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A PRACTICE GUIDE

Follow the Thread

A guide to The T.H.R.E.A.D. System™" six practices for seeing the pattern

beneath pressure and weaving U)hélt comes next.
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fH'i.\S‘WD WELCOME

A WELCOME NOTE FROM DR. LEE

Welcome to the work.

Dear friend,

Thank you for opening this guide. Whether you picked it up during a demanding season, or
simply because you are curious about how peoplc and organizations changc, [ am glad you are

hGI'C.

<o

Pressure dO€S not create our p&lttGVTlS. It V€U€CIZS them.

<o

This guide grew out of more than two decades of leading institutions through disruption, and
out of lessons [ first learned at my grandmother’s quilting table in Jamaica. It brings together the
six practices of The TH.R.E.A.D. System™ as short lessons you can read in a few minutes, and

exercises you can return to again and again.

Take your time. Read one practice, try one exercise, and notice what shifts. The work is not to
become someone new overnight; it is to see your pattern clearly enough to choose what to weave

nexe.

Dr. Leonie H. Mattison

FOUNDER, THE THREAD, LLC - CREATOR OF THE T.H.R.E.A.D. SYSTEM™

INSIDE, YOU WILL FIND

The story and roots of The Thread What pressure reveals, and why it matters
Six micro-lessons, one for each practice An exercise and reflection for every practice
A simple path for putting the practices to work Where to go next
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HOW TO USE THIS

GUIDE

Each practice has two pages:a Sl’lOl’t 165501’1, then an exercise and reﬂection.

Read in order, or begin with the practice your moment calls for most. The

practices are non—linear: you can enter at any one, return as new patterns

surface, and WOI’k Wlth several at once.
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IHI\QHMD ABOUT THE THREAD

THE ROOTS

About The Thread

The T.H.R.E.A.D. System™ did not begin as a across generations. The language of thread, quilt,
management theory. It began as a six-step tool pattern, and weaving in this work is not decoration.
forged in a difficult personal season, and grew It is a way of knowing.

through more than two decades of executive o . . .
A quilt is not built from perfect pieces. It is formed

leadership across higher education, public . . . .
from what exists: fragments, history, inheritance,

systems, nonprofit organizations, workforce

) . necessity, creativity, and intention. The thread is
development, and community transformation.

what binds those parts into a coherent pattern.
Its language comes from somewhere specific: my The same is true of people and organizations.

grandmother’s quilting table in Jamaica. In African

American and Caribbean traditions, quilting carries
memory, identity, artistry, survival, and kinship

The work is not to erase difference, but to stitch
distinct pieces into a more coherent whole.

THREE LESSONS FROM MY GRANDMOTHER'S QUILTS

1 1 111
Every pattern reveals Every thread carries No piece of fabric 1S too

its maker’s history. tension. broken to become part
of something whole.

Drawn from The Thread Movement Journal, Issue One (2026), “The T.H.R.E.A.D. System™,” by Dr. Leonie H. Mattison.
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THE CORE IDEA

What we mean by The Thread

The Thread is the underlying pattern woven through everything you have
lived: the experiences, relationships, memories, and inherited wisdom that
shape how you meet pressure and change. Pressure brings it to the surface.

Once you can see it, you can choose what to weave next.

Pressure reveals the pattern

Most change efforts break down at the same moment: when pressure enters a person, team, organization, or
community and triggers familiar responses. Under pressure, we often try to solve new conditions with old
answers. A leader may take more control when collaboration is needed. A team may stay silent when learning
is needed. An organization may launch another initiative while the conditions underneath stay the same.

1 2 3 4

Pressure The response The cost Redesign
activates a familiar reveals what is being shows what must be opens new possibility.
response. protected. redesigned.

Two kinds of response

A CONSCIOUS RESPONSE A PROTECTIVE RESPONSE
names the issue, examines evidence, tests guards authority, belonging, competence, control,

assumptions, and supports a deliberate choice. It or identity before we are fully aware of the threat. It
expands judgment, learning, and collaboration. narrows perception and repeats the familiar pattern.

