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FROM THE BACKCOVERThe way we manage organizations seems increasingly out of date.

Deep inside, we sense that more is possible. We long for soulful workplaces, for authenticity,

community, passion, and purpose.In this groundbreaking book, the author shows that every

time, in the past, when humanity has shifted to a new stage of consciousness, it has achieved

extraordinary breakthroughs in collaboration. A new shift in consciousness is currently

underway. Could it help us invent a more soulful and purposeful way to run our businesses and

nonprofits, schools and hospitals?A few pioneers have already cracked the code and they

show us, in practical detail, how it can be done. Leaders, founders, coaches, and consultants

will find this work a joyful handbook, full of insights, examples, and inspiring stories.ADVANCE

PRAISE"Congratulations on a spectacular treatise! This is truly pioneering work. In terms of

integral sophistication, there is simply nothing like it out there."--Ken Wilber, from the

Foreword"The most exciting book I've read in years on organization design and leadership

models."--Jenny Wade, Ph.D., Author of Changes of Mind"A book like Reinventing

Organizations only comes along once in a decade. Sweeping and brilliant in scope, it is the

Good To Great for a more enlightened age.What it reveals about the organizational model of

the future is exhilarating and deeply hopeful."--Norman Wolfe, Author of The Living

Organization"A comprehensive, highly practical account of the emergent worldview in

business. Everything you need to know about building a new paradigm organization!"--Richard

Barrett, Chairman and Founder, Barrett Values Center"Frederic Laloux has done business

people and professionals everywhere a signal service. He has discovered a better future for

organizations by describing, in useful detail, the unusual best practices of today."--Bill Torbert,

Author of Action Inquiry"As the rate of change escalates exponentially, the old ways of

organizing and educating, which were designed for efficiency and repetition, are dying.

Frederic Laloux is one of the few management leaders exploring what comes next. It's deeply

different."--Bill Drayton, Founder, Ashoka: Innovators for the Public



Advance praise for Reinventing Organizations“Ground-breaker! Game-changer! Brilliant! The

most exciting book I’ve read in years on organization design and leadership models.

Sustainability? Employee engagement? Innovation? This elegant, parsimonious way of

working realizes those aspirations effortlessly while exceeding traditional bottom-line measures

and infusing heart and spirit into work without gimmicks. Like a Zen practice, learning to do

less takes discipline, and this book shows how letting go gives back—to you, your organization,

your stakeholders, and the world.”—Jenny Wade, Ph.D., Author of Changes of Mind“People

have long asked me what a “5th order,” or “high stage” organization would look like in the flesh.

Frederic Laloux’s richly researched book is the closest anyone has come, as yet, to answering

this question. This is a stimulating and inspiring read!”— Robert Kegan, Harvard University’s

Meehan Professor of Adult Learning, and author of In Over Our Heads“A book like Reinventing

Organizations only comes along once in a decade. Sweeping and brilliant in scope, it is the

Good To Great for a more enlightened age. What it reveals about the organizational model of

the future is exhilarating and deeply hopeful.”—Norman Wolfe, Author of The Living

Organization“Frederic Laloux has done business people and professionals everywhere a signal

service. He has discovered a better future for organizations by describing, in useful detail, the

unusual best practices of today.”—Bill Torbert, Author of Action Inquiry“Frederic Laloux’s ‘Teal

Organization’ is as close a model to what I call a ‘conscious organization’ as I have seen—an

organization and a culture that not only thrives in the unfolding paradigm of collective thought

but helps in the unfolding. It could serve as the mid-wife for a new worldview that will allow

humankind to consciously evolve to a level where the world works for everyone.”—John

Renesch, futurist, founder of FutureShapers, LLC and author of 14 books, including The Great

Growing Up“As the rate of change escalates exponentially, the old ways of organizing and

educating, which were designed for efficiency and repetition, are dying. Frederic Laloux is one

of the few management leaders exploring what comes next. It’s deeply different.”—Bill Drayton,

Founder, Ashoka: Innovators for the PublicREINVENTING ORGANIZATIONSA Guide to
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LalouxCopyright © 2014 by Frederic Laloux.First edition.All rights reserved. No parts of this

book may be used, reproduced, stored in or introduced into a retrieval system, or transmitted,

in any forms, or by any means (electronic, mechanical, photocopying, recording, or otherwise)

without written permission of the publisher, except in the case of brief quotations embodied in

critical reviews and certain other noncommercial uses permitted by copyright law.Please

purchase only authorized electronic editions, and do not participate in or encourage electronic

piracy of copyrightable materials. Your support of the author’s rights is appreciated.Published

by NELSON PARKER.Nelson Parker is a trademark of Unfolding sprl.54 Serbia Street,

Brussels 1190, BelgiumQuantity sales: Special discounts are available on quantity purchases

of the electronic format of this book. For details, contact the publisher.This book is published in

a variety of book formats. Some material included with standard print versions of this book may

not be included in the electronic format.Table of contentsForewordIntroductionPart 1 -

Historical and Developmental Perspective1.1 - Changing paradigms: past and present

organizational models1.2 - About stages of development1.3 - Evolutionary-TealPart 2 - The

Structures, Practices, and Cultures of Teal Organizations2.1 - Three breakthroughs and a

metaphor2.2 - Self-management (structures)2.3 - Self-management (processes)2.4 - Striving

for wholeness (general practices)2.5 - Striving for wholeness (HR processes)2.6 - Listening to

evolutionary purpose2.7 - Common cultural traitsPart 3 - The Emergence of Teal



Organizations3.1 - Necessary conditions3.2 - Starting up a Teal Organization3.3 -

Transforming an existing organization3.4 - Results3.5 - Teal Organizations and Teal

SocietyAppendices1 - Research questions2 - Beyond Evolutionary-Teal3 - Structures of Teal

Organizations4 - Overview of Teal structures, practices, and processesNotesSelected

readingsGratitudesUPDATE: NEW PROJECTSI’ve watched with amazement how this book,

almost instantly, turned into a word-of-mouth phenomenon. With no marketing and no PR, it

has already reached hundreds of thousands of people and been translated into twenty

languages. I’ve been especially thrilled to hear from countless organizations, small and large,

that have been inspired by this book to make the leap to “Teal.” A silent revolution is

underway.Many readers have asked me what I’ve been up to lately in this field. Two projects

might be of particular interest to you:The illustrated version of Reinventing OrganizationsI’ve

created a shorter, illustrated version of the same book for all those people who might been

inspired by the ideas of the book but are visual learners or don’t have the time to read the 360-

page original.Video series “Insights for the Journey”The book asks the question: is it possible

to run organizations from a higher stage of consciousness? The answer is clearly yes. That

raises an obvious next question: but then, how to you transform existing organizations, small or

large? With so many organizations making the leap, we are starting to learn what it takes. The

100-plus videos in the new video series I created share the most interesting insights I have

collected in conversation with leaders in these organizations. If you want to go on this journey

with your own organization, check out the videos!You can find the link to other resources, like

the Reinventing Organizations Wiki here: .ForewordThis is a very important book, deeply

significant in many ways, as much for the pioneering research, insights, guidelines, and

suggestions that it makes as for the many equally important questions and issues that it raises.

It is, without doubt, on the leading-edge of a type of work we are seeing more and more of at

this time: namely, that concerned with the extremely profound changes in consciousness,

culture, and social systems that we are seeing emerge, in increasing numbers, at this point in

human (and, indeed, cosmic) evolution. Frederic Laloux’s work focuses specifically on the

values, practices, and structures of organizations—large and small—that seem to be driven by

this extraordinary transformation in consciousness occurring around the world. He offers a very

detailed and practical account—what amounts to a handbook, really—for people who feel that

the current management paradigm is deeply limiting and yearn to bring more consciousness to

the way we run organizations but wonder if it is possible and how to do it.The book is highly

practical, but don’t be mistaken: it is solidly grounded in evolutionary and developmental theory.

Books describing the broader transformation of consciousness, not just in organizations but in

society, have appeared for at least three decades now, going back to such pioneering works as

The Aquarian Conspiracy, The Turning Point, The Greening of America, and so on. But there is

a major, indeed profound, difference: development studies continue to indicate, with increasing

certainty, that what has generally been thought of as a single major transformation in

consciousness and culture in the last four or five decades actually contains two major

transformations, emerging successively, and known variously as pluralistic and integral,

individualistic and autonomous, relativistic and systemic, HumanBond and Flexflow, green and

teal, and order 4.5 and order 5.0, among many others. And, as developmentalists are

increasingly discovering, these two transformations are simply the latest two in a long line of

consciousness transformations that, slightly modifying the terms of Jean Gebser, for example,

are called Archaic, Magic (Tribal), Mythic (Traditional), Rational (Modern), Pluralistic

(Postmodern), and Integral (Post-postmodern).Each of these stages of development occurred

to humanity as a whole, and repeats itself in essentially basic ways in individuals today, with



everybody starting at stage one and proceeding essentially up to the average level of

development in his or her culture (with some individuals lower, some higher). Each of these

general stages has a different set of values, needs, motivations, morals, worldviews, ego

structures, societal types, cultural networks, and other fundamental characteristics. The two

basic transformations that I referred to above are the last two in the series: the Pluralistic stage,

emerging in the 1960s and marking the beginning of Postmodernism, and more recently (and

still much more rarely) the Integral stage, newly emerging, and marking the beginning of the

phase—whatever it may turn out to be—that is moving beyond Postmodernism and its basic

tenets.The profound difference I was alluding to is this: most earlier books heralding a

transformation of society speak from a Postmodern perspective, and have a rather simplistic

view of human evolution. Laloux’s book speaks from an Integral perspective and is grounded in

a sophisticated understanding of evolutionary and developmental theory and what in Integral

theory is called AQAL (all quadrants, all levels).Postmodernism, as the name suggests, is that

general phase of human development that came after, and in many cases strongly criticized,

the previous general phase of Modernism, which began in the West with the Renaissance and

then fully blossomed with the Enlightenment—the “Age of Reason and Revolution.” What

Enlightenment’s modernity brought to the scene was a move beyond the previous mythic-

literal, religious, traditional era of development—where the Bible was the one source of literal,

uncontested truth; humanity had one, and only one, savior; and “no one comes to salvation

save by through the Mother Church,” whose dogmas delivered truth on all subjects, artistic to

normative to scientific to religious. With the Enlightenment, representative democracy replaced

monarchy; freedom replaced slavery (in a 100-year period, roughly 1770-1870, every rational-

industrial society on the planet outlawed slavery, the first time this had ever happened to any

societal type in human history); the experimental modern sciences replaced the revelatory

mythic religions (as sources of serious truth); and what Weber called “the differentiation of the

value spheres” (the differentiation of art, morals, and science, so that each could pursue its

own logic and its own truths outside of their fusion in the dogma of the Church; where the

