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SECTION 1
Forward by Bill Torbert

Welcome to TRANSFORMATIONS!

The Transformations Card Deck makes a major and wonderful contribution to
our tools for communicating the liberating potential of adult development theory
and the practice of Collaborative Developmental Action Inquiry (CDAI) to leaders,
citizens, and to youth worldwide.

Developmental theory is perhaps the single most hopeful of all social science
theories because it offers a map of how any of us can repeatedly question the
assumptions about ourselves and the world that have heretofore blinkered our daily
perceptions and made us less aware, less effective, and less powerful than we have
the potential to become. With its low cost, entertaining art work, and wide usability
across language differences, the Transformations card deck now allows a much
wider public to introduce itself to this theory and use it to continue the
development in adulthood that educational institutions are supposed to foster in
our youth.

During its first generation, adult development theory was both generated and
tested by research relying upon psychometric measures such as the Global
Leadership Profile (GLP), which were gradually tailored for practical use by
organizational clients. Workshops trained Certified GLP Coaches and consultants
who worked with executive teams and middle managers, helping whole
organizations to transform and validating the proposition that only CEOs who evolve
to the rare, late leadership action-logics are reliably successful in supporting positive
organizational transformation.

In its second generation, the GLP will continue to function as a crucial vehicle for
providing objective data about a person’s center-of-gravity action-logic, as well as
providing leverage for further development. Now, however, the Transformations
card deck permits much wider audiences who know nothing about adult
development theory when they first play with the cards to choose cards in response
to any number of questions and concerns, only later learning what action-logics they
have self-selected. In the CDAI approach to social science, the cards represent a
first-person, subjective method of estimating one’s own center-of-gravity action-
logic that can begin conversations about how different members’ action-logics play
out in organizational life. These estimates can increase one’s motivation to learn
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more about the strengths and relative blind spots of one’s own current action-logic
by taking the GLP.

The Transformations card deck has evolved from the decades’-long
collaboration between Bill Torbert and Elaine Herdman-Barker at Global Leadership
Associates and members of the Center for Creative Leadership (Chuck Palus, John
McGuire, and the more than two dozen other CCL'rs who have participated in Action
Inquiry & Global Leadership Profile workshops). Earlier evidence of our
collaboration can be found in the McGuire, Palus, and Torbert 2007 chapter
“Toward Interdependent Organizing and Researching” in the Handbook of
Collaborative Management Research, and in McGuire and Rhodes 2009 book
Transforming Your Leadership Culture.

For the card deck, Elaine first began imagining and hand-producing illustrations
of the different action-logics, and CCL’s Bruce Flye persevered through many
iterations, as we sought to create universally recognizable, amusing archetypal
portraits of different characteristics.

If the first generation of work on Collaborative Developmental Action Inquiry
put primary emphasis on the serious philosophical and empirical grounding of this
approach to social science theory and practice, we can perhaps say that the
Transformations card deck puts primary emphasis on the playful side. Our early
experiments have shown that it can be used within families as well as within
organizations.

Do enjoy your encounters with this card game and playful toy! As the rest of
this guide suggests, there are innumerable ways of using it to focus on innumerable
topics.

SECTION 2
Transformations™ User’s Guide

Transformations™ is a flexible, user-friendly tool for self-understanding, coaching,
leadership development, and culture development. It can be used formally or
informally by individuals and groups and of all ages and backgrounds. Among its
benefits are the creation of self-insight and dialogue about the stages and processes
of human development, in a way that is engaging as well as reflective, playful as well
as serious, and impactful as well as fun.
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See the Quick Start Guide following the Introduction to get started now.

Introduction

The tool itself is a deck of cards of two kinds: 84 Life Logic cards plus 50 Catalyst
cards use unique labeled drawings to illustrate the seven transformations (or
“stages”) of increasing human maturity from youth onward. The simple yet powerful
artwork is especially appealing. Transformations has been used with great success
all over the world including China, Africa, India, Singapore, Europe, Japan, and the
USA.

Transformations based in the research of Bill Torbert and Associates on vertical
development during the life span and deeply influenced by the work of Bob Kegan
and Susanne Cook-Greuter. Transformations was developed by the Center for
Creative Leadership in partnership with Bill Torbert and Elaine Herdman Barker of
Action Inquiry Associates.

