leaders also have a big responsibility to promote a culture and expectation for open, honest, positive, helpful, constructive, sensitive communications, and the sharing of knowledge throughout their organization. Top performing groups, departments, companies and organizations always tend to have a culture of open positive communication, so encouraging the positive development of the 'open area' or 'open self' for everyone is a simple yet fundamental aspect of effective leadership.

Johari quadrant 2 - 'blind self' or 'blind area' or 'blind spot'

Johari region 2 is what is known about a person by others in the group, but is unknown by the person him/herself. By seeking or soliciting feedback from others, the aim should be to reduce this area and thereby to increase the open area i.e., to increase self-awareness. This blind area is not an effective or productive space for individuals or groups. This blind area could also be referred to as ignorance about oneself, or issues in which one is deluded. A blind area could also include issues that others are deliberately withholding from a person. We all know how difficult it is to work well when kept in the dark. No one works well when subject to 'mushroom management'. People who are 'thick-skinned' tend to have a large 'blind area'. 

Group members and managers can take some responsibility for helping an individual to reduce their blind area - in turn increasing the open area - by giving sensitive feedback and encouraging disclosure. Managers should promote a climate of non-judge mental feedback, and group response to individual disclosure, which reduces fear and therefore encourages both processes to happen. The extent to which an individual seeks feedback, and the issues on which feedback is sought, must always be at the individual's own discretion. Some people are more resilient than others - care needs to be taken to avoid causing emotional upset. The process of soliciting serious and deep feedback relates to the process of 'self-actualization' described in development and motivation model.

Johari quadrant 3 - 'hidden self' or 'hidden area' or 'avoided self/area' or 'facade'

Johari region 3 is what we know but kept hidden from, and therefore unknown, to others. This hidden or avoided self represents information, feelings, etc, anything that a person knows about him/self, but which is not revealed or is kept hidden from others. The hidden area could also include sensitivities, fears, hidden agendas, manipulative intentions, and secrets - anything that a person knows but does not reveal, for whatever reason. It's natural for very personal and private information and feelings to remain hidden, indeed, certain information, feelings and experiences have no bearing on work, and so can and should remain hidden. However, typically, a lot of hidden information is not very personal, it is work- or performance-related, and so is better positioned in the open area. 

Relevant hidden information and feelings, etc, should be moved into the open area through the process of 'disclosure'. The aim should be to disclose and expose relevant information and feelings - hence the Johari Window terminology 'self-disclosure' and 'exposure process', thereby increasing the open area. By telling others how we feel and other information about ourselves we reduce the hidden area, and increase the open area, which enables better understanding, cooperation, trust, team-working effectiveness and productivity. Reducing hidden areas also reduces the potential for confusion, misunderstanding, poor communication, etc, which all distract from and undermine team effectiveness. 

Organizational culture and working atmosphere have a major influence on group members' preparedness to disclose their hidden selves. Most people fear judgments or vulnerability and therefore hold back hidden information and feelings, etc, that if moved into the open area, i.e. known by the group as well, would enhance mutual understanding, and thereby improve group awareness, enabling better individual performance and group effectiveness. 

The extent to which an individual discloses personal feelings and information, and the issues which are disclosed, and to whom, must always be at the individual's own discretion. Some people are more keen and able than others to disclose. People should disclose at a pace and depth that they find personally comfortable. As with feedback, some people are more resilient than others - care needs to be taken to avoid causing emotional upset. Also as with soliciting feedback, the process of serious disclosure relates to the process of 'self-actualization' described in development and motivation model.

Johari quadrant 4 - 'unknown self' or 'area of unknown activity' or 'unknown area'

Johari region 4 contains information, feelings, latent abilities, aptitudes, experiences etc that are unknown to the person him/herself and unknown to others in the group. These unknown issues take a variety of forms: they can be feelings, behaviors, attitudes, capabilities, aptitudes, which can be quite close to the surface, and which can be positive and useful, or they can be deeper aspects of a person's personality, influencing his/her behavior to various degrees. Large unknown areas would typically be expected in younger people, and people who lack experience or self-belief. 

Examples of unknown factors are as follows, and the first example is particularly relevant and common, especially in typical organizations and teams:

· An ability that is under-estimated or un-tried through lack of opportunity, encouragement, confidence or training 

· A natural ability or aptitude that a person doesn't realize they possess 

· A fear or aversion that a person does not know they have 

· An unknown illness 

· Repressed or subconscious feelings 

· Conditioned behavior or attitudes from childhood 

The processes by which this information and knowledge can be uncovered are various, and can be prompted through self-discovery or observation by others, or in certain situations through collective or mutual discovery, of the sort of discovery experienced on outward-bound courses or other deep or intensive group work. Counseling can also uncover unknown issues, but a group would then know this to the person and by one other, rather than. 