The six practices help tUrn protective responses into conscious ones,

SO pressure becomes information instead of only a l:rigger.
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THE ARCHITECTURE

How the system works

The T.H.R.E.A.D. System™ is six practices that help you see that pattern, work with it, and weave it into the
future you want. Each practice faces a direction, and each is joined to its opposite. Together they move the
work from reaction to recognition, from recognition to redesign, and from redesign to lasting change.

l Think Deeply Pause and look beneath the surface to understand what is really
INWARD happening, within you and around you.
H Harvest Wisdom Draw on your history, experience, and the wisdom of those who came
BACKWARD before you to inform what comes next.

Release Patterns Name and let go of the habits, beliefs, and conditions that keep
DOWNWARD reproducing the same outcomes.

Enlist Allies Bring in the people, relationships, and support that help you carry the
OUTWARD Change.

UPWARD

A Adopt Change Practice new ways of thinking and acting until they hold.

Design Wholeness Shape a future where the pieces of your experience come together
FORWARD into something coherent.
Inward «~ Outward Backward « Forward Downward < Upward
Think Deeply - Enlist Allies Harvest Wisdom - Design Release Patterns - Adopt Change
Wholeness

The practices are non-linear. You can enter at any practice, return to earlier ones as new patterns surface, or work with
several at once.
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MICRO-LESSON ONE - THINK DEEPLY

PRACTICE ONE - INWARD MOVEMENT

Think Deeply

Pause and look beneath the surface to understand what is really

happening, within you and around you.

. FROM THE QUILTING
What it is TABLE
Think Deeply is disciplined interpretation under pressure. It slows the Study the fabric and the

moment down enough to see what is happening beneath the first

condition of the pieces.

explanation, before that explanation starts organizing every decision that

follows.

Why it matters

When disruption arrives, people and organizations move quickly toward an
explanation, because certainty feels stabilizing. The first explanation may

THE PRACTICE QUESTION
What is really happening
beneath the first
Cxplanation?

be accurate. It may also be familiar, protective, or incomplete. A conflict

may look like a communication issue while reflecting a deeper pattern of

THE MOVEMENT

authority. A stalled initiative may look like an implementation problem while Inward: from reaction

expressing a trust problem.

What it looks like

IN YOUR OWN LEADERSHIP

O awareness.

IN A TEAM OR ORGANIZATION

You notice the first story you told yourself, and hold it Leaders treat the first account as provisional, not as
lightly. fact.

You pause long enough to ask what you might be Teams ask what evidence they are favoring and what
missing. they are avoiding.

You treat pressure as information, not only as a signal Meetings make room for a second explanation before
to act. a decision is made.

TRY IT TODAY

Before your next decision under pressure, write down your first explanation,

then ask: “What else could be true?”

The Thread, LLC | Dr. Leonie H. Mattison
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I‘Hlj‘@‘HMD EXERCISE AND REFLECTION - THINK DEEPLY

T The FirSt EXplanatiOn ABOUT FIFTEEN MINUTES

Name one pressure you are carrying right now, in a single sentence.

1
n Write down the first explanation you reached for. Do not judge it; simply capture it.

Ask four questions: What am | treating as fact that may still be an interpretation? What evidence am |
3 favoring? What am | avoiding because it would complicate the story? What might this explanation be

protecting?

Write a second explanation that goes one layer deeper than the first.

Reflection

What became visible when I slowed down?

Where in my life or work do I most often rush to the furst explanation?

What is one question | will ask before my next decision under pressure?
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PRACTICE TWO - BACKWARD MOVEMENT

MICRO-LESSON TWO - HARVEST WISDOM

Harvest Wisdom

Draw on your history, experience, and the wisdom of those who came

before you to inform what comes next.

What it is

Harvest Wisdom recovers what experience has already taught. It draws
knowledge from lived experience, memory, cultural inheritance, and earlier
attempts at change, so the future is built on wisdom rather than amnesia or
borrowed strategies.

