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Elaine Herdman-Barker and Nancy Charlotte Wallis

Imperfect Beauty: Hierarchy and Fluidity in 
Leadership Development

“The privilege of a lifetime is to become who you truly are.” 
Carl G. Jung

Abstract
While the hierarchical nature of leadership development is well acknowl-
edged, it can under-represent the fluidity of change both within individu-
als and across groups. We suggest the heavy weighting on rankings (often 
termed vertical development or altitude) underplays the continuous inter-
play of lived experience and hierarchy in the development process. We ex-
plore the complementary forces of a hierarchical order of human develop-
ment with an imperfect and fluid process, in which change is contextualized, 
dissonant and enigmatic. We invite ongoing inquiry into this combination 
of hierarchy and fluidity, believing it to be one of the critical matters in help-
ing people transform themselves and their worlds.

Keywords: leadership development, action-logics, Global Leadership Profile

1 Introduction
The purpose of this article is to join with you, our reader, on a spirited ex-
ploration of an apparent contradiction in developmental theory as applied 
to personal and professional growth. While the hierarchical nature of the 
developmental map is well acknowledged, this perspective may obfuscate 
the essential messiness and mystery of adult development, if applied over-
bearingly. We understand the maturation of consciousness over the lifes-
pan to also be characterized by fluidity, through lived experience such as 
the interruption of the unexpected, adventure, loss, love, success, surrender, 
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union, worry, conversation, revelation, and more. These processes along our 
human journey find expression in the expansion of our consciousness as 
we develop from one action-logic to the next and they leave their unique 
marks on us all. We explore this expansion as described by Torbert (1976, 
1987, 2004, 2013) and Cook-Greuter (1999, 2003, 2004), and which is built 
on the work of predecessors including Loevinger (Hy and Loevinger, 1996; 
Loevinger & Wessler, 1970; Loevinger & Blasi, 1976), Piaget (1954), Kohlberg 
(1969), and contemporary Wilber (1986). Our intent is to bring to light the 
inherent hierarchical order of human development while reverently holding 
up the untidy fluidity of the process, that being the contextualized, disso-
nant, enigmatic nature of human development. We highlight the imperfect 
beauty of development, within each of us and across us all.

2 Hierarchy and Fluidity in Development
Consider the dance of opposites known by mankind for millennia. The op-
posing yet complementary forces of the light and dark, the logical and in-
tuitive, reactive and reflective, body and spirit, feminine and masculine, are 
all part of how humankind has come to understand itself. The exceptional 
arises from the marriage of such great opposites and has been recognized by 
all of the major sacred and philosophical traditions since the dawn of hu-
manity. William Blake, through the lens of transcendence and imminence, 
beautifully described this union when he said, “Eternity is in love with the 
productions of time” (Blake, 2014). It is this complementary relationship that 
inspires our exploration of adult development.

We depict this image of union, or constant balancing of tensions, using the 
energetic principles of yin and yang. This captures our ‘inter-independencies’ 
in the natural world, highlighting how complementary principles working 
together are greater than their parts. Here we bring together the two parts 
of a) static, ordered hierarchy and b) dynamic, chaotic fluidity which, when 
united, represent movement in human development. See Figure 1.
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3 The Exceptional and Transformational in Leadership Development
A developmental journey asks each of us to inquire why we are here in this 
time and what our purpose might be, to come to know ourselves in a more 
integrated way and thereby to understand how each of us might align our 
purpose with the larger shared purpose. This, in turn, asks that we become 

Figure 1: Hierarchy and Fluidity 
© Herdman-Barker and Wallis
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ever more open to what is happening in our everyday worlds, to the patterns 
(helpful and unhelpful) in the workplace, pervading narratives in societies 
and beyond. As we do so, we make more room for the birth of the exception-
al leader and inspired organizational action. This, in part, is what Torbert 
and Herdman-Barker are referring to when they describe Transformational 
leadership. See Figure 2. Transformational leaders are welcomed for their 
openness and ability to recognize complex interconnections and make de-
cisions in ways that increase the ability of their firms to compete globally 
(Levy et al, 2007). Through their attention to the scale of global matters, they 
offer the capacity needed to attend to our common concerns, the healing of 
ourselves and our planet (Harvey, 2009).

Figure 2:  
Transforming Action-Logic  
© Herdman-Barker and Wallis
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And it is this urgency we feel toward the many endeavors we face including 
climate change, the global economy, and widespread violence (Knefel, 2015) 
that propels some of the fervor alive in developmental consulting today: 
transform to later action-logics to “save the planet”, “save the organization”, 

“save the market”! Some consulting firms are explicitly devoted to ‘creating’ 
more leaders at this Transforming action-logic. Yet in our monetization of 
development and the drive for Transformational leadership we’d be well 
advised to remember the balance of yin yang. For, ironically, we may find 
ourselves caught in the dogma of eras gone by, that of believing that there is 
a prescriptive way out of the problems we have wrought; holding to a sim-
plistic hierarchical notion of leadership capability, belittling the worth of 
one end of the development “scale,” deifying the other and so obscuring the 
complexities of the developmental process.

Where a continuum exists, as it does with action-logics (Torbert et al, 2004) 
it is tempting to undervalue the earlier frames of reasoning by speaking as 
if the later ones are godlike, and then wondering why people don’t value 
earlier and different ways of reasoning or appreciate the often untidy nature 
of change. Standing firmly on the side of hierarchical development risks a 
separatist view, where the “developed” (Transforming leaders) are seen to 
have arrived and those responding from earlier action-logics to be relatively 
lacking in worth. This would be a disappointing return to the hero endgame 
approach to leadership. And so, let us take a closer look at the development 
pathway that tempts us into imbalance where later trumps earlier and hier-
archy overwhelms fluidity.

4 Global Leadership and the Developmental Action-Logics
The basic proposition of developmental theory is that adults make sense of 
the world by relating to problems in sequentially more complex and compre-
hensive ways, and, in so doing, are more able to respond generatively to the 
challenges of modern life. Torbert (and other scholars such as Cook-Greuter,  
Kegan, Loevinger, Piaget, and Wilber) have studied this developmental 
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sequence, (Cook-Greuter, 1999; Kegan, 1982, 1994; Loevinger & Blasi, 1976; 
Torbert, et al, 2004). The developmental arc describes the individual’s ability 
for a deeper, broader and more dynamic worldview, thus allowing for a more 
expansive capacity in problem solution and timely action.