Life logics are ways of thinking and acting in one’s life which mature with time.
Life logics are also expressed by group, organizational and societal cultures. Later life
logics (“later stages”) transcend and
yet still include earlier life logics
(“early stages”).

The set of Life Logics cards helps
people reflect on the kinds of
thinking and actions that guide their
lives. These range from less complex
or early stage logics to more
complex later stage logics. There are
12 cards representing each of the
seven stages for a total of 84 Life
Logics cards in this version.

The set of Catalyst cards helps
people reflect on the processes that
influence life transformations, such
as work, mentoring, accidents, love,
and so on. These cards are used to
reflect on what kinds of things in life
might be helping or hindering your
further development.
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There are 50 Catalyst cards in the current
version.

A typical application of
Transformations involves people
mapping their individual life journeys and
/ or their group histories and shared
vision. Guiding questions include:

¢ What were your typical ways of
thinking and acting earlier in your life?

* What are your typical ways of thinking
and acting now?

¢ What are your future aspirations for
developing how you think and act?

* What has triggered your own
development toward greater
maturity?

¢ What might be triggering your
development now?

¢ What will positive development
toward your aspirations look and feel
like and what will drive it?

* How can you facilitate the development of other people (each other)?

* How can you build a shared culture for positive development in the direction
required by the work of your organization or community?

Applications of Transformations

¢ Self-development

* Coaching and mentoring
* Leadership development
* Youth and early leadership development
* Change leadership

® Culture transformation
* Leadership strategy

* Classroom activities

® Curriculum design

* Retreat activities

* Career planning

* Team development

* Boundary spanning
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Results from Using Transformations

¢ Self-insight about one’s own maturity and growth

* Deep dialogue with group members about mutual development

¢ Strategic conversations about leadership development in the workplace
¢ Accelerated leadership development

* Increased readiness for change.

* Increased potential for personal and collective transformation in beliefs and
practices

* Increased effectiveness of coaching and mentoring
* Insightful conversations about human development for families and in school

settings

* Awareness of one’s own developmental journey through life (life story and
identity)

* Awareness of others’ developmental journeys though life (life stories and
identities)

* Awareness of and appreciation for the vertical aspect of development
* Awareness of one’s own and others’ potential for further vertical development
* Awareness of the vertical aspect of cultural beliefs and practices

* Understanding how maturity and growth manifests in others

* Engagement in an interesting, fun, and impactful process

* Fresh perspective on one’s own life journey

* Fresh perspective on the collective journey of a group

* Insight into leadership culture

* |nput into leadership and organizational strategies

* Mutual insights across social boundaries

* Positive reframing of stressful life events

* Planning for future development

* Makes the difficult subject of human transformation accessible

* Combines visual, verbal, and tactile modes of learning

* Facilitates in teaching constructive-developmental theory
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Quick Start Guide

Transformations can be used in an introductory way without formal introduction.
The background theory need not be introduced in most cases. And, the
Transformations tool is often used to explicitly engage and teach the underlying
model itself, in classrooms, and as a part of structured, intentional, long-term
development.
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Try this for an opening safe and inviting exercise in a classroom of 24
people divided into four groups of six people each. Each group of six shares
one Transformations deck. This exercise can easily be adapted to a one-on-
one coaching, or as a guide to self-reflection by one person

First, ask each group to separate the stage cards from a
Transformations deck, shuffle them, and then “put them in order” Use the
stage cards only for this step, not the Catalyst cards or the instruction
cards.

The task of the group is to determine what order makes sense to them.
Call time after about 10 minutes, even though no one will be finished. Ask
them how they went about the task, and what order they found.

Typical responses are “from individual to group” and “from all about
me to caring about the group” and so on. These responses are typically on
target and insightful and should be encouraged during a brief discussion
led by the facilitator. This initial exercise warms people up to the idea of
development and gives them an overview of what’s in the deck.
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Try this next: From Here to There. Now working as individuals, have
each person create a life journey map. Use only the Stage cards, not the
Catalyst cards, yet. A group can share a single deck, or each person can be
given a deck. The task is to illustrate “from here to there in your life,” using
a sequence of the cards. The sequence of cards in the map is in this order:
Where are you coming from (the past)? Who are you now in your life?
Who are you becoming, or what are your aspirations for the future?

Say something like: “Think of a span of your life starting with youth (or,
10 years ago), to the present, to 5-10 years in the future.” Adapt the time
span to the type of group. Younger people are usually focused on a shorter
time span. If the group has a shared mission, then you might talk about the
future state as “where you need to be to for success of the mission.”

