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LEADING ORGANIZATIONAL 
TRANSFORMATION 

William R. Torbert 

ABSTRACT 

This chapter focuses on how to identify and encourage second-order, transforma-
tional changes (changes in goals, types of strategy and structure, or changes in as-
sumptions) in persons, groups, and organizations, rather than just first-order 
changes (changes intended to enhance efficiency and effectiveness within existing 
assumptions). 
Developmental theory is introduced as an aid in identifying second-order transfor-
mations and in identifying leaders capable of generating such changes. The body of 
the chapter consists of two extended illustrations. One case shows the lifetime de-
velopment of Pope John XXIII preparatory to his leadership of the Vatican II Ecu-
menical council that generated second-order change in the Catholic Church. The 
second case examines the transcript of a single meeting, in order to portray second-
order transformation 'up close' in a group context. 
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The chapter concludes with a series of questions about how graduate education can 
foster the development of transformational leaders, and how such leaders can come 
to play a central, rather than merely marginal, role in more organizations. 

In the second vo lume of Research in Organizational Change and Development, 
Bartunek and Louis (1988) c o m p a r e and contrast "o rgan iza t ion d e v e l o p m e n t " 
with "o rgan iza t iona l t r a n s f o r m a t i o n . " T h e y argue that the fo rmer has focused 
more on p lanned changes in t roduced by outs ide interventionists , whi le the latter 
has focused more on unplanned changes f r o m within the organizat ion in response 
to cr ises and life cycle cons idera t ions . Of t en the unplanned changes are of a 
second-order na tu re—in other words , they t r ans fo rm the very f r a m e w o r k and as-
sumpt ions of the organiza t ion; whereas the p lanned changes , whatever their orig-
inal intent , are o f t en of a first-order na ture—in other words , they facil i tate 
ach ievement of goals a l ready fo rmula ted by managemen t . 

Bar tunek and Louis raise the quest ion how consul tants and managers intent on 
genera t ing second-order change might learn f rom the "na tu ra l h i s to r i e s " of 
second-order t rans format ions in organiza t ions . O n e approach to answer ing this 
ques t ion is to s tudy leaders w h o have in fact genera ted second-order t ransforma-
tions in organiza t ions , and to ask what their exper ience tells us about e f fec t ive 
intervent ion. Th i s chapter represents such a s tudy. O n c e we have gathered some 
examples of leaders genera t ing organizat ional t ransformat ion , a long with some 
theoretical unders tanding of this p h e n o m e n o n , we can begin to ask how to teach 
other managers and consul tants how to lead organizat ional t ransformat ion . 

T h e first quest ion that ar ises is h o w , val idly, to identify: (1) second-order 
t rans format ions in organizat ions ; and (2) leaders w h o are intentionally cult ivat-
ing such t ransformat ions . M a n y organizat ional changes appear t ransformat ional 
at first, but then turn out not to be . For e x a m p l e , the change f rom U . S . Steel , the 
largest steel c o m p a n y in the U . S . fo r most of this cen tury , to U S X in 1986 cer-
tainly appeared like a second-order change initially. Previously , the company 
had divers i f ied, and the n a m e change seemed to prepare the c o m p a n y for exi t ing 
f rom the steel industry a l together . In Augus t of 1986, the steel workers went on 
str ike. T h e next s teps , h o w e v e r , were huge labor cu tbacks and a profit by the 
second quar ter of 1987, paced by revenues from steel. Hence , the c o m p a n y did 
not change its spots . 

A c lose study of David Roder ick , w h o has served as cha i rman of U . S . Steel 
and then U S X f r o m 1979 through the t ime of this wri t ing (1987) , shows that , 
a l though the content of his goals d i f fe rs f r o m his predecessors (downsiz ing , 
diversif icat ion) , the overal l s t rategy (relying on revenues f r o m steel , use of uni-
lateral p o w e r , a l ternat ion be tween paternalis t ic and antagonis t ic labor relat ions, 
solving economic p rob lems through legislation) remains the same (Nader & 
Tay lo r , 1986). H e n c e , as of late 1987, nei ther the leadership nor the organiza-



t ional s tructure of the c o m p a n y has exhibi ted a second-order t ransformat ion . In-
s tead, the change f rom U . S . Steel to U S X represents a first-order change . 

Even if we could ident i fy with some certainty that an organizat ion had 
undergone a second-order t rans format ion , we are still faced with the equally 
diff icult task of de te rmining w h o , if anyone , is responsible for it. In many cases , 
such second-order organizat ional changes are accompan ied by a change in the 
leadership and/or a change in technology . For example , when I B M entered the 
comput ing industry f rom the tabulat ing industry in the late 1940s and early 
1950s—developing a much s t ronger R & D orientation than previously , changing 
f rom central izat ion to divis ional izat ion, relying on deficit financing for the first 
t ime in three decades , and doubl ing in revenues in three years—it was also 
t ransferr ing leadership f rom T o m Watson Sr. to T o m Watson Jr . (Torbert 
1987a). W h o was the t rans forming leader? Or were both? Or was it neither, but 
rather the interaction be tween the two? Or does the change in technology f rom 
tabulators to compute r s explain all the other changes? Or is a still wider and more 
complex interaction a m o n g situational and leadership variables responsible for 
the successful change? 

These quest ions are not easy to resolve. They point , howeve r , to two indispen-
sible prerequisi tes for the study of how to lead organizat ional t ransformat ion . 
T h e first prerequis i te is a theory that plausibly def ines what const i tutes a genuine 
second-order organizat ional t ransformat ion and what quali t ies of leadership ac-
tion cult ivate such t ransformat ions . T h e second prerequisi te is a methodology 
that locates these , possibly qui te rare , events (Torber t , 1987b). 

THEORY AND METHOD 

T w o bodies of work to date address these two prerequisi tes . The first and more 
mature body of work is that of Argyr is and Schon . Start ing as early as Argyr i s ' 
Intervention Theory and Method (1970) , Argyr is and Schon have e laborated a 
dist inction be tween ' s ingle loop learning ' (first-order change) and ' doub le loop 
learning ' ( second-order t ransformat ion) in persons and organizat ions (Argyris & 
Schon , 1974, 1978). T h e y have shown in empir ical detail some quali t ies of man-
agerial , consul ta t ive , and profess ional behavior that are conduc ive to second-
order t ransformat ion in oneself and in others with w h o m one is working directly 
(Argyr is , 1976, 1982; Schon , 1983). And Argyr is has presented an al ternative 
m e t h o d o l o g y — d i f f e r e n t f r om both quant i ta t ive and quali tat ive approaches as 
these are ordinari ly conceived and p rac t i ced—for finding and s tudying t ransfor-
mational p h e n o m e n a (Argyr is , 1980; Argyr is , Pu tnam, & Smi th , 1985). 

T h e second , less mature body of work address ing the two prerequisi tes of a 
theory and a method appropr ia te for s tudying second-order t ransformat ions is 
this au tho r ' s (Torber t , 1973, 1976a, 1976b, 1978, 1981a, 1981b, 1983a, 1983b, 



1987a, 1987b; Fisher , Mer ron & Torber t 1987; Mer ron , Fisher & Torber t , 
1987). This second body of work was originally inspired by Argyr i s ' dist inctions 
and a t tempts to build on the foundat ion of his work . This second body of work 
also bui lds on two o ther resources—cons t ruc t ive-deve lopmenta l theory and the 
tradit ion of search for an integrat ive quali ty of awareness . 

Constructive-Developmental Theory 

Cons t ruc t ive-deve lopmenta l psychology identifies an ordered series of devel-
opmenta l s tages , each of which is governed by a un ique logic, set of assump-
t ions, and overal l f r a m e w o r k . Deve lopmenta l change f r o m each stage to the next 
involves second-order t ransformat ion . T h e initial l imit ing f r a m e w o r k is de-
throned and b e c o m e s a strategic opt ion , or var iable , within a more inclusive as-
sumpt ive f r a m e w o r k (Kegan , 1982; Koh lbe rg , 1969; Loevinger , 1976; Torber t , 
1987a; T rev ino , 1986; Wi lbe r , 1980). At the late s tages of deve lopment , the per-
son b e c o m e s increasingly aware that there are al ternat ive f r ames , that percep-
tions ( including o n e ' s own) are a lways f r amed by assumpt ions , and that such 
assumpt ions can be tested and t r ans fo rmed . 

Tab le 1 shows the " r u l i n g " and " v a r i a b l e " fea tures of each personal s tage, 
a long with organizat ional paral lels ( the Kegan model is included because he 
formula ted the t ransformat ional logic of stage change ; the Loevinger model 
is included because her empir ical measure is used in the studies summar ized in 
Tab le 2). 

As previously s ta ted, each of the personal and organizat ional stage changes 
indicated in Tab le 1 ( f rom Stage 1 through Stage 8) represents a second-order , 
t ransformat ional change for the person or organiza t ion . Only persons and organi-
zat ions opera t ing at S tages 6 , 7 , or 8 , howeve r , are in a posi t ion to recognize and 
intentionally encourage such t ransformat ions in themselves and in ' younge r ' per-
sons and organiza t ions . At Stage 6 , the person or organizat ion is ul t imately 
commi t t ed , not to one part icular s t ructure, but rather to a principle or d ream of 
se l f - amendment that permi ts it (or others under its guidance) to change an ex-
isting structure. T h e principle itself m a y , howeve r , be held qui te " t i g h t l y " and 
in te l lec tua l ly—may not yet ' d a n c e ' f luidly and flexibly with the infinite c o m -
plexit ies of oneself and of o ther persons , organiza t ions , and envi ronments . At 
Stage 7 , the person or organizat ion becomes fu l ly at tuned to the process of inter-
play be tween t imeless pr inciple and the arts of t imely , ef fec tual act ion. Principle 
need no longer be explici t ly (and perhaps wooden ly or o therwise inopportunely) 
asserted because it is be ing enacted f r o m m o m e n t to momen t . Finally at Stage 8, 
the person or organizat ion b e c o m e s at tuned to a still wider history of intersys-
temic deve lopment that reduces the requi rement that one act one-s idedly on be-
half of t ransformat ional change f rom m o m e n t to m o m e n t . Ins tead, the pr imary 
focus b e c o m e s a quie ter , less visible work of creat ing the institutional condi t ions 
for a s table, long- term cultural commi tmen t to human and organizat ional devel-



Table 1. Developmental Stages 

Stage Kegan Lovinger Torbert managerial stages Torbert organizational stages 

1 Impulsive 
Impulses rule reflexes 

Impulsive Impulsive Conception 
Dream about creating something new 

2 Imperial 
Needs, interests rule impulses 

Opportunistic Opportunist Investments 
Spiritual, network, and financial 

commitments 

3 Interpersonal 
Meeting expectations rules 

interests 

Conformist Diplomat Incorporation 
Products or services satisfy market or 

political constituency 

4 (transition) (transition) Technician 
Internal craft logic rules 

expectations 

Experiments 
Alternative structures and strategies 

tested 

5 Institutional 
Identity rules craft and 

expectations 

Conscientious Achiever Systematic Productivity 
Single structure/strategy 

institutionalized 

6 (transition) Autonomous Strategist 
Principle rules identity 

Collaborative Inquiry 
Self-amending structure to match 

dream 

7 (transition) (transition) Magician 
Process (interplay of principle/ 

action) rules principle 

Foundational Communi ty 
Structure fails, spirit sustains through 

interplay of opposites 

8 Interindividual 
Intersystemic development 

rules process, etc. 

Integrated Ironist Liberating Disciplines 
(Torbert 1978) 



opmen t . As w e will see later, very f ew persons or organizat ions are currently 
found at any of these late s tages . 

T h e reasons for seeking to complemen t Argyr i s ' work with deve lopmenta l 
theory are: (1) Argyr i s ' theory is dualist ic in nature (single loop/double loop; 
Model 1/Model 2); this proper ty of the theory makes it conduc ive to good/bad 
polar izat ion; this proper ty also renders the theory relatively opaque to the 
t ransformat ional j o u r n e y whereby a sys tem that is initially capable only of ac-
cept ing and genera t ing first-order changes (and for which second-order t ransfor-
mat ion is exper ienced as an external disrupt ion of the total system) eventual ly 
becomes a sys tem capable of accept ing and generat ing second-order t ransforma-
t ions; by contras t , the mul t ip le , sequential s tages of deve lopmenta l theory seem a 
likely m a p of w h a t ' s right at each stage and h o w the j ou rney occurs ; (2) put d i f -
ferent ly , d i f ferent persons seem more open or resistant to the possibil i ty of 
second-order t rans format ions , and their stage of deve lopment seems a likely ex-
planat ion for this d i f fe rence ; (3) Argyr i s ' theory is opaque to the issue of t iming, 
which is o f ten thought to be of the essence to e f fec t ive act ion; by contrast , devel-
opmenta l theory provides a m a p that can help to def ine when persons and organi-
zat ions require what type of intervent ions , when they require more d issonance 
and change , when they require more conf i rmat ion and stabili ty. 