Churchmen refused to even look through Galileo’s telescope, researchers by the hundreds and

eventually thousands began to do so, with an explosion in all of what are now referred to as the

“modern sciences”—geology, physics, chemistry, biology, psychology, sociology).So successful

were the modern sciences that the other major domains of human existence and knowledge—

from artistic to moral—began to be invaded and colonized by scientism (the belief that science,

and science alone, can deliver any valuable truth). The “dignity of modernity” (the differentiation

of the value spheres) soon collapsed into the “disaster of modernity” (the dissociation of the

value spheres), resulting in what Weber also famously called “the disenchanted universe.”Such

was the state of affairs for some 300 years—a mixture of great advance and stunning

discoveries in the scientific arena, accompanied with a reductionism and scientific materialism

that rendered all other fields and areas as defunct, outmoded, childish, archaic. “Social

Darwinism”—the notion of the survival of the fittest applied to all aspects of human existence

as well—began to insidiously invade all the humanities, ethics, and politics of humans,

including the two major new economic systems, capitalism and socialism. Scientific materialism

—the idea that all phenomena in the universe (including consciousness, culture, and creativity)

could be reduced to material atoms and their interactions, which could be known only by the

scientific method—and the generally liberal politics that accompanied such beliefs, set the

stage for the next three centuries.Until the 1960s, when not only the reign of scientific

materialism was challenged (as being itself largely a cultural construction, not some deified

access to universal truths), but also all of the remaining indignities of the Mythic-religious era



(some of which were addressed by Modernism, and some of which were exacerbated by it)—

indignities such as, overall, the oppression of women and other minorities, the toxic

despoliation of nature and the environment, the lack of evenly applied civil rights, the general

reign of materialism itself—all were aggressively attacked, and attempted to be remedied, by

Postmodernism. What developmentalists have discovered about this new emergence is that it

was driven, in large measure, by the emergence of a new and more developed stage of human

unfolding (variously referred to as pluralistic, individualistic, relativistic, postmodern). This is not

to say that everything Postmodernism pronounced was therefore true, only that it was based

on a mode of thinking that was more complex, more sophisticated, more inclusive, and

included more perspectives than the typical formal rational structure of the Modern era (and

the Modern stage in today’s individual development).This new, more inclusive stage of

development drove the first wave of books maintaining that “there’s-a-great-new-paradigm-and-

major-consciousness-transformation” now underway. These books, which began to emerge in

the 1970s and 1980s, and a few of which I already named, usually had a very conspicuous

diagram with two columns—one was the “Old Paradigm,” which was “analytic-divisive,”

“Newtonian-Cartesian,” “abstract-intellectual,” “fragmented,” “masculine,” and which was the

cause of literally all of humanities’ problems, from nuclear war to tooth decay, and then another

column, the “New Paradigm,” which was “organic,” “holistic,” “systemic,” “inclusive,” and

“feminine,” and which was the source of a radical salvation and paradisiacal freedom from

virtually all of humanity’s ills. What’s more, these two choices—old paradigm and new paradigm

—were the only basic choices humanity had. Its earlier stages (e.g., tribal) were simply earlier

versions of the new paradigm, which was repressed and destroyed by the aggressive Modern

version of the old paradigm.In large measure, these books were simply boomer writers

documenting the transformation that they had just been a part of—namely, where, to the

remains of the Magic, Mythic, and Rational paradigms still in existence to varying degrees, was

added the possibility of the newly emergent Post-Rational or Postmodern paradigm, to which

the boomers were the first major generation to have access (today in Western cultures, the

Pluralistic/Postmodern stage makes up around 20 percent of the population, with 30 to 40

percent still Modern/Rational, 40 to 50 percent Mythic, and 10 percent Magic).All of these early

books had several things in common. By dividing humanity’s choices into just two major ones—

old and new paradigms—they blamed all of humanity’s ills on nothing but Modernity and the

Enlightenment paradigm, severely distorting the actual situation, which is that a majority of the

really nasty cultural problems faced by humanity are the result of the Mythic-literal structure—

from ethnocentric “chosen peoples,” to female oppression, to slavery, to most warfare, to

environmental destruction. In some cases, Modern technology was added to those Mythic

motivations, thus making them more deadly (e.g., Auschwitz—which was not the product of

Modern worldcentric morals, which treat all people fairly, regardless of race, color, sex, or

creed, but Mythic ethnocentrism, which believes in out-groups of infidels and in-groups of

“chosen peoples,” and in which infidels, lacking souls, can be murdered or killed, and jihad in

one form or another—from missionary converting to outright crusades—is the order of the

day). In many cases, Modernity was in the process of ending these Mythic ethnocentric insults

(such as slavery, and using a specific Modern attitude of tolerance, a previously quite rare

value), but Postmodernity blamed Modernity (and rational Enlightenment values) for all of it,

thus, in many cases, making matters considerably worse.But in other ways, Postmodernity,

with its own higher perspectives, brought not only advances in the sciences, but gave equal

emphasis to virtually all other disciplines as well (sometimes going overboard, and claiming

that no truth at all was possible, only various interpretations, so of course all disciplines should



be included). And in its drives for civil rights and environmentalism and gay/lesbian rights and

rights for the disabled, the higher moral fabric at least possible with a higher stage of

development came clearly to the foreground. It was these advances that all the “new paradigm”

books were celebrating. Who can blame them for getting carried away, and assuming the

whole world was headed into this Pluralistic phase, this “new paradigm,” instead of seeing that

that phase was simply the fourth or fifth major transformation in human history and would

simply take its place alongside the others, not completely replace them? It still shared many

characteristics with its predecessors—all of which, together, Maslow would say were driven by

“deficiency needs” and Clare Graves’ followers would call “first tier.”But developmentalists of the

time began noticing something initially perplexing, and then outright astonishing: among those

that developed to the Postmodern/Pluralistic stage, a small percentage (two or three percent)

began to show characteristics that were literally unprecedented in human history. Graves called

the emergence of this even newer level “a monumental leap in meaning,” and Maslow referred

to it as the emergence of “Being values.” Where all the previous stages (Magic, Mythic,

Rational, and Pluralistic) had operated out of a sense of lack, scarcity, and deficiency, this new

level—which various researchers began calling “integrated,” “integral,” “autonomous,” “second

tier,” “inclusive,” “systemic”—acted out of a sense of radical abundance, as if it were overflowing

with goodness, truth, and beauty. It was as if somebody put a billion dollars in its psychological

account, and all it wanted to do was share it, so full it was.And there was something else about

it, too. Where all the first-tier stages felt that their truth and values were the only real truth and

values in existence—all the others were mistaken, wrong, infantile, or just goofy—this new

Integral stage somehow intuited that all of the previous value structures were true and

important in their own ways, that all of them had something to offer, that all of them were “true

but partial.” And thus, as much as the Postmodern/Pluralistic stage wanted to see itself as

being “all-inclusive,” it still essentially abhorred Rational and Mythic values; but the Integral

stage actually did include them, or embrace them, or make room for them in its overall

worldview. It was the emergence, for the first time in history, of a truly inclusive and non-

marginalizing level of human consciousness. And this, indeed, would change

everything.Slowly, but with increasing speed, a whole second generation of “new paradigm”

books began to emerge. These included such early pioneers as James Mark Baldwin and Jean

Gebser, but then, more recently, books by philosophers, psychologists, and theologians such

as Jürgen Habermas, Abe Maslow, Bede Griffiths, Wayne Teasdale, Allan Combs, and my own

work, to barely scratch the surface. Unlike the first wave of new paradigm books, this second

wave had a much more sophisticated psychological component, including at least four or five

stages of development, sometimes nine or 10 (but certainly more than two, the “old” and “new

paradigm,” as the earlier wave had it); and—in addition to those developmental levels, a series

of developmental lines, or multiple intelligences that moved through those levels (such as

cognitive intelligence, emotional intelligence, moral intelligence, kinesthetic intelligence,

spiritual intelligence, and so on). They also found room for an integration of science and

spirituality—not reducing one to the other (nor seeing all spirituality as explainable by quantum

mechanics or brain neuroplasticity; nor seeing all science as reducible to a mystical ground; but

both science and spirituality being irreducible domains of major importance). And they all saw

the first wave of “new paradigm” books as describing essentially the Postmodern/Pluralistic

stage, and not a genuine Integral/Systemic stage.Frederic Laloux’s book belongs clearly to this

second wave of books. But that is not its major claim to significance. We have been seeing, for

the last decade or two, books increasingly focusing on business and some sort of “new

paradigm” (mostly still first-wave books, but increasingly some second-wave books as well).



But more than any other book that I am aware of, Laloux’s work covers all four quadrants (to be

explained later), at least five levels of consciousness and culture, several multiple lines or

intelligences, and various types of organizational structures, moving from Magic to Mythic to

Rational to Pluralistic to Integral—and, of course, focusing on the last and most recent

emergent, that of the Integral stage, and a sophisticated and fairly detailed description of the

business organizations that seem built around Integral-level characteristics, including individual

worldviews, cultural values, individual and collective behavior, and social structures, processes,

and practices. This makes it a truly pioneering work.A brief explanation of “quadrants, levels,

and lines” is perhaps in order. As Laloux indicates, these technical aspects are taken from my

own Integral Theory, which, as the result of a cross-cultural search through hundreds of

premodern, modern, and postmodern cultures and the various maps of human consciousness

and culture that they have offered, has come up with what might be thought of as a

“Comprehensive Map” of human makeup, which was arrived at by putting all of the known

maps together on the table, and then using each one to fill in any gaps in the others, resulting

in a comprehensive map that is genuinely inclusive of the basic dimensions, levels, and lines

that are the major potentials of all humans. There are five basic dimensions in this Framework

—quadrants, levels of development, lines of development, states of consciousness, and

types.Quadrants refer to four major perspectives through which any phenomenon can be

looked at: the interior and the exterior in the individual and the collective. These can

introductorily be indicated by the pronouns often used to describe them: the interior of the

individual is an “I” space (and includes all the subjective thoughts, feelings, emotions, ideas,

visions, and experiences that you might have as you introspect); the interior of a collective is a