Say something like: “From the deck of cards, choose 1-2 cards that best
describe you at these key points in your life: past, present, and future. Lay
the cards you have chosen in a sequence that describes your life. When did
transformations occur? Why? What is the life story or journey described by
your cards?

First reflect privately, then in groups of 2-3, in the group of six, and finally
have a dialogue which includes everyone in the room

Encourage people to take photos of their maps to help preserve their
insights.
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/ Try this using the Catalyst Cards. Start with the life journey map \
(sequence) created in the previous exercise. Ask: “What processes (or
triggers, forces, or events) have been key in your development? What
processes are you dealing with right now? What will help you develop in
the future? How can you help others develop? Don’t limit yourself to the
cards. Use blank cards to identify additional processes.” Ask them to place
as many of these cards as they want in parallel with their journey, in a way
that shows triggers or influences on their life-long development.

. /

Try thisto begin to discuss shared development in a community,
organization, or team. After the previous exercises, then ask: “Which cards
do you recognize as action logics in this (your) organization? Which action
logics are prevalent among us? How do people typically think and act in
this organization? How do our best leaders typically think and act? Choose
cards and tell stories that represent those action logics.”

Additional questions are: “Which actions logics (cards) support our
best work? Which get in the way of our best work? Which ones might we
cultivate in order to realize our mission? How do these action logics
influence the creation of shared direction, alignment, and commitment?”
Deepen and extend the dialogue around key questions that are important
to the group.

Use sticky notes to label clusters of cards around the themes that
emerge.

Take photos of the clustered cards and notes to capture insights for
communication and future reference.

/Try this to welcome people into the class or program session or to \

pique curiosity and interest in a crowd of people.

Take some or all of the cards and simply spread them on a table or on the
floor. Put some outside the room to attract people passing by. The first
people coming into the room will see the cards and often they will pick
some up and start talking about what they see. Sometimes people will
spontaneously start arranging and sorting the cards according to their own
experience in the community or organization. In any case it can help set a
positive and fun tone before diving into the substance of the meeting or

\program. /
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Try thisasa quick assessment of the culture of a group, organization,
or community.

Divide the deck into seven piles according to the seven transformations.
Put the Catalyst cards aside for now.

Invite a group of people from the organization (or, one person at a
time in one-on-one interviews) to go through each pile, starting with
Opportunist. Identify any cards that “we often see in this organization.”
Identify any cards “we need more of” in this organization. After doing this
for each pile, discuss the cards that are most typical of the organization,
which are least typical, and which you may need more of. Where is the
“center of gravity” (most frequent stage of development)? How might the
organization need to change to realize its vision and mission? Use the

Catalyst cards to discuss how change might occur in individuals and as a
collective.

© Copyright Global Leadership Associates
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SECTION 3
Constructive-Developmental Theory

The section below is adapted from McCauley, C. D., Drath, W. H., Palus, C. J.,
O’Connor, P. M. G., & Baker, B. A. (2006). The use of constructive-developmental
theory to advance the understanding of leadership. Leadership Quarterly, 17, 634—
653.

Constructive-developmental [also referred to as vertical development] theory is
a stage theory of adult development that focuses on the growth and elaboration of a
person’s ways of understanding the self and the world.
The term “constructive-developmental” was first suggested by Bob Kegan (1980)
to refer to a stream of work in psychology that focuses on the development of
meaning and meaning-making processes across the lifespan. The theory is
“constructive” in the sense that it deals with a person’s construals, constructions,
and interpretations of experience, that is, the meaning a person makes of
experience. It is “developmental” in the sense that it is concerned with how those
construals, constructions, and interpretations of experience grow more complex
over time. Constructive-developmental theory thus takes as its subject the growth
and elaboration of a person’s ways of understanding the self and the world. It
assumes an on-going process of development in which qualitatively different
meaning systems evolve over time, both as a natural unfolding as well as in
response to the limitations of existing ways of making meaning. Each meaning
system is more complex than the previous one in the sense that it is capable of

including, differentiating among, and integrating a more diverse range of experience.