Existential Inquiry Toward Integrative Awareness 

T h e third source for this au tho r ' s approach is the tradition of search for an 
integrat ive qual i ty of awareness that uni tes intuition and logic, thought and ac-
t ion, passion and de tachmen t , the inner world and the outer wor ld , the personal 
and the poli t ical , the present and other t imes (Torber t , 1973; 1983a). Al though 
this search is o f t en today associated with Eastern thought ( e .g . , Ouspensky , 
1949; T r u n g p a , 1969), certain s trands of Western political phi losophy (Torber t , 
1974) and ep i s temology (Need l eman , 1982; Torber t , 1976b) also point toward 
this qual i ty of a w a r e n e s s — a s do the latest s tages of deve lopmenta l theory 
(Kegan , 1980; Wi lber , 1980). This qual i ty of awareness , if present , provides the 
'u l t ras tabi l i ty ' (Cadwal lader , 1968) necessary for a sys tem to we lcome transfor-
mat ion when it is cal led f o r — t h e ultrastabili ty which permits a sys tem to detach 
f rom any part icular way of s tructuring its inner and outer world and to funct ion 
non-violent ly as it seeks a more merc i fu l ( inclusive) and jus t (ef fectual ) way of 
s tructuring. This qual i ty of awareness , if present , permits the system to act with a 
t iming that is appropr ia te not mere ly to its o w n goals , but a lso to the goals and 
the deve lopmenta l needs of the interacting set of persons and organizat ions . 
Lead ing organizat ional t ransformat ion would seem to require this quali ty of 
awareness , and persons capable of leading organizat ional t ransformat ion should 
show a special interest in, and ability to throw light on , this quali ty. As suggested 
by the brief descr ipt ions of Stages 6 -8 above , this quali ty of awareness should be 



associated with late stage deve lopmen t . This suggest ion is amplif ied in the fol-
lowing sect ion. 

The Interplay of the Three Bodies of Work 

T h e three sources for this approach to organizat ional t ransformat ion comple-
ment one another . Argyr is and S c h o n ' s theory of action highl ights the distinction 
be tween first-order change and second-order t ransformat ion; it also partially de-
scribes behavioral interventions that cul t ivate second-order t ransformat ions . De-
velopmenta l theory descr ibes d i f ferent s tages f rom which and to which managers 
and organizat ions t r ans fo rm. T h e integrat ive qual i ty of awareness that is the ob-
jec t ive of both Eastern and Weste rn phi losophy gives a leader undistorted access 
to the deve lopmenta l t iming of sel f , o thers , and social sys tems that permits inter-
vention in a t ransformat ive manner ; put d i f fe ren t ly , it g ives the leader a uni t ive, 
dynamic perspect ive that reconci les rather than fur ther polarizes and rigidifies 
d ichotomies such as first-order/second-order, change/s tabi l i ty , and so for th . 
Both the Argyr is and Schon intervention skills and integrative awareness should 
be associated with persons at late s tages of deve lopment , and only leaders at such 
late s tages , with such skills and awareness , should be capable of generat ing orga-
nizational t ransformat ions . This s tudy begins to test these s trong c la ims in an 
initial, i l lustrative fash ion . 

Wha t is initially most str iking about the entire theoretical edifice is that all 
three bodies of work suggest that intentional t ransformat ional action leading to 
second-order change is very rare. Whi le this perspect ive is congruent with the 
Bar tunek and Louis (1988) rev iew, which holds that most p lanned change is of a 
first-order nature , it is in radical contrast to the plethora of consul tants and writ-
ers in the early 1980s w h o have c la imed to p romote and to document t ransforma-
tional changes ( A d a m s , 1984; Bass , 1985; M a c c o b y , 1981; Peters & W a t e r m a n , 
1981; T ichy & Devanna , 1986; W a l d m a n , 1987). Without a s trong theory about 
what const i tutes personal and organizat ional t ransformat ion , the quest ion arises 
whether these s tudies and change e f fo r t s e f fec t or even document the real th ing. 
For example , it has by now been f requent ly noted that a third of Peters and W a -
t e r m a n ' s " e x c e l l e n t " compan ies no longer met their o w n criteria for excel lence 
a mere two years later. 

T h e three bodies of work represented here indicate very clearly jus t how rare 
the process of leading organizat ional t ransformat ion is. Argyr is and Schon report 
that virtually none of the execut ives and other profess ionals they have studied 
exhibit the types of behavior that encourage double loop learning and second-
order , t ransformat ional change (Argyr is , 1982). Five d i f ferent studies of manag-
ers ' ego deve lopmen t found only 6 % at the Strategist s tage of deve lopment 
(Stage 6) , where t ransformat ional change becomes perceivable and potentially 
desirable for the first t ime, and not one single case ( among 484 subjects) of a 



manager at the late Magic ian (Stage 7) or Ironist (Stage 8) stages of develop-
men t , where a person b e c o m e s fu l ly capable of exercis ing t ransformat ional 
p o w e r (see Tab le 2 , f r o m Torber t 1987b). Torber t (1987a) o f fe r s short portraits 
of a f ew internat ionally r enowned leaders (Jean R iboud , C E O of Sch lumberger ; 
D a g Hamar sk jo ld , Secre tary Genera l of the U N ; Gandhi ) w h o may have evolved 
to these late s tages . T h e s tage names themse lves—Magic i an and I ronis t—are 
meant to convey the unfami l ia r qual i ty of the s tages. In addi t ion, the term Magi-
cian is mean t to convey the unfami l ia r , char ismat ic , t ransforming power exer-
cised at that s tage; and the term Ironist is meant to convey an intentional mask ing 
of that t r ans forming p o w e r character is t ic of Stage 8. These quali t ies will receive 
fur ther discuss ion and il lustration in the cases be low. 

T o cont inue the documenta t ion of the rarity of these late s tages, there is as yet 
not one wel l documen ted case of an organizat ion operat ing regularly at 
the Foundat iona l C o m m u n i t y or Libera t ing Discipl ines stages of deve lopment , 
which parallel the Magic ian and Ironist s tages of personal deve lopment (Torber t , 
1987a, o f fe r s the Beat les in the late 1960s as a poss ible example of a Founda-
tional C o m m u n i t y s tage organiza t ion , and the Jesuit Order as a possible example 
of a Libera t ing Discipl ines s tage organizat ion) . T h e lack of such documen ted 
cases is in some part a t t r ibutable to the fact that the theory itself is new. A ques-
t ion can also jus t i f iably be raised whether such late stage organizat ions are in fact 
poss ib le , g iven the current deve lopmenta l distr ibution of individuals . Cer ta inly , 
if such late stage organiz ing is poss ib le , it represents a fu ture step in the evolu-
t ion of the h u m a n species , ra ther than a stage widely opera t ive in the present or 
the pas t . 

Final ly , both Eastern and Wes te rn t radi t ions hold that integrat ive awareness is 
not bough t easi ly , but is at best the occas ional frui t of adult spiritual search and 
discipl ine over a l i fe t ime. 

M e t h o d 

This par t icular s tudy presents two cases of leaders w h o genera te significant 
organizat ional changes . T h e first case begins by ident i fy ing a historically agreed 
upon second-order change in the largest organizat ion in the w o r l d — n a m e l y , the 
t ransformat ion of the Cathol ic Church inaugurated by the Vatican II Ecumenica l 
Counci l (Bar tunek , 1984; K i m , 1980; M c B r i e n , 1973). T h e case studies the per-
sonal deve lopmen t of the chief execut ive of f icer of that t i m e — n a m e l y , Pope 
John X X I I I — t o see whe the r his act ions and reflect ions suggest movemen t to-
ward later s tage deve lopmen t and integrat ive awareness , as this theory predicts 
they should . 

T h e second case begins by ident i fy ing a leader of a smal l , ear ly-s tage organi-
zat ion, w h o is measured at the late Magic ian s tage of deve lopment by 
L o e v i n g e r ' s (1987) Sentence Comple t ion Tes t (the measure used in all five stud-
ies summar ized in Tab le 2). T h e case presents the context and transcript of a 



Table 2. Distribution of Managers by Developmental Position in Five Studies1 

Study 1: Study 2: Study 3: Study 4: Study 5: 
First-Line Nurses Jr. & Middle Senior Sr. Mgrs. & 

Samples Supervisors Managers Managers Top Executives 
and n (37) (100) (177) (66) (104) 

Developmenta l pos i t ions : 
Impuls ive 0 % 0 % 0% 0 % 0% 
Oppor tunis t 0 2 5 0 0 
Diplomat 24 9 9 6 3 
Technic ian 6 8 54 43 .5 47 4 3 . 5 
Achiever 8 31 4 0 33 3 9 . 5 
Strategist 0 4 2 .5 14 14 
Magic ian 0 

0 
0 0 0 

100 100 100 100 100 

1Scoring in all five studies done by professionally trained raters on Jane Loevinger's (1978) Sentence Completion Test of Ego Development measure. 
Study 1 reported in Smith (1980). Study 2 reported in Davidson (1984). Study 3 reported in Torbert (1983). Study 4 reported in Gratch (1985). 
Study 5 done by Quinn and Torbert (1987). Stage names are derived from Torbert (1987a). 



part icular organizat ional meet ing to see whether the leader creates a setting that 
we lcomes organizat ional t r ans format ion , as this theory predicts he should. 

T h e purpose in both cases is to illustrate and ground the theory , rather than to 
support it statistically. Also , if the cases in fact display late stage deve lopment , 
integrat ive awareness , and action conduc ive to second-order t ransformat ions , 
then the concre te i l lustrations themselves should be more informat ive for the 
reader than the abstract theory a lone. 

At the same t ime , each case represents more than a single instance, a single 
i l lustration. Each case is a kind of theory-based , predict ive s tudy. The theory 
predicts that a late s tage leader , exhibi t ing integrative awareness , will be found 
at the source of the t ransformat ional change in the Cathol ic Church occas ioned 
by Vatican II. T h e theory predicts that a late stage leader will create a sett ing 
conduc ive to second-order changes . If e i ther or both of these predict ions is not 
borne out , the validity and use fu lness of the theory is cast into severe doub t . If 
the subs tance of the cases suppor ts both predic t ions , the theory is shown to be 
capable of predic t ing, not jus t in aggrega te , statistical t e rms , but in part icular 
instances. 

Obv ious ly , these par t icular instances are not randomly chosen , but rather cho-
sen by this author . This fact will d iminish our conf idence in the general izabil i ty 
of the results even if they do support the predict ion. H o w e v e r , as a lready pointed 
out , larger , more nearly r andom studies have found no cases of the sort necessary 
to test this theory . Of the two cases reported here , the first represents the most 
obv ious , large scale case of organizat ional t ransformat ion in the past thirty years , 
where good ev idence of the l eader ' s state of mind is avai lable (Pope John kept a 
daily journal ) ; and the second case represents the first instance with which this 
researcher has c o m e into contac t of a subject w h o scored at the Magic ian stage of 
deve lopment and for w h o m behavioral ev idence (tape recordings of group meet-
ings) regarding organizat ional leadership is avai lable . 

T h e s t rengths of the first case are that it concerns a leader and an organiza-
tional t ransformat ion of obv ious social s ignif icance and that the events have 
therefore been documen ted f r o m many points of v iew. In par t icular , the l i felong 
daily journa l of the pope provides material fo r interpret ing what his exper iences 
meant to h i m — h o w , deve lopmenta l ly , he made mean ing at d i f ferent t imes in his 
l ife. T h e weakness of the case is that the excerpts of the p o p e ' s journal presented 
here are so brief and so select ive that the reader cannot be sure h o w much 
conf idence to put in this au tho r ' s interpretat ions. T h e reader can compensa te for 
this weakness by asking what the deve lopmenta l s ignif icance of the vignettes are 
even if they are not generalizable to the rest of the pope's life at that time; and by 
reading the au tho r ' s p r imary source (Hebble thwai te , 1985) or o ther sources to 
explore the viabili ty of o ther explana t ions for the vignet tes . 