Why it matters

Experience holds data, but experience does not automatically become
wisdom. People and organizations can move through years of crisis,
success, failure, and adaptation without fully understanding what those
seasons taught. Harvesting wisdom means separating nostalgia from
wisdom, repetition from learning, and memory from mythology, and asking
whose experience has been left out.

What it looks like

IN YOUR OWN LEADERSHIP

You look back on a hard season and name what it

FROM THE QUILTING
TABLE

Recover the story, prior
use, texture, and
constraints of the

material.

THE PRACTICE QUESTION
What has experience
already mug/lr us that we

/mvc not yet 'll”\,’ llSCC[.?
yet fully

THE MOVEMENT
Backward: from
memory to

understanding.

IN A TEAM OR ORGANIZATION

Teams pause before saying "we already tried that"

taught you. and ask what was learned.

You notice when you dismiss the past too quickly, or

Leaders invite knowledge from those who have

idealize it. carried the consequences most directly.

You seek out people who see the situation differently
than you do.

Institutional memory is captured, not left in a few
people’s heads.

Ask one person who lived through a past season with you: “What did that time

TRY IT TODAY
teach us that we have not used yet?”
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EXERCISE - HARVEST WISDOM

The HarveSt Map ABOUT FIFTEEN MINUTES

List three past seasons or attempts at change that relate to what you are facing now.

For each one, write what it taught you, including what was hard to learn.

Ask whose experience or voice was missing from how you understood that season.

Choose one lesson to carry forward, and one story you are ready to set down.

Reflection

What has experience already taught me that I have not yet fully used?

Where am I relying on nostalgia instead of wisdom?

Whose perspective would deepen my understanding right now?
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PRACTICE THREE

MICRO-LESSON THREE RELEASE PATTERNS

DOWNWARD MOVEMENT

Release Patterns

Name and let go of the habits, beliefs, and conditions that keep

reproducing the same outcomes.

What it is

Release Patterns names the responses that once protected a person, team,
organization, or community but have become costly through repetition. It
turns repetition into evidence, so the pattern can be seen, honored for what

it once did, and changed.

Why it matters

Not every familiar response deserves to be preserved. Some patterns once
supported safety, belonging, legitimacy, or survival, but now limit judgment,
learning, and collaboration. This practice is handled with care, because

patterns often carry dignity. Releasing a pattern does not require contempt

FROM THE QUILTING
TABLE

Cut away what cannot
carry the design, or must

be reshaped.

THE PRACTICE QUESTION
What response keeps
repeating, what has it
protected, and what is it

now Costing?

for the past. It requires the courage to admit that what once protected us

may now be limiting our future.

What it looks like

IN YOUR OWN LEADERSHIP

You notice the response that keeps returning when
pressure rises.

You ask what that response has been protecting, and
what it now costs.

You practice one small new response instead of
forcing change through willpower.

THE MOVEMENT

Downward: from

repetition to release.

IN A TEAM OR ORGANIZATION

Repeated conflict, silence, delay, or turnover is treated
as data, not as isolated events.

Leaders ask who benefits from a routine continuing,
and who carries its cost.

The team retires one meeting, habit, or workaround
that keeps the old pattern alive.

The next time the familiar response rises, pause for one breath, name it, and

TRY IT TODAY

choose one small different response.
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EXERCISE AND REFLECTION - RELEASE PATTERNS

l \ The Pattern Ledger ABOUT FIFTEEN MINUTES

Name a response that keeps repeating under pressure.

Write what it once protected: safety, belonging, competence, control, identity, or something else.

Write what it is costing now, and who carries that cost.

Ask what would feel unsafe if you released it, and name one small release you can practice this week.

Reflection

What response keeps repeating, what has it protected, and what is it now costing?

How can I honor what this pattern did for me while letting it go?

What will I do instead, the next time pressure rises?
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PRACTICE FOUR - OUTWARD MOVEMENT

Enlist Allies

Bring in the people, relationships, and support that help you carry the

change.

What it is

Enlist Allies builds the relational, strategic, and practical support a new
response needs to survive contact with the real world. It moves the work
from private insight to shared capacity.