“we” space (or the intersubjective shared values, semantics, norms, ethics, and understandings

that any group has—its “cultures” and “sub-cultures”); the exterior of an individual is an “it”

space (and includes all the “objective” or “scientific” facts and data about your individual

organism—one limbic system, two lungs, two kidneys, one heart, this much dopamine, this

much serotonin, this much glucose, and so on—and includes not only “objective” ingredients

but behaviors); and the exterior of a collective, which is an “its” space (and includes all the

interobjective systems, processes, syntax, rules, external relationships, techno-economic

modes, ecological systems, social practices, and so on).Not only all human beings, but all their

activities, disciplines, and organizations can be looked at through this four-quadrant lens, and

the results are always illuminating. According to Integral Theory, any comprehensive account of

anything requires a look at all of these perspectives—the first-person (“I”), second-person

(“you” and “we”), and third-person (“it” and “its”) perspectives. Most human disciplines

acknowledge only one or two of these quadrants and either ignore or deny any real existence

to the others. Thus, in consciousness studies, for example, the field is fairly evenly divided

between those who believe consciousness is solely the product of Upper-Right or objective “it”

processes (namely, the human brain and its activities); while the other half of the field believes

consciousness itself (the Upper-Left or subjective “I” space) is primary, and all objects (such as

the brain) arise in that consciousness field. Integral Theory maintains that both of those views

are right; that is, both of those quadrants (and the other two quadrants) all arise together,

simultaneously, and mutually influence each other as correlative aspects of the Whole. Trying

to reduce all of the quadrants to one quadrant is “quadrant absolutism,” a wretched form of

reductionism that obscures much more than it clarifies; while seeing all of the quadrants

mutually arise and “tetra-evolve” sheds enormous light on perpetually puzzling problems (from

the body/mind problem to the relation of science and spirituality to the mechanism of evolution

itself).Laloux carefully includes all four quadrants and a detailed description of each as it



appears in different organizational types, focusing, again, on the pioneering or Integral stage.

As he puts it, “The four-quadrant model shows how deeply mindsets [Upper-Left or “I”], culture

[Lower-Left or “we”], behaviors [Upper-Right or “it”], and systems [Lower-Right or “its”] are

intertwined. A change in any one dimension will ripple through all the others.” He goes on to

point out that Mythic and Modern theories of organization focus on “hard” exterior facts (the two

Right-hand quadrants), and the Postmodern introduced the interiors of mindsets and culture

(the two Left-hand quadrants)—while often going overboard, as Postmodernism in general did,

and claimed that only culture was important. Only Integral organizations deliberately and

consciously include all four quadrants (as Laloux’s book itself is one of the very few to include

all four quadrants in its research). Many Integral writers, while fully aware of all the quadrants,

focus on the Left-hand quadrants of levels of consciousness and worldviews, and leave out the

Right-hand quadrants of behaviors, processes, and practices necessary to help the emergence

of Integral Left-hand dimensions. Laloux points out, for example, that Integral organizational

culture (Lower-Left “we”) is enacted particularly by Integral role-modeling from those in the

organization with moral authority (from the Upper quadrant), and, from the Lower-Right or “its”

quadrant, supportive structures, processes, and practices.As for levels and lines, Laloux states

that “In their exploration, [many researchers] found consistently that humanity evolves in

stages. Our knowledge about the stages of human development is now extremely robust. Two

thinkers in particular—Ken Wilber and Jenny Wade—have done remarkable work comparing

and contrasting all the major stage models, and have discovered strong convergence. … The

way I portray the stages borrows mostly from Wade’s and Wilber’s meta-analysis, touching

briefly upon different facets of every stage—the worldview, the needs, the cognitive

development, the moral development.”Laloux rightly invites us to be extremely careful what we

mean by “a stage.” As Howard Gardner made popular, and virtually every developmentalist

agrees, there is not just one line of development with its stages or levels, but multiple lines or

multiple intelligences, and each of those lines are quite different, with different characteristics

and different stage structures. But what’s so interesting is that although the various lines are

quite different, they all develop through the same basic levels of consciousness. For the

moment, let’s simply number the levels; or, as Integral Theory often does, you can give them a

color name (for example, red, orange, or green). But let’s say that there are, in this example,

seven major developmental levels through which move, say, a dozen different developmental

lines (cognitive, emotional, moral, values, needs, and spirituality, among others). Each line—

say cognitive, moral, emotional—evolves through each of the levels, so we can talk about red

cognition, red morals, red values (red being level 3). But somebody at orange (level 5)

cognition can also be at a red (level 3) conventional moral development. So talking about levels

without lines is dangerous.All of the multiple intelligences in humans develop through

actualization hierarchies. Cognition, for example, moves from sensorimotor intelligence, to

images, then symbols, then concepts, then schema, then rules, then meta-rules, then systemic

networks. This is a point worth emphasizing, because Laloux’s book shows that organizations

operating at the Integral or teal stage no longer work with dominator hierarchies, the boss-

subordinate relationships that are pervasive in organizations today. But the absence of

dominator hierarchy is not the same thing as the absence of any hierarchy. Even if we look at

Graves’ work, for example, one of the major defining characteristics of Integral or teal is the

return of nested hierarchies, after their almost complete removal at green Postmodern

pluralism. (The Postmodernists utterly fail to distinguish between dominator hierarchies, which

are indeed nasty, and actualization hierarchies, which are the primary form of natural growth,

development, and evolution in the world—atoms to molecules to cells to organisms, for



example. Postmodernists toss out all hierarchies as being sheer evil. This is a characteristic of

the egalitarian Pluralistic stage and is one of its shadow sides.)But with the emergence of the

teal altitude, hierarchies are all over the place—they’re literally everywhere. As Elliott Jacques’

works have empirically demonstrated, the way most organizations are structured, those at the

lower levels of this hierarchy usually work on the floor or assembly line; those at the

intermediate levels mostly work middle management; and those at the upper levels work upper

management (including CEO, CFO, COO). What these newer organizations do is move all of

those levels—the entire hierarchy itself—into teams of usually 10 to 15 people. Any person, in

any team, can make literally any decision for the company—and, in fact, virtually all the major

decisions in the organizations are made by team members—including sales, marketing, hiring

and recruitment, research and development, salary decisions, dismissals, HR functions,

equipment purchases, community relations, and so on. This makes each team, and each

person in the team, much more Integral—they can operate on any level in the hierarchy they

are capable of, as long as they consult with those who will be affected by the decision

(although they don’t have to follow the advice), where previously they had been constrained by

their place in the pyramid. One of the great findings of Laloux’s work is that actualization

hierarchies can flourish when dominator hierarchies are removed. A company of 500

individuals thus has, not one but 500 CEO, any one of whom might have a breakthrough idea

and be able to implement it, a true self-management move that is one of the major reasons for

the astonishing success of so many of these organizations. What happens to middle and much

of upper management? Mostly, it doesn’t exist. Those hierarchies have been relocated.This

work is, as I said, one of the most important books in the entire second wave of “new

paradigm” books. As Laloux is the first to admit, we don’t know if all the characteristics,

processes, and practices that he describes will end up actually describing the structure and

form that teal organizations will take. But this research deserves to be taken seriously by every

Integral, indeed every conventional, student of organizations and organizational development.

In terms of AQAL (all-quadrant, all-level) sophistication, there is simply nothing like it out there.

My congratulations to Frederic Laloux on a spectacular treatise. May it help many readers

gather inspiration to create businesses, schools, hospitals, or nonprofits inspired by this

emerging new wave of consciousness that is starting to transform the world.Ken WilberDenver,

ColoradoFall 2013IntroductionTHE EMERGENCE OF A NEW ORGANIZATIONAL MODELYou

never change things by fighting the existing reality. To change something, build a new model

that makes the existing model obsolete.Richard Buckminster FullerAristotle, the great Greek

philosopher and scientist, proclaimed in a treatise written in 350 BC that women have fewer

teeth than men.1 Today we know this is nonsense. But for almost 2,000 years, it was accepted

wisdom in the Western World. Then one day, someone had the most revolutionary of ideas:

let’s count!The scientific method—formulating a hypothesis and then testing it—is so deeply

ingrained in our thinking that we find it hard to conceive that intelligent people would blindly

trust authority and not put assumptions to the test. We could be forgiven for thinking that,

perhaps, people simply weren’t that smart back then! But before we judge them too harshly,

let’s ask ourselves: could future generations be similarly amused about us? Could we, too, be

prisoners of a simplistic way of understanding the world?There is reason to believe we might

be. As an example, let me ask you a simple question: How many brains does a human being

have? I imagine your answer is “one” (or, if you suspected a trick question, it might be “two,” the

often-referred-to right and left brains). Our current knowledge is that we have three: there is of

course the massive brain in our head; then there is a small brain in our heart, and another in

our gut. The last two are comparatively much smaller2, but they are fully autonomous nervous



systems nevertheless.Here is where it gets interesting: The brain in the heart and the one in

the gut were discovered only recently, even though from a technological point of view, they

could have been identified long ago. All it takes to see them is a corpse, a knife, and a basic

microscope. Actually, the brain in the gut was discovered long ago, in the 1860s, by a German

doctor named Auerbach. His discovery was further refined by two English colleagues, Bayliss

and Starling. And then, something extraordinary happened. Medical circles somehow forgot

about the brain in the gut. For a century, they completely lost sight of it! It was rediscovered

only in the late 1990s by Michael Gershon, an American neuroscientist, along with others.How

could medical circles forget the existence of a brain? I believe it has to do with the belief

system of our times: in a hierarchical worldview, there can be only one brain in command, just

as there must be a single boss at the head of every organization. Although popular parlance

has long used the terminology of “knowing in our hearts” and “knowing in our gut,” having three

autonomous brains working side by side can’t be possible if we believe the world needs clear

hierarchies to function. It might be no coincidence that we discovered (or rediscovered) the

other two brains at the same time as the Internet became a dominant force in our lives. The

age of the Internet has precipitated a new worldview—one that can contemplate the possibility

of distributed intelligence instead of top-down hierarchy. With that worldview, we can

accommodate the idea that we have more than one brain and that they can work together in

shared intelligence.We can’t quite understand how people in the Middle Ages believed

Aristotle’s claim that women had fewer teeth than men. And yet, it seems we can be prisoners

of our thoughts just as much as they were. Modern scientists neglected to look carefully

through the microscope because “there can only be one brain,” rather like Galileo’s

contemporaries refused to look through the telescope because it was unthinkable that our God-

formed planet would be anything other than the center of the universe.The limits of our current

organizational modelsMy interest is in organizations and collaboration, not medicine or

astronomy. But the conceptual question is the same: could it be that our current worldview

limits the way we think about organizations? Could we invent a more powerful, more soulful,

more meaningful way to work together, if only we change our belief system?In many ways, this

is a strange and almost ungrateful question to ask. For thousands and thousands of years,

people have lived on the brink of famine and in fear of plagues, always at the mercy of a

drought or a simple flu. Then suddenly, almost out of nowhere, modernity has brought us

unprecedented wealth and life expectancy in the last two centuries. And all this extraordinary

progress has come not from individuals acting alone, but from people collaborating in

organizations:The large and small businesses in our free-market economies have created

unprecedented wealth in the Western world, and they are currently lifting millions of people out

of poverty in India, China, Africa, and elsewhere. We have built up incredibly intricate supply

chains, which increasingly link every human being in relationships that arguably do more for

peace between nations than any political arrangement ever has.A dense network of

organizations—research centers, pharmaceutical companies, hospitals, medical schools,

health insurance companies—have meshed into a highly sophisticated medical system that

would have been unthinkable just a century ago. Over the last century, this network contributed

to adding nearly 20 years of life expectancy for the average person in the United States. Infant

mortality has been reduced by 90 percent and maternal mortality by 99 percent. Age-old

scourges like polio, leprosy, smallpox, and tuberculosis are mostly part of history books, even

in the poorest countries in the world.In the field of education, a network of schools—

kindergartens, elementary and high schools, colleges, and graduate schools—have brought

education that was once the privilege of the very few to millions of children and youth. Never



before in human history have there been free public education systems available to every child.