The s t rengths of the second case are that the leader has been measured by an 
establ ished deve lopmenta l measure and that actual tape recorded dia logue is pre-
sented, a l lowing the reader to de te rmine for himself or herself whether the 



l eader ' s act ions are unusua l , creat ive , and conduc ive to t ransformat ional learn-
ing by the individuals and the organiza t ion involved. The weaknesses of the sec-
ond case are that only one event in the o rgan iza t ion ' s history c o m e s into focus 
and that the organizat ion is nei ther large nor we l l -known, so the social 
s ignif icance of the act ion is not pre-es tabl ished. As a result , this second case , 
even if intrinsically a valid demonst ra t ion of the theory, will have no more 
s ignif icance than each reader chooses to give it. (It should perhaps be noted that , 
a l though the foregoing sentence may carry an apologet ic tone , developmenta l 
theory sugges ts that no a rgument or illustration has more signif icance than each 
reader chooses to give it .) 

CASE 1: POPE JOHN XXIII 

Pope John XXII I was born Ange lo Roncal l i in the northern Italian vil lage of 
Sot to il M o n t e on N o v e m b e r 25 , 1881 ( these and all the fo l lowing facts and quo-
tations are d rawn f r o m the b iography by Hebble thwai te (1985)) . At the age of 
11, he entered the seminary at Be rgamo , 10 miles away . At 19, Roncal l i gradua-
ted to a seminary in R o m e , spent a year in the mili tary at 20 , then returned to a 
seminary in R o m e until 1905, when he returned to Be rgamo he was secretary to 
the new b ishop and a p rofessor of church his tory. Dur ing World War I, he re-
jo ined the a rmy as Sergeant Roncal l i . In 1920, at the age of 39 , he became na-
tional director of the c h u r c h ' s mission m o v e m e n t , called the Propagat ion of the 
Faith ( " P r o p a g a n d a F i d e " ) . 

In 1925, Roncal l i was ordained a rchbishop and sent to Bulgaria as an apostol ic 
visi tor , a d ip lomat ic role . A f t e r 10 years there , he was sent to Cons tan t inople in 
the same role for another 10 years , through Wor ld W a r II. Therea f te r , his diplo-
mat ic career cont inued with 8 years in France until 1953, w h e n , at the age of 71 , 
he was finally recal led to his nat ive Italy to b e c o m e a cardinal and the patriarch 
of Venice . 

Pope Pius XII died in 1958, and Roncal l i a t tended the conc lave to choose the 
successor , a long with his 50 fe l low cardinals . Not a m o n g the 5 cardinals gener-
ally v iewed as the leading contenders for the success ion, Roncal l i never theless 
b e c a m e Pope John XXII I on the e leventh bal lot , at the age of 76 . In 1959, Pope 
John cal led for an ecumenica l counc i l—the first in 4 centur ies and the first initi-
ated by a p o p e — a n d was met by responses like: " T h i s holy old boy doesn ' t s eem 
to real ize what a ho rne t ' s nest h e ' s stirring u p " (p. 324) . T h e counci l , a f te r much 
s t ruggle and prepara t ion , began on Oc tober 11, 1962, and the first session lasted 
6 0 days . Pope John died of s tomach cancer 6 months later, on June 3, 1963, his 
pontif icate less than 5 years long, the shortest of the twent ie th century until then. 

This skeletal b iography already sugges ts several interest ing aspects of 
Ronca l l i ' s l i fe , the mean ing of which will b e c o m e clearer as we add flesh to the 
s tory. First and fo remos t , w e see that Roncal l i b e c a m e Pope at the age of 76 , 



long af ter most men have ret ired. Second , w e see that throughout his mature 
years , f r o m 4 4 to 71 , he was at a great d is tance f rom the center of power of the 
Cathol ic C h u r c h — f r o m R o m e and the Vat ican . Thi rd , we see that his chi ldhood 
was rural , not u rban . 

Roncalli 's Ch i ldhood 

In tracing Ronca l l i ' s deve lopmen t , w e are helped immeasurably by the avail-
ability of a (virtually) daily journal which he kept f r o m the age of 14 until his 
dea th , with many passages harking back to his earl ier ch i ldhood. O n e of the 
strongest impress ions that these journa l entr ies make is of Ronca l l i ' s predisposi-
tion to think in analogies ra ther than linearly and deduct ive ly , and to knit his life 
together by means of these analogies . For example , one of his earliest memor ies 
is of be ing l if ted on his f a the r ' s shoulders to wi tness a rel igious parade . H e re-
called this on the occas ion of first appear ing in the portable papal chair a f ter his 
inves tment , " O n c e again I a m be ing carr ied , carr ied a lof t by my sons . M o r e than 
70 years ago I was carr ied on the shoulders of m y fa ther at Ponte San Pietro. . . . 
T h e secret of every th ing is to let oneself be carr ied by G o d , and so to carry Him 
[to o t h e r s ] " (p. 12). Here , in the most economica l way poss ible , a m a n ' s per-
sonal l i fe , execut ive role , and spiritual mission are d rawn together by analogy 
into one image of upl i f t ing . 

Ronca l l i ' s very first m e m o r y is f r om the age of 4 when his mother , Mar ianna , 
took h im and his brothers and sisters to a shrine of the Madonna . T h e chapel was 
packed , so she l if ted each of her chi ldren in turn to the window grille outs ide , 
saying to h im , " L o o k , Ange l ino , look h o w beaut i fu l the M a d o n n a is. I have 
consecrated you wholly to her ." From this moment forth, Roncalli could not 
later remember a time when he did not want to be a priest. His l i felong venera-
tion of the Virgin M a r y was a source of perplexi ty and even embar rassment to 
more ' sophis t ica ted ' col leagues later. 

In this pos t -Freudian e ra , we m a y wish to smi le knowing ly and say, " H e r e is a 
chi ld in love with his mother , at the age where he must subl imate his Oedipal 
urge; his mother , Mar ia , o f fe r s h im another Mothe r Mary in w h o m he can safely 
subl imate his l o v e . " This analysis may be t rue, as far as it goes , but it is proba-
bly o f f e red in a reduct ionist ic tone of voice that tr ivializes subl imat ion. Subl ima-
t ion, howeve r , m e a n s , precisely , to e levate (not reduce) , to make subl ime 
(hardly tr ivial , if in fact possible) . In short , the analysis does not penetrate the 
hear t , much less des t roy , the mystery of this first m e m o r y . W h y was the analogy 
be tween the earthly and the heavenly Mary so power fu l fo r Ange lo? How rare to 
find, and b e c o m e true to, a vocat ion at all; h o w much rarer to find a truly subl ime 
vocat ion; how much rarer yet to find it at the age of four! 

Ange lo came to venera te the vi l lage priest , Fr . Rebuzz in i , and it was the latter 
w h o guided his ear ly educat ion and tutored h im one s u m m e r , preparing for the 
seminary at Be rgamo; but so c lear was A n g e l o ' s sense of vocat ion that when 



Rebuzz in i , in a striking ana logy of his o w n , one day said: " D o n ' t be a priest , 
Ange l ino . You see h o w high and sharp this collar is. It d igs into the neck and 
somet imes really h u r t s , " (p. 13) the e f fec t on Ange lo was not at all to deflect 
h im f r o m the pr ies thood, but rather to increase his admirat ion for Rebuzz in i ' s 
unspoken suf fe r ing . 

These stories about Ronca l l i ' s chi ldhood and about his own recollect ions of 
his ch i ldhood show an early sense of vocat ion fo rming , a long with an early sense 
of the discipl ines and costs of that vocat ion . Is an early sense of costly vocat ion 
an attribute c o m m o n to t ransformat ional leaders? The proposi t ion seems plausi-
ble , and we k n o w it to be t rue in the case of o ther m a j o r t ransformat ional leaders 
of the twent ie th century , such as Gandh i (Er ikson, 1969) and De Gaul le (Cook , 
1983). 

Ronca l l i ' s journal begins at the seminary at Be rgamo when he is 14 years old. 
W h a t voice do we hear f rom it? In his first journal entry at the Be rgamo semi-
nary, he t ranscribes the d ic tum about the model priest f r o m the Counci l of Trent : 
" c l e r g y . . . should so order their l ives and habi ts that in their dress , ges tures , 
gai t , and conversa t ion and all o ther mat ters they show nothing that is not g rave , 
control led and ful l of rel igious f e e l i n g " (p. 16). Here the typical teenager is 
seeking to c o n f o r m outward ly to a model of " i n " - — " c o r r e c t " — b e h a v i o r , so 
much so that he does not speak to us in his o w n voice at all , but as the Counci l of 
Trent (or , more precise ly , he makes the Counci l of T ren t ' s voice his own) . Table 
1 shows this stage as the " I n t e r p e r s o n a l " or " C o n f o r m i s t " stage where the per-
son deve lops a self capable of meet ing o thers ' expecta t ions . 

His second journa l entry again makes another voice his o w n , this t ime quot ing 
Ecclesiast icus: " I t is good for a m a n to bear the yoke in his y o u t h , " (p. 17) an 
image to which he re turned 62 years later upon being asked by the Dean of the 
Col lege of Cardinals whe the r he would accept his election to the papacy: " L i s -
tening to your v o i c e , " Roncal l i said as he became Pope John , " I t remble and am 
seized by fear . W h a t I k n o w of my poverty and smal lness is enough to cover me 
with confus ion . But seeing the sign of G o d ' s will in the votes of my brother 
cardinals of the Holy R o m a n Church , I accept the decis ion they have made ; I 
bow m y head be fo re the c u p of bi t terness and m y shoulders be fore the yoke of 
the c r o s s " (p. 285) . T h e image of the yoke , and the sense of cont inuous spiritual 
work , is another ana logy that knits Ronca l l i ' s l ife together . 

This story i l lustrates, as d o the earl ier ones , the s trong strain of analogical (in 
contrast to deduct ive) th inking in Roncal l i . In previous work , this author has pro-
posed that analogical th inking is a prerequisi te for successful double - loop learn-
ing, fo r intentional se l f - t ransformat ion (Torber t , 1987a). Accord ing to develop-
mental theory , t ransformat ions are not pre-medi ta ted and del iberate in the early 
stages of deve lopmen t , but are increasingly sought out at the later s tages. Ana-
logical th inking can d iscover incongrui t ies (lack of analogy) be tween ideal and 
actual or be tween past and present , indicat ing a need to act d i f ferent ly (single 
loop learning) or to r e f r a m e o n e ' s overal l approach (double loop learning) . For 



example , diff icul t ies in l ife are ordinari ly approached as someth ing to avoid , or 
get over as soon as possible; to treat them as a yoke that it is o n e ' s duty to bear is 
immedia te ly to r e f r a m e o n e ' s ent i re approach to t hem. Did Ronca l l i ' s rural chi ld-
hood surround h im with more analogical thinking than an u rban , ' m o d e r n ' set-
t ing would have? Is an early taste for analogical thinking of this kind conduc ive 
to t ransformat ional leadership? Aga in , the proposi t ions seem plausible and open 
toward fu r ther research. 

Final ly , the stories told reveal a tendency in the young boy toward some kind 
of spiritual e f fo r t , and in the elderly man toward an integrat ive awareness 
embrac ing his l ife as a whole . As we examine his later l i fe , w e can explore 
whether or not this kind of integrat ive awareness was the frui t of Ronca l l i ' s spir-
itual work , and whether or not it character ized his approach to all sets of polar 
opposi tes . 

R o n c a l l i ' s Y o u t h a n d Y o u n g A d u l t h o o d 

By the age of 16, A n g e l o ' s posi t ion w h e n at h o m e was becoming a source of 
irri tation, as with most teenagers . S o m e in the fami ly felt his vocat ion served 
h im as an escape f r o m work ing the land. T o his o w n d i smay , there was much 
bicker ing when he was h o m e . 