\X/hy it matters

Transformation rarely holds through individual insight alone. Under threat,
leaders and teams often narrow the circle, lean on familiar insiders, and
avoid dissenting voices, because trusted sameness feels safer. Yet change
often needs the very perspectives a protective system excludes. An
audience observes the change. An ally carries responsibility for helping the
change become real.

What it looks like

FROM THE QUILTING
TABLE

Piece the fragments with
support, alignment, and

shared pattern.

THE PRACTICE QUESTION
Who must be enlisted to
help us see, hold,
challenge, resource, and

carry the change?

THE MOVEMENT
Outward: from isolation

to shared ownership.

IN YOUR OWN LEADERSHIP IN A TEAM OR ORGANIZATION

You stop carrying the change alone. The right people are connected to the diagnosis, the

decisions, and the work.

You choose allies who will be candid with you, not

only those who agree. Allies are chosen for evidence, memory, challenge,
legitimacy, care, and authority.

You ask clearly for the kind of support you need.

Alliances can hold tension and stay accountable when
the change grows uncomfortable.

TRY IT TODAY . . . .
invite their honest perspective.

Send one message today to someone who sees the situation differently, and
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EXERCISE AND REFLECTION - ENLIST ALLIES

E The Ally Circle

Write the change you are working toward in one sentence.

D Name someone who can help you see: who brings evidence, memory, or perspective.
Name someone who can help you hold the tension, someone who can challenge you, and someone
3 who can open resources or decisions.

Name someone who will help carry the work, and write the specific ask you will make of each person.

Reflection

Who must be enlisted to help me see, hold, challenge, resource, and carry the change?

Where have I been narrowing my circle under pressure?

Who is an audience to this change, and who could become an ally?

The Thread, LLC | Dr. Leonie H. Mattison | www.thethreadllc.com PAGE 14 OF 20



rHl\gH’RMD MICRO-LESSON FIVE - ADOPT CHANGE

PRACTICE FIVE - UPWARD MOVEMENT

Adopt Changc

Practice new ways of thinking and acting until they hold.

What it is

Adopt Change converts insight into intentional action. It is where a new
response is practiced, supported, and reinforced until the old pattern loses
its power.

\X/hy it matters

Many efforts stall here. People understand the issue, name the pattern,
gather support, and still return to familiar behavior, because the new
response has not been practiced enough to hold. A change can be admired
but not adopted, announced but not used, approved but not embedded, or
piloted but not sustained. Often the old pattern survives because something
still rewards it.

What it looks like

FROM THE QUILTING
TABLE

Stitch repeatedly so the

p&l[t@'?’l b€CO1’7’l€S dumble.

THE PRACTICE QUESTION
What new response must
be adoptcd, pracriccd,

and rcinf()rccd so the old

pattcrn lOSCS ‘DOU)CT?

THE MOVEMENT
Upward: from insight to
practiced change.

IN YOUR OWN LEADERSHIP IN A TEAM OR ORGANIZATION
You choose one new response and practice it in real The new response is translated into observable
moments. commitments, routines, and decision rights.
You notice what still rewards the old pattern, and Leaders name what will no longer be rewarded.
change it.

Pilots are measured, learned from, and either scaled
You track small wins so the new response becomes or redesigned.
familiar.

TRY IT TODAY . . .
ally so they can notice it with you.

Choose one small moment this week to practice your new response, and tell one
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EXERCISE AND REFLECTION - ADOPT CHANGE

‘ k The PraCtice Plan ABOUT FIFTEEN MINUTES

Write the new response you want to adopt, in one clear sentence.

Name the moment this week when the old pattern is most likely to return.

Identify what still rewards the old pattern, and one way to remove or reduce that reward.

Practice the new response, and mark each day you do it in the tracker below.

svevon e O O O O O O O

Mon Tue Wed Thu Fri Sat Sun

Reflection

What new response must be adopted, practiced, and reinforced so the old pattern loses power?
What did I learn the first time I practiced ic?

What support would make this new response easier to repeat?
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PRACTICE SIX - FORWARD MOVEMENT

MICRO-LESSON SIX - DESIGN WHOLENESS

Design Wholeness

Shape a future where the pieces of your experience come together into

something coherent.

