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Richard Pircher

The Common Sense Company:
Purpose Driven Self-organization in
Practice and Theory

Abstract

This paper is built upon the example of an SME where the owner experienced
a need for radical change of the organization. For this reason, he started to
establish a self-organizing structure. Such a self-organizing structure is one
example of radically new ways of organizing that have been implemented in
several companies and NPOs all over the world (Hamel, 2011, Laloux, 2014).
Despite distinct features in each case, this kind of an emerging new para-
digm of organizing may be summarized through the following characteris-
tics: purpose-driven, distributed authority, self-organization, and wholeness
(Laloux, 2014). In this paper I characterize various organizational models
that realize these principles in practice and summarize strengths, challenges
and crucial topics which frequently arise when applying such approaches.

Keywords: self-organization, natural hierarchy, distributed leadership, or-
ganizational purpose

“I didn't see a future in where this company was heading”

The company Tele-Haase was founded in 1963 by Giinther Maria Haase. It
produces relays and control systems and is located in Vienna, Austria. Tele-
Haase achieves revenue of 14.5 million Euros with about 95 employees and
exports its products into 60 countries worldwide.

The founder of Tele-Haase passed away in 1977, when his son Christoph
was only 4 years old. His widow, Heidemarie Haase, inherited the company.
Between 1977 and 2000 the company was run by Heidemarie Haase and
a shareholding partner (25 %). The Haase family bought back their shares
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after the partner left the company. Christoph later took over one third of the
shares.

As an adult, Christoph started a career as an art director at other companies.
In 1999 he came back to his own company, Tele-Haase, and rebooted their
advertising activities. He quickly grew into his role and “got caught”, as he
describes it. But he felt uncomfortable with current management styles and
describes the development as follows:

“Im not an engineer and I wasn’t familiar with all the in and out of the
industry - nor did I ever feel comfortable with the thought of running the
company in a traditional, hierarchical way. I didn’t see a future in where

this company was heading - neither financially, nor in terms of products.
I saw a slowly dying patient that would either have to be completely re-
vamped - or get sold for next to nothing. Just continuing what had been,
there was no option and hardly something I'd muster up the energy to get
out of bed for. Some inspiration came for me from the book The Seven-
Day Weekend: Changing the Way Work Works [Semler, 2004] although I

have to admit I only started reading it but never finished. It was more like

a motivation to start looking for a different way to run a company. Our
management at that time was given a copy of the Seven Day Weekend

(even though I have never finished reading it ©). I told them that a lot of
what was written in there makes sense and that we should think about

moving towards an organization that was more ‘common sense’. Nowa-
days you’d call that ‘self-organizing’ or ‘agile’ or whatever. I still like to

call it ‘common sense’.”

Therefore Christoph Haase became convinced that the whole organization
would have to be changed. He wanted it to function according to the com-
mon understanding of the employees. However, the management of those
days showed no ambition to realize this approach, which would make hier-
archical power more or less obsolete. As Christoph Haase describes it:

“It turned out that our management wasn’t keen on applying common
sense. They and the employees just didn’t understand it. Around the end
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of 2011 Markus, a friend and consultant, and I started talking about the
organization. I was telling him about some of the ideas I had about a
flatter, smarter, quicker, more intelligent organization. We came to talk
about our processes and I told him that they existed, were in place and
running fairly smoothly. I pulled out all our documents regarding that
matter and we both realized that all this was very outdated. We under-
stood that we should start from scratch. That was the start of what would

>

eventually become our ‘Company of the Future’.