At the seminary , Ange lo took a set of 'Li t t le Ru les ' devised to regulate o n e ' s 
conduc t and ex tended them with rules of his o w n making until they covered ev-
ery aspect of his wak ing t ime, with dai ly , week ly , month ly , and annual ca tego-
ries. O n a month ly bas is , f o r e x a m p l e , he saw his spiritual director , set as ide a 
day for " m o r e p ro found r e c o l l e c t i o n , " and invited an ' exempla ry you th ' to tell 
h im " w i t h f rankness and chari ty any faul ts he had n o t i c e d " (p. 22) . T o avoid the 
danger of part icular f r i endsh ips , with their secrets , exc lus ions , and jea lous ies , he 
forbad himsel f to touch , push , or chase af ter o thers , or to use the pronoun ' t u , ' 
us ing the fo rmal ' v o i ' instead. W o m e n he avoided al together . 

At this age of con fo rmi ty to g roup norms and of sexual turbulence , Roncal l i 
c o n f o r m e d instead to an ego ideal and dis tanced himself f r o m all part icular rela-
t ionships . T h e apparent except ion was his vi l lage priest , Fr . Rebuzzin i ; but 
Rebuzz in i , as we have already seen , h imsel f served as a paternal ego ideal. One 
Sunday morn ing at M a s s , w h e n Ange lo was 17, he found Rebuzz in i , w h o m he 
had visited the even ing be fo re , dead , having fal len when he tried to kneel . Even 
though his biological fa ther was still a l ive , Ange lo felt o rphaned , hear t -broken, 
turned to s tone. In the fo l lowing days , he would write in his journa l " I a m left an 
o rphan to m y i m m e n s e l o s s " and " i f m y Father has gone , Jesus is still here and 
opens his a rms to m e " (p. 25) . 

H o w e v e r diff icul t it m a y be for the reader to accept the specifics of Ronca l l i ' s 
discipl ines and of his internal mono logue in his journa l , it is important to appre-
ciate h o w unambiva len t , natural , l ively, and conversat ional they were for h im. 
Aga in , a lso, w e see the p o w e r of his analogical th inking, which first replaces his 



biological fa ther with a clerical fa ther , and then , when the latter dies (and , by 
ana logy , G o d too) , replaces all these paternal images with a direct fraternal rela-
t ionship to Jesus . As Rebuzz in i ' s e f fec ts were being cleared up , Roncall i seques-
tered his we l l - thumbed copy of the Imitation of Christ, which he would have 
read to him on his o w n death bed 65 years later. He would live in analogy to 
Jesus , and his ul t imate personal relat ionship through the years would be to Jesus . 

But , how to relate to the wider world of the institutional church , the wider 
world of d iverse fai ths and increasing fa i th lessness , the wider world of war and 
peace? W e r e not Ronca l l i ' s 'Li t t le Ru les ' too parochial and too rigid for such 
chal lenges? W a s there not a dange r that Ronca l l i ' s imitation of Christ would stop 
at external confo rmi ty , retarding rather than fulf i l l ing his o w n deve lopment? 
Would his deve lopment stop at the ' In te rpersonal ' or ' C o n f o r m i s t ' s tage, or 
would he evolve to the more inclusive ' Ins t i tu t ional ' or 'Consc ien t ious ' s tage 
(again , see Tab le 1)? 

All these quest ions were tested in short order when he won a scholarship at 
nineteen to at tend a R o m a n seminary and then spent a year in the a rmy. At the 
seminary , a long with much that was ed i fy ing , lay the temptat ion of treating the 
role of priest , in the words of one of his c lassmates , as " t h e authorized adminis-
trator, in due bureaucrat ic f o r m , of a number of magical gestures which would 
br ing consolat ion to human s u f f e r i n g " (p. 38) . Ronca l l i ' s own 'Li t t le Ru les ' 
m a d e him the author ized adminis t ra tor , in due bureaucrat ic f o rm , of his o w n set 
of r i tuals , so the temptat ion was very real , however sardonic and super ior his 
f r iend may have been contr iving to sound . Moreove r , this " t e m p t a t i o n " was in 
some ways a deve lopmenta l step fo rward to treating a funct ioning organizat ional 
sys tem (an institution) as pr imary and the static no rms of the " C o n f o r m i s t " 
stage as secondary . 

In the a rmy , an exper ience he hated , Roncal l i faced bar rack-room boast ing 
about brothel exploi ts [ " T h e a rmy is a running fountain of pollut ion. . . . W h o 
can hope to escape f r o m this flood of s l ime, unless G o d comes to his aid . . . (p. 
3 4 ) " ] . Here cer tainly Roncall i was faced with the world in its most p rofane 
sense . He spoke of it as " t h e year of con f l i c t s " and as " a real p u r g a t o r y , " but 
scored high marks on the rifle range , was twice p romoted , reported being treated 
with " r e s p e c t and a f f e c t i o n , " and re -emerged f rom the a rmy " u n p o l l u t e d . " 
Unprotected by an external inst i tut ion, he found his internal institution vigorous 
enough to wea ther the (social) e lements . 

His subsequent s tudies in theology and church history, as well as retreats 
based on the Spiritual Exercises of St. Ignat ius ( founder of the Jesuit Order ) , 
brought h im to a new unders tanding of his vocat ion, f ree f rom external imitat ion, 
or bureaucrat ic implementa t ion , of any pre-conceived notion: 

I used to call to mind the image of some saint w h o I set myself to imitate down to the smallest 
detail , as a painter makes an exact copy of a Raphael picture. I used to say to myself: in this 
case St. Aloysius would have done so and so; he would not have done this or that. It turned 



out , however , that I was never able to achieve what I thought I could do , and this worried me. 
The method was wrong . From the saints, one must take the substance, not the accidents , of 
their virtues. . . . I must not be the dry , bloodless reproduction of a model , however 
perfect . . . T h e en joyment of G o d ' s love, the sweet and total abandonment to his will , 
must absorb all else in me or , rather , t ransform and sublimate all the desires of my lower 
nature (p. 40) . 

During his youth and ear ly adul thood , we see Roncal l i taking ser iously, first 
personal , local mode ls and then historical , institutional mode ls in fo rming his 
o w n conduc t . Yet u l t imate ly , at the end of each stage of deve lopment , he pierced 
beyond the mode ls to a direct , internal re lat ionship with Jesus . Both the initial 
mode ls and the explici t , unambiguous movemen t beyond them are deve lopmen-
tally unusual . Mos t people at the cor responding ' In te rpersonal ' and ' Inst i tu-
t ional ' s tages of deve lopmen t m a k e first o ther peop le ' s expecta t ions and then in-
stitutional s tandards their ul t imate reference points . Only later (or perhaps never) 
do they see beyond the local , t empora l , cont ingent reference points to more pro-
found principles o r to historical events of universal s ignif icance. Roncal l i , by 
contras t , t r ans formed beyond his immedia te relat ionships and institutional habi ts 
in the very process of first learning how to manage t h e m — b e c o m i n g truer to his 
c o m m i t m e n t s by second-order learnings that took him beyond his initial interpre-
tations of wha t was required. Perhaps because of this, each succeeding stage of 
his deve lopmen t appears less like a contradict ion of the previous s tage than as a 
cont inuat ion . Here we begin to sense how second-order learning, developmenta l 
t ransformat ion , and integrat ive awareness are mutual ly conduc ive to one an-
other , as suggested by the theory at the outset of this paper . 

A d u l t h o o d a n d Exile 

In 1905, when Roncal l i re turned to Be rgamo as the new b i shop ' s secretary, it 
was a t ime of fierce cont roversy within the Church be tween " M o d e r n i s t s " w h o 
sought to reconci le rel igion and the empir ical sciences and " D o g m a t i s t s " w h o 
rejected such e f fo r t s . In 1907, Pope Pius X , in the encycl ical Pascendi, def ined 
Modernism, c o n d e m n e d it, and threatened excommunica t ion for any w h o op-
posed the encycl ical . 

Just at this t ime , Roncal l i gave a brave speech on " F a i t h and Scientific Re-
s e a r c h . " Whi le d is tancing himself f r om a recent " s t r a n g e movemen t of i d e a s " 
(presumably Mode rn i sm) , he c la imed that a chu rchman , Baronius , the founding 
fa ther of modern church his tory, had been the first to open the field of scientific 
historical cr i t ic ism. 

Roncall i thus found his o w n w a y , s trategical ly, through the eye of the needle , 
at tracting publ ic a t tent ion, de fend ing a possible meet ing ground be tween science 
and fa i th , yet escap ing papal censure . Here was the bud of his reconci l ing minis-
try, the first frui ts of an integrat ive awareness that found ways to say " y e s " to 
both ex t remes of poles o thers exper ienced as hosti le. He had found his unique 



voice , achieving at the age of 26 the Strategist s tage of deve lopment , where only 
14% of the senior execut ives in our samples of Amer ican managers (who are 
typically some 20 years o lder than Roncall i was then) are measured (see Tables 1 
and 2). F r o m the t ime of the " M o d e r n i s t " controversy through Wor ld W a r I and 
his first o f f ice in R o m e as director of Propaganda Fide in the early 1920s, 
Roncal l i cont inued the work of the Strategist s tage, d iscover ing the structures 
and processes that l inked the subs tance of intellectual a rguments and the goals of 
the Cathol ic Church with the wider social fabric of politics and cul ture . 

In 1924, a f te r a landsl ide electoral victory for Musso l in i ' s Fascists , Roncall i 
preached a se rmon at Be rgamo , in m e m o r y of his first b i shop there , in favor of a 
patr iot ism which focused on " j u s t i c e embod ied in l a w " rather than on "mi l i t a ry 
enterpr ises , d ip lomat ic agreements , or economic s u c c e s s e s . " The speech was 
(properly) interpreted as ant i -Fascis t , and Pope Pius XI was intent on good rela-
t ions with the new gove rnmen t , so Roncall i shortly found himself p romoted to 
a rchbishop and ass igned as apostol ic visi tor to Bulgar ia—in short , exi led. 

His t iming was of f f r o m the point of v iew of the prevai l ing powers of the day . 
T o have accepted this as his lesson would have been a fo rm of s ingle- loop feed-
back that could have led to some first-order changes in behavior , appropriately 
propit iat ive of the higher authori t ies , and these in turn might very well have re-
sulted in an early recall f r om exile . Th is , howeve r , does not descr ibe his re-
sponse . 

Start ing at the t ime when he had first heard of his earl ier ass ignment to the 
Propaganda Fide , Roncal l i exhibi ted a pattern that would hold for the remainder 
of his l i fe , whe ther the m o v e appeared external ly as a promot ion or as an exi le . 
Each t ime he would feel initial distaste for the career change . [ " T h i s sudden 
change in m y l ife has left me as tonished and t e r r i f i ed , " (p. 102) he wrote in his 
journal at the t ime of the ass ignment to Propaganda F ide . ] 

Nex t , he would work his way toward obedience . At his retreat prior to being 
ordained as a rchb ishop and going to Bulgar ia , he bor rowed f rom Baronius and 
took as his o w n the motto: " O b e d i e n t i a et P a x , " " O b e d i e n c e and P e a c e . " Obe-
d ience was a basis fo r accept ing the ass ignment to Bulgar ia , which was supposed 
to be brief . But it could not , a lone , sustain the ten long years that he in fact 
languished there. His mission remained unclear throughout ; in R o m e , he seemed 
forgot ten; in Bulgar ia , his movemen t was restricted; and he had no direct minis-
try. He learned Bulgar ian , t ranslated m a n y prayers into Bulgar ian, and traveled 
by train, car , and horseback , when poss ible , to visit the coun t ry ' s small and dis-
persed Cathol ic flock. Angered by the insularity and unresponsiveness of the Cu-
r ia ' s off ic ia ls , he wrote direct ly to the Pope about condi t ions in Bulgaria and 
thereby earned a recall to R o m e where Cur ia off icials repr imanded h im. 

Af t e r obed ience , or inner acceptance of external confo rmi ty , Roncal l i would 
struggle for un i fo rmi ty , or inner peace , and the inner s truggle would lead to ana-
logical insights and deve lopmenta l t ransformat ion . In his 1930 annual retreat , 
Roncal l i found a new perspect ive on the inner discontent that had ensued his obe-



dience . N o w , he found special , addit ional mean ing in the mot to " U n d e r the 
gu idance of obed ience , a lways on the c r o s s . " T o obey is to say " T h y will , not 
m i n e " like Jesus on the cross . T o feel and renounce o n e ' s o w n will is to su f fe r a 
wound ; to be wounded is to d raw closer to the condit ion of Jesus on the cross . 
( " I . . . choose pover ty with Chr is t , rather than riches; insults with Chris t . . . 
rather than honours ; I desi re to be accounted worthless and a fool fo r Chris t , 
rather than to be es teemed wise and prudent in this w o r l d " (p. 130), he wrote in 
his journa l at that t ime . ) 

These formula t ions are , of course , easy enough to say. T o live them is another 
mat ter . H o w ful ly Roncal l i lived them is suggested by his unwaver ing pract ice of 
never so much as convers ing about , let a lone intr iguing to get , another posi t ion. 
This was not mere ly an outer , ethical s tance, but rather an inner spiritual disci-
pl ine against the idle, egotist ical imaginat ion . " I let others waste their t ime 
d reaming about what might happen to m e , " he wrote a f r iend. " T h e idea that 
one would be bet ter of f s o m e w h e r e else is an i l l u s ion" (p. 131). 