What it is

Design Wholeness is the integrating practice. It asks whether the new
response has become coherent across purpose, behavior, relationships,
structures, routines, resources, and accountability, so change lasts instead
of fading.

Why it matters

Fragmentation allows a person or a system to tell one story while operating
from another. An organization may proclaim trust while keeping decision
making opaque, or claim innovation while punishing risk. Design Wholeness
redesigns the conditions that carry the new response. Wholeness is not
perfection. It is coherence: the capacity to carry purpose through aligned
conditions, conscious practice, and sustained follow-through.

What it looks like

IN YOUR OWN LEADERSHIP

Your daily rhythms support the person you are

FROM THE QUILTING
TABLE

Layer, quilt, and bind the
whole so it is ready to

use.

THE PRACTICE QUESTION
What conditions must be
redesigned so the new
response becomes

coherent, sustainable,

and whole?

THE MOVEMENT
Forward: from change

to 1asting COhﬁTGl’lCC.

IN A TEAM OR ORGANIZATION

Structures, routines, and policies align with the future

becoming. the organization is naming.

Your commitments, calendar, and boundaries tell the
same story as your values.

You review regularly what is holding, what needs
redesign, and what can go.

Governance supports transformation instead of
protecting the old system.

A regular review rhythm, built on shared and trusted
information, keeps change coherent.

Look at next week’s calendar. Does it reflect the future you are designing? Move

TRY IT TODAY . .
or protect one thing so it does.
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D The COherence CheCk ABOUT FIFTEEN MINUTES

Write the future you are designing toward in one sentence.

Rate how well each area supports that future today, from 1 (not at all) to 5 (fully).

Choose the one condition that most needs redesign, and write the first change you will make.

Set a review rhythm: when will you return to this check?

Purpose 12345 Behavior 12345 Relationships 12345
Structures 12345 Routines 12345 Resources 12345
Reflection

What conditions must be redesigned so the new response becomes coherent, sustainable, and whole?

Where am [ telling one story and living another?

What rhythm will help this change last?
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PUTTING IT TO WORK

Weaving it together

The practices work best as a rhythm, not a checklist. Here is a simple thirty—day path.

Adjust it to your moment: if one practice calls to you more strongly, begin there.

Week one Think Deeply and Harvest Wisdom
Name the pressure, write your first explanation, and map what past seasons have
taught you.

Week two Release Patterns

Complete your Pattern Ledger and practice one small release.

Week three Enlist Allies

Build your Ally Circle and make at least one clear ask.

Week four Adopt Change and Design Wholeness

Practice your new response daily, then run a Coherence Check and set your review
rhythm.

<o

THE QUESTION TO CARRY
What response keeps repeating under pressure, what is it cos ting, and

what must be redesigned so a diﬁerent future can emerge?

My next step
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KEEP GOING

KEEP GOING

Your thread does not end here.

Naming the pattern is the ﬁrst shiﬁ. Here is how to keep weaving.

Take a fI‘CC assessment

The Leadership Self-Reflection and the Institutional
Coherence Index, at www.thethreadllc.com.

Download the companions

Practice worksheets, reflection pages, conversation
cards, and coloring pages, all free at
www.thethreadllc.com.

Read the journal

The Thread Movement Journal, Issue One, is free in
the Resources section of www.thethreadllc.com.

Work with Dr. Lee

Consulting, coaching, training, and speaking.
Schedule a conversation at www.thethreadllc.com.

“No piece of fabric is too broken

to become part of something whole.”

A LESSON FROM MY GRANDMOTHER'S QUILTING TABLE

About this guide: The T.H.R.E.A.D. System™ integrates organizational development, systems thinking, adaptive leadership, and selected
depth psychological ideas as nonclinical interpretive resources. This guide is for personal, leadership, and organizational development.

It is not intended for psychotherapy, clinical supervision, psychological treatment, diagnosis, or psychometric assessment. © 2026 The
Thread, LLC. The T.H.R.E.A.D. System™ is a trademark of The Thread, LLC.
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