The high degrees of literacy that we now take for granted are unprecedented in history.All

around the world, the nonprofit sector has grown spectacularly for several decades, creating

jobs at a faster pace than for-profit companies. An ever-increasing number of people donate

time, energy, and money in pursuit of purposes that matter to them and to the world.Modern

organizations have brought about sensational progress for humanity in less than two centuries

—the blink of an eye in the overall timeline of our species. None of the recent advances in

human history would have been possible without organizations as vehicles for human

collaboration.And yet, many people sense that the current way we run organizations has been

stretched to its limits. We are increasingly disillusioned by organizational life. For people who

toil away at the bottom of the pyramids, surveys consistently report that work is more often

than not dread and drudgery, not passion or purpose. That the Dilbert cartoons could become

cultural icons says much about the extent to which organizations can make work miserable and

pointless. And it’s not only at the bottom of the pyramid. There is a dirty secret I have

discovered in the fifteen years I have spent consulting and coaching organizational leaders: life

at the top of the pyramids isn’t much more fulfilling. Behind the façade and the bravado, the

lives of powerful corporate leaders are ones of quiet suffering too. Their frantic activity is often

a poor cover up for a deep inner sense of emptiness. The power games, the politics, and the

infighting end up taking their toll on everybody. At both the top and bottom, organizations are

more often than not playfields for unfulfilling pursuits of our egos, inhospitable to the deeper

yearnings of our souls.This book isn’t a rant about large corporations gone mad with greed.

People who work in government agencies or nonprofits are rarely more exuberant about their

workplaces. Even professions of calling aren’t immune to organizational disillusionment.

Teachers, doctors, and nurses are leaving their field of vocation in droves. Our schools,

unfortunately, are for the most part soulless machines where students and teachers simply go

through the motions. We have turned hospitals into cold, bureaucratic institutions that

dispossess doctors and nurses of their capacity to care from the heart.The questions that

triggered the research for this bookThe way we try to deal with organizations’ current problems

often seems to make things worse, not better. Most organizations have gone through many

rounds of change programs, mergers, centralizations and decentralizations, new IT systems,

new mission statements, new scorecards, or new incentive systems. It feels like we have

stretched the current way we run organizations to its limits, and these traditional recipes often

seem part of the problem, not the solution.We yearn for more, for radically better ways to be in

organizations. But is that genuinely possible, or mere wishful thinking? If it turns out that it is

possible to create organizations that draw out more of our human potential, then what do such

organizations look like? How do we bring them to life? These are the questions at the heart of

this book.To me, these are not merely academic but very practical questions. An increasing

number of us yearn to create soulful organizations, if only we knew how. Many of us don’t need

convincing that new types of companies, schools, and hospitals are called for. What we need is

faith that it can be done and answers to some very concrete questions. The hierarchical

pyramid feels outdated, but what other structure could replace it? How about decision-making?

Everybody should make meaningful decisions, not just a few higher-ups, but isn’t that just a

recipe for chaos? How about promotions and salary increases? Can we find ways to handle

such matters without bringing politics to the table? How can we have meetings that are

productive and uplifting, where we speak from our hearts and not from our egos? How can we

make purpose central to everything we do, and avoid the cynicism that lofty-sounding mission

statements often inspire? What we need is not merely some grand vision of a new type of



organization. We need concrete answers to dozens of practical questions like these.Taking this

practical perspective does not preclude us from also considering much larger societal and

environmental implications. Our way of conducting business has outgrown our planet. Our

organizations contribute on a massive scale to depleting natural resources, destroying

ecosystems, changing the climate, exhausting water reserves and precious topsoils. We are

playing a game of brinkmanship with the future, betting that more technology will heal the scars

modernity has inflicted on the planet. Economically, a model of ever more growth with finite

resources is bound to hit the wall; the recent financial crises are possibly only tremors of larger

earthquakes to come. It is probably no exaggeration, but sad reality, that the very survival of

many species, ecosystems, and perhaps the human race itself hinges on our ability to move to

higher forms of consciousness and from there collaborate in new ways to heal our relationship

with the world and the damage we’ve caused.Organizations over the course of evolution (Part

1)Einstein once famously said that problems couldn’t be solved with the same level of

consciousness that created them in the first place. Perhaps we need to access a new stage of

consciousness, a new worldview, to reinvent human organizations. To some people, the notion

that society could shift to another worldview, and that from that worldview we could create a

radically new type of organization, might pass for wishful thinking. And yet, this is precisely

what has happened several times in human history, and there are elements that hint that

another change of mindset—and thus another organizational model—may be just around the

corner.A great number of scholars—psychologists, philosophers, and anthropologists, among

others—have dissected the journey of human consciousness. They found that in the roughly

100,000-year history of humanity, we have gone through a number of successive stages. At

every stage we made a leap in our abilities—cognitively, morally, and psychologically—to deal

with the world. There is one important aspect that researchers have so far somewhat

overlooked: every time humanity has shifted to a new stage, it has invented a new way to

collaborate, a new organizational model. Part 1 of this book recounts this story: how humanity’s

consciousness evolved, and how at every step of the way we have invented new organizational

models. (Those successive models are still around today, so this historical perspective has

much to offer toward understanding today’s various types of organizations and many of today’s

debates in the field of management.)Here is where things become particularly intriguing:

developmental psychology has much to say about the next stage of human consciousness, the

one we are just starting to transition into. This next stage involves taming our ego and

searching for more authentic, more wholesome ways of being. If the past is any guide to the

future, then as we grow into the next stage of consciousness, we will also develop a

corresponding organizational model.Empirical research—what pioneers can teach us (Part

2)The second part of the book describes in practical detail how organizations operate at this

next stage. It so happens that the future is not just around the corner—it is already blending

into the present. For two years, I have researched pioneer organizations that have already, to a

significant degree, started operating on a new organizational model consistent with the next

stage of human development. The questions I was trying to answer as I started researching

these pioneer organizations were these:What do organizations molded around the next stage

of consciousness look and feel like? Is it already possible to describe their structures,

practices, processes, and cultures (in other words, to conceptualize the organizational model)

in useful detail, to help other people set up similar organizations?I didn’t know what to expect

when I set out to identify pioneer organizations. This field is only emerging; would I find any

good examples? Would I stumble only on tiny organizations, with too little history to get to any

meaningful insights? I felt that rather strict selection criteria were needed in any case—



otherwise there might not be much value in the claims the study would make. To be included in

this research, organizations could stem from any geographical area or sector (business,

nonprofit, education, health, government), but needed to employ a minimum of 100 people,3

and to have been operating for a minimum of five years along structures, practices, processes,

and cultures that to a substantial degree were consistent with the characteristics of the next

developmental stage.My concerns proved unfounded. The twelve organizations I researched

(see chapter 2.1 for an overview) overshoot these criteria by a long shot. Many have been

operating on these breakthrough principles for a long time, sometimes 30 or 40 years, and not

just with a handful, but with a few hundred and sometimes several thousand

employees.Another surprise: I was expecting to find case examples mostly in service

professions—health care or education—where work is often a calling, and the organization’s

noble purpose helps people transcend their more selfish motivations. I was happy to be proven

wrong. Among the pioneers are for-profit as well as nonprofit organizations. There are retailers,

manufacturing companies, an energy company, and a food producer, as well as a school and a

group of hospitals.I was also surprised to discover that these organizations didn’t know about

each other. I had expected, if I found any such pioneers, that they would know about like-

minded peers with whom they would exchange insights and experiences. Instead, they were

generally delighted to hear that they weren’t the only ones out there questioning today’s

management practices. I came to jokingly think about these organizations as friendly aliens

from some old TV series, living right among us for quite a while now, endowed with

superpowers but isolated and unrecognized. Perhaps the times are catching up with them;

perhaps we are now finally ready to see them for what they are: not merely as friendly but

awkward outliers, but as pioneers of our collective future.Researching these case studies

involved two sets of questions (listed in Appendix 1). The first set relates to 45 practices and

processes that are commonly discussed in organizational research. They connect to:key

overarching organizational processes such as strategy, marketing, sales, operations,

budgeting, and controlling;the main human resources processes, including recruitment,

training, evaluation, compensation; andcritical practices of everyday life like meetings,

information flow, and office spaces.For each of these 45 areas, the research tried to identify in

what ways the practices of the pioneers differ—or don’t—from conventional management

methods. The approach was deliberately broad and open-ended: given the emerging nature of

the topic, the research looked at the entire spectrum of structures, practices, and cultures

typically considered in organizational research, without preconceived notions. It relied upon

publicly available material, internal documents, interviews, and onsite visits.Spoiler alertEach

of the pioneer organizations is astonishing in its own right and would warrant an entire book to

tell its story. But of course, as part of the research, I was curious if there was more to it than a

collection of case studies: are there patterns and commonalities that point to a coherent new

model? Can the pioneers provide not just inspiration, but a template for those aspiring to

create more soulful types of organizations?The answer, clearly, is positive. These pioneer

organizations didn’t know about each other and experimented on their own; they work in

radically different sectors and locations; some have hundreds, others tens of thousands, of

employees. Despite all this, they have—after much trial and error—come up with strikingly

similar structures and practices. I find it difficult not to get excited about this. It means that a

coherent organizational model seems to be emerging, one we can describe in quite some

detail. This is not a theoretical model, not a utopian idea, but a very concrete way to run

organizations from a higher stage of consciousness. If we accept that there is a direction to

human evolution, then we hold here something rather extraordinary: the blueprint of the future



of organizations, the blueprint to the future of work itself.I write this with full awareness that we

are in the early days of this emerging phenomenon. I don’t mean to suggest that this book

offers a definitive, fixed description of this upcoming organizational model. As more companies

start to innovate in this field, as more researchers look at them from different angles, and as

society as a whole evolves, more richness and texture will certainly be added to the picture.