Here , Roncal l i has reached the Magic ian stage of deve lopment , when the per-
son apprecia tes that all const ruct ive and product ive spiritual and material work 
beg ins , no mat ter h o w great the su f fe r ing , with acceptance of o n e ' s present posi-
tion in t ime and space . Such acceptance in turn mot ivates a renewed search for 
upl i f t ing , t r ans fo rming p o w e r ( " T h y will , not m i n e " ) . This ' search for the Holy 
Gra i l ' is i tself , as the Grai l legend tells us , what t rans forms a barren k ingdom 
into a f ru i t fu l one . 

At the Magic ian s tage , one exper iences cont inuous t ransformat ion . " T h e 
t ransformat ion f r o m the Strategist s tage (to the Magic ian stage) is f r om being in 
the right frame of mind to having a reframing mind. . . . A re f raming mind con-
tinually ove rcomes i tself , d ivest ing itself of its o w n presupposi t ions . . . (enga-
ging in) an ongo ing jous t ing , at one and the s ame t ime, with o n e ' s o w n attention 
and with the outs ide w o r l d " (Torber t , 1987a; pp . 211 , 213) . 

T o reach this s tage at all is in itself extraordinar i ly rare. The fact that Roncal l i 
reached it in " e x i l e , " where there was little in the way of ou tward arena to 
in f luence—no earthly k ingdom to f r u c t i f y — m a y actually have suppor ted his 
o w n fur ther deve lopmen t toward the Ironist s tage. [During Wor ld W a r II, G en -
eral D e Gaul le was in exi le f r o m France , at the same age as Roncall i was when 
he wrote the fo rego ing words and at a parallel per iod in his deve lopment 
(Torber t , 1987a) . ] 

If Ronca l l i ' s decade in Bulgar ia was ou tward ly mono tonous , his next decade 
in Cons tan t inople , r enamed Is tanbul , was filled with the fo reboding and then the 
actuali ty of Wor ld W a r II; but little more latitude for action on his part . In a 
fiercely part isan wor ld , he cont inued his e f fo r t s to refine his manner of posit ive 
respect fo r all: " H o l y C h u r c h , which I represent , is the mother of nat ions , of all 
nat ions. Eve ryone with w h o m I c o m e into contact must admire in the P o p e ' s 
representa t ive that respect fo r the nationali ty of o thers , expressed with gracious-
ness and mild j u d g m e n t s , which inspires universal trust. Grea t caut ion then , 



respectul s i lence, and courtesy all the t i m e " (p. 183). In short , Roncal l i was 
comple t ing the subordinat ion or subl imat ion or mask ing , not jus t of his ordinary 
personal p re fe rences and m o o d s , but also of the t ransforming p o w e r — t h e charis-
m a — h e now embod ied . So comple te ly did he accompl ish this task that , ironi-
cal ly , his fo remos t impress ion on others was not of a mannered s t i f fness , but on 
the contrary of s implici ty and spontanei ty . This subl imat ion of o n e ' s ent ire per-
sonali ty and charisma to a h igher t ruth, through dai ly and momen t - to -moment 
t ransformat ions of o n e ' s incl inat ions and heartfel t responses , is the core of the 
deve lopmenta l m o v e m e n t f rom the Magic ian s tage to the Ironist s tage (Torber t , 
1987a). 

This at t i tude did invite one significant symbol ic occasion in 1939 when Pius 
XII succeeded to the papacy . Af t e r a service for the new Pope in Is tanbul , 
Roncal l i met with the Or thodox Patr iarch, Ben jamin I, and the two embraced 
and exchanged the " k i s s of p e a c e , " end ing centur ies of enmity and presaging 
Pope J o h n ' s Ecumenica l Counc i l . 

This att i tude also masked some wonder fu l ly humani tar ian act ions that, appro-
priately, c a m e to light only later. For example , he s igned stacks of Cathol ic bap-
tismal cert if icates to be smuggled into Axis-control led countr ies and made out 
there to J e w s , in order to protect them f r o m concentrat ion c a m p s and gas cham-
bers . 

Af t e r 20 years of obscur i ty in Sof ia and Is tanbul , Roncal l i was suddenly called 
to France , the most visible and important of all the Va t ican ' s d ip lomat ic posts . 
This was , howeve r , no reward . He was chosen in haste as a temporary s topgap , 
a f ter the first choice for the posit ion decl ined on grounds of heal th. One reporter 
asking about Roncal l i at the Vatican was told: " H e ' s an old f o g e y " (p. 201) . 
Never the less , he spent 8 years in the post and left only when he finally received a 
pastoral appo in tment in I t a ly—as patriarch of Ven ice—along with elevat ion to 
the purple cap of cardinal . 

Al though ou tward ly more cha l lenging , the story of these years is not retold 
here because the fu ture p o p e ' s inward deve lopmenta l format ion was already 
comple te . 

The Fruit of Exile 

Doing little and speaking of that little still less, Roncall i became what Cardinal 
Bacci later called for at the opening of the 1958 papal conclave: 

W e need a pope gif ted with great spiritual strength and ardent chari ty. . . . He will embrace 
the Eastern and Western Church . He will belong to all peoples , and his heart must beat espe-
cially for those oppressed by totalitarian persecution and those in great poverty. . . . Rather 
than someone w h o has explored and experienced the subtle principles belonging to the art and 
discipline of d ip lomacy , we need a pope w h o is above all holy, so that he may obtain f rom 
God what lies beyond natural gifts . . . (p. 281) . 



Ironical ly, Roncal l i had spent 28 years as a Vatican d ip lomat , yet no one mis-
took h im for a profess ional d ip lomat . He was clearly " a fool fo r C h r i s t , " a 
subl ime ca tegory that , as we have already seen , some persons could not easily 
dis t inguish f r o m mere fool i shness . Al though his election to the papacy was 
accompan ied by a wave of good fee l ing , the ' smar t m o n e y ' had it that he would 
play mere ly a t empora ry care taker role . 

But Roncal l i began surpris ing people f r o m the m o m e n t he announced his cho-
sen n a m e , Pope John XXI I I . Despi te its many posi t ive associat ions (John the 
Baptis t , the Apos t le John) , it was a d i shonored n a m e — t h o u g h no one present 
(other than he) recal led the fact as John named h imsel f . John XXIII had been 
used by an Av ignon ant i -Pope , a pirate w h o had massacred , chea ted , and per-
ju r ed his way to the papacy at the t ime of the split in the Cathol ic Church prior to 
the Refo rma t ion (p . 286) . T h u s , Ronca l l i ' s very choice of n a m e had a reconcil-
ing, heal ing , t r ans fo rming , resurrect ing func t ion across the long history of the 
insti tution. 

His next publ ic act , be fo re s leeping his first night as pope , similarly pro-
c la imed his reconci l ing minis t ry . H e asked Monse igneur Tard in i—the conserva-
tive p o w e r in the Cur ia and the very ep i tomy of the institutional perspect ive that 
had ' ex i l ed ' Roncal l i fo r most of his career , Monse igneur Tardini w h o could 
have expec ted nothing bet ter than to be exi led in t u rn—to b e c o m e his Secretary 
of State . He thus signalled his w e l c o m e of any w h o might consider themselves 
enemies into an in t imate , cont inuing conversa t ion . 

As both these m o v e s sugges t , a p ro found t ransformat ion of an institution with 
mil lenia of history is not accompl i shed by fighting or denigrat ing or obscur ing 
that his tory, but ra ther by marry ing o n e ' s present act ions to that history in a crea-
tive way . Rather than split t ing oppos i tes , Ronca l l i ' s integrat ive awareness in-
vited them together . 

Pope J o h n ' s proposal fo r the Vat ican II Ecumenica l Counci l was as surpris ing 
as the act ions jus t descr ibed . N o counci l had been called s ince the Refo rma t ion , 
and it was c o m m o n l y a s sumed that , s ince that counci l had been called despi te the 
pope , and s ince a counci l was imposs ib le to control in a unilateral f ash ion , no 
pope—leas t of all an old , care taker p o p e — w o u l d call one . J o h n ' s o w n , trusted 
confessor , Capovi l l a , a rgued against its many hazards and urged him to build on 
his s t rengths instead, in par t icular " t h e talent or charisma of paternity that you 
undoubted ly p o s s e s s " (p. 308) . John prayed on this advice for several days , then 
replied: " T h e t rouble is, D o n Lor is , that y o u ' r e still not de tached enough f rom 
s e l f — y o u ' r e still concerned with having a good reputat ion. Only when the ego is 
t rampled under foo t can one be fu l ly and truly f ree . Y o u ' r e not yet f ree , Don 
L o r i s " (p. 308) . T h u s , mos t pointedly , did Roncall i r e fuse to rely on his cha-
r i sma, or treat it as his secur i ty , but rather threw it s t ra ightway back onto the 
larger , impersonal fire that b e c a m e the ecumenica l counci l . 

These three small but s ignif icant vignettes f rom the beginning of J o h n ' s 
papacy illustrate the role of integrat ive, reconci l ing awareness—reach ing out 



across the centur ies and across institutional d iv i s ions—and a late stage sensibil-
i ty—subordina t ing ego to higher spiritual and wider social t ru ths—in prepar ing 
the ground for a r e f raming of the Cathol ic Church such as it had not exper ienced 
since the Coun te r -Refo rmat ion . 

The foregoing story of Pope J o h n ' s earl ier l i fe , a long with the analysis of his 
unusual way of resolving earl ier s tages of deve lopment and his unusualness in 
reaching the latest, Ironist s tage , suggests the subtle quality and l i fe t ime scale of 
the existential inquiry required to attain the rare degree of personal evolut ion and 
integrat ive awareness that genera tes organizat ional t ransformat ion . 

This case il lustrates, and becomes a single conf i rmat ion o f , the theoretical 
c la im that only a leader o r interventionist at such a late stage of personal develop-
ment is likely to help an organizat ion successfu l ly engage in a second-order 
t ransformat ion . 

CASE 2: AN EVENING AT THE THEATRE 
OF INQUIRY 

The second case is virtually the mir ror - image opposi te of the first case . T h e 
leader is a n o n y m o u s , the organizat ion small and unknown; the case spans an 
hour and a half of one even ing rather than a l i fet ime; the pr imary ev idence is the 
tape transcript of one mee t ing—the action i t se l f—rather than document s that of-
fe r d i f ferent percept ions and changing interpretat ions of act ions. 

In this case , we start with a person w h o is measured at stage 5 /6 on the 
Loevinger (1978) Sentence Comple t ion Tes t , cor responding to what this au thor 
calls the Magic ian s tage (Loev inger ' s stage 5 — A u t o n o m o u s — c o r r e s p o n d s to 
this au tho r ' s Strategist stage; her stage 6 — I n t e g r a t e d — c o r r e s p o n d s to this au-
thor ' s Ironist s tage; her 5/6 transit ion [as recently redefined by Cook-Greu te r 
(1987)] cor responds to this au tho r ' s Magic ian stage) . In this case , then, we begin 
with a leader scored as a Magic ian by a measure that has been shown to discr imi-
nate a m o n g d i f ferent manager ia l dec i s ion-making and act ion-taking styles in a 
statistically significant manne r (Mer ron , F isher , & Torber t , 1987). As already 
noted , howeve r , the earl ier studies found no one at the Magic ian or Ironist s tages 
of deve lopmen t . Hence , the quest ion here is whether someone measured at the 
Magic ian stage creates organizat ional events that: (1) encourage part icipants to 
b e c o m e aware o f , test , and possibly r e f r ame their ways of work ing—tha t gener-
ate double - loop , t ransformat ive learning and deve lopment toward integrat ive 
awareness ; and also (2) genera te organizat ional t ransformat ion . 