Whether unknown 'discovered' knowledge moves into the hidden, blind or open area depends on who discovers it and what they do with the knowledge, notably whether it is then given as feedback, or disclosed. As with the processes of soliciting feedback and disclosure, striving to discover information and feelings in the unknown is relates to the process of 'self-actualization' described in development and motivation model.

Again as with disclosure and soliciting feedback, the process of self-discovery is a sensitive one. The extent and depth to which an individual is able to seek out discover their unknown feelings must always be at the individual's own discretion. Some people are more keen and able than others to do this.

Uncovering 'hidden talents' - that is unknown aptitudes and skills, not to be confused with developing the Johari 'hidden area' - is another aspect of developing the unknown area, and is not so sensitive as unknown feelings. Providing people with the opportunity to try new things, with no great pressure to succeed, is often a useful way to discover unknown abilities, and thereby reduce the unknown area.

Managers and leaders can help by creating an environment that encourages self-discovery, and to promote the processes of self-discovery, constructive observation and feedback among team members. It is a widely accepted industrial fact that the majority of staff in any organization are at any time working well within their potential. Creating a culture, climate and expectation for self-discovery helps people to fulfill more of their potential and thereby to achieve more, and to contribute more to organizational performance.

The Johari Window applied to Intergroup Relations 

Quadrant I refers to behavior and motivation known to the group, and also known to other groups. 

Quadrant II signifies an area of behavior to which a group is blind, but other groups are aware of this behavior, e.g., cultism or prejudice.
Quadrant III the hidden areas, refers to things a group knows about itself, but which is kept from other groups.
Quadrant IV. The unknown areas, means a group is unaware of some aspects of its own behavior, and other groups are also unaware of this behavior. Later, as the group learns new things about itself, there is a shift from Quadrant IV to one of the other quadrants.
PRINCIPLES OF CHANGE WITHIN THE JOHARI WINDOW

1. A change in any one quadrant will affect all other quadrants. 

2. It takes energy to hide, deny, or to be blind to behavior, which is involved in interaction. 

3. Threat tends to decrease awareness; mutual trust tends to increase awareness. 

4. Forced awareness (exposure) is undesirable and usually ineffective. 

5. Interpersonal learning means a change has taken place so that Quadrant I is larger, and one or more of the other quadrants has grown smaller. 

6. Large enough areas of free activity facilitate working with others. This means more of the resources and skills in the membership can be applied to the task at hand. 

7. The smaller the first quadrant, the poorer the communication. 

8. There is universal curiosity about the unknown area; but this is held in check by custom, social training, and by diverse fears. 

9. Sensitivity means appreciating the covert aspects of behavior, in Quadrants II. III. IV. and respecting the desire of others to keep them so. 

10. Learning about group processes, as they are experienced, helps to increase awareness (larger Quadrant I) for the group as a whole as well as for individual members. 

11. The value system of a group and its membership may be noted in the way unknowns in the life of the group are confronted. 

12. A centipede may be perfectly happy without awareness, but after all, he restricts himself to crawling under rocks.
THE OBJECTIVES OF A GROUP DYNAMICS LABORATORY
Using this model, we may illustrate one of the general objectives of the laboratory, namely, to increase the area of free activity in Quadrant I so that more of the relationships in the group are free and open. It follows, therefore, that the work of the laboratory is to increase the area of Quadrant I while reducing the area of Quadrants II, III and IV. The largest reduction in area would be in Quadrant III, then Quadrant II and the smallest reduction in Quadrant IV.





      LABORATORY OBJECTIVES

An enlarged area of free activity among the group members would immediately imply less threat or fear and greater probability that the skills and resources of group members could be brought to bear on the work of the group. It suggests greater openness to information, opinions and new ideas about oneself as well as about specific group processes, since the hidden or avoided area, Quadrant III, is reduced. It implies that less energy is tied up in defending this area. Since more of one's needs are unbound, there is greater likelihood of satisfaction with the work, and more involvement with what the group is doing.
 

The Initial Phase of Group Interaction
Applying the model to a typical meeting of most groups, we can recognize that interaction is relatively superficial, that anxiety or threat is fairly large, and that interchange is silted and unspontaneous. We also may note that ideas or suggestions are not followed through and are usually left undeveloped -- that individuals seem to hear and see relatively little of what is really going on.



      BEGINNING INTERACTION IN A NEW GROUP

View points by Will Philips

The JoHari Window [1] is a model on how we see ourselves and how others see us. It consists of four distinct windowpanes. As individuals engage in disclosure, feedback, and play, the size of the panes expands. And we are able to more deeply understand ourselves and connect with one another. 