But I am confident that, even now, we hold a blueprint for how we can organize entities in ways

that make work vastly more productive, fulfilling, and purposeful. Organizational leaders who

want to create new types of organizations don’t have to start from a blank sheet of paper; they

can draw inspiration from the very concrete descriptions in Part 2 of this book outlining the

principles, structures, practices, and cultures that support a new way to come together in

organizations.Necessary conditions (Part 3)The research for this book has also yielded

interesting insights concerning the journey to bring such new organizations to life (based on a

second set of research questions—see Appendix 1). What are the necessary conditions to

making this new model work? If you are planning to start up an organization and want to, from

the beginning, eschew the old model and start on a new foundation, what can you learn from

pioneers who have done this before? Or, if you lead an existing organization, large or small,

and consider transitioning to this new paradigm, what would be good ways to get started and

to engage colleagues in that journey? These are some of the questions addressed in Part 3 of

the book.If we are to overcome the daunting problems of our times, we will need new types of

organizations—more purposeful businesses, more soulful schools, more productive nonprofits.

Anybody breaking out of the mold and venturing into the new is likely to meet resistance, to be

called an idealist or a fool. Anthropologist Margaret Meade once said, “Never underestimate

the power of a few committed people to change the world. Indeed, it is the only thing that ever

has.” If you are one of them, if you feel called to create a radically more soulful, purposeful, and

productive workplace, then I hope that this book will provide you with some extra confidence

that it can be done. May it serve as a practical handbook along your journey. I have no doubt

that the world is ready and waiting for you.— Part 1 —Historical andDevelopmental

PerspectiveChapter 1.1CHANGING PARADIGMS:PAST AND PRESENTORGANIZATIONAL

MODELSSeeing is not believing; believing is seeing!You see things, not as they are, but as you

are.Eric ButterworthCan we create organizations free of the pathologies that show up all too

often in the workplace? Free of politics, bureaucracy, and infighting; free of stress and burnout;

free of resignation, resentment, and apathy; free of the posturing at the top and the drudgery at

the bottom? Is it possible to reinvent organizations, to devise a new model that makes work

productive, fulfilling, and meaningful? Can we create soulful workplaces—schools, hospitals,

businesses, and nonprofits—where our talents can blossom and our callings can be honored?

If you are the founder or leader of an organization and you long to create a different workplace,

much rides on your answer to that question! Many people around you will dismiss this idea as

wishful thinking and try to talk you out of even trying. “People are people,” they will say. “We

have egos, we play politics, we like to blame, criticize, and spread rumors. This will never

change.” Who can argue with that? But, on the other hand, we have all experienced peak

moments of teamwork, where achievements came joyfully and effortlessly. Human ingenuity

knows no bounds and radical innovations sometimes appear all of a sudden, out of nowhere.

Who would wager we cannot invent much more exciting workplaces?So which voice should

you heed? Is it possible to set a course away from the land of management-as-we-know-it for a

new world? Or are you just going to sail off the edge, because there is nothing beyond the

world we know?Part of the answer, I have found somewhat unexpectedly, comes from looking

not forward, but into the past. In the course of history, humankind has reinvented how people



come together to get work done a number of times—every time creating a vastly superior new

organizational model. What’s more, this historical perspective also hints at a new

organizational model that might be just around the corner, waiting to emerge.The key to this

historical perspective, interestingly, comes not from the field of organizational history, but more

broadly from the field of human history and developmental psychology. It turns out that,

throughout history, the types of organizations we have invented were tied to the prevailing

worldview and consciousness. Every time that we, as a species, have changed the way we

think about the world, we have come up with more powerful types of organizations.A great

number of people—historians, anthropologists, philosophers, mystics, psychologists, and

neuroscientists—have delved into this most fascinating question: how has humanity evolved

from the earliest forms of human consciousness to the complex consciousness of modern

times? (Some inquired into a related question: how do we human beings evolve today from the

comparatively simple form of consciousness we have at birth to the full extent of adult

maturity?)People have looked at these questions from every possible angle. Abraham Maslow

famously looked at how human needs evolve along the human journey, from basic

physiological needs to self-actualization. Others looked at development through the lenses of

worldviews (Gebser, among others), cognitive capacities (Piaget), values (Graves), moral

development (Kohlberg, Gilligan), self-identity (Loevinger), spirituality (Fowler), leadership

(Cook-Greuter, Kegan, Torbert), and so on.In their exploration, they found consistently that

humanity evolves in stages. We are not like trees that grow continuously. We evolve by sudden

transformations, like a caterpillar that becomes a butterfly, or a tadpole a frog. Our knowledge

about the stages of human development is now extremely robust. Two thinkers in particular—

Ken Wilber and Jenny Wade—have done remarkable work comparing and contrasting all the

major stage models and have discovered strong convergence. Every model might look at one

side of the mountain (one looks at needs, another at cognition, for instance), but it’s the same

mountain. They may give somewhat different names to the stages or sometimes subdivide or

regroup them differently. But the underlying phenomenon is the same, just like Fahrenheit and

Celsius recognize—with different labels—that there is a point at which water freezes and

another where it boils. This developmental view has been backed up by solid evidence from

large pools of data; academics like Jane Loevinger, Susanne Cook-Greuter, Bill Torbert, and

Robert Kegan have tested this stage theory with thousands and thousands of people in several

cultures, in organizational and corporate settings, among others.Every transition to a new

stage of consciousness has ushered in a whole new era in human history. At every juncture,

everything changed: society (going from family bands to tribes to empires to nation states); the

economy (from foraging to horticulture, agriculture, and industrialization); the power structures;

the role of religion. One aspect hasn’t yet received much attention: with every new stage in

human consciousness also came a breakthrough in our ability to collaborate, bringing about a

new organizational model. Organizations as we know them today are simply the expression of

our current worldview, our current stage of development. There have been other models

before, and all evidence indicates there are more to come.So what are the past and current

organizational models in human history—and what might the next look like? In this chapter, I

will take you on a whirlwind tour of the major stages in the development of human

consciousness and of the corresponding organizational models. The way I portray the stages

borrows from many researchers, and primarily from Wade‘s and Wilber‘s meta-analyses,

touching briefly upon different facets of every stage—the worldview, the needs, the cognitive

development, the moral development. I refer to every stage, and to the corresponding

organizational model, with both a name and a color. Naming the stages is always a struggle; a



single adjective will never be able to capture all of the complex reality of a stage of human

consciousness. I’ve chosen adjectives I feel are the most evocative for each stage, in some

cases borrowing a label from an existing stage theory, in other cases choosing a label of my

own making. Integral Theory often refers to stages not with a name but with a color. Certain

people find this color-coding to be highly memorable, and for that reason I’ll often refer to a

stage throughout this book with the corresponding color (which should not obscure the fact—

let’s add this to avoid any misunderstanding—that the way I describe the stages of

consciousness stems from a personal synthesis of the work of different scholars, which while

generally compatible might not always square entirely with the way Integral Theory describes

the same stages).Reactive—Infrared paradigm4This is the earliest developmental stage of

humanity, spanning roughly the period from 100,000 to 50,000 BC, when we lived in small

bands of family kinships (some of which survive in remote parts of the world today, which

accounts for our knowledge of this stage). These bands typically number just a few dozen

people. Beyond that number, things start to break down, as people’s capacity to handle

complexity in relationships is very limited at this stage. The ego is not fully formed; people don’t

perceive themselves as entirely distinct from others or from the environment (which causes

some to romanticize about this period, seeing it as pre-dualism bliss, ignoring the extremely

high rate of violence and murder at this stage). Foraging is the basis of subsistence. This

model requires no division of labor to speak of (other than women taking responsibility for the

bearing and rearing of children), and so there is nothing like an organizational model at that

stage yet. In fact, there is no hierarchy within the band—there is no elder, no chief that provides

leadership.There are only a few remaining bands of people operating from this paradigm in the

world today. However, child psychologists study what amounts to the same stage in newborn

babies, who engage with the world via a comparable form of consciousness, where the

concept of self isn’t yet fully separate from the mother and the environment.Magic—Magenta

paradigm5Around 15,000 years ago, and perhaps earlier in some places of the world,

humanity started to shift to a stage of consciousness some authors have labeled “magical.”

This stage corresponds to the shift from small family bands to tribes of up to a few hundred

people. Psychologically and cognitively, this represents a major step up in the ability to handle

complexity. The self at this stage is to a large degree differentiated physically and emotionally

from others, but it still sees itself very much the center of the universe. Cause and effect are

poorly understood, and so the universe is full of spirits and magic: clouds move to follow me;

bad weather is the spirits’ punishment for my bad actions. To appease this magical world, tribes

seek comfort in ritualistic behaviors and by following the elder and the shaman. People live

mostly in the present, with some blending in of the past, but little projection toward the future.

Cognitively, there is no abstraction yet, no classification, no concept of large numbers. Death is

not seen as particularly real, and the fear of one’s death is markedly absent (which accounts

for continuing high rates of violence and murder). Organizations don’t exist at this stage yet.