Christoph and Markus did not follow a pre-given template of how to do it
right. Instead, they gave the employees the chance to work on a structure for
the company which would be a good basis for achieving the best outcomes
possible. They were expected to draw conclusions from their personal expe-
riences. Christoph says:

“We ended up designing the whole system that runs our company from
scratch because of a lack of any examples. I wasn’t able to find much other
than a little bit of information about Semco, the company led by Ricardo
Semler. I didn’t find out about Holacracy until about a year after we had
already put our own system in place. The method ‘Holacracy’ [Robertson,
2015] was not an inspiration but rather an affirmation that there are in-
deed others out there that are doing something similar. Soon we started a
work group with volunteers that had one assignment: Design every pro-
cess in this company anew. That team consisted of about 15-20 people
and called themselves ‘“Team Armageddon’. They decided which process-
es were necessary and designed them. At the same time Markus and I
had started to scribble my initial ideas in a kind of typical clean-sheet-of-
paper approach. The goal was to come up with something that wouldn’t
need managers in a traditional sense.”

Sorrow, happiness and a point of no return
Christoph describes the transformation process as follows:
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“In the beginning this change process was very difficult and caused a
lot of internal tensions. It’s a rollercoaster - it still is, to the present day.
However in the beginning (2012-2013) it was one long valley of sorrow
with the occasional happy bump. The occasional “happy bump” occurred
in moments when things would align and offer a glimpse of the future in
which systems actually worked. Between 2013 and now the valleys have
become significantly shorter, to a point where we are on a high plateau
now with an occasional “dumb dip™: times when certain parts of the or-
ganization seem suddenly and collectively to dip into idiocy. At these
times they don’t seem to apply common sense - and need a kind of nudge
in order to start functioning again.”

After some years Christoph realized that they had reached a point of no
return. By then a substantial group of employees had already understood
in which direction all this was leading and committed themselves to it.
Christoph and Markus realized that if they had stopped the process — which
was no real option - then they would lose these most engaged employees.

Today the company does not have a hierarchical pyramid anymore. ‘Team
Armageddon’ developed completely new internal operational processes.
They cover the three core processes of production, sales and innovation and
eleven support processes. These processes are each led by two people - one
responsible for the contents and the other one responsible for the staff. Those
leaders are elected by the members of the process for the limited time of one
or two years. One of those support processes is called ‘Regie’, which means
‘directing’, in which support process the CEO and Christoph are active. Stra-
tegic decisions are made in one of six independent committees (business
plan, innovation, organization, quality assurance, strategy / distribution /
marketing and environment / ecological sustainability). Those committees
usually consist of those employees who are engaged in the specific topic and
who are affected by their decisions, but they are open to anyone. Anyone can
join and become a member or attend as a guest. This implies that employees
take important strategic decisions without the CEO or owner being involved.
All relevant data and information is always accessible and easy to find for
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everyone. “Transparency is key for many things we do here”, Christoph em-
phasizes. The support process ‘Regie’ (CEO and owner) theoretically would
have the power of veto against decisions of these committees but they have
never yet used it. For this reason it is planned to abolish this power of veto
completely.

The role of a CEO is required by law. Sometimes employees make fun of the
fact that he is legally responsible for their decisions: “They have already pre-
pared a bed for you in prison,” people often joke.

A central idea of this approach developed by the employees for running the
organization is that every person has more competencies than the ones nec-
essarily required by the specific job. If somebody works in a voluntary fire
brigade, this could also be the basis for leadership abilities — even without
an MBA degree. For example, the company had a customer in Brazil who
didn’t speak English. Luckily an employee came forward who speaks fluent
Portuguese.

“The single most important factor in all of this is the people. We need ‘the
right’ people, which is more an issue of character and mindset than anything
else. We are often described as democratic, which we certainly are. However,
we are ‘democracy’, guided by the attitude of every single person here. This
means we are NOT a real democracy, since this organization filters out peo-
ple who don’t have a certain cultural fit”, as Christoph describes it.

