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"HIGH STAGE" ORGANIZING ,
® . . ' .
g . . % N .
From Piaget s ea{ly work on cognitive development (Piaget 1948 1952),

. psychological researchers have elaborated a theory of multiplew seguentially

nvariant traniéormations in human. development, as reflected in ~many, if not-all, -

]
‘aspects of life--moral development (Kohlbe:g 1971 1976). faith development

"(Fowler 1981). interpersonal developMe (Selman 1980), ego development (Loevinger

‘ .1976" changing experiences'of time (Wifber 1980) and of power (McClelland 1975),

A
' f ?1%f‘ and changing sources of meaning (Broughton 1978, Kegan 1982). Each succeeding .
.‘fl..ff stage in the invariant sequence is held to be logically more sophisticated and - W‘i

. 4 /
f- 'experientially more embracing, €O that a person at a later stage may\understand i&
”'ﬁthe‘logics and pragmatics'of thelearlier stages,. whereas a person at.an earlier" ' ;;
Q\ ] ._

-

stage cannot understand later stage logics and pragmatics. Empirically,'different

approaches to developmental research all confirm that only a very small percentage

v

of adults achieve the later staées of deyelopment. T » \ .

v

espite the Vvery name of one of jts subr~fields. ("organization devel?pment").

- »

the field of organizational research hag yet to. elaborate and ‘test any theory of
multiple transformations in organizational development of comparable elegahce.

Several semi-inductive, "phase" theories of organizational "life cycles iast v

"(Greiner 1972 Kimberly and Miles 1980, Lippitt and Schmidt 1967 Quinn. and\

\

Cameron 1932), one striking note about qanitatively different systems types~has

been sounded (Pondy 1976), and one distinguished lifetime © f theory and research

» - N ., . 1 \
’ concerning a Single qualitative transformation in individual and orga zational

Iearning continues to unfold (Argyris and Schon 197@ 1978, Argyris 1982) In .

addition, one early formulation of a stage theory of organizational development

3
e

has been offered (Torbert 1974, 1976), but that theory'is distinguished to date»‘
primarily by the 1ack of attention it has a7trac¥ed what we cannot see can.hardly

* attract us, and the claim of developmental theory is prec1sei¥ that we do not look

N

"in. the directic}" of "high stage" organizing, even tm.lgh it surround us, unless’
~

our own personal way - of organizing tealitxéis correspondingly complex and Subtle.

-
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We can get R first glimpse of what this direction may be in organiaational

terms by conttasting "high .stage" modes of organizing to bureS{Lratic organizing;l

Aécording'to the stage theory of organizing that I have gradually been elaborating
(Torbert 1974, 1976, 1978, 1982), there are at least three post-bureaucratic modes

of organizing, named "Openly Chosen Structures," "Foundational Communities," and

*1iberating Disciplines." Whereas Bureaucratic organizing strives for instrumental
N 4 * - '

rationality within a framework of ends, values, and linguistic relations which are

L)

treated as given, all three post-bureaucratic "high stage" modes of organizing
‘gtrive for both constitutive and instrumental rationality, recognizing'thatﬁhuman
organxzxng involves a constant destruction and recreation, not just of spec;fxc

products or services,but also of the frameworks by whlch we 1nterpreb and manzpulate

reality. In The Art of Japanese Management, Pascale and Athos '(1981), are, in effect,

hinting at "high stage" organizing modes when they characterize great companies like
. _ N
Matsushita or IBM as being explicitly concerned with superbrdinate goals as well as

instrumental means, with making meaning as well as money.

The Constitutional structure of the United States government, with its electoral
and legislative procedures for repeatedly test1ng citizens' preferences, and with
its amendment and judicial procedures for repeatedly test1ng whether enforcement

)
actxons, laws, and Constxtutxonal principles are mutually congruent is perhags the

' most'prominent historical’example of the "Openly Chosen Structure" stage of organiz-

3 " ing. - At this stage, the identity of the organization is lodged less in its.specific
N\

. task-structures than in the "deep structure" or underlying contract by which the

surface structures are continually tested, renegotiated, and renewed. Although

few American businesses @gan be said to have achie€ved this stabe of organizing,
S

#4
" Graphic Controls Corporation, of Buffalo, New York, may well qualify as one example

(Clarksoﬂn 1982, Miller 1980, Dowlzng ;977) Organization development 1nterventxons
. . of the past generation have’ almost alwajﬁ ‘1med at helping bureaucratzc stage organi-

( . zations achieve one or re of the ten discrete characteristics of the “Openly‘

3




'Chosen Structurg” ;; .J.x‘.:rt 1974) Over the past twenty-five years, the s

T . EI,

-

uniquely and.uniform;: . Igful industrial;cooperatives in Mondragon, Spain,
have charted perhap . ‘oughly what kinds‘of financial and legal corporate

. ™ Ly R > ) . . '
arrangements serve tol‘ . “Qpenly Chosen Structure" stage organizing s

s

(Ellerman 1982). The "s ;ntract" school of politicaliphilosophy-(givenwnm

modern form by Rawls 1971) exp'icates the principles of "this stage of organizing .

