SPIRAL DYNAMICS

Modified from Chapter 14 of The Crucible - Forging South Africa's Future by Don Beck and Graham Linscott.   Although this paper is based on South African research - the principles apply throughout the developed and developing world. The application of Spiral Dynamic and Ken Wilbers “All levels All Quadrants” to third world development are a means to making our input sustainable.

“For this is the dawn of the PowerShift Era. We live at a moment when the entire structure of power that held the world together is now disintegrating. A radically different structure of power is taking form. And this is happening at every level of human society.”
Alvin Toffler, PowerShift

How Should Who Manage Whom?

Organisations in South Africa are micro-versions of the global macrocosm, miniature replicas of the whole. Leaders in both the public and private sectors deal with levels of complexity which would confound their counterparts in virtually any other country. The text books for global management are being written in Johannesburg, not Boston, in Cape Town instead of London, in Pretoria rather than Tokyo.

South African managers have to deal with all the mindsets to be found up and down the Spiral, and are compelled to do so on a real time basis. Alvin Toffler’s First, Second and Third Waves are flowing simultaneously through the executive suite, over the shop floor and through the administrative corridors. Every company confronts the entire litany of societal problems - race relations, First and Third World disparities, change dynamics, those who have versus have-nots, and inequalities in housing, education and career potential.  At the same time, executives have to interact and compete with First World interests in North America, Europe and various parts of the Far East.  South Africans are already experiencing, in the work place, the World to the Power of Seven.

This paper will apply the Graves technology specifically within the arena of executive and managerial thinking and organisational design and development, as well as communication, motivation, training, marketing and consumer relations. (Though it obviously also has great implications for government and administration as well). We will construct a model for managing people, using the technology of the Spiral - a comprehensive and holistic strategy for dealing with everything at once. Consider this a short course in managing within the unique South African Crucible.

South African Mega-trends

A global revolution is sweeping over managerial and organisational thinking, from ivory tower theory-building and research to practical, coal-face applications. Toffler notes:

"Power isn't just shifting at the pinnacle of corporate life. The office manager and the supervisor on the plant floor are both discovering that workers no longer take orders blindly, as many once did. They ask questions and demand answers".

While South Africans institutions are being buffeted by these major fluctuations, they are also being impacted on by a significant number of local pressures, problems and complexities.

Note the shifts from:

1.
   A production to a marketing focus

2.
Government structures to privatised schemes

3.
White/European to a cultural pluralism

4.
Bureaucracies to meritocracies

5.
Formal to informal sector mobilisation

6.
A South African focus to global strategies

7.
Isolated to integrated functions

8.
Privileged to partnership relationships

9.
   Linear to multi-dimensional thinking

The funneling of black activism through the trade union movement has politicised the work environment to the extent that national issues have become more important than local, job-related concerns. Literacy and numeracy deficiencies and gaps are alarming. Skills in scientific problem resolution are scarce and do not appear to be improving. Many organisations are still coloured by paternal, colonial, or authoritarian attitudes and structures.

South Africa's relatively small and fragile First World component is in danger of being swamped by an emergent, demanding yet under-educated Third World mass. American​ originated concepts of victimisation, entitlements, affirmative action and equality of results (instead of opportunity) - threaten to contaminate the South African milieu. Heightened and altogether unrealistic expectations affluence for all - a sense of this being just around the comer - are naive and dangerous.

We have stressed the need for a relevant and tailored national economic and political process and plan. The Code of the Spiral has to be respected. Systemic thinking should impact upon the decision-making of executives as well as the design of organisations. South African simply cannot and will not become pristine First World society. Nor can or will Planet Earth. Yet this should not be taken to mean that a Third World system has to be embraced, with all its excesses of incompetence and patronage and the pitifully lower standards of living which come with control by political commissars. A Seventh World society is an alternative and is by far the better option. But to introduce it requires Spiral thinking.