Christoph and Markus emphasize the following most important advantages
of the current status at Tele-Haase:

1. Decision-making. In hierarchical organizations decisions usually are
difficult to implement because employees often resist them. Christoph
regards this as an important difference at Tele-Haase: “Our employees
are very committed to decisions because they are more or less obliged
to make up their own minds and make a decision. We are still strugg-
ling with spending too much energy on getting people to engage. So
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we and the whole organization try to come up with ways to either get
people out of their comfort zone or - ultimately - make them realize
that this is not the right place for them. Employees are asked to openly
share their opinions about the topic and take part in the vote. The term
‘common sense’, which is heard very often in the company, refers to
implicit knowledge and the company culture. It reminds the employees
that they rely more on it than on highly sophisticated concepts and
theories. But the employees also have to execute unpleasant tasks like
firing people, which actually happened today on two occasions. I consi-
der this a crucial moment and vital for the organization to emancipate
itself”, says Christoph.

Responsibility, Markus stresses the point of responsibility: “If people
think they can change something to the better, then they are able to do
it.” The employees manage their work and the whole company. Mo-
reover, they work much more efficiently because they may take deci-
sions during their day-to-day jobs without the need to ask a superior.
Christoph says: “The employees in the manual production are mostly
low-skilled workers.“ There it gets difficult when it comes to self-
management. Currently, Markus actually conducts German classes so
they are at least able to communicate in the same language at a certain
level of competence. The employees decide on the salaries themselves
collectively. A working group was established on that topic because
some people found that the salary scheme was not fair for everyone.
This was a first step towards a more transparent, more comprehensible
scheme suitable for the organization. The employees may raise the sala-
ries themselves but they also know that they have to consider sufficient
profit. Now they regard payment as fairer than in former times when
the boss decided on it. Not everybody fits into that culture. There are
people who need somebody to tell them what to do. About 40 people
left the company during the last few years: partly because of natural
turnover, partly because they did not want to work in this style. It is
important to check whether applicants can cope with this new freedom.
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3. Role of CEO and Management. What is left for Christoph and Markus
to do if the employees manage themselves? Markus, the official and
legal CEO, works within the company and ensures that the process of
self-organization may unfold, he is ‘holding the space’ (Nixon, 2015).
Christoph defines his position as working with the company somehow
with an outside perspective: “I am not busy with work on spreads-
heets anymore. Therefore I may creatively focus on the future of the
company. I may release impulses and may challenge the company. The
committees decide whether my ideas will be realized or not.”

4. Evolution. Christoph emphasizes that this is an ongoing journey. He
summarizes a goal for the company using the words ‘create your own
job’. The organization is heading in a certain direction. Somewhere
along that way it seems logical that people will create their own jobs
based on the needs of the company and/or what they think the com-
pany is lacking or could use. He differentiates between ‘company’ and
‘organization’ “The way we are organized is merely a means of having
a proper ‘system’ in place that will be able to cope with the ever-chan-
ging external circumstances and the increasingly volatile environment
a company is embedded within these days. The ‘organization’ is the

3%

operating system of the ‘company’.

The question may arise whether the owner and the CEO are just pretending
equality. Do they really believe in and live this distributed authority?

When I told Christoph and Markus that I wanted to write an article on their
company and I would like to get feedback from them, the answer was: “You
could join the committee organization. They should give you feedback on it.”
For me it was this reaction which finally made it evident that they do not
think of themselves as the top of a pyramid anymore.

The future of organization is alive already
In hierarchical organizations usually all decisions of importance are made
by managers. Very often they are not connected to the practical activities
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anymore. Thus those decisions in many cases are not well-founded and
cause resistance by the subordinates. To be the object of such decisions re-
duces motivation for many employees. Globally, only a fraction of 13 % of
the employees were found to be actively engaged at work whereas 24 % were
actively disengaged (Gallup, 2013). Managers themselves tend to be over-
loaded with operative details and to lose sight of the strategic perspective.