Task differentiation remains extremely limited, although elders have special status and

command some degree of authority.Today, this stage is typically experienced by children of

around three to 24 months of age. This is when they acquire sensorimotor differentiation (when

I bite my finger it’s not the same as when I bite the blanket) and emotional differentiation (I’m

not my mother, though in her presence I feel magically safe). With adequate nurture, most

children grow beyond this stage.Impulsive—Red paradigm6Historically, the shift to the

Impulsive-Red paradigm was another major step up for humanity. It brought forth the first

chiefdoms and proto-empires, around 10,000 years ago. From it also emerged the first forms of

organizational life (which I’ll refer to as Red Organizations).The ego is now fully hatched, and



people have a sense of self that is entirely separate from others and from the world. At first,

this realization is frightening: for the first time, death is real. If I’m just a small part, separate

from the whole, I might suffer or die. The world at this stage is seen as a dangerous place

where one’s needs being met depends on being strong and tough. The currency of the world is

power. If I’m more powerful than you, I can demand that my needs are met; if you are more

powerful than me, I’ll submit in the hope you will take care of me. The emotional spectrum is

still rather crude, and people often express their needs through tantrums and violence. One is

largely unaware of other people’s feelings. The orientation is still mostly to the present—I want

it, and I want it now—but this impulsiveness can extend somewhat into the future with simple

strategies using power, manipulation, or submission. Simple causal relationships such as

rewards and punishments are understood. Thinking is shaped by polar opposites, which makes

for a black and white worldview—for example, strong/weak, my way/your way.With ego-

differentiation, role differentiation becomes possible—in other words, meaningful division of

labor. There is now a chief, and there are foot soldiers. Slavery enters the picture on a large

scale, now that tasks can be isolated and given to enemies from neighboring tribes that have

been defeated and put into bondage. Historically, this has led to the emergence of chiefdoms

ruling not only hundreds, but up to thousands or tens of thousands of people. Impulsive-Red

functioning can still be found in adults in many tribal societies in the world today and in

underprivileged areas amidst developed societies, when circumstances don’t provide adequate

nurture for children to develop beyond this stage. Every paradigm has its sweet spot, a context

in which it is most appropriate. Impulsive-Red is highly suitable for hostile environments:

combat zones, civil wars, failed states, prisons, or violent inner-city neighborhoods.Red

OrganizationsOrganizations molded in Impulsive-Red consciousness first appeared in the form

of small conquering armies, when the more powerful chiefdoms grew into proto-empires. They

can still be found today in the form of street gangs and mafias. Today’s Red Organizations

borrow tools and ideas from modernity—think about organized crime’s use of weaponry and

information technology. But their structures and practices are for the most part still molded in

the Impulsive-Red paradigm.What are the defining characteristics of Red Organizations? Their

glue is the continuous exercise of power in interpersonal relationships. Wolf packs provide a

good metaphor: rather like the “alpha wolf” uses power when needed to maintain his status

within the pack,7 the chief of a Red Organization must demonstrate overwhelming power and

bend others to his will to stay in position. The minute his power is in doubt, someone else will

attempt to topple him. To provide some stability, the chief surrounds himself with family

members (who tend to be more loyal) and buys their allegiance by sharing the spoils. Each

member of his close guard in turn looks after his own people and keeps them in line. Overall,

there is no formal hierarchy and there are no job titles. Impulsive-Red Organizations don’t scale

well for those reasons—they rarely manage to keep in line people who are separated from the

chief by more than three or four degrees. While Red Organizations can be extremely powerful

(especially in hostile environments where later stages of organizations tend to break down),

they are inherently fragile, due to the impulsive nature of people’s way of operating (I want it so

I take it). The chief must regularly resort to public displays of cruelty and punishment, as only

fear and submission keep the organization from disintegrating. Mythical stories about his

absolute power frequently make the rounds, to keep foot soldiers from vying for a higher

prize.Present-centeredness makes Red Organizations poor at planning and strategizing but

highly reactive to new threats and opportunities that they can pursue ruthlessly. They are

therefore well adapted to chaotic environments (in civil wars or in failed states) but are ill-suited

to achieve complex outcomes in stable environments where planning and strategizing are



possible.Conformist—Amber paradigm8Every paradigm shift opens up unprecedented new

capabilities and possibilities. When Conformist-Amber consciousness emerged, humankind

leaped from a tribal world subsisting on horticulture to the age of agriculture, states and

civilizations, institutions, bureaucracies, and organized religions. According to developmental

psychologists, a large share of today’s adult population in developed societies operates from

this paradigm.At the Conformist-Amber stage, reality is perceived through Newtonian eyes.

Cause and effect are understood,9 people can grasp linear time (past, present, future) and

project into the future. This is the soil from which agriculture could emerge: farming requires

the self-discipline and foresight to keep seeds from this year’s harvest to provide for next year’s

food. The caloric surplus generated by agriculture allowed for feeding a class of rulers,

administrators, priests, warriors, and craftsmen; this brought about the shift from chiefdom to

states and civilizations, starting around 4000 BC in Mesopotamia.Conformist-Amber

consciousness develops a deeper awareness of other people’s feelings and perceptions.

Piaget, the pioneer child psychologist, has given us a defining experiment of Conformist-Amber

cognition. A two-colored ball is placed between a child and an adult, with the green side facing

the child and the red side facing the adult. Prior to the Amber stage, a child cannot yet see the

world from someone else’s perspective, and he will claim that both he and the adult see a

green ball. At the age of around six or seven, a child raised in a nurturing environment will

learn to see the world through someone else’s eyes and will correctly identify that the adult

sees the red side of the ball.Psychologically, the implications are enormous. I can identify with

my perspective and my role and see it as different from yours. I can also imagine how others

view me. My ego and sense of self-worth are now very much based on other people’s opinions.

I will strive for approval, acceptance, and belonging in my social circle. People at this stage

internalize group norms, and the thinking is dominated by whether one has the right

appearance, behaviors, and thoughts to fit in. The dualistic thinking of Red is still present, but

the individual “my way or your way” is replaced with a collective “us or them.” Red egocentrism

has given way to Amber ethnocentrism. Ken Wilber puts it this way:Care and concern are

expanded from me to the group—but no further! If you are a member of the group—a member

of … my mythology, my ideology—then you are “saved” as well. But if you belong to a different

culture, a different group, a different mythology, a different god, then you are damned.10In

Conformist-Amber, the formerly impulsive Red self is now able to exercise self-discipline and

self-control, not only in public but also in private. Amber societies have simple morals based on

one accepted, right way of doing things. The Conformist-Amber worldview is static: there are

immutable laws that make for a just world, where things are either right or wrong. Do what’s

right and you will be rewarded, in this life or the next. Do or say the wrong things, and you will

be punished or even rejected from the group—and possibly suffer in the hereafter. People

internalize the rules and morality and feel guilt and shame when they go astray. Authority to

define what is right and wrong is now linked to a role, rather than to a powerful personality (as

was the case in Red); it’s the priest’s robe, whoever wears it, that defines authority.Any major

change of perspective, like the change from Red to Amber, is both liberating and frightening. To

feel safe in a world of causality, linear time, and awareness of other people’s perspectives, the

Amber ego seeks for order, stability, and predictability. It seeks to create control through

institutions and bureaucracies. It finds refuge in strictly defined roles and identities. Amber

societies tend to be highly stratified, with social classes or caste systems and rigid gender

differences as defining features. A lottery at birth defines what caste you are born into. From

there, everything is mapped out for you—how you are to behave, think, dress, eat, and marry is

in accordance with your caste.With so much in flux in the world today, some find Amber



certainties an appealing refuge and call for a return to a fixed set of moral values. To take that

perspective is to ignore the massive inequality of traditional societies that set strict social and

sexual norms. It can be unpleasant, to say the least, to be a woman, a homosexual, an

untouchable, or a free thinker in a Conformist-Amber society.Amber OrganizationsThe advent

of Amber Organizations brought about two major breakthroughs: organizations can now plan

for the medium and long term, and they can create organizational structures that are stable

and can scale. Combine these two breakthroughs, and you get organizations able to achieve

unprecedented outcomes, beyond anything Red Organizations could have even contemplated.

Historically, Amber Organizations are the ones that have built irrigation systems, pyramids, and

the Great Wall of China. Conformist-Amber Organizations ran the ships, the trading posts, and

the plantations of the Colonial world. The Catholic Church is built on this paradigm—arguably it

has been the defining Amber Organization for the Western world. The first large corporations

of the Industrial Revolution were run on this template. Amber Organizations are still very

present today: most government agencies, public schools, religious institutions, and the military

are run based on Conformist-Amber principles and practices.Amber breakthrough 1: Long-term

perspective (stable processes)Red Organizations are highly opportunistic; they don’t generally

eye a prize beyond the next scheme in a few days or a few weeks. Amber Organizations can

take on long-term projects—constructing cathedrals that might take two centuries to complete

or creating networks of colonial trading posts thousands of miles away to facilitate

commerce.This breakthrough is very much linked to the invention of processes. With

processes, we can replicate past experience into the future. Last year’s harvest will be our

template for this year’s; next year’s classroom will be run with the same lesson plan as this

year’s. With processes, critical knowledge no longer depends on a particular person; it is

embedded in the organization and can be transmitted across generations. Any person can be

replaced by another that takes over the same role in the process. Even the chief is replaceable,

in an orderly succession, and Amber Organizations can therefore survive for centuries.At the

individual level, people operating from a Conformist-Amber paradigm strive for order and

predictability; change is viewed with suspicion. The same holds true for Amber Organizations,

which are exceptionally well-suited for stable contexts, where the future can be planned based

on past experience. They operate on the hidden assumption that there is one right way of

doing things and that the world is (or should be) immutable. What has worked in the past will

work in the future. When the context is changing, and the way we do things around here stops

working, Amber Organizations find it hard to accept the need for change. The idea that there is

one right way makes Amber Organizations ill at ease with competition. Historically, they have

striven for dominance and monopoly, and Amber Organizations today still tend to view

competition with suspicion.Amber breakthrough 2: Size and stability (formal hierarchies)In Red

Organizations, power structures are in constant flux as personalities jockey for influence.

Conformist-Amber Organizations bring stability to power, with formal titles, fixed hierarchies,

and organization charts. The overall structure settles into a rigid pyramid, with a cascade of

formal reporting lines from bosses to subordinates. Below the pope there are cardinals; below

cardinals, archbishops; below archbishops, bishops; and below bishops, priests. The plant

manager commands the department heads, who in turn oversee unit managers, line

managers, foremen, and machine operators. The personal allegiance of the foot soldier to the

chief is no longer needed; the foot soldier has integrated his place into the hierarchy. Even if

the pope is weak, a priest will not scheme to backstab him and take his place. Much larger

organizations become possible, spanning not hundreds but thousands of workers, and they

can operate across vast distances. Mankind’s first global organizations—from the Catholic



Church to the East India Company—were built on a Conformist-Amber template.Planning and

execution are strictly separated: the thinking happens at the top, the doing at the bottom.

Decisions made at the top get handed down through successive layers of management. The

constant threat of violence from above in Red Organizations gives way to more subtle and

elaborate control mechanisms. A whole catalog of rules is set up. Some among the staff are

put in charge of ensuring compliance and handing out disciplinary measures and punishments

for those found wanting. Show up late at work, and part of your wage will be deducted. Show

up late again, and you will be suspended for a day. Show up late again, and you could be

dismissed.The underlying worldview is that workers are mostly lazy, dishonest, and in need of

direction. They must be supervised and told what is expected of them. Participatory

management seems foolish from a Conformist-Amber perspective; management must rely on

command and control to achieve results. Jobs at the frontlines are narrow and routine-based.