This part icular leader had started a not-for-profi t educat ional organizat ion 
cal led The Thea t re of Inquiry. T h e purpose of T h e Theat re of Inquiry was to 
illustrate and teach what kinds of action create a cont inuing inquiry about the 
legi t imacy and e f fec t iveness of the fundamenta l assumpt ions governing: (a) per-
sonal pat terns of daily activity; (b) organizat ional pat terns of work; and (c) publ ic 



set t ings. T h e organiza t ion sponsored three types of activit ies, Action Work-
shops , Bus iness /Schools , and Publ ic Pe r fo rmances . 

Act ion W o r k s h o p s , which brought 8 -10 persons together for an hour and a 
half each week at $10/person/sess ion , focused primari ly on what quali t ies of per-
sonal thought , fee l ing , and m o v e m e n t faci l i tated inquiry in the midst of daily 
activit ies. 

Bus iness /Schools , which brought together 15 people one evening a week at 
$10/person/sess ion , focused pr imari ly on learning how to start o n e ' s o w n busi-
ness , asking what one really wished to do and whether one was accompl i sh ing it, 
by actual ly starting a bus iness together and s tudying the process of do ing so . 

A monthly Publ ic Pe r fo rmance , each t ime n e w , brought together audiences of 
20-150 at $2/person for three-act plays that began in a traditional fash ion , opened 
into a (noncoerc ive) invitation to the audience to jo in in the act ion, and ended 
with a conversa t ion a m o n g all present ques t ioning the s ignif icance of what was 
occurr ing . 

In short , the very purpose of The Theatre of Inquiry was to create sett ings in 
which ques t ioning of assumpt ions and double loop learning could occur in the 
midst of ac t ion—set t ings in which second-order t ransformat ional change could 
occur . 

So far , so good . T h e leader was espous ing an organiz ing process that sounds 
consis tent with what a Magic ian s tage person may be supposed in theory to 
value. As in the case of Pope John , howeve r , we can say that it is easy enough to 
espouse such values . T h e interest ing quest ion is whe ther this leader in fact en-
acted a t rans forming process . W e test this by examin ing substantial port ions of 
the tape transcript of one Act ion W o r k s h o p , the fourth in a series for this part icu-
lar g roup of par t ic ipants . 

O n e Action W o r k s h o p Session 

T h e leader had asked the g roup at the end of the previous session to enact an 
ad agency dur ing this sess ion , treating h im and The Theatre of Inquiry as a cli-
ent . This f r a m e , he expla ined , could legit imize their learning about The Theat re 
of Inquiry as act ively as poss ib le , whi le potential ly helping the leader resolve 
some basic d i l e m m a s about adver t is ing the organiza t ion . He told the g roup he 
would tape record the session and o f f e r them an analysis two weeks later, fo-
cus ing on the degree to which their act ions appeared to encourage or d iscourage 
t imely , fundamenta l inquiry within the group [the data presented be low were 
original ly col lected in this way (The Theatre of Inquiry, 1978)]. 

Upon enter ing the w o r k s h o p the fo l lowing week (a large studio with exercise 
mats and cush ions) , the leader/cl ient found the room arranged with table , name 
cards , and flip char t , the g roup having b e c o m e the A C E Ad Agency (Abstract 
Const ruc t ion Enterpr ises) . T h e conversa t ion began as fo l lows: 



A C E 1: Wel l , here we are. N o w , what is it that you would like to talk to us about? 

TOI : Wel l , I have this o rgan iza t ion—The Theatre of Inquiry—that I 've tried to give you 
some slight introductions to already by the literature that I gave you and really all the experi-
ences y o u ' v e had related to it until this momen t , which admittedly isn ' t very much. I ' m trying 
to find a way of making this organizat ion accessible to other people . The way we usually do 
this in this culture is advert is ing. So I thought I 'd go to an ad agency and ask about it. N o w , 
I ' ve already made some effor ts to advert ise, and this is an ad that appeared in The Real Paper. 
They reduced the top piece so that , as you can see, " T h e Theatre of Inqu i ry" can hardly be 
seen. The next week they fixed that. They also ran the wrong phone number on that ad . Con-
sequent ly , everybody called an old lady with a foreign accent who had her phone discon-
nected the second day of the week in quest ion. The next ad fixed that up, but it only drew six 
or eight phone ca l l s—and it had cost $160 to run. This week w e ' v e run two smaller ads. 

A C E 1: These were in another newspaper? 

TOI : No , these are also ads in The Real Paper. . . . You can give me your own opinions 
about them. There is something fundamenta l ly problematic about whether one can advertise 
T h e Theatre of Inquiry. So much depends on the persons themselves determining to create the 
space in which T h e Theat re of Inquiry operates that as soon as one moves into a flat advertis-
ing med ium which just g ives an external package , one loses the essence of it. In a certain 
sense , my view would be that you have to ac tua l ly—a person would have to have an experi-
ence of being in The Theat re of Inquiry to have any chance of sensing what it was and being 
attracted to it. 
A C E 1: I think we all have a lot of quest ions that w e ' d like to ask you. I t ' s usually our 
practice to have a fairly open conversat ion. O n e of the quest ions w e ' d like to put to you is 
whether or not we might be on some kind of a first name basis? 
TOI : I a lready feel as if I am on a first name basis. (ACE members turn cards to show first 
names . ) 

A C E 1: I think it would be helpful for us to hear how you see a concise way of expressing 

what audiences would be desireable, whether you would consider anybody at all as appropri-

ate. 

TOI : No , I 'd say that I ' d only consider adults appropriate . 

A C E 1: But beyond that, are there any more specific characterist ics of the potential clientele 
that you have in mind . And if so , I think that will have a great bearing on how the message is 
presented and in a sense how the product ought to be defined in that . . . 

A C E 2: Yeah , I think tha t ' s a good point . 

TOI : Wel l , I think if we were able to be clear about what an adult is that we would have 

limited it immensely right there. Because . . . 

A C E 1: W e ' r e talking about the cus tomers now? 

TOI : U m h m . 

A C E 1: What is an adul t? A col lege student and older? 

TOI : Wel l , I really doubt that a col lege s tudent , unless i t ' s somebody w h o ' s already been 
out in the world . . . a col lege student is almost surely not an adult . If you el iminate them, I 
think adults will be found within the group over 22 , but my sense is that they would be a very, 
very small number of that group. 



A C E 1: I wonder if that might not be a policy mistake f rom the market ing point of view in 
that i t 's well known that people w h o are, le t ' s say, in their late adolescence w h o might not 
consider themselves to be adults really have a greater percentage of discretionary capital to 
invest in self-realization than people w h o are somewhat older and somewhat more commit ted 
financially. 

A C E 2: Excellent point . 

A C E 3: The other quest ion is whether we want to talk about adults as being something re-

lated to biological years , or whether maybe an adult has another meaning? 

A C E 4: In other words , this could be hot on the campus if we play our cards right! 

The reader will note several character is t ics of the foregoing d ia logue . First , it 
quickly becomes evident that , unl ike the leader/cl ient , the member s of the g roup , 
in enact ing the ad agency , have chosen to play roles dissociated f rom their per-
sonal exper iences , pre tending that they d o not already know the leader/client and 
the organizat ion ( " O n e of the quest ions w e ' d like to put to you is whe ther or not 
we might be on some sort of first n a m e b a s i s ? " ) 

Second , only in the final c o m m e n t s do the member s of A C E address one an-
other . Of the first 81 c o m m e n t s dur ing the meet ing , the first 26 consist of ex-
changes be tween one m e m b e r of A C E and the leader/cl ient , and al together the 
leader/cl ient makes 38 of the 81 c o m m e n t s . T h e dominant m o d e of the g roup , in 
o ther words , is that of seeking informat ion f rom the leader/client as though he 
alone has relevant exper ience and informat ion . W h e n the g roup breaks this mode 
to speak to one another , the e f fec t is to avoid a personal , qual i tat ive quest ion 
(who is an adult?) in order to make asser t ions about quanti ty (the number of ado-
lescents with 'd iscre t ionary cap i ta l ' ) . Th i s sort of th inking and action could con-
ceivably lead the g roup to redef ine the whole enterprise so that it could be " h o t 
on c a m p u s , " i rrespect ive of whe ther such a redefinit ion betrayed the original 
purpose of the organizat ion or led to unethical e f fec t s . 

T h e g r o u p ' s fundamenta l assumpt ions under ly ing this early part of the meet ing 
seem to be: (a) that there is a k n o w n pre-def ined product ; (b) that the purpose of 
advert is ing it is to sell it to the wides t possible market ; (c) that the advert is ing 
p rob lem has a de te rmina te solut ion deducib le through close analysis ; (d) that this 
analysis is best kept impersonal , external ized; and (e) that none of the above as-
sumpt ions need to be ques t ioned . 

This set of assumpt ions const i tute a f r a m e w o r k that cor responds very closely 
to the s tage of organizat ional deve lopmen t cal led Systematic Productivity (see 
Tab le 3). 

Transforming the Quality of Inquiry at the Meeting 

In the second half of the meet ing , these assumpt ions are ques t ioned , and the 
pattern of the g r o u p ' s act ion quali tat ively changes . Let us return to the t ranscript , 
number ing the c o m m e n t s to aid later analysis: 



Table 3. Cha rac te r i s t i c s of T h r e e La te S t ages of O r g a n i z i n g * 

T h e S y s t e m a t i c Produc t iv i ty S t age 

(a) a t ten t ion is l eg i t imate ly focused on ly on the sys t ema t i c p rocedure s fo r a c c o m p l i s h i n g the pre-
de f ined t ask ; 

(b) marke tab i l i ty o r pol i t ica l viabi l i ty of the p roduc t o r se rv ice , as m e a s u r e d in quant i t a t ive 
t e r m s , is the ove r r i d ing cr i te r ion of success ; 

(c) s t anda rds , s t ruc tu res , and ro les are t aken fo r g ran ted as g iven and f o r m a l i z e d , usual ly in de -
d u c t i v e , p y r a m i d a l t e rms ; 

(d) real i ty is usua l ly and mos t eas i ly c o n c e i v e d of in d e d u c t i v e t e r m s as d i c h o t o m o u s and c o m -
pet i t ive; w i n - l o s e , r a t iona l - emot iona l , l e ade r - fo l l ower , pe r sona l -p ro fe s s iona l , prac t ica l -
theore t ica l ; 

(e) cr i t ical issue: w h e t h e r ear l ie r d e v e l o p m e n t has p rov ided a s t rong and appropr ia te ana log ica l 
s y s t e m that f r a m e s , and is not d i s tor ted b y , the deduc t ive s y s t e m s d e v e l o p e d du r ing this 
s tage . 

T h e C o l l a b o r a t i v e I n q u i r y S t age 

(a) expl ic i t sha red ref lec t ion abou t the co rpo ra t e d r e a m / m i s s i o n and ac tua l i ty /h is tory in the w i d e r 
socia l con t en t ; 

(b) open ra ther than m a s k e d in te rpersonal re la t ions , wi th d i s c lo su re , suppor t , and c o n f r o n t a t i o n 
of appa ren t va lue d i f f e r e n c e s ; 

(c) sy s t ema t i c eva lua t ion and f e e d b a c k of co rpo ra t e and individual p e r f o r m a n c e on mul t ip le indi-
ces ; 

(d) d i rect f ac ing and c rea t ive resolu t ion of p a r a d o x e s ( w h i c h o the rwi se b e c o m e polar ized 
conf l ic t s ) : i nqu i ry -p roduc t iv i ty , f r e e d o m - c o n t r o l , quan t i ty -qua l i ty , e tc . 

(e) in teract ive d e v e l o p m e n t o f , and c o m m i t m e n t to , un ique , s e l f - a m e n d i n g s t ra tegies and s truc-
tures appropr i a t e to this par t icu la r o rgan iza t ion at th is par t icu lar his tor ical m o m e n t . 