Torbert defined the term action-logic to reflect the movement and flow with-
in each ‘stage,’ and has described each action-logic as containing an octave of 
action-logics within itself. Each later action-logic includes all of the prior ac-
tion-logics, and is discovered through a process of seeing through and thus 
invalidating the taken-for-granted assumptions of the previous action-logic 
(Torbert, et al, 2004). The transformational process between action-logics 
occurs (if at all) as each person faces challenges in everyday life that their 
current approach cannot resolve, and so tries new ways of seeing, under-
standing, relating to, and engaging with life (Torbert, et al, 2004; Herdman 
Barker & Torbert, 2011; Herdman-Barker et al, 2015).

What people actively notice, describe, reflect on and ultimately act upon is 
intimately tied to their action-logic. This internal process of making sense 
of the world gives rise to an individual’s values, beliefs, assumptions about 
self, others and work. It guides awareness, skills and interests, relationships 
and satisfaction, and life goals. Thus it is profoundly useful in understand-
ing leadership and the ways in which leaders develop themselves and create 
conditions for their colleagues’ development, all part of leading organiza-
tional transformation (McCauley, Drath, Palus, O’Connor & Baker, 2006). 
For readers interested in the inter-independent effects of colleagues’ devel-
opment on one another, such as two vice presidents both actively committed 
to sharing their power, see Wallis, 2012, 2014, 2016.

For our purposes here, we depict briefly the seven most common action-
logics, from the Opportunist action-logic attempting to manipulate the 
outside world by winning any way possible, often through the use of co-
ercive power, to the Alchemist who consciously and generatively disturbs 
systems through the use of mutually transforming power (Torbert, 1991). In 
between, we find the Diplomat action-logic following the rules and norms 
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of the group, conforming, the Expert attending to the mastery of knowledge 
and its appropriate use, the Achiever conscientiously applying self-evaluat-
ed standards to ensure good social/organizational outcome, the Redefining, 
reappraising the value of processes and personal directions and the Trans-
forming action-logic, applying timely attention to the many pressures in the 
system, supporting, principled, individual and organizational alignment.

Helpful as this hierarchical structure is in supporting leadership develop-
ment, (laying out an invariant order acts as a scaffold for personal change 
so that we may have an idea where we are heading); it can become a self-
limiting mechanism when excessively relied upon. We suggest in this short 
paper that today’s love affair with hierarchy and “our inclination to order 
items by ranking them in a linear series of increasing worth” (Gould, 2006) 
limits developmental flow if it is not intricately woven into a practice of on-
going action-inquiry and reflection. Development is not all about vertical 
hierarchies. This is why the Global Leadership Profile (GLP) (Action In-
quiry Associates, 2015; Torbert, 2014) does not simply measure the flow of 
action-logics (across fallback, center of gravity and emergent tendencies) but 
strongly advocates that equal emphasis be placed on active inquiry into lived, 
relational, experience.

5 Hierarchy and Development
The allure of hierarchical structure in life has laudable qualities. Groups and 
individuals appreciate the efficiency of a clear structure and order. Meas-
uring, separating and describing individuals into categories is familiar and 
makes matters understandable, enabling us to develop a common language 
and together find a way forward. But when harnessed absolutely to the con-
cept of increasing worth, the natural, organic, and imperfect nature of de-
velopment is relegated to the background as if to say it doesn’t exist, or is not 
valued as part of either the group or the growth processes.

All action-logics have value, individually and collectively. Yet set out on a 
page, the list loses its sense of wholeness and integration. Development, let 
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us not forget, is a human event that occurs over years and across decades; we 
live and breathe our transformations, we feel and observe their presence in 
the behaviors of others and sometimes we try to chase them down because 
they seem so elusive. Let us remember, as individuals and together in groups 
we are dynamic, interdependent and reactive. A vertical track cannot de-
scribe individuality completely. And, indeed, society thrives on difference 
and range. To use the hierarchy fruitfully, we need to look for, recognize, 
and inquire into this sometimes chaotic motion if we are to helpfully sup-
port it.

There are, of course, many ways in which theoreticians have acknowledged 
development as more of a fluid phenomenon, including, for example, our 
tendencies for fallback, when individuals use earlier action-logics during 
times of stress, fatigue, or grief (McCallum, 2008). Dr. Don Beck describes 
sweeping patterns of beliefs and values that guide and shape our choices and 
identities. Spiral Dynamics, which represents diverse worldviews by eight 
memes or values systems, places one’s experience in the larger context of 
human psychological development, all of which is present in each one of us. 
We are each part of the “never-ending upward quest” that Beck describes 
(Beck & Cowan, 1996). Furthermore, different lines of development have 
been studied by scholars such as Howard Gardner, best known for his theo-
ry of multiple intelligences including musical, visual, verbal, logical, bodily, 
interpersonal, intrapersonal, and naturalistic. He held that each individual 
possesses a unique blend of all of the intelligences (Gardner, 1983).

Moreover, Torbert has longed observed that different contexts require dif-
ferent action-logics, and so the equal value of and necessity for all action-
logics in the developmental sequence is of paramount importance (Torbert, 
2008). Additionally, Torbert’s notion that each action-logic fits together in 
an octave of development highlights the continual ascending and descend-
ing flow of everyday action. We can see this at play, for example, when an 
individual whose primary action-logic is later stage (e.g. Redefining) uses an 
earlier action-logic (e.g. Expert) to negate the view of a person on a confer-
ence call by wrapping up the call by repeating all views expressed except that 
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of the person she wanted to diminish. In this example, too, we see illustrated 
the important distinction between competence and capacity. This meeting 
leader has the capacity to facilitate the call with shared power (Redefining), 
but chooses to use unilateral power (Expert) to depreciate her colleague in 
front of the group. Although her center of gravity is Redefining she sets forth, 
in that moment, an Expert action and so draws our attention to the continu-
ous and fluid movement across action-logics.