	 
	My View Point

	
	Seen
	Unseen

	O
T
H
E
R
S 

V
I
E
W
	S
E
E
N
	What we both know about me. The obvious information. This body of knowledge grows naturally to the limits of what I choose to share with those around me and the limits of what they are comfortable reflecting back to me as to how they see me.




I
	What others see and I do not see about me. Often called the 'bad breath' part of me: My impatience and its impact on others; my avoidance of speaking up and leading in situations where I could be a leader. The best way of expanding this pane in the window is for me to ask for feedback. 

II 

	
	U
N
S
E
E
N
	IV
This is stuff I know about me that others don't. The only way this pane in the window can open or expand is for me to disclose more to others. 
	III 

Neither I nor others know about this area. It is my hidden self. Jung calls this the shadow. It is a fearful place, at times, and also the source of energy and life force. Creativity has its roots here. It is revealed primarily though play. 


Clearing, or enlarging, any of the window panes requires that you become vulnerable. You let others see inside you as opposed to being closed, or opaque, so others cannot see you. 

In a new group, Quadrant I is very small; there is not much free and spontaneous interaction. As the group grows and matures, Quadrant I expand in size, and this usually means we are freer to be more like ourselves and to perceive others as they really are. The core tools for expanding the windowpane we experience one another through is by 'telling' and 'asking.' 

Quadrant III shrinks in area as Quadrant I grow larger. We find it less necessary to hide or deny things we know or feel. In an atmosphere of growing mutual trust, there is less need for hiding pertinent thoughts or feelings. 

It takes longer for Quadrant II to reduce in size, because usually there are "good" psychological reasons to blind ourselves to the things we feel or do. 

Quadrant IV changes somewhat during a learning laboratory, but we can assume that such changes occur even more slowly than shifts in Quadrant II. At any rate, Quadrant IV is undoubtedly far larger and more influential in an individual's relationships than the window illustrates. 

Assumptions about the Johari Window

1. A change in any one quadrant will affect all other quadrants. 

2. It takes energy to hide, deny, or to be blind to behavior. 

3. Threat tends to decrease awareness; mutual respect and trust tends to increase awareness. 

4. Forced awareness (I have some feedback for you...) is usually ineffective. 

5. Personal growth means a change has taken place so that Quadrant I is larger, and one or more of the other quadrants has grown smaller. 

6. Working with others is facilitated as Quadrant I expands. This means more of the resources and skills in the membership can be applied to the task at hand. 

7. The smaller the first quadrant, the poorer the communication. 

8. There is universal curiosity about the unknown area; but this is held in check by custom, social training, and by diverse fears. 

9. Respect means appreciating the covert aspects of behavior, in Quadrants II, III, and IV and respecting the desire of others to keep them so. 

The Initial Phase of Group Interaction

In a typical first meeting of most groups, the interaction is relatively superficial, anxiety or threat is fairly high, interchange is silted and formal. Folks are often not relaxed enough to really listen to others. As a result ideas or suggestions are avoided and are usually left undeveloped. Individuals seem to hear and see relatively little of what is really going on. The JoHari Windows of the group members tend to look like this. 




If the climate is safe and trusting, individuals will share more of themselves and this sets a new standard for all. Likewise in this climate of safety individuals will ask for input or feedback from others. In this way the visible window between members increases. 



When the visible windows expand between the members of a group, strong connections or 'glue' begins to form. This might also be called caring. This is what happens when people fall in love. It is also what happens in organizations that practice relational coordination, like Southwest Airlines. Relational coordination enables high efficiency coordination, with little time spent in meetings or overtly coordinating. 

TRAINING WITH THE JOHARI MODEL

The boundaries of the planes in the johari window are flexible. That is, one can enlarge or reduce the panes by increasing or decreasing the amount of feedback one gives, and the amount of feedback one receives. Much of the purpose of training with this model is to reduce the blind spot, to develop a receptive attitude, and to encourage others in the group to give me feedback. A person needs to learn to solicit feedback from others in such a way that they will feel comfortable in giving it. The more this is accomplished, the more the vertical line will move to the right. (Fig 1.2)

    Solicit Feedback                                 



Another goal of training is to reduce the Façade (the hidden area). One can do this by providing information to others about ones reaction to what is going on in the group or inside oneself.