Innovation, critical thinking, and self-expression are not asked for (and often discouraged).

Information is shared on an as-needed basis. People are effectively interchangeable resources;

individual talent is neither discerned nor developed.From the vantage point of later stages, this

might sound severely limiting. But as a step up from Red, it is major progress. Even for people

at the bottom of the organization doing routine work, it feels highly liberating. In Red

Organizations, people have to fight to protect their turf (if not their survival) day in and day out—

from their boss, their peers, and their underlings. In contrast, Amber Organizations’ order and

predictability feels like a safe haven. We no longer need to watch out for threats and danger

that might come unexpectedly from any direction. We just need to follow the rules.Red

Organizations are wolf packs. In Amber, the metaphor changes: a good organization should be

run like an army. Within a rigid hierarchy, there must be a clear chain of command, formal

processes, and clear-cut rules that stipulate who can do what. Foot soldiers at the bottom of

the pyramid are expected to follow orders scrupulously, no questions asked, to ensure the

battalion marches in good order.The social maskSize and stability become possible because

people in Conformist-Amber are content to stay in their box and not vie for a higher prize.

People operating from this stage identify with their roles, with their particular place in the

organization. Amber Organizations have invented and generalized the use of titles, ranks, and

uniforms to bolster role identification. A bishop’s robe signals that inside is no mere priest. A

general’s uniform can hardly be confused with a lieutenant’s or a private’s, even from far away.

In factories, the owner, the engineer, the accountant, the foreman, and the machine operator

tend to dress differently to this day. When we put on our clothes, we also put on a distinct

identity, a social mask. We internalize behaviors that are expected of people with our rank and

in our line of work. As a worker, it’s not only that I wear a different uniform than the engineer. I

eat in the workers’ mess; he eats in the factory restaurant. And in these places, the subjects of

conversation, the jokes, and the type of self-disclosure are vastly different. Social stability

comes at the price of wearing a mask, of learning to distance ourselves from our unique

nature, from our personal desires, needs, and feelings; instead, we embrace a socially

acceptable self.Historically, this hierarchical stratification in organizations paralleled social

stratification: priests were recruited from peasantry; bishops and cardinals, from aristocracy.

The organizational ladder would come with big gaps—a man (and certainly a woman) born into

the working class would not climb to a management position. Fortunately, that rigid social

stratification has disappeared in modern societies. But today’s Amber Organizations still tend to

replicate hierarchical stratification, albeit in more subtle ways. In government agencies,

schools, and the military, positions higher than a certain level often still require a specific

diploma or a certain number of years of service. The promotion can bypass the most qualified



and go to the person who happens to tick off the right criteria.Us versus themSocial belonging

is paramount in the Conformist-Amber paradigm. You are part of the group, or you are not—it is

“us” versus “them.” This dividing line can be found throughout Amber Organizations—nurses

versus doctors versus administrators, line versus staff, marketing versus finance, frontline

versus headquarters, public schools versus charter schools, and so forth. To deflect internal

strife within a group, problems and mistakes are routinely blamed on others. Amber

Organizations have definitive silos, and groups eye each other with suspicion across silos. The

way Amber Organizations try to restore trust is through control—creating procedures that

people across silos have to abide by.If there are barriers inside the organization, there is a

moat between the organization and the outside world. Amber Organizations try wherever

possible to be self-contained and autonomous—one simply shouldn’t need the outside world.

Early car factories had their own rubber plantations and steel mills, operated their own

bakeries, and provided social housing. Employees also “belong” to the organization:

employment is assumed to be lifelong, and much of people’s social life revolves around the

organization. The possibility of dismissal therefore carries a double threat: employees risk

losing both the identity the work gives them as well as the social fabric they are embedded in.

Someone who decides to leave the organization is often met with bewilderment, if not accused

of betrayal. In milder forms, today’s Amber Organizations—which often come in the form of

government agencies, religious organizations, public schools, and the military—still have

lifetime employment as their implicit or explicit norm, and for many of their employees, social

life revolves heavily around their work life. For those who feel unfulfilled in Amber Organizations

and decide to leave, it is often a painful process—akin to shedding an old life and having to

reinvent a new one.Achievement—Orange paradigm11In Orange, the world presents a new

face. We see it no longer as a fixed universe governed by immutable rules, but as a complex

clockwork, whose inner workings and natural laws can be investigated and understood. There

is no absolute right and wrong, though plainly, there are some things that work better than

others. Effectiveness replaces morals as a yardstick for decision-making: the better I

understand the way the world operates, the more I can achieve; the best decision is the one

that begets the highest outcome. The goal in life is to get ahead, to succeed in socially

acceptable ways, to best play out the cards we are dealt.The cognitive shift involved in this new

paradigm is well described by another of Piaget’s experiments, here recounted by Ken

Wilber:The person is given three glasses of clear liquid and told that they can be mixed in a

way that will produce a yellow color. The person is then asked to produce the yellow color.

Concrete operational children [Piaget’s words for Amber cognition] will simply start mixing the

liquids together haphazardly. Formal operational adolescents [i.e., those that master Orange

cognition] will first form a general picture of the fact that you have to try glass A with glass B,

then A with C, then B with C and so on. If you ask them about it, they will say something like

“Well, I need to try all the various combinations one at a time.”It means the person can begin to

imagine different possible worlds. “What if” and “as if” can be grasped for the first time. All sorts

of idealistic possibilities open up. You can imagine what yet might be! Adolescence is such a

wild time, not just because of sexual blossoming, but because possible worlds open up the

mind’s eye—it’s the “age of reason and revolution.” 12With this cognitive capacity one can

question authority, group norms, and the inherited status quo. In the Western world,

Achievement-Orange thinking started to poke holes in the Conformist-Amber world of Christian

certainties during the Renaissance, but it was at first confined to a very small minority, primarily

scientists and artists. With the Age of Enlightenment and the Industrial Revolution, Orange

thinking emerged on a broader scale within educated circles. After the Second World War, a



more significant percentage of the population in the Western world shifted to the Achievement-

Orange paradigm. Today, Orange is arguably the dominating worldview of most leaders in

business and politics.Orange cognition has opened the floodgates of scientific investigation,

innovation, and entrepreneurship. In a timeframe of just two centuries—the blink of an eye in

the overall history of our species—it has brought us unprecedented levels of prosperity. It has

added a few decades to our life expectancy, doing away with famine and plague in the

industrialized world, and is now repeating the magic at a rapid pace in the developing world as

well.Every paradigm, seen from a higher stage, also comes with its shadows. The dark side of

the Achievement-Orange paradigm is hard to ignore these days: corporate greed, political

short-termism, overleverage, overconsumption, and the reckless exploitation of the planet’s

resources and ecosystems. But this shouldn’t eclipse the enormous liberation this stage has

brought us. It has moved us away from the idea that authority has the right answer (instead, it

relies on expert advice to give insight into the complex mechanics of the world) and brings a

healthy dose of skepticism regarding revealed truth. It has allowed us to engage, for the first

time, in the pursuit of truth regardless of religious dogma and political authority, without having

to risk our lives. We have become capable of questioning and stepping out of the condition we

were born in; we are able of breaking free from the thoughts and behaviors that our gender and

our social class would have imposed upon us in earlier times. Where Red’s perspective was

egocentric and Amber’s ethnocentric, Orange brought about the possibility of a worldcentric

perspective.From an Orange perspective, all individuals should be free to pursue their goals in

life, and the best in their field should be able to make it to the top. In practice, though,

Achievement-Orange does not deconstruct the traditional Conformist-Amber world as fully as

its thinking promises. People’s need to be seen as socially successful makes them ready to

adopt social conventions when they are helpful. Those who have achieved success are

generally happy to recreate forms of social stratification—they move to privileged

neighborhoods, join exclusive clubs, and put their children in expensive private schools. People

operating from this perspective are often skeptical of religious observance; and yet, many who

do not have personal faith will retain a religious affiliation if it is socially beneficial. (And as a

hedging strategy, too, in case there is some truth to Revelation after all.)The worldview at this

stage is solidly materialistic—only what can be seen and touched is real. Achievement-Orange

is suspicious of any form of spirituality and transcendence because of a difficulty in believing

something that cannot empirically be proven or observed. Unencumbered by deep soulful

questions, our ego reaches the peak of its dominance at this stage as we invest it with all our

hopes of achievement and success. In this material world, more is generally considered better.

We live our lives on the assumption that achieving the next goal (getting the next promotion,

finding a life partner, moving to a new house, or buying a new car) will make us happy. In

Orange, we effectively live in the future, consumed by mental chatter about the things we need

to do so as to reach the goals we have set for ourselves. We hardly ever make it back to the

present moment, where we can appreciate the gifts and freedom the shift to Orange has

brought us.
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Thiago, “An insightful and revolutionary eye-opening book about organizations and the future

of management.. Reinventing Organizations Book ReportReinventing Organizations by

Frederic Laloux is a book about how organizations and management have evolved since the

beginning of time and what is in store for the future. Laloux postulates that, since 150,000 B.C.,

human organizational evolution has created 7 different types of organizations, each one more

complex than the last. The seven types of organizations, color coded for easier understanding,

are:1. 150,000 B.C. – 50,000 B.C. Infra-red – Reactive (little or no understanding of the world)2.

15,000 – 10,000 B.C. Magic – Magenta (sees the mysteries of the world through Magic and

Spiritualism)3. 10,000 B.C. – Impulsive – Red “sees the world through a crude lens of power.

Power is exercised constantly by ‘Chiefs’ to keep foot soldiers in line. Fear and unpredictability

hold the organization together. Highly reactive with a short-term focus, well-suited to thrive in

chaotic environments. Wolf packs are a good metaphor for Red organizations.” ex: street gangs

and mafias, ancient tribes.4. 4,000 B.C. – Conformist Amber (organizations are akin to armies:

rule abiding bureaucratic institutions) “The Amber stage of consciousness enabled humankind

to develop organizations that could operate on an unprecedented scale. This led to the

formation of bureaucratic institutions, and nation states, many of which have survived for

centuries. Amber organizations strive for stability and are characterized by clear roles and

ranks within a hierarchical structure. Leadership is exercised through command and control

and compliance is expected throughout the organization.”. ex: armies, catholic church, public

schools, government institutions.Breakthroughs of Amber1. Long Term Perspective (stable

processes)2. Size and Stability (formal hierarchies)5. 1750s A.D. – Achievement Orange

(Organizations are akin to machines: large corporate organizations, meritocracy, shareholder



focused) “Orange organizations represent the advance of the scientific and industrial

revolutions. The world is seen as a complex machine whose inner workings and natural laws

can be investigated and understood. This view has brought unprecedented levels of prosperity

and life expectancy. Current management thinking, which is focused on competition, innovation

and performance. shape how Orange organizations operate.” ex: modern-day corporations,

multi-national corporations.Breakthroughs of Orange1. Innovation2. Accountability3.