6 Hierarchy and Success
Yet, in spite of our substantial understanding of the fluid nature of devel-
opment, ‘hierarchy’ remains a prevailing mindset in practice. It is easy to 
imagine the later action-logics as an Achiever goal to be reached, a mental 
framework that prizes the highest levels of corporate political power and 
wealth. This can be seen in brief popular articles and programs that present 
the later action-logics using the practices of earlier action-logics. For exam-
ple, workshops directed at developing leadership effectiveness by identifying 
a list of competencies to master, or tools to incorporate in one’s toolkit, are 
often designed and delivered with an Achiever mindset. 

By way of example, let us consider the goal of Frank, VP Operations for an 
Austrian manufacturing company and his attraction to the hierarchical no-
tion of development:

“Being able to get the most out of our people and our system is exactly what 
we want from our leaders…You know, today’s pressures mean that we need 
to think on our feet, plan ahead and have fresh ideas that can roll out inter-
nationally and across multiple boundaries…meaning, we need more people 
at the Transforming action-logic”.

Frank reasonably links the Transforming action-logic to groundbreaking 
leadership. Transforming individuals are often experienced as ready to dis-
turb well-worn organizational and personal paths: Innovative. They tend to 
attract a reputation for strategic thinking, as they are awake to the multiple 
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pressures enacting on them and, cognizant of this, they pause and re-im-
agine. They do the unimaginable they are, sometimes uncertain and more 
often than not, inviting…yet this does not weaken their authority. We could 
go on at length about their often increased ability to zoom in and out, to 
passionately attach to a cause and to highlight the vagaries of power and so 
on…but we’d simply be repeating what is stated, with confidence, in many 
publications.

Is it surprising then that hard-pressed powerbrokers like Frank diligently 
copy down the Transformational “shopping list” from Figure 2? Should we 
be startled, given the focused delivery culture of most organizations and 
the wealth of publications on late stage leadership, that people seek a point-
to-point correspondence with this list? Or, that in reaching to emulate ex-
actly the leadership strengths described, organizations look for precise “next 
steps” to deliver Transforming action-logic? This action-logic is tasty and 
seductive. It assures us that “all will be well” as Transforming people are not 
only systems – aware, alert to both market threats and opportunities, but 
also, amongst many things, aware of the importance of principled action 
and impassioned.

Imagine the shock, then, when a person, profiling at Transforming acts de-
fensively in a team meeting or, conversely, exhibits a gentle touch, shunning 
the political stage or the rewards of a delivery culture. How can this be? 
Surely this weakens developmental theory and undermines its claims relat-
ing to leadership capability, does it not? We argue not, as we suggest that the 
Transforming frame is a broad church that is being cramped, unwittingly, by 
our attraction to the lure of neat categories. The danger is that Transforming 
action-logic is the new Achiever-spirited goal seen at the turn of the 20th cen-
tury and as such disguises the authentic, diverse, organic nature of human 
growth and development.
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7 Hierarchy: The Attraction and the Obstacles
There are plentiful research studies and consulting stories pointing to a re-
lationship between the capacity to reason regarding this action-logic and, as 
described above, an increased ability to see complexity in events. Our dear 
colleague Bill Torbert (author of one of the top ten leadership articles ever 
published in Harvard Business Review) (Rooke & Torbert, 2005) contributed 
significantly to getting the message out that working with later action-logics 
can bring about marked change in organizations. His work serves to stretch 
the organizational mind regarding mature leadership…revealing how it may 
be nourished and identified across international borders.

What, then, is the problem? The problem is making this action-logic analo-
gous to heroic leadership. Such a leap is seductively convenient and inconven-
iently misleading. Our current drive (powerfully endorsed by organizations) 
for solution and clarity lures us into accepting groundbreaking leadership 
and late action-logics as indistinguishable, when actually the relationship is 
messy. As many leadership practitioners observe, late action-logic is power-
fully related to mature leadership qualities but it is not a sufficient precursor 
for their full embodiment.

Moreover, transformational “leadership” is but a narrow band descriptor of 
this late stage of reasoning. Other bands of artistry (comic, poetic, visual, 
philosophical, and dramatic), as well as nature and embodied awareness and 
so on, co-exist and, importantly, hint at a very different tone and form of 
Transformative action. But, their presence goes unnoticed. They are not syn-
thesized into our appreciation for this action-logic. Our current tendency 
is to expose the leadership muscle and in so doing overheat this element of 
development, and we do so to its detriment and at our peril. Look again at 
the words in Figure 2 and notice how each Transformational characteristic 
pulses in a familiar Achiever rhythm whereas, in reality, the Transforming 
action-logic beats with many different accents and melodies, such as creative 
virtuosity, exuberance, grittiness, genial humor, aching vulnerability, spatial 
awareness, vehemence, idealism and potent imagination, to name but a few.
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Yet, as we engage in discussions with leadership communities we tend to 
adopt conventional terms including effective influencer, systems aware, long-
term planning, collaborative action, innovative, zooming “in and out.” And, 
typically, we utilize organizational tools such as slides with lists of charac-
teristics, action points to communicate growth and bar charts to support 
validity. Time and time again the story of movement into later action-logics 
becomes increasingly one of effective delivery and strategic planning, com-
municated through bullet points. So what? The qualities listed are laudable 
but they are written in Achiever shorthand, missing much of the Transform-
ing grace and granulation. They serve to appeal to our audience but do little 
to support either our understanding of Transformational reasoning or what 
constitutes a stretch in Leadership.

And we don’t intend to diminish the Achiever action-logic, as a similar phe-
nomenon can occur there as well. Consider viewing the Achiever action-
logic using a frame that appreciates flow, particularly as an individual might 
experience the developmental movement from Achiever to Transforming. 
The Achiever can be improving competencies such as increasing self-aware-
ness, leveraging conflict, and developing subordinates in ways that surface 
tensions, even if done in ways that rock the boat and don’t lead to resolution 
in the short term. Many profiling in this frame will focus on taking action 
against societal injustices and intervening in order to make a difference in 
family life. Others will be attentive to friends and colleagues, stepping in to 
address issues of personal concern. Many, like those in other action-logics, 
will be humorous and initiate alliances through the delightful force of their 
personality. The Achiever perspective stands alongside the later action-log-
ics in its value. It is an integral part of the development continuum and does 
not deserve concealment or rejection.