Constructive-developmental theory is built on the seminal work of Jean Piaget
(1954), which he referred to as “genetic epistemology” —the genesis or successive
unfolding of the capacity for rational thought in the developing child. For Piaget,
development was not a gradual accumulation of new knowledge, but a process of
moving through qualitatively distinct stages of growth, a process that transforms
knowledge itself. As a constructivist, Piaget believed that categories of thought—
such as number, space, time, and quantity—are not given a priori, but are actively
constructed by the individual in response to the need to understand the world.
When contradictions arise in individuals’ current ways of constructing the world (as,
in a famous experiment, when a child learns that the volume of water in two
differently shaped containers is actually the same in each), they reconstruct how
they understand the world to eliminate the contradiction.

© Copyright Global Leadership Associates
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The basic propositions of constructive-developmental theory are the following:

1 People actively construct ways of understanding and making sense of
themselves and the world (as opposed to “taking in” an objective world).

2 There are identifiable patterns of meaning-making that people share in
common with one another; these are variously referred to as stages, orders
of consciousness, ways of knowing, levels of development, organizing
principles, or (in this article) orders of development.

3 Orders of development unfold in a specific invariant sequence, with each
successive order transcending and including the previous order.

4 In general, people do not regress; once an order of development has been
constructed, the previous order loses its organizing function, but remains as
a perspective that can now be reflected upon.

5 Because subsequent orders include all earlier orders as special cases, later
orders are more complex (they support more comprehensive understanding)
than earlier orders; later orders are not better in any absolute sense.

6 Developmental movement from one order to the next is driven by limitations
in the current way of constructing meaning; this can happen when a person
faces increased complexity in the environment that requires a more complex
way of understanding themselves and the world.

7 People’s order of development influences what they notice or can become
aware of, and therefore, what they can describe, reflect on, and change.

Constructive-developmental theory concerns itself with two primary aspects of
development: (a) the organizing principles that regulate how people make sense of
themselves and the world (orders of development) and (b) how these regulative
principles are constructed and re-constructed over time (developmental movement).
An organizing principle itself is subjective, because the person is subject to its
capacity to make meaning; it cannot be reflected on itself, since it is the regulative
means by which the person engages in reflection. Developmental movement
involves the person’s gradually increasing awareness of his or her current subjective
organizing principle until the person is able to reflect on the organizing principle
itself, at which point what was subjective becomes objective. Of course, there will
then be a new organizing principle to which the person is subject. When operating
from this new principle, which takes the former principle as an object of reflection, a
person is capable of differentiating and integrating more complex life experiences.

Developmental movement is driven by new challenges that reveal the
limitations of the current organizing principle. An order of development is a complex
interaction between the individual’s meaning-making capability and the holding
environment, which is the totality of the surrounding and embedding social and
interpersonal world of love, family, work, and play. The holding environment may
confirm and support a person’s current order of development or disconfirm and
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challenge it. Developmental movement is thus conceived as an interaction between
the achievement of stability and order through making meaning of the holding
environment and the challenge of new environments with new relations and roles
that reveal the limitations of that achievement.

Bill Drath (2001) proposes three generalized ways of understanding and

recognizing leadership, based on the Bob Kegan’s three adult orders of development.

Hypotheses about differing implicit theories of leadership can be derived from his
framework. Dependent individuals—because they look to important others to gain a
sense of themselves—are more likely to expect a formal leader to personally create
direction, inspire commitment, and deal with challenges the group encounters.
Independent individuals—because they are self-governing and self-defining—expect
a formal leader to interact with them as autonomous individuals, reasoning and
negotiating with them to set direction and gain their commitment, and providing
help when needed to deal with challenges the group encounters. Inter-independent
individuals—because they see themselves as continuously recreating themselves in
interaction with their environment—expect a formal leader to create conditions that
allow groups of people to find a shared direction that they become jointly
committed to and that encourage them to deal collectively with their challenges.

Bill Torbert and associates’ early work (Fisher, Merron, & Torbert, 1987; Torbert,
1987) applied Jane Loevinger’s framework and the WUSCT to the context of
managerial work. However, as this work evolved, Torbert developed his own
framework more applicable to organizational contexts. Susanne Cook-Grueter
worked with Torbert to evolve the WUSCT in ways consistent with the new
framework, including more rigorous definition and measurement of later stages
(Cook-Greuter, 2004; Torbert & Associates, 2004). The latest version of this

customization of the WUSCT is now called the Leadership Development Profile (LDP).