When the Facade shrinks, the horizontal line shifts.(Fig. 1.3)

USES OF THE JOHARI MODEL IN ORGANISATIONS

       The johari window model has been used to study interpersonal styles and the communication practices in organisations. One can study collected data from 1000 managers and 115 MBA graduates students with respect to their use of "disclosure" and "feedback" processes in relationship with subordinates, colleagues and superiors, personality traits, and managerial style preferences. Finding of studies are the following:

         1. Power differences among people influenced the willingness of the people to communicate effectively. Implicit mistrust characterized relationship with colleagues, and withdrawal tendencies were revealed in relationships with superiors. The causes for such defensive behaviors were traced to the culture of the organization, and norms and policies relating to soliciting ideas. 

         2. Regarding the relationship of interpersonal to managerial styles, the data failed to indicate whether interpersonal style was responsible for managerial style, or vice versa. Personally relevant behaviors, such as self-disclosers and soliciting feedback, coincide with the individual’s treatment of specific issues, such as production and people.

      One of the challenges facing organisations is to change the perceptions that people in one part of the organization may have about people from another part of the organizations. The key to success in this process is effective communication. One of the training techniques for improving communications through the organization in the johari window. The johari window concept could also be applied in other situations such as those of integrating the managers of two companies, which have merged.

Case Study

Imagine, if we always looked out of only one window of our house then our perspective of the world would be limited to the view out of that window. If we looked out to the sea, the world would look like all water. If it looked out to the mountains, the world would look like all mountains.

We have similar windows of the mind. We tend to look out only one major window or through our own particular windows. This affects our perspective of the world and how the world appears to us. 

One person may lookout of the window of humor, another, the window of aggression, a third, the window of fear, of confidence, of uncertainty, or shyness, or whatever. To understand how a person looks at the world and why he acts in a particular way, understand the window he looks out of.

In order to really understand a person, we need to look at how his actions make sense to him. It is not so important whether they make sense or don’t make sense to us. Once a person believes that you understand him, he becomes far open to understanding your concerns.

Whenever a person says or does something that doesn’t seem to make sense, it is best to ask for background factors like: 

1. How did he arrive at a plan or 

2. What is concerns are about the situations of

3. What he ants to achieve as an overall objective or

4. Why he does the things that he does.

It is important to avoid assigning motives to person’s actions. Instead it is better to say, “I don’t get it or I don’t follow you.” And then to work forward towards understandings the matter.

Feedback

Johari window example - increasing open area through feedback solicitation



This Johari Window model diagram is an example of increasing the open area, by reduction of the blind area, which would normally be achieved through the process of asking for and then receiving feedback.



Feedback develops the open area by reducing the blind area.

The open area can also be developed through the process of disclosure, which reduces the hidden area.

The unknown area can be reduced in different ways: by others' observation (which increases the blind area); by self-discovery (which increases the hidden area), or by mutual enlightenment - typically via group experiences and discussion - which increases the open area as the unknown area reduces.
A team which understands itself - that is, each person having a strong mutual understanding with the team - is far more effective than a team which does not understand each other- that is, whose members have large hidden, blind, and/or unknown areas.
Team members - and leaders - should always be striving to increase their open free areas, and to reduce their blind, hidden and unknown areas.
A person represented by the Johari Window example below will not perform to their best potential, and the team will fail to make full use of the team's potential and the person's potential too. Effort should generally be made by the person to increase his/her open free area, by disclosing information about his/her feelings, experience, views, motivation, etc, which will reduce the size of the hidden area, and increase the open free area.
Seeking feedback about the blind area will reduce the blind area, and will increase the open free area. Discovery through sensitive communications, active listening and experience, will reduce the unknown area, transferring in part to the blind, hidden areas, depending on who knows what, or better still if known by the person and others, to the open free area.

Johari window model - example for new team member or member within a new team



This Johari Window model diagram is an example of a member of a new team or a person who is new to an existing team.

The open free region is small because others know little about the new person.



Similarly the blind area is small because others know little about the new person.

The hidden or avoided issues and feelings are a relatively large area.

In this particular example the unknown area is the largest, which might be because the person is young, or lacking in self-knowledge or belief.

Johari window example - established team member example


This Johari Window model diagram is an example of an established member of a team.

The open free region is large because others know a lot about the person that the person also knows.

Through the processes of disclosure and receiving feedback the open area has expanded and at the same time reduced the sizes of the hidden, blind and unknown areas.

It's helpful to compare the Johari Window model to other four-quadrant behavioral models, notably Bruce Tuckman's Forming, Storming Norming Performing team development model; also to a lesser but nonetheless interesting extent, The Hersey-Blanchard Situational Leadership team development and management styles model The common principle is that as the team matures and communications improve, so performance improves too, as less energy is spent on internal issues and clarifying understanding, and more effort is devoted to external aims and productive output.
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