8 The Challenge: Developmental Stuttering
Why do we let ourselves be drawn into a purely hierarchical mindset? Why 
would we think of ourselves, at any action-logic, as firmly set in shape? Why 
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is a Transforming leader (one of the latest action-logics) perceived as a plank 
of uniform strength? What is leading us to such a lopsided drive for develop-
ment that we run the risk of losing the visionary power of hierarchy? Perhaps 
the tendency to overplay vertical development is rooted in a conforming, de-
finitive, (Expert, Achiever) mindset that prioritizes solutions and our com-
petitive spirit. Transformational change, however, is more likely to emerge 
from an enlarged and appreciative perspective that combines the insights of 
hierarchy with the liberating power of fluidity, collaborative action, inquiry 
and inclusion. See Figure 3.

The table below depicts that attending to both the hierarchical nature of the 
map and practical lived experience supports developmental flow.

Figure 3: Flow and Action-Logics 
© Herdman-Barker and Wallis
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Developmental stuttering starts when we present action-logics as neat pack-
ages. Individuals, at work or home, are rarely, if ever, neat hierarchical units. 
People are exquisitely complicated. Some, who profile at the Transforma-
tional action-logic, do not, for example, seek to contribute on the big stage, 
do not feel invigorated in group meetings, nor do they have a penchant for 
adept political maneuvering. As one workshop participant from the Aus-
trian manufacturing company put it:

“So it’s possible that a Transforming leader can disappoint? If so, that ex-
plains how Hank in Operations could profile at such a late action-logic. It 
was no surprise that he did so, he’s brilliant at cutting through the junk, a 
visionary and standout leader who helped us to embrace a new culture and 
structure, but a meeting with him can be a real bloodletting. His style some-
times is icy, his manner rigid.”

In the same meeting another commented that Anna, Director of Talent, had 
profiled as Transforming, yet she had vulnerabilities…

“Anna is an outstanding facilitator of debate. She reads the room and the 
broader contexts brilliantly, sees the pressure points and seems to touch the 
pulse of things again and again. Yet her attention to admin detail is shocking 
and sometimes she appears under-confident. I thought that by Transform-
ing all such glitches would have been ironed out!”

A significant conversation point in that workshop was that people are not 
machines…even if they are Transforming, individuals have glitches in their 
operating system, like everyone else! It is entirely possible that a leader pro-
filing and predominantly acting at the Transforming will respond, in certain 
situations, from an earlier action-logic, just as Anna and Hank appeared 
to. In the midst of action, individuals at the Transforming action-logic will 
reveal a range of behaviors. Their center of gravity may be Transforming but 
they may cleave to an earlier frame of reasoning in some matters and at some 
moments, as development flow is not uniform.
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9 Practical Inquiry into Hierarchy and Fluidity
This attention to the irregular flow of development raises helpful questions. 
For example, what does our expectation that a later action-logic brings infal-
lible greatness say about the organizational culture? What fears lead us to 
look for a simplified path to development? What difficult conversations are 
we avoiding when we underplay the fluidity and imperfections in leadership 
development? What is the context-relevant action-logic? And how can we 
release the spirit of our emerging action-logic and enjoy its pull?

We refer to this attention as returning continually to 1st, 2nd & 3rd person 
inquiry (searching for inconsistencies between theory/strategy and action at 
the personal, interpersonal and system levels). And for those with an incli-
nation to do so, we also invite 4th person inquiry, sensing into the subtle ter-
ritory beyond our everyday rational and emotional experiences (e.g. intui-
tions, peak experiences, synchronicities and so on). Through active inquiry 
we hope to elevate the fluid side of the development partnership so that we 
may stay receptive to how our behaviors are manifesting at each action-logic. 
We aim to create a state of tension between a) hierarchy and b) the process of 
life so that we stimulate a change in practice.

This practice of active inquiry, we suggest, offers ongoing potential for per-
sonal and group development. We share here an example of a late-action-log-
ic practice for supporting development at the Transforming frame. Known 
as both the Difficult Conversation Activity and the Learning Pathways Grid, 
this activity helps individuals identify how they unknowingly may be con-
tributing to the very outcomes they do not wish to have happen in conver-
sations within important relationships (Torbert & Taylor, 2008). It helps to 
surface our logics-in-action as we respond to different individuals and sub-
jects and so is an opportunity to explore what lies beneath our reactions.

10 Conclusion
We want to recognize that human beings who assess at each action-logic 
along the developmental continuum constitute a diverse population. Just as 
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humanity is comprised of short and tall, blue eyes and brown eyes, those 
who dance and those who would rather walk, we need to reconcile the hier-
archical nature of the action-logics with the fact that there is diversity cut-
ting a wide swath through each one of them. Could it be that the Transform-
ing action-logic is messier than communicated, more than eight or ten lines 
on a power-point presentation? Are there ways to tease away layers of this 
late action-logic to find the unexpected? And how quickly does this lurch 
towards the later action-logic, Transforming, step over the earlier, judging 
them inferior, demeaning their worth and undervaluing the interplay?

Similarly, we suggest that the transition from the Transforming to the Al-
chemical action-logic invites further inquiry. For if, through a failure to rec-
ognize the non-dual nature of the yin-yang circle of (arche)-structure and 
(dynamis)-fluidity, there is a tendency to narrow down the Transforming 
action-logic, Alchemical leadership too is being minimized. It seems we 
need to stay ever more alert to Alchemical fluidity; the precise, continual, 
artistic, and timely ways of co-enacting-and-interactively-receiving both 
the arch and dynamis in “each utterance, gesture, and dance among others 
and within oneself” (Torbert 2015, private communication). This leads us to 
question developmental research instruments if they claim accurate scoring 
beyond Early Alchemist, as we believe that a mature Alchemical action-logic 
or an Early Ironical action-logic can only be accurately inferred in live inter-
action…with supporting insights from instruments.

The aim of our paper was to bring greater inquiry to the complexity of late-
stage reasoning and to acknowledge that popular descriptions of Transform-
ing action-logic put it into lockdown. We believe that there is an ever-press-
ing need to shake up how we communicate if we are to break it out from its 
sanitized confines and support human development as it naturally occurs. 
Our clients appreciate the ways in which we do this with our approach to 
coaching, the design and delivery of our client workshops, and the relational 
skills we use in helping them understand the potential in each action-logic 
and the passion of being a human focused on transformation. We employ a 
holistic approach to development work, one that fuses developmental stage 
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theory and actual lived experience, map and practice. Appreciating the light 
and shadow aspects of each action-logic, we explore the strengths and op-
portunities across the developmental spectrum in the context of organiza-
tions, teams, and individuals keen on making a difference so needed in these 
times…we do so through developmental action inquiry. We explore in-depth 
the transition from one action-logic to the next in our upcoming book, The 
Leadership Seven: Transformations and their shadows (Herdman-Barker & 
Wallis, 2016).