Bill Torbert’s framework is a seven-stage model with each stage representing an
“action logic,” that is, an overall strategy that thoroughly informs an individual’s
reasoning and behavior (Torbert & Associates, 2004). The first stage, Opportunist, is
prior to any orders we are describing here. The next six stages represent three pairs
of stages which can be organized into the broad developmental orders of
Dependent, Independent, and Inter-independent. The second stage in each pair is
portrayed as a transitional stage in moving toward the next order. Individuals at
different stages organize their experiences in terms of a particular logic (e.g., norms,
craft logic, system effectiveness) with the logics becoming more complex as
individuals develop. The logics shape a main focus of attention at each stage. An
individual’s focus broadens with each successive stage.

Bill Torbert’s framework has been used to understand various aspects of
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managerial behavior and organizational change. Four propositions have been central
to this work: (a) An individual’s order of development influences his or her approach
to managerial tasks; (b) Leaders at later orders of development are more effective at
leading transformative change; (c) Developmental movement is facilitated by action
inquiry; and (d) Organization development can be understood from a constructive-
developmental theory perspective.

Torbert and colleagues (Fisher & Torbert, 1991; Rooke & Torbert, 1998; Torbert
& Associates, 2004) argue that the logic of the Inter-independent order (Strategist)
is especially relevant for leading transformative organizational change—changes
that focus on whole-system improvement and that require fundamentally changing
the culture, practices, and underlying assumptions of the organization. Only when
leaders reach the Inter-independent order are they open to the possibility of
rethinking and altering their assumptions and purposes (i.e., can engage in double-
loop learning, Argyris & Schon, 1978). This is in contrast to the Independent order
with its emphasis on executing rationally related steps from presenting problem to
solution. They also argue that Inter-independent leaders believe that change
requires new shared understandings discovered through mutual exploration of
differences among organizational members, whereas Independent leaders believe
that change requires single-framed hierarchical guidance. They conclude that it is
only power exercised in a mutuality-enhancing, empowering manner that can
generate wholehearted transformation rather than conformity or compliance; and
that this type of power is most often exercised by the Inter-independent leader.
Weathersby (1993) found some support for this argument. She examined essays
written by managers about their leadership models. Managers at later stages put
more emphasis on the leader’s role as an agent of cultural change.

A more direct test of this hypothesis was undertaken by David Rooke and Bill
Torbert (1998). They examined ten longitudinal organization change efforts. Seven
of these efforts resulted in transformative change and three did not. Of the seven
successful efforts, five were led by CEOs measured at the Inter-independent order
and two were led by CEOs measured at the Independent order. All three
unsuccessful efforts were led by CEOs measured at the Independent or Dependent
order. The correlation between CEO development order and degree of
transformative organizational change was significant.

However, Torbert and Associates (2004) also advocate for an additional
developmental practice: action inquiry. Action inquiry is a disciplined practice of
integrating action and inquiry in the present moment that helps individuals, groups,
and organizations become more capable of self-development. In a given situation, a
person engaged in action inquiry is doing several things at once, including paying
attention to the developing situation, accomplishing tasks as they are prioritized,
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and revising the tasks or actions as needed. Action inquiry requires people to
carefully attend to three types of data: internal subjective data (first-person data),
data generated in interaction with others (second-person data), and external
objective data (third-person data) in an effort to learn from experiences. Action
inquiry is expected to increase the likelihood that individuals will notice and come to
understand the limits of their current meaning structure.

Finally, it is important to note that developmental theory is evolving toward a
more holistic, integrative perspective that views individual development as one
facet of a developing system.

Ken Wilber’s notion of “integral theory” (2000b) is one of the most well-
developed models reflecting this perspective. Integral theory is not a single theory;
rather it is a comprehensive model attempting to coordinate numerous theories
that describe development. The model looks at four domains of reality: the internal
self, the external self, the internal collective, and the external collective. In the
model, developmental movement through similar developmental orders
characterize each domain, and this movement is interconnected across domains. In
the integral model, development cannot be understood from the perspective of one
domain; instead, an all-domain, multiple-order perspective needs to be invoked.

This perspective fits well with recent applications of constructive-developmental
theory to leadership in which the development of individuals and of the collective
are seen as interrelated (Drath & Palus, 1994; Torbert & Associates, 2004; Wagner et
al., 2006). Integral theory points to a potential new domain of leadership research:
research on the development of social systems that produce leadership (not just on
the development of individuals who are part of these systems), addressing such
questions as: Do the shared meaning-making structures of groups, teams, and whole
organizations move through developmental orders similar to those observed in
individuals (as Torbert suggests)? What do leadership processes look like at different
orders of collective development? What stimulates the developmental movement of
leadership processes in a collective? How does the mix of individual developmental
orders within a collective impact the leadership processes of the collective?