T h e F o u n d a t i o n a l C o m m u n i t y S t age 

(a) pol i t ical f r i c t ion wi th in o rgan iza t ion and wi th d i f f e ren t n o r m s of behav io r in w ide r env i ron -
m e n t s ; 

(b) regu la r , p e r s o n a l , sha red research on re la t ions a m o n g spi r i tua l , theore t ica l , and behav iora l 
qua l i t ies o f e x p e r i e n c e ; 

(c) s t ruc tu re fa i l s ( ' d i e s ' ) , phoen ix r ises f r o m the a shes , shared pu rpose (spir i t ) revea led as sus-
ta in ing ; 

(d) t r a n s c e n d e n c e of p re -ex i s t ing cul tura l ca t egor i e s , apprec ia t ion of c o n t i n u o u s interplay of op -
pos i tes : ac t ion / r e sea rch , sex /pol i t i cs , p a s t / f u t u r e , symbo l i c /d i abo l i c , e t c . ; 

(e) n e w e x p e r i e n c e s o f t ime: h i s - s tory b e c o m e s my-s to ry ; in terplay of c rea t ive t ime l ines s , t ime-
less a r c h e t y p e s , and t i m e b o u n d n e e d s . 

T h e s e characteristics are drawn from Torbert, Managing the Corporate Dream (Dow Jones-Irwin. Homewood IL. 
1987) and Creating a Community of Inquiry (Wiley. London. 1976). 

A C E 1 ( # 8 2 ) : W e ' v e been b ra in s to rming in e f f e c t as to wha t is the best w a y to get the 
p roduc t ac ros s . W e ' r e all a s s u m i n g that w e k n o w wha t the p roduc t is, and m y sense is that 
w e ' r e he re to get a s wel l unde r s tood as w e poss ib ly c a n — w h a t is it? W h a t is this p roduc t ? 
W h a t are w e t ry ing to adve r t i s e? T h e n w e can talk abou t m e t h o d s , and b ra ins to rm m e d i a and 
all the res t , but I w o u l d sugges t and I ' d l ike to see h o w o the r peop le feel abou t it , that w e 
spend this last half real ly t ry ing to ze ro in on wha t is th is p roduct that w e ' r e ta lk ing abou t . 



T O I ( # 8 3 ) : I guess my feel ing is increasingly that w e ' r e not going to move any closer to it 
unless we see it not as a task of your quest ioning me about the product , but of our asking 
ourselves together s ince, in fac t , you d o have a certain acquaintance of i t—more in fact than 
almost anyone else in the wor ld , however little that may be. . . . 

A C E 2 ( # 8 4 ) : I agree , and I think we should try to help each other as we move along. But I 
think i t ' s critical that you d o take the primary role here in terms o f — y o u ' r e coming to us with 
a product . 

T O I ( # 8 5 ) : Wel l , the metaphor of a product may be a terrible mistake. It is closer to a bit of 
informat ion, and yet it really isn ' t a bit of information either because a bit of information is 
the sort of thing you can assimilate within your exist ing view of the world . And what I am 
exper iencing is that quali ty which throws my view of the world into quest ion, which makes 
the world feel fundamenta l ly unknown. T h a t ' s what I hope to sell people—that they would 
want to be able to see the world as more unknown than they do f rom moment to moment . 

A C E 4 ( # 8 6 ) : W h y ? 

T O I ( # 8 7 ) : Huh? 

A C E 4 ( # 8 8 ) : W h y ? 

T O I ( # 8 9 ) : Because the assumption that I know the world right now is a mistake. For exam-
ple, top execut ives need to learn how to create a c l imate around a table, as we are trying now, 
where they admit to themselves that they don ' t know what they ' re doing—that as they ac-
quire , merge , and divest they don ' t know what the identity and primary purpose of their com-
pany is anymore , also that they don ' t know what their c o m p a n y ' s human and environmental 
e f fec ts are. Social scientists and therapists need to write and talk in ways that make people 
realize that there is something much more unknown about human process than any current 
models acknowledge . Otherwise , people use knowledge to create boring, repetitive relation-
ships that fit their categories of knowledge and snuff out any real, living exchange . 
A C E 3 ( # 9 0 ) : Yeah , this puts an ad agency in a difficult posit ion. You ' r e in a sense asking 
the ad agency to define your product , which is someth ing that w e ' r e not accustomed to doing. 
If you know your product and can stand behind it and give us some clues, we can probably 
sell it fo r you . 

T O I ( # 9 1 ) : But I can ' t understand how you can talk like that. I ' ve just told you three com-
pletely di f ferent lines of approach to The Theat re of Inquiry, and you ' r e telling me I ' m not 
telling you anything. 

A C E 3 ( # 9 2 ) : Your statement was that we , like other top execut ives, are a gathering which 
is fumbl ing to determine what the product is, having admitted that we cannot define the prod-
uct . 

T O I ( # 9 3 ) : And I used that as a posit ive illustration of what The Theatre of Inquiry is, what 
kind of condi t ions it str ives to create . 

A C E 4 ( # 9 4 ) : T h e quest ion for me is, first of all , why am I here? What am I coming here 
fo r? And you know, why would anybody else c o m e ? What motivates somebody to come into 
the unknown? In o ther words , am I here to become conscious , or to become conscious of 
interpersonal relat ionships, or maybe none of us really know why we ' r e here. You know, 
what about that si tuation? I mean , we don ' t know why w e ' r e here, and yet w e ' r e still here , 
you k n o w , in a search for why w e ' r e here. 

A C E 3 ( # 9 5 ) : Y o u ' r e asking me? 

A C E 4 ( # 9 6 ) : I ' m asking e v e r y b o d y — w h y are we here? 

A C E 3 ( # 9 7 ) : I would like to step outside the situation we are in right n o w . and pose a 
d i l emma I have which is . . . 



A C E 5 ( # 9 8 ) : Y o u c a n ' t s t ep out of the s i tua t ion . I m e a n , h o w can you s tep out of wha t w e 

a re? 

A C E 3 ( # 9 9 ) : I c a n ' t s t ep out o f i t—I w o n ' t say I ' m s tepp ing out of it. L e t ' s jus t leave it at 

the fac t that I ' m hav ing a d i l e m m a he re . . . 

A C E 6 ( the w i f e of 3) ( # 1 0 0 ) : Be b r a v e , 3 . 

A C E 3 ( # 101): . . . wh ich is that w e had e n v i s i o n e d — o r at least I h a d , and that w a s p roba -

bly m y mi s t ake in i t i a l ly—a role p l ay ing s i tuat ion w h e r e , wh ich w a s init ially c rea ted by T O I , 

w h e r e w e w o u l d be an ad a g e n c y and w e w o u l d be p lay ing the role o f ad men gri l l ing T O I . 

W e h a v e go t ten t h r o w n o f f th is t rack and w e ' r e not . . . 

A C E 5 ( # 1 0 1 ) : I d o n ' t ag ree wi th that . . . 

A C E 3 ( # 1 0 3 ) : Y o u d o n ' t ? 

A C E 5 ( # 1 0 4 ) : . . . I m e a n , p rec i se ly , wha t you're d o i n g . . . 

A C E 7 ( # 1 0 5 ) : Is t ak ing us o f f the t rack . . . 

A C E 4 ( # 1 0 6 ) : I d o n ' t wan t to be m o v e d f r o m w h e r e I a m , wh ich is part of an ad agency 
dea l i ng wi th a potent ia l c l i en t . 

A C E 3 ( # 107): I ' m c o n f u s e d by T O I ' s unwi l l i ngnes s o r inabil i ty to r ecogn ize us as wha t he 
de f ined us a s , w h i c h is an ad a g e n c y . W e h a v e b e c o m e conspirators in de f in ing this n e b u l o u s 
p roduc t . 

A C E 4 ( # 1 0 8 ) : T h a t ' s o u r p r o b l e m , t h a t ' s o u r p r o b l e m . T O I is here to talk to us abou t 
adve r t i s ing his p roduc t . A p roduc t m a y not be the r ight m e t a p h o r — w e ' v e got s o m e of his 
r e a sons w h y t h a t ' s not the r ight m e t a p h o r . W e ' r e m o v i n g a long in the p rocess o f ope ra t ing , 
o f t ry ing to u n d e r s t a n d the p roduc t and the p a r a m e t e r s wh ich will lead us to b ra ins to rm 
bet ter . . . 

A C E 3 ( # 1 0 9 ) : O k a y . 

A C E 4 ( # 1 1 0 ) : I th ink i t ' s o u r p r o b l e m as m u c h as it is T O I ' s . 

T O I ( # 1 1 1 ) : A n d i t ' s a l so part of the t ruth o f the s i tuat ion that I c h o s e you as the mos t 

use fu l ad a g e n c y b e c a u s e o f the fac t that w e ' r e in this r o o m at this t ime on S u n d a y in an 

Ac t ion W o r k s h o p , par t ic ipa t ing right n o w s o m e h o w in the very th ing that w e ' r e t ry ing to 

d i scuss . . . . I h o p e that y o u ' r e still in teres ted in p lay ing the ro les , but o n e has to br ing eve ry -

th ing to it, s o to s p e a k . 

In this excerp t , the very assumpt ions that at least some member s of the g roup 
have been making about the role p laying situation c o m e into ques t ion . " A C E 3 " 
expresses the belief that in br inging these assumpt ions into quest ion and in 
acknowledg ing mult iple s imul taneous f r a m e w o r k s , the g roup is violat ing the 
f r a m e w o r k of the si tuation. His s t ruggle to de te rmine " w h a t g o e s " indicates 
how unfami l ia r is this kind of social g a m e , where inquiry is no longer impersonal 
and external ized. 

At the same t ime , someth ing about this very process of ques t ioning f r ame-
works seems to d raw part icipants into conversa t ion with one another rather than 
jus t with the leader/cl ient . G r o u p m e m b e r s conf ron t one another and at one point 
address 17 consecut ive c o m m e n t s to one another ( # 9 4 - # 110) without the leader/ 
client speaking . Indeed, the key t ransforming c o m m e n t , a f ter A C E 3 and the 
leader/cl ient b e c o m e polar ized ( # 9 0 - # 9 3 ) , is m a d e by one of the g roup m e m -



bers , A C E 4 ( # 9 4 ) . Th i s should not be surprising: the leader/client cannot uni-
laterally force the g roup to engage in a collaborative inquiry, at mos t , he can 
prevent the g roup f rom persis t ing in the original pattern and then recognize and 
a l low room for a new pattern that is quali tat ively d i f ferent precisely because he is 
not treated as the only one capable of leading. 

This port ion of the meet ing represents the Col laborat ive Inquiry stage of orga-
nizational deve lopmen t , as shown in Tab le 3 above . M e m b e r s engage in explicit 
reflection about the purpose of the mee t ing , conf ron t one another open ly , and 
face the paradox that they are opera t ing within several f r ames s imul taneously . 

T h e qual i ty of thought necessary to dec ipher this situation (any si tuation?) is 
shown to be analogical and paradoxica l , not deduct ive and l inear. The Theatre of 
Inquiry cannot be descr ibed as a product apart f r om onese l f , but rather must be 
exper ienced f r o m within as " a gather ing which is f u m b l i n g . " One may be 
closest to T h e Thea t re of Inquiry jus t when o n e ' s analyt ic thought despairs about 
o n e ' s d is tance f r o m it. As in the first case on Pope John XXII I , we see the central 
role of analogical th inking in inviting second-order t ransformat ions . 

This si tuation illustrates a lso that ques t ioning f r a m e w o r k s does not necessari ly 
lead in the direct ion of es tabl ishing a single correct f r ame . The very title " T h e 
Thea t re of I n q u i r y " (is it d r a m a , sc ience, educa t ion , poli t ics, or business?) sug-
gests mult iple f r ames . T h e possibil i ty that there are mult iple , valid f r ames for a 
given si tuation p rompts ques t ions more than recogni t ion. W h a t T h e Theat re of 
Inquiry is m a y , at best , remain precisely ambiguous , thereby truly encourag ing 
inquiry ra ther than conc lus ions . 

T h e ad agency/Act ion W o r k s h o p situation (like all o ther si tuat ions in life?) is 
not a s imple one , adequate ly descr ibable within a single f r a m e w o r k . Each person 
in fact br ings mult iple f r a m e w o r k s to bear on each si tuat ion, though not all are 
wel l - focused or consc ious at the t ime. Indeed , it is a characteris t ic of the early 
stages of deve lopmen t , up through the Institutional or Systemat ic Product ivi ty 
s tage, that they assume that all s i tuat ions are f r amed in a single w a y , whereas it 
is a character is t ic of the later s tages of deve lopmen t , beginning with the Strate-
gist or Col labora t ive Inquiry s tage, to inquire into the multiple ways in which 
each si tuation is f r a m e d . 