We close with Rumi’s expression of the power of passion in the developmen-
tal pull that is part of the human journey. It is a steady, compassionate pas-
sion, in its ultimate Divine origin that animates us all:

“ ... 
Futile solutions deceive the force of passion. 

They are banded to extort money through lies. 
Marshy and stagnant water is no cure for thirst. 

No matter how limpid and delicious it might look, 
it will only stop and prevent you from looking for fresh rivers 

that could feed and make flourish a hundred gardens, 
just as each piece of false gold prevents you  

from recognizing real gold and where to find it.

False gold will only cut your feet and bind your wings,  
saying “I will remove your difficulties” 

when in fact it is only dregs and defeat in the robes of victory. 
So run, my friends, run fast and furious from all false solutions. 

Let Divine Passion triumph, and rebirth you IN yourSelf.

- Rumi (translated by Andrew Harvey, 2012)



883

Imperfect Beauty: Hierarchy and Fluidity in Leadership Development

Challenging Organisations and Society

References
Beck, D. E. and Cowan, C. (1996). Spiral Dynamics: Mastering values, leadership, and 
change. Blackwell, Inc., MA.

Blake, W. (2014). The Marriage of Heaven and Hell: A Facsimile in Full Color. Dover 
Publications.

Cook-Greuter, S. R. (1999). Postautonomous ego development: A study of its nature and 
measurement. Dissertation Abstracts International, 60, 06B. (UMI No. 993312).

Cook-Greuter, S. R. (2003). Ego development: Nine Levels of Increasing Embrace.

Cook-Greuter, S. R. (2004). Making the case for a developmental perspective. Industrial 
and Commercial Training, 36, 275-281.

Garder, H. (1983). Frames of Mind: The theory of multiple intelligences. Basic Books, 
New York,

Gould, Steven Jay. (2006). The Mismeasure of Man. W. W. Norton & Company, New 
York.

Harvey, A. (2009). The Hope: A guide to sacred activism. Hay House, Carlsbad.

Harvey, A. (2012). Teachings of Rumi. Shambala Publications, Boulder.

Herdman-Barker, E. and Wallis, N. (2016). The Leadership Seven: Transformations and 
their shadows. Manuscript submitted for publication.

Herdman-Barker, E. and Torbert, W. (2011). Generating an Measuring Practical Differ-
ences in Leadership Performance at Postconventional Action-Logics. In Pfaffenberger, 
Marko, and Combs (Eds)., The Postconventional Personality (p. 39-56). State University 
of New York Press, Albany.

Herdman-Barker, E. et al. (2015). Clearing Obstacles: An exercise to expand a person’s 
repertoire of action. In Bradbury, H. (Ed.), The Sage Handbook of Action Research, 3rd 
ed. (p. 626-635). Sage, Los Angeles.

Hy, L. & Loevinger, J. (1996). Measuring ego development, 2nd ed. Lawrence Erlbaum, 
Mahwah.

Jung, C. G. (author), Read, Herbert (Editor), Fordham, M. (Editor), Adler, G. (Editor, 
Translator), and Hull, R. F. C. (2014). Collected works of C. G. Jung: Archetypes and the 
Collective Unconscious. Princeton University Press, Princeton.

Kegan, R. (1982). The evolving self: Problem and process in human development. Har-
vard University Press, Cambridge.

Kegan, R. (1994). In Over Our Heads. Harvard University Press, Cambridge.



884

Elaine Herdman-Barker and Nancy Charlotte Wallis

Challenging Organisations and Society

Knefel, J. Apocalypse Soon: 9 Terrifying Signs of Environmental Doom and Gloom. 
Rolling Stone. August 18, 2015.

Kohlberg, L. (1969). Stage and sequence: the cognitive developmental approach to social-
ization. In D. A. Goslin (Ed.), Handbook of Socialization Theory and Research. Rand-
McNally, New York.

Levy, O., Beechler, S., Taylor, S., and Boyacigiller, N. (2007). What we talk about when we 
talk about ‘global mindset’: Managerial cognition in multinational corporations, Jour-
nal of International Business Studies, Vol. 38, p. 231-258.

Loevinger, J., & Blasi, A. (1976). Ego development. Jossey-Bass, San Francisco.

Loevinger, J. & Wessler, R. (1970). Measuring Ego Development, vol 1: Construction of a 
sentence completion test. Jossey-Bass, San Francisco.

McCallum, D. C. (2008). Exploring the implications of a hidden diversity in group rela-
tions’ conference learning: A developmental perspective. Unpublished doctoral disserta-
tion, Columbia University Teachers College, New York.

McCauley, C., Drath, W., Palus, C., O’Connor, P. & Baker, B. (2006). The use of construc-
tive-developmental theory to advance the understanding of leadership, The Leadership 
Quarterly, Vol. 17, p. 634-653.

Piaget, J. (1954). The construction of reality in the child. Basic Books, New York.

Rooke, D. & Torbert, W. (2005). Seven Transformations of Leadership, Harvard Busi-
ness Review, Vol. 83, No. 4, p. 67-76.

Torbert, W. (1976). Creating a Community of Inquiry: Conflict, Collaboration, Trans-
formation. Wiley Interscience, London.

Torbert, W. (1987). Managing the Corporate Dream: Restructuring for Long-Term Suc-
cess. Dow Jones-Irwin, Illinois.

Torbert, W. (1991). The Power of Balance: Transforming self, society, and scientific in-
quiry. Sage Publications, Thousand Oaks.

Torbert, W. and Associates. (2004). Action Inquiry: The Secret of Timely and Trans-
forming Leadership. Berrett-Koehler, San Francisco.

Torbert, W. (2013). Listening into the Dark: An essay testing the validity and efficacy of 
collaborative developmental action inquiry for describing and encouraging the trans-
formation of self, society, and scientific inquiry, Integral Review, Vol.9, No. 2, p. 264-299.