Leadership is a complex social phenomenon. The effort to understand leadership
and how it develops has accordingly called forth a wide array of concepts and
theoretical approaches. Because it deals with an aspect of leadership that may be
taken as basic—the generation and development of meaning for individuals and
social systems—constructive-developmental theory has the potential to act as an
integrative framework in the field. This potential can only be realized to the extent
that theorists, researchers, and practitioners work in more interconnected ways to
test and refine the propositions generated by applying this theory to leadership.
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SECTION 4
The Seven Life-Logics in Detail

Posted on August 5, 2016 by Charles J. Palus & David Magellan Horth & Steadman
Harrison IlI

More wisdom below in this post from our partners Elaine and Bill. This is a
companion piece to their prior post on action inquiry. Note that the terms “life

logics” and “action logics” are basically interchangable.

The Seven Action-Logics in a Little More Detail
By Elaine Herdman-Barker & William R. Torbert
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Seven Action Logics

Opportunist. The Opportunist treats the physical “outside world” territory of
experience as the only reality and concentrates on gaining control of things

there. This action-logic views unilateral, coercive power as the only effectual type of
power and works within a very short time horizon of discretion, and can be good at
grasping concrete opportunities and fire-fighting emergencies. S/he is frequently
deceptive, manipulative, and distrustful, and rejects critical feedback by

attacking. S/he often manifests fragile self-control, hostile humor, and flouts power
and sexuality.

Diplomat. The Diplomat treats his or her “own sensed performance” territory of
experience as what is really real and concentrates on gaining self-control in order to
act effectively. He or she imitates organizational routines and the behavior patterns
of high status group members. This action-logic experiences high status referent
power and the power to “charm” high status figures as the most real kind of power.
It generally works within a one-week to three-month time horizon focusing on
routine tasks.

Diplomat reasoning in action aims to generate a world that has order and clarity
around concrete operations. It adopts a structure and norms from one’s immediate
surround for how things should be; how people should act, look and speak. The
individual reasoning from this action-logic is eager to behave in the right way to
avoid conflict and losing face. Diplomats are keen to belong to their nearest group
(family, gang, team). They see as highly problematic situations in which they are in
conflict with their “in-group,” or where their in-group is not experiencing success. In
both cases, they redouble their efforts to support the in-group.

Expert. Expert reasoning-in-action is a rebellion against the limits imposed on the
effectiveness of one’s actions by the need to belong and the effort to conform, both
of which are characteristic of the Diplomat action-logic. It bases itself instead on the
relatively more objective and internally-coherent logic of plans, theories, and data.

Professors, engineers, lawyers, accountants, investment managers, World Cup
sailors, ballet dancers and choreographers frequently use this action-logic to
powerful effect. Indeed, according to a recent doctoral dissertation by Action Inquiry
Fellow, Ed Kelly, Warren Buffett, the fabled billionaire operated from this action-
logic during the first half of his career, working primarily with numbers and by
himself. According to Kelly’s analysis, Buffett’s way of doing business has
transformed several times since then.
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Achiever. Achiever reasoning in action is best aligned with the market theory of
unconscious capitalism, sharing its enormous virtues and its deep shadow... It’s
rational, reasonable and familiar... Goal setting and conscientious endeavor rule. It is
well supported, as an approach to problem resolution, by the education system. So,
it is not surprising that managers at this action-logic are regarded by subordinates
and superiors alike as more effective than managers at earlier action-logics. Nor
should it be surprising that, although junior management ranks are predominantly
Expert, the majority of senior managers and CEOs measured developmentally to
date are rated as Achiever.

Achiever Leaders become PRACTICAL in the objective sense that they understand
why it is in their own interests to seek feedback within the organization in order to
meet goals and get positive feedback from the market. Moreover, they are keen to
learn, to improve, to fulfil their potential... The caveat is that their environment
must approve of such development; its value is context dependent. Therefore,
learning and growth needs to have a “point” to it: A successful outcome.

Although not yet attuned to the radical differences in different folks” world
views, these leaders have an intuitive sense of how the team’s pace and ability to
shift pace are paramount to success. They are alert to, and practiced in, the arts of
delegation, coaching and team building; but they are often painfully short of time
and their work-life balance is a trial.