However, there are some organizations in Europe and the USA which not
only do not have a flat hierarchy but have none at all. Interestingly, those
companies developed their own approaches more or less independently
from each other - like Tele-Haase. Semco in Brazil is one of them, and Fred-
eric Laloux described 12 more in his book Reinventing Organization (La-
loux, 2014). Some more have been found meanwhile. These organizations
include production (e.g. Morning Star, Patagonia) as well as service industry
(e.g. Zappos), profit (e.g. SUN hydraulics) and NPO (e.g. ESBZ, rhd), small
(e.g. evolution at work) and big (e.g. AES). Some of them were founded in
a hierarchy-free manner (e.g. Buurtzorg, evolution at work) while others
transformed (e.g. FAVI, Poult).
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Figure 1: The future of organizing is alive here already
© Hamel 2011, Laloux 2014, Pircher 2015
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Characteristics, Strengths and Challenges
Among others, three central characteristics of such organizations may be
summarized as follows (Hamel, 2011, Laloux, 2014):

1. To serve the purpose or mission of the organization provides the
leading orientation for every decision and action. Whether an idea or
argument is good or bad will be judged according to this assessment
criterion. Every employee at Morning Star, for example, “is responsible
for drawing up a personal mission statement that outlines how he or
she will contribute to the company’s goal of ‘producing tomato pro-
ducts and services which consistently achieve the quality and service
expectations of our customers’” (Hamel, 2011).

2. The power to take decisions is allocated to those people in the organi-
zation who are capable of doing it. Employees choose how much money
to spend on what, even including salaries. They are responsible for
acquiring the tools needed to do their work. Employees even define the
strategy themselves. There are no titles or promotions because there is
no hierarchy. In such organizations there are no managers anymore.
However, everybody is a manager in terms of competencies to decide.
One employee puts it like this: “I'm driven by my mission and my com-
mitments, not by a manager.” (Hamel, 2011). Employees negotiate res-
ponsibilities with their peers. They apply market-style practices within
their relationships. If they want to make investments larger than what
they are able to finance themselves they have to convince colleagues
to lend them the rest. “There is a social risk in doing something your
colleagues think is stupid.” (Hamel, 2011).

3. People do not have to fit into predefined boxes, which could be labeled
as wholeness. They are expected to take on bigger responsibilities as
they develop further competencies. Therefore, there are broader and
more complicated roles than elsewhere (Hamel, 2011).

It may be concluded that in such organizations the employees have a lot of
freedom to do what they are convinced is the best thing to serve the purpose.
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Simultaneously they have peer-negotiated responsibility for the results of
their actions. There are almost no rigid structures like hierarchy and status
markers which keep them from fulfilling their mission.

Such a fundamental shift of organizational structure and culture also has
its drawbacks. It usually takes a quite long time to get accustomed to it and
to be productive. Not everybody is willing to enter such an organization or
is suitable for it. Employees who are used to working in a rigid hierarchical
environment may not be able to adjust. This selection criterion is difficult to
assess and constitutes a limitation for growth in terms of number of employ-
ees. Without a hierarchical ladder to climb, employees may also find it dif-
ficult to evaluate and communicate their progress relative to peers. That can
become a handicap when they want to switch companies. Peer-negotiated
responsibility requires explicit feedback in case a counterpart does not meet
his / her promises. This may be challenging for employees on both sides, but
it constitutes a core factor for productivity (Hamel, 2011).

It appears to be evident that such a new type of purpose-driven organization
requires people with the ability and willingness to manage their actions and
competencies quite independently and to coordinate them with colleagues.
On top of their professional expertise, they have to establish self-manage-
ment and self-leadership abilities. Self-leadership may be defined as “a com-
prehensive self-influence perspective that concerns leading oneself toward
performance of naturally motivating tasks as well as managing oneself to
do work that must be done but is not naturally motivating” (Manz, 1986: p.
589). In addition to self-management, the concepts of the ‘what’ and ‘why’
are covered. Through the focus on the ‘why’ and ‘what’ of self-influence, in-
dividual self-leaders address the underlying reasons for effort and behavior
(Manz, 2013, see also Pircher, 2015). Increased self-leadership corresponds
with better affective responses and improved work performance (Stewart,
Courtright & Manz, 2011).
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Popular misconceptions concerning self-organization

This type of hierarchy-free organizing seems so completely to contradict our
fundamental assumptions regarding the organization of human collabora-
tion that it triggers several misconceptions which I will try to clarify briefly
here:

o “There is a lot of talking and little action™ Clear structures and processes
create a ‘grid’ which channels discussion and interaction towards the pur-
pose. Personal accountability for their own actions and achievements en-
sures that nobody hides behind the decisions of a superior.

o “There are still hierarchies but hidden ones™ A fluid and purpose-driven
structure allows existing human competency to effectuate itself wherever
it is needed. There is still a natural hierarchy of competency, but it would
be neither rigid nor self-sustaining if it no longer served the attainment of
the purpose.