Torbert, W. (2014). Brief Comparison of Five Developmental Measures: the GLP, the 
MAP, the LDP, the SOI, and the WUSCT. From the library of William R. Torbert.



885

Imperfect Beauty: Hierarchy and Fluidity in Leadership Development

Challenging Organisations and Society

Torbert, W., Tarandach, R., Herdman-Barker, E., Nicolaides, A., and McCallum, D. 
(2008). Developmental Action Inquiry: A Distinct Integral Theory that Integrates De-
velopmental Theory, Practice, and Research in Action. Paper presented at the Integral 
Theory Conference, Pleasant Hill, July.

Torbert, W. and Taylor, S. (2008). Action Inquiry: Interweaving Multiple Qualities of 
Attention for Timely Action, Handbook of Action Research, 2nd edition. Sage Publica-
tions, Thousand Oaks. 

Wallis, N. (2012). Leadership Development and Individualized Leadership: Understand-
ing leader action logics in dyadic relationships, Challenging Organisations and Society.
reflective hybrids, Vol. 1, No. 1, p. xx-xx.

Wallis, N. (2014). Insights from Intersections: Using the Leadership Development 
Framework to explore emergent knowledge domains shared by individual and collective 
leader development. In Scala, K, Grossman, R., Lenglachner, M., and Mayer, K. (Eds.), 
Leadership Learning for the Future - A Volume in Research in Management Education 
and Development (p. 185-201). Information Age Publishing, New York.

Wallis, N. (2016). Small Group Soul: Leading healthy groups by transforming shadow 
into light. Manuscript submitted for publication.

Wilber, K. (1986). The Spectrum of Development. In Wilber, K, Engler, J., and Brown, D. 
P. (Eds.), Transformations of Consciousness (pp. 65-106). Shambala, Boston.



924

About the Authors

Challenging Organisations and Society

About the Authors

Suzy Adra, Ph.D completed her dissertation entitled The States of Presence 
and Insight in The Painting Process at the California Institute of Integral 
Studies, in May of 2016. She is a frequent presenter at the Science & Non-
duality (SAND) Conference where she shares her academic research, and 
artwork. She is a freelance art curator, a painter, and has been studying, and 
teaching yoga since 1998.

To see more of Suzy’s art and writings, visit: https://ciis.academia.edu/SAdra

Heike Brembach has accompanied development processes in medium sized 
businesses and organisations within the social economy for the last 15 years. 
She has gained profound knowledge through certificates and degrees in 
integral and systemic organisational development, process work, diversity 
management, and as a competitive athlete. She combines concepts of organi-
sational development and performance enhancement and applies them to 
competitive sports, strategic processes and mergers, the development of high 
performance teams, and conflict resolution processes. Enriching the field of 
movement with cognitive-linguistic methods is a central component of her 
work.

Contact: www.luv-beratung.de

Brian Emerson, PhD works primarily in the areas of Leadership Develop-
ment, Organizational Culture-and-Strategy Alignment, and Polarity Think-
ing. His passion for OD was originally sparked while living in Namibia 
converting school systems from Afrikaans to English. Since then, Brian has 
partnered with clients in a variety of sectors (e.g. PBS, National Institute of 
Health, Madison Square Garden, MedImmune/Astra Zeneca), is a graduate 
of the Polarity Mastery program, teaches at the University of Maryland, and 
co-authored A Manager’s Guide to Coaching. He lives outside Washington, 
D.C. where he is restoring a historic farm and trying his best to keep bees.



925Challenging Organisations and Society

Elaine Herdman-Barker is Director of the Global Leadership Profile at Ac-
tion Inquiry Associates where she furthers research into the development of 
leaders with Bill Torbert. She specializes in helping executives and consult-
ants to become increasingly aware of their thoughts and behaviors in-action 
and is a leading authority on the assessment and practice of action-logics. 
A lecturer and facilitator at DeBaak Management Centrum in The Nether-
lands, Elaine leads Career Development and Adult Development Workshops 
across Europe, North Africa and America. Her coaching practice is world-
wide and reaches across multiple sectors. Contact Elaine at www.elaineherd-
manbarker.com

Shawn McCann is a transitioning Marine Officer currently serving as the 
director of United States Marine Corps Train the Trainer Schools West 
where he educates and certifies instructors, curriculum developers, and for-
mal school managers. He is also an adjunct professor at Fairleigh Dickinson 
University, in New Jersey, USA; and a doctoral candidate in the Adult Learn-
ing and Leadership program at Teachers College, Columbia University in 
New York, NY, USA.

Cara T. Miller PHD is an author, professor, coach, and consultant in the 
fields of leadership, organizational change, adult development and learning, 
spiritual development and formation, and action research. Cara received an 
MDiv from Princeton Theological Seminary and a PhD from the Univer-
sity of San Diego. She has been a university instructor, developed leadership 
curriculum and pioneered participatory pedagogy focused on communities 
of inquiry. Dr. Miller is committed to first, second, and third-person, here-
and-now practices that support mutual development, deeper purpose and 
integral sustainability. These liberating structures reflect her desire to teach 
and practice an embodied form of developmental inquiry.

Richard Pircher is Professor and the Director of Studies in Banking and 
Finance at the University of Applied Sciences BFI Vienna. His research 



926

About the Authors

Challenging Organisations and Society

interests include knowledge management and transfer in the field of public 
administration and self-leadership with special focus on the role of the un-
conscious and dual-system approaches. Richard won the best paper award at 
the International Conference on Education in Chicago in 2015. 