Conventional success in all fields requires a high-performing Achiever action-
logic still pumping strongly. After Warren Buffett made the first twenty years of his
fortune from Expert investing, he transformed his way of doing business from “at-a-
distance” to “teaming-up”... taking a more Achiever approach. (In spite of his
continued success in conventional terms, Buffett later transformed himself and his
business approach three more times.)

Redefining. Redefining reasoning in action is most readily alighed with movements
such as Postmodernism and Sustainability as it brings into focus the realization that
there is an accepted (unconscious) way of the world; that this “way” is, inevitably,
flawed; and that one way of correcting the flaws is to look more carefully at our own
and our organizations’ effects on others and the wider environment.

Leaders at this action-logic stand back and observe...they notice that they are in
an environment that has form; a culture with accepted practices and sets of
priorities. They observe that culture influences the policies and behaviors of the
individual, team and organization, often in ways that constrain creativity. And they
look out to other cultures in society and to other organizations—keen to observe
the differences and to spot changes over time.
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At this action-logic, for the first time, curiosity trumps acceptance, change rules
stability, difference holds more potential than sameness. Often, Redefining persons
will make creative contributions of strategic value to their companies, churches,
hospitals, etc.

Unsurprisingly, individuals at this action-logic question the activities, processes
and values of the organization and society. Sometimes they do so vocally and, at
other times, quietly, internally. They begin questioning their own values as
well...what are they working towards and why? Are their own actions truly in tune
with their inner beliefs? This can be a confusing time as these individuals often lose
a sense of surety in themselves and with the organizations processes and structures.

The sense of confusion can extend beyond the individual into the wider
organization. Colleagues may pay more attention to such individuals’ non-
conformity than their innovative contributions, and may question their passion,
commitment and drive. At the same time, the individual challenging the established
ways of doing business in the organization may hold it accountable for confusion—
the organization is to blame for my predicament! The developmental edge for the
individual grounded in Redefining is to bridge the world of the rational, relatively
stable, pre-constituted culture with more creative, collaborative, and
transformational worlds they are beginning to discover.

Transforming. Transforming reasoning in action alighs well with an evolutionary
theory of developing a more conscious type of enterprise management. Such
“conscious capitalism” recognizes that the abilities to discover empty niches, to
transform strategies and practices, and to co-operate and collaborate within and
across enterprise boundaries are critical to competing sustainably in the wider
political economy.

American billionaire investor Warren Buffett gradually shifted in the mid-1980s
from making “cigar butt” investments, intended to wrestle some short-term value
from decaying companies, to a much more long-term, mutual approach. This
approach entailed buying well-managed companies that he intended to maintain
within the Berkshire-Hathaway portfolio indefinitely, based on a mutual relationship
between himself and the company’s ongoing management. In so doing, he
continued his own transformation from Expert investor to Transforming leader. For
the past quarter century, Buffett and Berkshire-Hathaway have exemplified the
advantages of “conscious capitalism” over “unconscious capitalism.” The latter relies
only on the incremental, single-loop feedback of the market to correct one’s own or
a company’s direction. By contrast, conscious capitalism seeks both incremental
(single-loop) and transformational (double-loop) feedback.
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What forms of political-economic organization can generate timely actions that
are at once integral, mutual, and sustainable, and that are influenced by single-,
double-, and triple-loop feedback? This kind of complex question, that is not merely
abstract but culminates in the most practical possible outcomes (timely actions), is
the kind of question about which Transforming leaders become passionate.

In personal terms, Transforming reasoning brings into light different aspects of
one’s being. At this action logic leaders readily explore the different parts of their
personality, their values, history and principles. They do so out of general curiosity
and an interest in power, contribution, legacy and principled action.

A principal new feature of the Transforming action-logic is self-and-other
awareness, not just in reflection, but in action. The Transforming leader intuitively
recognizes that all action is either facilitating or inhibiting on-going transformational
change of personal, familial, corporate, or national action-logics. And s/he is drawn
to action that facilitates transformational change.

This means that the Transforming leader or leadership team is also beginning to
appreciate and learn to exercise new kinds of mutuality-enhancing
power —

* The visionary power to generate alternative scenarios,

* The praxis power to actually enact the vision in challenging situations, and the
vulnerable and alert mutually-transforming power to enter a transformational
current with others that is as likely to transform you as them.