Universal Paradigms and Processes

The search for practical managerial philosophies and programmes has been long, trendy, cosmetic and fragmented. The list of fads, quick fixes, flavours of the month and Holy Grails seems to stretch to eternity - the Managerial Grid, Management by Objectives, Situational Management, Brain Dominance, Transactional Analysis, One Minute Managing, Systems Thinking and Managing Change, to name but a few. Now that sanctions and boycotts are history, South Africans can brace themselves for a flood of new panaceas from international sources which stayed away during the 1980's to avoid contamination by the `white minority regime'.

Elsewhere we have described the original research impulse that led Clare W. Graves to launch a longitudinal study of formation, maturation and change in deep value systems. He could no longer rationalise teaching the different and conflicting psychological theories without being able to respond to students' queries as to which was "right'. He experienced the same frustrations in the practical world of business and sought to create a framework that would explain why different theories emerge, were and when they are appropriate, and to what extent in the future, as we solve old problems and create new ones.

The Three Blind Mice of Management

South African executives, administrators and managers should recognise and avoid three major assumptions regarding personal and organisational performance. These are by​products of the older paradigm and need to be refined out in the fires of the South African Crucible.

`Mirror Management'

First, beware of "mirror management". It is everywhere. Managers assume that employees are "like them" and expect them to respond to identical motivational packages. Salesmen literally pitch to themselves in assuming customers like what they like. Trainers teach the way they learn. In short, we project our own values on to the employee, customer, client, or citizen under the false assumption that others are like us.
In fact, so pervasive is mirror management that we suggest the following rule of thumb to professional communicators: "If what you are about to say or do looks and sounds good to you, don't do it!" (Unless of course the listeners or readers have the same value systems as you).

`Car Wash Mentality'

Second, avoid the 'car wash' mentality. This presumes that others are carbon copies of our own systems, they are all just the same. What works for one must work for all. Like their American counterparts, South African companies often send their human resources managers to conventions and conferences to locate the currently `hottest' product in organisational development or motivation. They return and put all their managers or employees through this newest and most exciting training programme. Everybody gets the same psychological `car wash', whether relevant to the individual's needs and functions or not. Last year's package is put on the shelf to gather dust because this year's version has been discovered. And the process repeats itself next year. While each approach might in itself have considerable merit, such approaches need to be tailored for people and functions in different settings and at relevant levels on the Managerial Spiral.

`Final State Paralysis'

Thirdly, many South African organisations are vulnerable to `final state paralysis', ​the belief in an ideal, fixed and permanent pattern of management, organisational structure, or bottom line motivation. The way we have managed in the past is the way we will always manage. What worked in the past will, without question, work in the future.

Flatlanders are obviously more prone to this illness than Flowstaters, since the ideas of change, evolution and spectrums of difference are not on the Flatland radar scopes. Once the ultimate solution is found, no matter what its particular content or its relevance to the whole scheme of things, it will be fixated upon as the `final state' to which every person in the organisation has to subscribe.

`Mirror management`, ‘car wash', and 'final state' distortions are rife in organisational life. They are products of the industrial age, of outdated psychological and managerial theories and of rigid, self-serving thinking on the part of the many who are intimidated by innovation and change.

· What will it take to transform and revitalise South African companies? 

· Do governmental agencies have to be bureaucratic and tied up with red tape? 

· How should communities be managed? 

· What systems should municipalities employ to avoid partisan privilege or destructive confrontation?

· Should schools be authoritarian or democratic in their administration?

The answers to these and other questions are found by understanding the Graves technology and appreciating its impact on vision, scenario and mission strategies and the values stream of thinking. Many South African decision-makers and organisations are engaged in just such a pursuit. Some initiatives have been productive, others a waste of time and effort.
In spite of genuine attempts to change organisational cultures or redirect corporations on a new path, few have reported much success. A different approach is required = the Spiral.

The rest of this paper will address the key Gravesian managerial question. While the question at first seems simple, when one begins to explore it in greater depth it becomes apparent that it integrates all the important variables within the organisational loop.

The question is: "How should Who manage Whom to do What?"
· By "how" we mean what type of managerial, personnel or motivational system.

· By 'who' we suggest the importance of selecting and matching leaders and followers to produce congruence and a natural fit.

· By “whom" we mean which employee or follower in terms of value systems and levels of complexity of thinking.

· By “What' we refer to the exact and specific job to be done.