L
a

and implicitly assumes that it is the highest, or deepest, stage of human organiZing.

- f‘@a

But it most certainlg not. “Openly Chosen Structure" organiZing cannot
-78. . v

address the most profound conflicts of blood territory, class, sex, faith, and - .
generations, as the American CiVil War iliustrates in the case of our Constitu-

tionzzgjpgtract, and as the fierce Basque pride that underlies the Mondragon ~'@~~¥vﬁ—

cooperative structures also suggests.~ Even Ee business success of Graphic

Controls Cooperation may ‘be founded in the conffict and reconciliation between the

two brothers who for a time held the pOSitions of President and Chairman of the7_

Board more deeply than ‘in the selection, reward, promotion, production, and

Pl

policy-making structures that have since developed (Clarkson 1982b, Gillespi
1982). The “Openly Chosen Structures" at Graphic are, of tourse, both. import nt S
and distinctive; but the conviction that they are worth bothering with may derjve

from the experience of the top management group that even two brothers, at war .

during a buiiness crisis, can rediscover a dworking relationship.”

* 14
The “Foundational Community" organizing stage is the fire in which funda- \\\\
v .
mentally new political-spiritual possibilities are actualized, the social alchemy ~

by which sleep is transformed into wakefulness, alienation into freedom, crime

. . K *
and becomes the basis of myth. The relationship is that of covenanting, no

.

into law. ‘Action is herdic, humorful, and . impeccably timely--indeed death-deflyi ;-
r 3
of contracting. Organizational members "bet"” their lives as well as their money .
IWhile it is not clear that any historical events fully embody the "Foundational .
Community” stage, the relationship-between~Jesusband his disciples,athe Tibetan

"
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.kingdom of Shambhala (Bernbaum 1980), Gandhi's ashram in India from which the .
- (

leaders of every Indian polxtxcal party of the 1950s emerged (Erxkson 1969), the

Long Harch of the' Chinese Communxsts'xn the' late 19205 (Snow 1973), the bxtth of *
4 -
the Internatxonal Psycho-Analytxcal Assocxatxon (Jones 1961), and the sipultdneou$
> r . .

spxr;tual Journeys , and bus;ness successes of the Beatles in the late 1960s are

among the phenomena which deserve careful study. Ouchi's (1981) notion of "clan"

R Rt b R PP PP PSR F PP ek i S

-

.

- research.

organization as an alternative to markets.and hierarchies in effect represents a

-shadow version of "Foundational Community." Whereaiv clan" organxzxng has ethno-d

A

centric, racist,'sexist, and generally exclusionary and non-self-cr1t1cal qualxtxes,

‘one of the essent1al characterxstxcs of "Foundational Community" organizing 1s an

IS NV SSURUI S PPN RO U

P

,l' - . . .

open 1ny1tatxoh tor;artxcxpate in a c%ntxnulng process of foundatxon-shakxng : ,<

So soon as one fully;appreciate hat, af an appropriate moment in their

development, 1nd1v1dualsﬁagd‘ggg

r&a'

also genu1nely, "reborn" in ways which dramat;cally é’hance fﬁe;r‘résponsiveness~"—~—

'to the econom;c. task-related, polxtxcal, and sp1r1tual nds of their time,

'the question'of:how to foster the development of new gen rations of persons and

- ~

organxzatxons to this point takes on awesome scale. The next stage of orgﬁnizing--.

’ﬂ%hijrtxberatxng stciplines" stage--represents a cont1nu1ng response to this
] :

K}

question, the organizatxonal leadersh1p .attempting to structure members' experience

P \ .v

so as to encourage their movement through the early stages of personal anf organ;za*.

txonal development until they can join in the ”Foundatxonal Communxty whxch

authorxzes the leaders. If 1llustrat10ns of "Foundatxonal Communxty" are dxff;cu!t '

to offer, history to date may have provided us wzth only the merest’shadows of

-

“beeratxng stciplxnes. on the other hand, since organizations at these highest

stages are engaged in the study and choreography of all layers of experxence--

spxrxtual, theoret;cal behavxoral, and external--merely external observatxon of

them can yield no more than shadovs of what 1s actually happenxng to observant

- [

. )
a .
, N
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participants in the organizing process. Hence, the ‘'shadows may result ¥om. our-

restricted research methodologies.- Hampden-Turner's observant participation

in the Sane Asylum "(1976)°, a business that transforms cr:.nu.nals ‘and add:.cts into

' )

" productive workers, 1llustrates the notion of "11berat1ng d:.sc:.plmes" both as

L~

ic-. Al 7
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