« “This is a nice hippie utopia but it doesn’t work in real business life”: Most
of these new organizations make profits which they have even been able to
increase through this fundamental transformation.

How do we transform hierarchy towards distributed self-organization?
There are basically two possibilities to transform an existing hierarchical
organization:

» Radical change ordered by top management (e.g. led by Tony Hsieh at
Zappos)

o Incremental and participative step-by-step change (e.g. led by Christoph
Haase at Tele-Haase)

There is at least one precondition, however: A leader who lives the change
and takes the risk. A human being is required who embodies the collabora-
tive and participative mindset of the future company (Laloux, 2014).
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During transformation the following ‘hot topics’ could arise:
o What is the real purpose, the mission of the organization?

o How do we help the (middle-)managers to find an image of their future
identity in the organization?

o How do we deal with salary if there is no hierarchical ladder anymore tell-
ing me who is worth how much money?

o Who wants to take part in the journey? How do we find an appreciative
way of separating from those who do not find a place for themselves in this
new organizational identity?

o How do we design the recruiting process where those people who may
identify themselves with this purpose are selected?

o What are approaches fit to the purpose and the history of the organization
regarding topics like decision-making, definition of roles and processes
and competency development in areas like self-leadership, etc.?

Conclusions
I would like to summarize the Tele-Haase case as follows:

o This example shows that it is possible to transform an existing hierarchical
organization into a self-organizing and flexible social structure. This ex-
ample highlights that a traditional small technical company may success-
fully change a hierarchical pyramid into a flexible and process-oriented
structure without designated managers.

o This kind of flexible structure not only includes but even encourages com-
petency-based leadership among all the employees. In such a structure
there are still hierarchies but they are based on differences in competency
instead of rank and promotion. As competencies are related to business-
relevant topics, an individual may be a leader in one area and a follower
in another. Therefore, employees are peers who decide on leadership roles
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among them in a context-specific way. Arguments are judged with regards
to contents, not power. To establish such a “flexible hierarchy’ means that
the organization tends to avoid rigid structures which would hinder com-
petency-based activity from reaching the purpose.

o The case of Tele-Haase emphasizes the roles of owner and CEO. Without
their support or at least acceptance such a structure could hardly come
into existence. Their mindset and attitudes are decisive. Such a flexible
structure requires their willingness to let go of the traditional vertical un-
derstanding of power, command and control. It also suggests that shared
leadership is possible even if it there is no trace of traditional vertical lead-
ership left. Moreover, it is not restricted to knowledge work but also is ap-
plicable in manual work environments (compare Pearce, 2004).

o This case does not necessarily imply that every organization should change
to shared leadership and flexible structures. However, such structures
seem to raise the organizations’ ability to adapt and to innovate. Therefore
in times of turbulent and ambiguous business environments owners and
leaders would be well advised to question the appropriateness of the com-
mand and control paradigm. To replace centralized power by collective
intelligence could increase organizations’ ability to survive and to achieve
their purpose.

Bibliography
Hamel, G. (2011), First, Let’s Fire All the Managers, Harvard Business Review, Dec. 2011,
https://hbr.org/2011/12/first-lets-fire-all-the-managers [accessed 13.12.2015].

Laloux, Frederic (2014), Reinventing Organizations: A Guide to Creating Organiza-
tions Inspired by the Next Stage of Human Consciousness, Brussels: Nelson Parker,
http://www.reinventingorganizations.com [accessed 13.12.2015].