One can see in this managerial equation how everything is connected to everything else. Every issue should be addressed to get a complete and holistic portrait of the working environment. This is in striking contrast to managerial thinking that assumes only one or two variables actually matter. Bad performance may be a function of a poor selection system instead of a lack of proper motivation. If we put the wrong person in a specific managerial position, we may end up with an inevitable conflict with the dominant value systems in the people we have placed in specific jobs.

Furthermore, in place of the verb "manage" one can substitute such functions as "motivate", "teach", "train", "discipline", "influence°, "communicate with", or "persuade".

In education, therefore, the key question becomes "How should Who teach Whom to learn or do What?"
Spectrums, Spirals, Systems and Styles

By recognising and understand Spectrums and Spirals, it becomes possible to design Systems and Styles. By Spectrums we mean the unique and diverse displays or value systems that permeate people, jobs, organisations; communities and entire societies. By Spirals we refer to the dynamic process that constantly calibrates the mixtures of, and change in, value system Spectrums.

By Systems we allude to the organisational processes and structures that should be crafted to fit each Spectrum-Spiral. Natural leadership styles and behaviours should in turn flow from these natural set points to impact on people in their day-to-day relationships with one another and in their respective jobs and professions.

Spectrums and Spirals

The essential message of this paper' has been that the problems of existence created by competition, interactions and conflict among the first six value systems - Beige, Purple, Red, Blue, Orange and Green - cannot be resolved by thinking exclusively in any

of the six colours. The exploitation in Red, authoritarianism in Blue, materialist manipulation in Orange, and egalitarian humanness in Green are limited and narrow in their applicability.

The Law of the Spiral dictates - as interpreted through the Seventh Level (Yellow - Systemic thinking) framework - the importance of creating managerial models that can deal with all the other colours both individually and collectively. In an individual sense, Spiral thinkers realise each colour has its own motivational code uniquely written for a specific region on the Psychological Map. They will engineer the design and implementation of the specific organisational package for each value system colour.

On the other hand, when called upon to deal simultaneously with all the value system colours within the workplace, Spiral thinkers will design structure and processes that naturally accommodate all the colours. In both cases the needs of the Spiral are balanced against the requirements of specific groups.

Note these examples within South African organisations.

1. From Purple and Red into Blue
The development of a huge corps of black civil servants will require the regimentation, structure and discipline of a Blue bureaucracy. Ideally, it would be designed and managed out of the Seventh Level system instead of taking a rigid Fourth Level approach, thus ensuring sufficient flexibility and responsiveness in the organisation. Otherwise the hierarchy will be rigid and imposing, people will be treated as numbers and employees will be motivated only be fear and the threat of punishment.

Neither Orange pragmatism nor Green sensitivity will be as important as Blue planning, controlling and performing of function. Procedures have to be followed by the book. Loyalty, quality and high standards should be expected and maintained. Employees should ratchet through length -of-service awards. A work ethic needs to be established and rewarded. These have, in part, been the missing features in public administration on the African continent. But, once again the issue is value systems, not skin colour.

2. From Blue Hierarchies to Orange Enterprises

Both public and private organisations in South Africa are shifting from the DO-Blue production-centred set of assumptions, where simply getting the job done is important, to the ER-Orange results-orientated approach: that rewards individual initiative and merit. One

sees evidence of this in Eskom, Transnet, in the SABC, in many of the financial institutions and even in certain areas of medicine and social services.

Larger organisations have broken into smaller business unit profit centres. People were expected to jettison loyalty and dedication to the collective, making way for self-interest and individual reward. In some cases this has been successful. In others it has been less than well-received. Many of the older, traditional values and ways of getting things done had been branded as old-fashioned and out of date. Many are now having second thoughts about this attempt at social engineering and are searching for new alternatives and blends. Some are now seeing the danger of `car wash' thinking which assumes that what is good for one must be good for all.
3. From Orange Competitiveness and Status to Green Community and Harmony.
The stampede to erase generations of racial imbalance has led many corporate leaders to move quickly into a series of small group or company-wide "experiences", designed to reinforce the company value of "family" and "community". Company publications are full of such allusions with pictures of employees in multiracial groupings and with articles written around the theme of "togetherness". Several have developed this communal theme in a series of public newspaper advertisements and colourful television commercials, reinforcing the sense of one-ness.