He can be contacted at: pircherr@gmail.com

Andrea Schueller is an international consultant and executive coach lec-
turing at different universities. Her special focus is generative individual & 
organizational change, core transformation, innovation and creative emer-
gence. Conscious(ness) evolution in focus, she works with business firms, 
NGOs, GOs and trans-organizational networks, bridging individual and 
collective development through innovative methods and learning designs 
integrating somatic intelligence and aesthetic interventions. She is qualified 
as coach of trainers of OEGGO and chairs the Board.

www.andrea-schueller.com

Maria Spindler, PHD has been organizational consultant for 20 years in 
economics and at NGOs. Her consulting topics are creating future, invent 
organizations and structures, leadership culture, and organizational learn-
ing. She has been lecturer at universities in Europe and the US on corporate 
culture, organization and leadership, and group dynamics. Her book publi-
cations deal with organizational learning, innovation, leadership, group dy-
namics, consulting, and research. She has been qualified to train the trainer 
for the ÖGGO (Austrian Association for Group Dynamics & Organization 
Consulting). Maria founded the cos-journal in 2011 and is its chief editor. 

www.maria-spindler.at

Nancy C. Wallis PHD is a leadership scholar who specializes in leadership 
development that leverages the boundary between individual and organiza-
tional transformation. She has 35 years experience as senior organizational 
leader, management consultant, executive coach, professor, and university 
administrator. Her academic credentials include a doctorate in human and 
organizational systems and a Masters degree in business management. She 



927Challenging Organisations and Society

is a member of the Academy of Management and serves on the board of 
its Management Consulting Division where she chairs its Doctoral Consor-
tium. Nancy is a Visiting Scholar in Organizational Leadership at Pitzer Col-
lege and lecturer at Danube University Krems.

nancy@drnancywallis.com



Become a Friend & Member of COS!
Join the COS movement and become a Friend & Member of COS! COS is 
a home for reflective hybrids and a growing platform for co-creation of 
meaningful, innovative forms of working & living in and for organizations 
and society, between and beyond theory and practice. We invite you to 
become an active member of COS. 

Being a part of COS you have access to our products and happenings. As a 
Friend & Member, you carry forward the COS intention of co-creating gen-
erative systems through mindful, fresh mind-body action. Let´s connect in 
and for novel ways around the globe!

Access points for your participation & future contribution are: 

•	 Mutual inspiration & support at the COS-Conference

•	 Development & transformation at COS-Creations Seminars

•	 Creative scientific publishing & reading between and beyond theory 
and practice.

•	 COS LinkedIn Virtual Community

•	 And more …

The Friend & Membership fee is € 200,00 + 20 % VAT for 18 months. Why 
18 months? We synchronize the Friend & Membership cycle with the COS-
conference rhythm and 3 COS journal editions.

Your 18 month COS Friend & Membership includes:

•	 3 editions of the COS-journal: 2 hard copies, one for you and one for a 
friend of yours = 6 hard copies 3 issues for the value of € 169.-

•	 Conference fee discount of € 150.-

•	 COS-Creations: Special discount of 25 % for one seminar of your choice 
each year

Send your application for membership to office@cos-journal.com



Join COS, a Home for Reflective Hybrids
The future is an unknown garment that invites us to weave our lives into 
it. How these garments will fit, cover, colour, connect and suit us lies in our 
(collective) hands. Many garments from the past have become too tight, 
too grey, too something…and the call for new shapes and textures is ac-
knowledged by many. Yet changing clothes leaves one naked, half dressed 
in between. Let’s connect in this creative, vulnerable space and cut, weave 
and stitch together.

Our target group is reflective hybrids – leaders, scientists, consultants, and 
researchers from all over the world who dare to be and act complex. Multi-
layered topics require multidimensional approaches that are, on the one 
hand, interdisciplinary and, on the other hand, linked to theory and prac-
tice, making the various truths and perspectives mutually useful.

If you feel you are a reflective hybrid you are very welcome to join our COS 
movement, for instance by:

•	 Visiting our website: www.cos-journal.com

•	 Getting in touch with COS-Creations. A space for personal & collective 
development, transformation and learning. Visit our website: www.cos-
journal.com/cos-creations/

•	 Following our COS-Conference online: www.cos-journal.com/
conference2016

•	 Subscribing to our newsletter: see www.cos-journal.com/newsletter

•	 Subscribing to the COS Journal: see http://www.cos-journal.com/
buy-subscribe

•	 Ordering single articles from the COS Journal: http://www.cos-journal.
com/buy-articles-pdf

•	 Becoming a member of our LinkedIn group: go to www.linkedin.com 
and type in “Challenging Organisations and Society.reflective hybrids” 
or contact Tonnie van der Zouwen on t.vanderzouwen@cos-journal.com



Subscription of the  
COS Journal
The journal is published semi-annually  
(May and October). The price of 
an annual subscription is € 50,–. 

Subscription: 2 issues each year € 50,–  
plus shipping costs each year

The subscription can be terminated until  
31.12. for the next year.

Order and subscribe the  
COS Journal
for € 10,- per article at www.cos-journal.com 
www.cos-journal.com/buy-articles-pdf

Or mail us to order the COS Journal to  
sales@cos-journal.com

Or mail us to order the COS Journal 
to sales@cos-journal.com

Mental Leaps into Challenging Organisations 
and Society 
Volume 1, Issue 1, October 2012 
Editor: Maria Spindler (A)

Reflective Hybrids in Management and 
Consulting  
Volume 2, Issue 1, May 2013 
Editors: Maria Spindler (A),  
Gary Wagenheim (CA)

Involving Stakeholders to Develop Change 
Capacity for More Effective Collaboration 
and Continuous Change 
Volume 2, Issue 2, October 2013 
Editor: Tonnie van der Zouwen (NL)

Different Culture, Different Rhythms  
Volume 3, Issue 1, May 2014 
Editor: Karin Lackner (DE)

On the Move: Patterns, Power, Politics 
Volume 3, Issue 2, October 2014 
Editors: Maria Spindler (A) and  
Tonnie van der Zouwen (NL)

Positive Deviance Dynamics in Social 
Systems 
Volume 4, Issue 1, May 2015 
Editors: Maria Spindler (A) and  
Gary Wagenheim (CA) 

Elaborating the Theory – Practice Space: 
Professional Competence in Science, 
Therapy, Consulting and Education 
Volume 4, Issue 2, October  2015 
Editors: Ilse Schrittesser (A) and  
Maria Spindler (A)

Change in Flow: How Critical Incidents 
Transform Organisations 
Volume 5, Issue 1 May  2016 
Editors: Nancy Wallis (US) & Maria Spindler (A)

each € 28,– plus shipping costs

Order COS Journals and COS Articles
Challenging Organisations and Society . reflective hybrids®



Journal “Challenging Organisations and Society   reflective hybrids® (COS)”

COS is the first journal to be dedicated to the rapidly growing require-
ments of reflective hybrids in our complex 21st-century organisations 
and society. Its international and multidisciplinary approaches balance 
theory and practice and show a wide range of perspectives in and 
between organisations and society. Being global and diverse in thinking 
and acting outside the box are the targets for its authors and readers in 
management, consulting and science.