Alchemical. An extremely small proportion (1-3%) of our larger samples score at
the Alchemical action-logic. Movement toward the Early Alchemical is a movement
from the categorical (and therefore typifiable) to the unique (and therefore
untypifiable). When we realize that each complex social situation is a unique
combination of personal and organizational developmental trajectories at this
particular time, then we wish to respond in a uniquely timely way and to develop
the moment-to-moment receptive attention necessary for so doing.

In short, in moving toward this action-logic, you are engaged at a relatively
lonely frontier of human evolution. While you no doubt welcome whatever non-
possessive spiritual/subtle guidance and friendship you can find, you also very likely
have a deep sense of being alone; in some difficult-to-understand sense, necessarily
alone; one, in a way no one else possibly can be. Paradoxically, you also feel
intimately connected to the entire human and more-than-human field.

You frequently feel fragmented, different at different times, and with strikingly
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different qualities of experience — sometimes a slugabed, at others a dynamo;
sometimes fiercely concentrated, at others simultaneously engaged and disengaged
from the play through you and around you.

The movement from a Transforming orientation to an Alchemical orientation is
the longest jump and the slowest dance you’ve ever yet experienced. In moving
from the Transforming orientation, you are moving from the closest approximation
that thought can come to a fluid, evolutionary thought process, interweaving with
your actions in a mutually-corrective way.

As you have probably realized though — through many a self-initiated adventure
—you are seeking an attention more receptive, more penetrating, and more
constant than the swirl of thought, feeling, action, and consequences that you have
inhabited till now. You already feel this post-conceptual attention in occasional
flashes, or in melancholic reflections, or in the intuitively-right-move-at-the-right-
time of which you are occasionally capable. You also feel it in the sharper suffering
with which your conscience occasionally visits you. Whether the issue be your
relation to nature, to social justice, to sexual intimacy, or to the divine: somehow
your beliefs about yourself and the world no longer protect you well from different,
more direct experiencings. Sometimes, these tastes feel more intimate and
wonderful than ever. At other times, these powerful tastes communicate
incongruities within yourself, in the larger world, or in your effects on others that
can feel agonizing. Digesting such powerful impressions acceptingly, without
judgment — rather than grasping them greedily or reacting in order to escape from
them —is a profound challenge.

You need comrades in the search for this new kind of simultaneous
attentiveness to thought, feeling, and action — friends committed to waking you up
and walking alongside. If possible, you would like to meet senior friends — friends
longer-practiced and more-mutual than you in first-person, second-person, and
third-person action-inquiry disciplines that lead to a truly free, self-transforming,
friendship-making, and other-liberating attention. You feel a need for a deeper
spiritual/subtle discipline, engaged with others in a true community of inquiry,
where the primary commitment is: not to any ideology of redemption, but rather to
a practice of timely and mutually-transforming action inquiry — to the practice of a
material, social, and spiritual alchemy — in your everyday encounters.

The spirit of inquiry, embodied in mortal life, continually (and often
uncomfortably at first) listens into the dark of pre- and post-verbal experience,
thereby overcoming itself, awakening to its own presuppositions, while also attuning
itself to others’ assumptions, to underlying historical developmental rhythms, and to
the chaos of anarchic possibility. Such listening into the dark can lead us to
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appreciate simultaneously both the absurdity and the common sense of a situation,
whether within oneself, within one’s family or work team, or within some broader
institution. Such deep inner and outer listening can also uncover a motivating
challenge which, when articulated, can create an intra-psychic and social jiu-jitsu.
Just as disintegration is threatening, the situation becomes fluid, and vulnerable
power acts with surprising vigor and resolve.

The Alchemical leader requires no official role, but rather takes the executive
role of responsibility for oneself, one’s relationships, and the whole that is open to
anyone, regardless of outwardly-designated role.

The Alchemical leader does not imagine herself or himself as on the side of good,
intent upon ridding the world of evil. Rather, s/he begins to recognize that the very
polarization between good and evil, victory and defeat, the sacred and the profane,
us and them, I and Thou... is recreated at each moment by our relatively fixed and
one-sided perspectives on ourselves and the world.

How are good and evil engaged with one another in our experience at each
moment? When and how and why to blend passion, dispassion, and compassion in
our listening and action? These are questions that increasingly confront the
Alchemical action-logic.
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