In this mee t ing there were t w o relatively well focused f r ames in which every-
one was par t ic ipat ing s imul taneous ly , namely the meet ing of the ad agency and 
the meet ing of the Act ion W o r k s h o p (in addi t ion, of course , members had their 
o w n ways of f r aming the re la t ionship be tween this situation and the rest of their 
l ives). As we have seen , even though the leader had descr ibed the ad agency 
f r a m e w o r k as in the service of the Act ion W o r k s h o p f r a m e w o r k be fo rehand , the 
g roup member s tended initially to treat the ad agency f r a m e w o r k as p r i m a r y — 
indeed, as the only f r a m e . But to do so made the ad agency f r a m e w o r k arbi trary, 
since they had nei ther intrinsic nor extr insic motivat ion to serve as an ad agency . 
Indeed , to d o so m a d e the leader appear exploi ta t ive , since he was in e f fec t ask-
ing them to pay him fo r he lp ing h im. 



That at least some of the member s had initially constructed this version of the 
situation is not specula t ion , as the fo l lowing excerpt indicates. W e will want to 
evaluate the l eader ' s response to a direct at tack. Will he s imply become defen-
s ive? O r will he be able to t ransform even a direct attack into a developmenta l 
oppor tuni ty? 

A Second Transformation of the Meeting 

This part of the conversa t ion begins when one of the member s checks the t ime 
and announces " I t ' s o v e r . " Evident ly l iberated by the ' d ea t h ' of the ad agency 
f r ame , the conversa t ion takes on yet a d i f ferent quali ty: 

A C E 1 ( # 1 5 6 ) : What happened here, you know, what is going to happen? 

A C E 3 ( # 1 5 7 ) : I think there was a confus ion we all had before the gathering and also 
throughout . A s I called people this week , there was feedback about w h o was receiving what 
here, w h o ' s paying who , and are we doing this fo r our benefit or for yours (TOI) , and how 
will this unfold . N o w , we had gotten together as a group and predicted an exchange com-
pletely different f rom the one that occurred. . . . W e had roles and certain formats and so on , 
and immediate ly , which I guess is inevitable, we took a different track . . . 

TOI ( # 1 5 8 ) : Wel l , tha t ' s your version of tonight and A C E 4 ' s version (see # 1 0 8 ) was that 
you were moving sort of in a straight line toward the object ive. 

A C E 4 ( # 1 5 9 ) : Yeah , I think the reason I finally c a m e in af ter an hour when I was saying, 
w e ' r e playing around here and n o t — w e know what we ' r e here for , we know what w e ' r e 
abou t—le t ' s d o it and . . . 

A C E 3 ( # 1 6 0 ) : But at the point you c a m e in, you certainly had not up to that point acted out 
what you had said you were going to. 

A C E 4 ( # 1 6 1 ) : T h a t ' s t rue, and I still haven ' t . 

A C E 3 ( # 1 6 2 ) : And is there not a quest ion in your mind about the value of what happened? 
Are you satisfied that you got your m o n e y ' s worth? That may or may not be an issue. I 
definitely had feedback during the week as I called about the money and so for th . 

Pause ( # 1 6 3 ) 

TOI ( # 1 6 4 ) : Yeah , absolutely crucial . I mean , you must , you know, see why the experi-
ence is arranged this way . I mean , I want to create a situation where you try to d i scover—you 
participate in discover ing how to get your m o n e y ' s worth. I mean , if I give you your m o n e y ' s 
worth, I will not be giving you The Theat re of Inquiry. 
General laughter ( # 1 6 5 ) 

TOI ( # 1 6 6 ) : I ' ve done as much as I possibly can tonight. But I certainly will stand by that 
promise . 

Again , laughter ( # 1 6 7 ) 

TOI ( # 1 6 8 ) : Maybe that will be the advertising campaign right there. 

A C E 3 ( # 1 6 9 ) (singing): " I f I give you your m o n e y ' s worth . . . " 

Laughter ( # 1 7 0 ) 

Laughter at a new and unexpected f r aming of the si tuation. One would expect 
the person " se l l i ng the g o o d " to c la im that s/he was giving people their m o n e y ' s 



worth . T o do so successfu l ly is the very essence of the art known as huckster ing 
or hust l ing or adver t is ing. But in seeking to represent The Theatre of Inquiry, 
one dedicates oneself to inst i tut ionalizing the quest ioning of fundamenta l s . This 
segment of the meet ing represents the Foundat ional C o m m u n i t y stage of organi-
zat ional deve lopmen t (see Tab le 3). 

T h e laughter i tself , the s inging, and the chal lenge to the jus tness of the eco-
nomic exchange exempl i fy quali tat ively more penetrat ing inquiry and quali ta-
t ively more t imely act ion. In this segment we see , not jus t a paradoxical relation 
a m o n g oppos i tes , but the con junc t ion of opposi tes ; the session is over , yet for the 
first t ime an adver t is ing j ing le is created; dark suspicions are revealed, yet they 
genera te light laughter ; the leader champions the accusat ion that he is not giving 
his clients their m o n e y ' s worth instead of de fend ing against it, but turns it into a 
Zen koan that demons t ra tes more succinct ly than anything else what he is doing; 
A C E 3 o f fe r s his s trongest chal lenge to T O I , yet a momen t later is parrot ing 
T O I ' s words in song. Of the 15 dis t inguishable events in this port ion of the tape 
recording, five are not c o m m e n t s by individuals at all. Four are col lect ive phe-
nomena ( laughter or pauses) and one is s inging. 

If the Act ion W o r k s h o p session itself exhibi ts second-order t ransformat ion (in-
deed , two second-order t ransformat ions) , the quest ion naturally arises whether 
these deve lopmen t s inf luenced the o rgan iza t ion ' s later func t ion ing . In fac t , this 
session led to the creat ion of a " T h e a t r e of I n q u i r y " song that was used in later 
radio adver t i sements : 

You are an actor 
You put on your mask 
You ready yourself fo r your task 
You ' l l be playing a stranger again 
And as long as y o u ' v e a sked— 
Y o u ' r e i n — T h e Theatre of Inquiry 

In f ront of the footl ights 
And behind 
In and out of the dialogue going on in your mind 
Where is that listener y o u ' v e been trying to find? 
In The Theatre of Inquiry 

Is there a p resen t— 
T o pull out of the past? 
Is there a f ee l ing— 
T o make it last? 
Just what is this role into which y o u ' v e been cast? 
In The Theatre of Inquiry 

You ' r e playing the fool 
Y o u ' r e playing the sage 
You ' r e acting just like a child 
Y o u ' r e acting your age 
All of a sudden you ' r e on center stage 
In The Theat re of Inquiry 



T h e radio adver t i sements publ ic ized only the Publ ic Pe r fo rmances , however . 
Rev iewing the transcript of this session together , the Act ion Workshop partici-
pants devised a process whereby each of t hem, wheneve r they wished (and any-
one else w h o jo ined fu tu re Act ion Workshops ) , could organize an addit ional Ac-
tion W o r k s h o p in which they would part icipate for f ree and receive be tween 2 5 % 
and 4 0 % of the fees . T h u s , the process of attracting new part icipants to Act ion 
Workshops became one which widened the material ownersh ip of the organiza-
tion and intensified the action chal lenge to current par t ic ipants—which trans-
fo rmed them f r o m paying clients of the organizat ion into paid representat ives of 
the organizat ion. 

These , howeve r , are second hand fo rms of ev idence of organizat ional trans-
format ion . W h a t is more directly accessible to the reader ' s j udgmen t is the evi-
dence of the t ranscripts about whe ther this leader constructed a sett ing, and then 
acted in the meet ing i tself , in a manner that invited individual and g roup t ransfor-
mation toward a more integrat ive qual i ty of awareness . As the commenta ry al-
ready indicates , it is this au tho r ' s j u d g m e n t that the leader did so. If we look 
more closely at the qual i ty of his c o m m e n t s in the two final segments of the tape, 
which represent t ransformat ions beyond the initial pattern of interact ion, we find 
that in seven of his e leven c o m m e n t s ( i . e . , # 8 3 , 85 , 91 , 93 , 111, 158, and 164) 
the leader is contest ing or c lar i fy ing a f r a m e , contrast ing two different f r ames , or 
s o m e h o w re f raming an event . Thus , as initially hypothes ized , the leader appears 
to have acted in ways that encouraged testing of f r ames and re f raming , both for 
individuals and for the g roup meet ing as a whole . 

CONCLUSION 

T h e two cases concern ing Pope John XXIII and The Theat re of Inquiry illustrate, 
respect ively , the deve lopmenta l path and action process of leaders w h o generate 
second-order t ransformat ions . In doing so , they raise quest ions and o f f e r new 
direct ions for the field of organizat ional deve lopment : 

1. As originally predic ted , both leaders in these two cases appear to be cen-
trally dedicated to creat ing for themselves and in their env i ronment the 
condi t ions for second-order t ransformat ions , deve lopment , and integra-
tive awareness . This fac t , a long with the fact that both leaders represent 
one of the rare late stages of deve lopment , raise the quest ion: Wha t kind 
of graduate educat ion and organizat ional training can encourage develop-
ment for fu ture leaders toward these late s tages? The Action Workshop 
descr ibed in the second case is suggest ive (see also Torber t , 1973b, 
1981c, 1987c). 

2. Both cases , but especial ly the first case , highlight the role of analogical 
thinking in support ing intentional second-order t ransformat ion . Since 



this type of thought is not c o m m o n l y emphas ized in scientific and profes-
sional t ra ining, the ques t ion arises, wha t kinds of educat ion cul t ivate it? 

3. If late s tage deve lopmen t to the Magic ian and Ironist s tages is necessary 
for a person to lead second-order t ransformat ions , such persons will be 
organizat ional ly marginal in the sense that f e w , if any , o ther member s of 
the organizat ion share their deve lopmenta l perspect ive. Given this source 
of marginal i ty , as well as the level of commi tmen t and presence required 
to support second-order t ransformat ions , can external consul tants , whose 
very role is marginal and whose commi tmen t to the organizat ion is by 
defini t ion t emporary and cont ingent , possibly genera te such t ransforma-
t ions? T h e s e two cases s trongly suggest to this author that the answer will 
a lmost invariably be " N o , " unless the external consul tants align them-
selves with insiders at , or t ransforming toward , late stages of develop-
ment . W h e n consul t ing does m a k e sense , a model wherein the consul tant 
plays a long- term personal facil i tat ion role for an organizat ional leader 
and only indirect ly inf luences the wider organizat ion suggests itself. 

4 . In genera l , s tudies of organizat ional t ransformat ion have c la imed that a 
crisis is necessary to initiate t ransformat ion (Bartunek & Louis , 1988). In 
nei ther of the two cases descr ibed here was there a widely perceived cri-
sis. In both cases , the late stage leaders appear to have generated a 
second-order t ransformat ion process because they felt it would be condu-
c ive to the deve lopmen t of individual m e m b e r s of the organizat ion and 
would m a k e the organizat ion as a whole more congruent with its funda-
menta l miss ion . (In s o m e ways one could argue that the two leaders in 
these cases genera ted crises for o thers rather than responding to si tuations 
that were already def ined as cr ises . ) These two cases throw the previous 
general iza t ion into ques t ion . 

5. Bar tunek and Louis (1988) have pointed to the need for ways of measur-
ing second-order t ransformat ion that are usefu l to insiders of the trans-
fo rming organiza t ions . T h e analysis of the three d i f ferent overall pat terns 
of interact ion in the meet ing in the second case o f fe r s one approach to 
measur ing second-order t ransformat ion at a g roup level and , in part icu-
lar, beg ins to suggest what deve lopmenta l s tages [which have been de-
scribed at the individual and the organizat ional levels (Torber t , 1987a)] 
look like at the g roup level. Al though this part icular study counts the 
var ious types of behavior identif ied, the fundamenta l dist inct ions a m o n g 
the s tages are qual i ta t ive and could be applied intuitively in the midst of a 
mee t ing , by a leader . Hence , this is not a f o rm of measurement accessi-
ble only to a social scientist with the t ime and resources to do extensive 
pre- and pos t -analyses . 

M o r e genera l ly , these cases illustrate the immense chal lenge of leading orga-
nizational t ransformat ion . T o this au thor , leading organizat ional t ransformat ion 



a p p e a r s at o n c e as the m o s t d e m a n d i n g of h u m a n arts a n d , in this g loba l soc ie ty , 
the m o s t n e e d e d . 
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