Editor-in-Chief: Maria Spindler (AT) 
 email: m.spindler@cos-journal.com

Deputy Editors-in-Chief: Gary Wagenheim (CA), Tonnie van der Zouwen (NL)

Editorial Board: Ann Feyerherm (US), Ilse Schrittesser (AT), Maria Spindler (AT), 
Chris Stary (AT), Gary Wagenheim (CA), Nancy Wallis (US), Tonnie van der 
Zouwen (NL)

Reviewers: François Breuer, Tom Brown, Silvia Ettl Huber, Jeff Haldeman, Ann 
Feyerherm, Russell Kerkhoven, Larissa Krainer, Marlies Lenglachner, 
Ruth Lerchster, Barbara Lesjak, Annette Ostendorf, Richard Pircher, Ilse 
Schrittesser, Claudia Schuchard, Maria Spindler, Christian Stary, Martin 
Steger, Thomas Stephenson, Martina Ukowitz, Gary Wagenheim, Nancy 
Wallis, Tonnie van der Zouwen

Proofreading: Deborah Starkey

Layout: www.kronsteiner-lohmer.at

Terms of Publication: Before publication authors are requested to assign copy-
right to “Challenging Organisations and Society . reflective hybrids®”.  
Beginning one year after initial publication in “Challenging Organisations 
and Society . reflective hybrids®” authors have the right to reuse their 
papers in other publications. Authors are responsible for obtaining per-
mission from copyright holders for reproducing any illustrations, figures, 
tables, etc. previously published elsewhere. Authors will receive an 
e-mailed proof of their articles and a copy of the final version.

Disclaimer: The authors, editors, and publisher take no legal responsibility for 
errors or omissions that may be made in this issue. The publisher makes 
no warranty, expressed or implied, regarding the material contained 
herein.

Copyright: COS . reflective hybrids®, Vienna 2016

A N N O U N C E M E N T  –  O C T O B E R  2 0 1 6

Challenging Organisations and Society   reflective hybrids®

Volume 5, Issue 2

Title: Leadership that counts

Editors: Tom Brown (CA) and Gary Wagenheim (CA)

SAVE THE DATE
3rd COS Conference

19  – 21  October 2017
In Venice, Italy



Nancy Wallis and Maria Spindler
Editorial
Change in Flow: How critical 
incidents transform systems
page 830

Suzy Adra
Chaos Theory in Creative Process
page 833

Heike Brembach
Mastering conflicts in movement
page 842

Cara T. Miller and Shawn McCann
Arousing Flow Using Critical 
Incidents: Cultivating Creativity 
for Transformative Work in the 
Second-person Space
page 855

 

Change in Flow: How Critical Incidents 
Transform Organisations
Editors: Nancy Wallis and Maria Spindler

Elaine Herdman-Barker and 
Nancy Charlotte Wallis
Imperfect Beauty: Hierarchy and 
Fluidity in Leadership Development
page 866

Brian Emerson and Nancy Wallis
Creating Rhythm in Blues: 
Using Polarity Management to 
Harness the Flow in Paradoxical 
Tensions
page 886

Richard Pircher
The Common Sense Company:
Purpose Driven Self-organization 
in Practice and Theory
page 900

Dialogue with Andrea Schueller 
and Maria Spindler
Challenging Flow beyond Systems
page 914

2016 Volume 5, Issue 1

20
16

 V
ol

um
e 

5,
 Is

su
e 

1

The Journal “Challenging Organisations 
and Society   reflective hybrids® (COS)” 
is the first journal to be dedicated to the 
rapidly growing  requirements of reflective  
hybrids in our complex 21st-century 
organisations  and society  Its international  
and multidisciplinary  approaches  balance 
theory  and practice and show a wide 
range of perspectives  in and between 
organisations  and society 
Being global and diverse in thinking and 
acting outside the box are the targets for 
its authors and readers in management, 
consulting  and science 

www.cos-journal.com

ISSN 2225-1774

reflective hybrids®

COS-journal 
Peer-reviewed 

Challenging 
Organisations 

and Society

Ch
al

le
ng

in
g 

O
rg

an
is

at
io

ns
 a

nd
 S

oc
ie

ty

Nancy Wallis and Maria Spindler
Editorial
Change in Flow: How critical 
incidents transform systems
page 830

Suzy Adra
Chaos Theory in Creative Process
page 833

Heike Brembach
Mastering conflicts in movement
page 842

Cara T. Miller and Shawn McCann
Arousing Flow Using Critical 
Incidents: Cultivating Creativity 
for Transformative Work in the 
Second-person Space
page 855

 

Change in Flow: How Critical Incidents 
Transform Organisations
Editors: Nancy Wallis and Maria Spindler

Elaine Herdman-Barker and 
Nancy Charlotte Wallis
Imperfect Beauty: Hierarchy and 
Fluidity in Leadership Development
page 866

Brian Emerson and Nancy Wallis
Creating Rhythm in Blues: 
Using Polarity Management to 
Harness the Flow in Paradoxical 
Tensions
page 886

Richard Pircher
The Common Sense Company:
Purpose Driven Self-organization 
in Practice and Theory
page 900

Dialogue with Andrea Schueller 
and Maria Spindler
Challenging Flow beyond Systems
page 914

2016 Volume 5, Issue 1

20
16

 V
ol

um
e 

5,
 Is

su
e 

1

The Journal “Challenging Organisations 
and Society   reflective hybrids® (COS)” 
is the first journal to be dedicated to the 
rapidly growing  requirements of reflective  
hybrids in our complex 21st-century 
organisations  and society  Its international  
and multidisciplinary  approaches  balance 
theory  and practice and show a wide 
range of perspectives  in and between 
organisations  and society 
Being global and diverse in thinking and 
acting outside the box are the targets for 
its authors and readers in management, 
consulting  and science 

www.cos-journal.com

ISSN 2225-1774

reflective hybrids®

COS-journal 
Peer-reviewed 

Challenging 
Organisations 

and Society

Ch
al

le
ng

in
g 

O
rg

an
is

at
io

ns
 a

nd
 S

oc
ie

ty