Manz, C. (1986), Self-leadership: Toward an expanded theory of self-influence processes
in organizations. Academy of Management Review, 11.3, p. 585-600.

Manz, C. (2013), Taking the Self-Leadership High Road: Smooth Surface or Pot Holes
Ahead? The Academy of Management Perspectives, Dec. 2014.

912 Challenging Organisations and Society



The Common Sense Company: Purpose Driven Self-organization in Practice and Theory

Nixon, Tom. (2015), Resolving the awkward paradox in Frederic Laloux’s Reinvent-
ing Organisations. https://medium.com/@tomnixon/resolving-the-awkward-paradox-
in-frederic-laloux-s-reinventing-organisations-f2031080ea02#.b6ipgh52e [accessed
13.12.2015].

Pearce, Craig L. (2004), The future of leadership: Combining vertical and shared leader-
ship to transform knowledge work, The Academy of Management Executive, 18.1: 47-57.

Pircher, R. (2015), Self-leadership in Purpose-driven Organizations: Analyzing Human
Perception For More Integrated Decision-making, Proceedings Dubrovnik Internation-
al Economic Meeting, https://www.researchgate.net/profile/Richard_Pircher/contribu-
tions [accessed 13.12.2015].

Semler, Ricardo (2004): The Seven-Day Weekend: Changing the Way Work Works. Pen-
guin, New York.

Stewart, G. L., Courtright S. H., and Manz, C. (2011), Self-leadership: A multilevel re-
view. Journal of Management, 37.1, p. 185-222.

Challenging Organisations and Society ~ 913



About the Authors

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.

924 Challenging 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

Challenging Organisations and Society ~ 925



About the Authors

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 OGGO (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

926 Challenging 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

Challenging Organisations and Society 927



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



Order COS Journals and COS Articles

Challenging Organisations and Society . reflective hybrids®

Mental Leaps into Challenging Organisations  On the Move: Patterns, Power, Politics

and Society Volume 3, Issue 2, October 2014
Volume 1, Issue 1, October 2012 Editors: Maria Spindler (A) and
Editor: Maria Spindler (A) Tonnie van der Zouwen (NL)
Reflective Hybrids in Management and Positive Deviance Dynamics in Social
Consulting Systems
Volume 2, Issue 1, May 2013 Volume 4, Issue 1, May 2015
Editors: Maria Spindler (A), Editors: Maria Spindler (A) and
Gary Wagenheim (CA) Gary Wagenheim (CA)
Involving Stakeholders to Develop Change Elaborating the Theory - Practice Space:
Capacity for More Effective Collaboration Professional Competence in Science,
and Continuous Change Therapy, Consulting and Education
Volume 2, Issue 2, October 2013 Volume 4, Issue 2, October 2015
Editor: Tonnie van der Zouwen (NL) Editors: llse Schrittesser (A) and
Different Culture, Different Rhythms Maria Spindler (A)
Volume 3, Issue 1, May 2014 Change in Flow: How Critical Incidents
Editor: Karin Lackner (DE) Transform Organisations
Volume 5, Issue 1 May 2016
Editors: Nancy Wallis (US) & Maria Spindler (A)
each € 28,- plus shipping costs
Subscription of the Order and subscribe the
COS Journal COS Journal
The journal is published semi-annually for € 10,- per article at www.cos-journal.com
(May and October). The price of www.cos-journal.com/buy-articles-pdf

an annual subscription is € 50,-. .
Or mail us to order the COS Journal to

Subscription: 2 issues each year € 50,— sales@cos-journal.com

lus shipping costs each year
P Pping y Or mail us to order the COS Journal

The subscription can be terminated until to sales@cos-journal.com
31.12. for the next year.



SAVE THE DATE
3rd COS Conference
19. - 21. October 2017
In Venice, Italy

ANNOUNCEMENT - OCTOBER 2016

Challenging Organisations and Society . reflective hybrids®
Volume 5, Issue 2
Title: Leadership that counts

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



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