Meritocracy6. 1950s A.D. – Pluralistic Green (Organizations are families, with extreme

egalitarianism, striving for harmony, tolerance, and equality) “Green organizations reflect the

Green stage of consciousness, which strives for harmony, tolerance and equality. While

retaining a pyramidal structure, Green organizations focus on empowerment to lift motivation.

They go beyond the shareholder focus of Orange to embrace all stakeholders. Family is the

dominant metaphor.” ex: hippy communeBreakthroughs of Green1. Empowerment2. Values-

driven culture and inspirational purpose3. Multiple stakeholder perspective7. Now Evolutionary

Teal “Refers to the next stage in the evolution of human consciousness. Teal organizations are

characterized by self-organization and self-management. The hierarchical "predict and control"

pyramid is replaced with a decentralized structure consisting of small teams that take

responsibility for their own governance. Assigned positions and job descriptions are replaced

with a multiplicity of roles, often self-selected and fluid. People’s actions are guided by

‘listening’ to the organization’s purpose. Structure in Teal is characterized by rapid change and

adaptation.”Breakthroughs of Teal1. Self-management2. Wholeness - invite us to reclaim our

inner wholeness and bring all of who we are to work.3. Evolutionary Purpose - members of the

organization are invited to listen in and understand what the organization wants to become,

what purpose it wants to serve.Although these systems above evolved over time, Laloux states

that they RED, AMBER, ORANGE, GREEN, and now TEAL organizations all exist throughout

society, represented in different institutions. Furthermore, some organizations exhibit

combinations of the different types, although all organizations have a dominant type.Research

for the book was done by extensively examining 12 different existent teal organizations that

organically emerged and predate the book. The 12 organizations range from car parts factory

in France, a leading pasta sauce plant in California, a Swedish State funded at-home

nationwide nursing company, a software developer, and a multinational power generation

company with over 40,000 employees. From the various examples, Laloux shows how this new

teal organizational paradigm allowed the companies to achieve tremendous and quick success

in their respective domains, which he uses to advocate the philosophy.The tone of the book is

one of optimistic philosophizing, in which all the claims made are, according to the forward,

“solidly grounded in evolutionary and developmental theory.” I personally found references to

scientific studies somewhat lacking, but the book addresses the issue by stating that new

paradigm is cutting-edge. Most of the chapters of the book are so optimistic and so often fail to

acknowledge counter arguments, that I began to draw many of my own. Of the many

questions, two major ones were thankfully addressed. The first was: Is teal expected to

ultimately replace most other forms of management, to which the text answered: “No, many

forms of management exist and will continue to exist in society at the same time.” My second

question was: “would the system of trust and a teal worker’s freedom to spend a company’s

money without prior approval of any managers break down either by dishonesty or in times of

crisis?” The text’s answer to the first part was: “the Teal system only works if the wages

provided meet the basic cost of living needs for all of their employees,” (which I took to infer

that teal organization isn’t universal applicable, for example it wouldn’t work at a low paying

place like McDonalds). In questioning the efficacy of teal in times of crisis, chapter 2.3



(processes) addresses it, but barely so. The question of how employees, who can hire and fire

themselves, may behave when their company is on the verge of bankruptcy is acknowledged

as an untested scenario, in the text.The format of the book itself is broken down into three

major sections: Part one is an historical and developmental perspective of organizations; part

two defines: the structures, practices, and cultures of Teal Organizations; and part 3 is about

the Emergence of teal organizations: necessary conditions, how to start a teal organization,

transform a current one, and implications of a teal society.Overall, the book does provide

several insights that I believe truly are revolutionary. First, the system of labeling the different

organizational structures in history into memorable color coding, gives us a vocabulary to

discuss and a mental way to compartmentalize common existent organizational systems

around the world. Secondly, the 12 teal organizations, which are discussed at length, are

remarkable in the fact that they can not only function properly, but also thrive with their bottom

up management with lack of traditional hierarchies.In review, the book was chock full of

insightful statements about the issues inherent in modern success-oriented corporations of

today, provided an eye-opening perspective on a new way to see decentralized, self-managed

business models were managers don’t even exist. I would recommend this text for anyone who

may be interested in either partially changing their business or overhauling it with the

revolutionary teal model, which may improve performance and employee satisfaction. Although

the teal isn’t for every business or for everyone’s taste, the depth of insight gained from this

book makes it worth the read.Useful chapters to take a quick look at are: 1.2, 1.3, 2.2, 2.3, 3.2,

and 3.3”

Megan S., “The main disappointment from Reinventing Organizations is that Laloux declares--

only towards the .... Reinventing Organizations is a book that pushes the limits of how

mainstream society often thinks about the structures and operating principles of nonprofit and

for-profit organizations. It begins by drawing on Spiral Dynamics and Ken Wilber’s Integral

Theory. The foundational assertion of the book is that a new way of collaborating has emerged

with every major stage in human consciousness, resulting in new organizational models. The

organizational models are given names and colors: reactive--infrared paradigm, magic--

magenta paradigm, impulsive--red paradigm, conformist--amber paradigm, achievement--

orange paradigm, pluralistic--green paradigm, and evolutionary--teal paradigm. Each paradigm

has distinct characteristics and marks a different way of operating than the other paradigms.

For example, achievement orange is focused on individual success and results (e.g., profits).

Power and a self-serving drive for success are characteristics of this paradigm. In contrast to

the other paradigms that have come before it, organizations in the evolutionary teal paradigm

have three essential characteristics: self-management (vs. traditional hierarchies), an ethos of

striving for wholeness (bringing one’s whole self into the workplace), and the practice of

listening for evolutionary purpose (actions are informed by adherence to organizational

values).Building on this evolutionary paradigm structure, Laloux discusses his research

findings on 12 teal organizations in both for-profit and nonprofit arenas. At first, the practices

and structures of these organizations seemed radical to me as someone who is new concepts

such as Spiral Dynamics, Integral Theory, and self-management. With that said, the stories of

how these organizations are structured and how they function are fascinating and have

profound implications for how other organizations could operate if the conditions are ripe.

When reading the book, I often felt simultaneously inspired by the possibility of surpassing

“business as usual” using evolutionary teal practices and frustrated that the transformation to

this new paradigm is currently unlikely in most settings given a strict adherence to hierarchy



and power structures.The main disappointment from Reinventing Organizations is that Laloux

declares--only towards the end of the book--that building an evolutionary “teal” organization is

only possible if the CEO and owners/board of directors fully support the structures and

practices of teal organizations. Furthermore, he explains that he has not found an organization

that is segmented with part of the organization functioning with teal practices and the

remaining segments functioning in more traditional, hierarchical ways. While this conclusion is

not surprising, it left me wanting a different outcome from the research. The “consolation prize”

Laloux offers is to encourage organizations with CEOs and owners who do not support teal

practices to strive to create more healthy practices within their current paradigm. There are

many examples throughout the book of practices that could be adapted within the limitations of

green, amber, or orange organizations.The book is easy to read overall, although lengthy at

times and dense in the opening chapters, and is directed toward practitioners, not researchers

or academics. While Laloux presents a substantial list of research questions in the appendix,

he does not describe his methodology or analysis techniques in the book. Anyone who is part

of an organization and open to a different way of operating that enables people to bring a

sense of wholeness to their work should consider reading and applying ideas from Reinventing

Organizations.”

Jon Freeman, “An inspiring leading-edge view, which deserves time and consideration. It's

tough to write a leading-edge book. If it is ahead of its time, there will not be all the evidence

yet. It is also a hostage to fortune - as we learn more, we may find it is not entirely correct.If

Teal organisations were long-established this book would be pointless. Laloux deserves to be

read in the context of where we are. His examples are by and large new and different. The

principles he offers are interesting and worthy of exploration. Some my be inspired by the

vision of what is possible. Other may look at how far most organisations are from this possible

future, how many constraints there are that will prevent change, and how it is unrealistic to

even consider it. Reviews sometimes say as much about the reviewers as the book in

question.Laloux makes use of a simplified version of Spiral Dynamics integral as the

developmental scaffolding for this book. He does not explain that theory and his presentation

is necessarily an over-simplification. To do otherwise would have cluttered the story he is

telling. But as one who knows what lies beneath, I encourage readers to trust that there is

more here than is being supplied. According to that theory, books like this would be showing

up now because our life conditions make it necessary that we find such solutions. It is my

belief in the validity of the underlying theory which makes me confident that Laloux will turn out

to have got a great deal right, and to have signposted the future with some accuracy. Time will

tell.”

Daniel Tenner, “Worth its weight in gold, for founders and culture builders. Almost a year ago, I

was looking for a book that would provide some sense that we are not the only ones trying to

build this sort of open culture. With incredibly luck or serendipity, I stumbled on Reinventing

Organizations and read it cover to cover in a very short time. The book is a gold mine of

practical ideas and concepts that can be applied to your business. Derived from actual

companies rather than theoretical frameworks, it really presents some very solid foundations

on which to build an open culture. We have since bought over 20 copies, and most people in

the company have read it, and we have applied several key concepts from the book and it is

providing us with guidelines for what to try next. It is incredibly that so much value can be

derived from just one book. I cannot recommend this book enough, for all founders and culture-



builders out there. If you’re trying to create an open company culture, this is worth its weight in

gold.”

Mr Robert Ian Mason, “The end of management. A fascinating book that synthesises the

history of organisations around five colour themed models: red, amber, orange green and teal.

The latter colour essentially represents what many would call the spiritual organisation, that

leaves behind performance management based systems (orange) designed to feed or punish

the ego, and sets in train an approach that powers front line workers to make strategically

important decisions. The very concept of 'management' is challenged in the most fundamental

way.”

kat j, “Good book, might be great.. Have not yet finished it but have a feeling I will be coming

back to give it 5 stars. Really interesting read, great case studies and examples. Clearly

written and offers an insight that is less radical than rational given the need to adapt to the

rapid changes in communities and business. Already making me think about how I can apply

some of the learns from this book. It has encouraged me to visit the website which was really

informative, some great links to videos and podcasts expanding my understanding of this

work.  Think I will be recommending to all my leadership team.”

The book by Frédéric Laloux has a rating of  5 out of 4.6. 877 people have provided feedback.
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