As with many companies in the United States and Europe, the intention is to eliminate the remaining vestiges of Blue rank and Orange status in humanising the workplace. In the place of individual incentives, corporate egalitarianism and humanness are stressed and rewarded.

Such positive and warm-feeling initiatives look and sound good from the outside, but are often rejected from the inside because they fail to deal with the real, genuine and often essential differences in people.
It would be far better to create realistic developmental steps up the staircase than to cosmetically paint over differences with a false sense of sameness. Furthermore, many entire companies and sub-units deal in Blue, Orange and even Yellow worlds. Such a stress on Green values comes to be seen as either fanciful or downright dishonest.

South Africans need to beware of importing developmental packages from societies which are genuinely and legitimately passing out of Orange and into Green, having already solved the problem of existence in Purple, Red and Blue, as well as Orange. For the most part South African organisations are nowhere near that state of psychological development. To indiscriminately impose such "solutions" on South African corporate and governmental infrastructures is both costly and counter-productive.

Because of the fixation in America with racial and ethnic diversity in the workplace, an entire growth industry has developed around the process of managing cultural differences. Every manager now has to be "politically correct and "racially sensitive", and is made to be so by near-constant exposure to workshops and seminars that define the differences among and between white Anglo-Saxons, African Americans, Hispanic Americans, Native Americans and Asian Americans. This epitomises a system of racist classification and South African consultants and human resources managers should be wary (now that the country has finally succeeded in removing racial classifications from the Statute Book) of importing this virus into the bloodstream of an evolving society.

The entire thrust of this book has been that people simply cannot be defined in such simplistic Flatlander categories and stereotypes. There is no such thing as a universal "black" type - nor a Zulu type nor an Afrikaner type nor, for that matter, any other type. 
Systems and levels of thinking flow through and develop within us. We are neither types, nor do we have inevitable traits. 
To reinforce these classifications simply builds in and perpetuates a racial system. South Africa deserves better

Systems and Styles

Any organisation, whether public or private, large or small, profit-centred or voluntary, religious or secular, long-standing or transitory, should be seen in terms of Systems and Styles. These, in turn reflect the unique blend of Spectrums and Spirals within those particular organisations and institutions.

The Seventh Level world view on the Gravesian Spiral offers a new perspective and technology in addressing the critical issues in organisational life in the 1990's. Unlike other paradigms or starting points, it possesses the power and capacity to encompass all the essential elements and processes within the organisation and its marketplace. It offers executives wider choices in identifying and actually implementing the key objectives derived from scenario and visioning exercises. Since it deals realistically with underlying values and beliefs, it guides decision-makers and communicators in translating important objectives and mission statements to those deep structures.

Getting the System Right

Both the organisation-as-a-whole and each critical function should be appropriately designed in terms of the flow of systems. This must be accomplished before any discussion of such elements of style as communication, motivation, training or job performance. Getting the system right must precede making the style fit.

These are the essential components of systems design:

· Decide what business you are actually in

· Establish cultural and values set points

· Design right structures for right functions

· Place the right person in the right job at the right time with the right tools

· Conned every function to every other function

· Scan the organisation, searching for turbulence and 'messages from the future'

· Shift people, technology and resources as the environment realigns Itself

Organisations are organisms that make their way through a series of loose scrums of shifting conditions and conflicting interests. Change should be built into the systems and structures so that it is seen to be both natural and inevitable. In holographic organisations, everybody is in sales, everybody is in accounting, everybody is in safety; everybody is in training and everybody is managing change.

Making the Style Fit

Finally, Graves identified in his in-depth research initiative a common core of interpersonal managerial skills that generate positive responses from all the individual value systems. This involves a three-step process that can be taught to all managers, administrators, teachers, coaches, ministers and police officers - anyone who as to deal with people. Graves named the core elements P ("politeness"), O ("openness"), A ("autocracy").
"Politeness° means civility, basic respect for the person, friendliness, cordiality and acceptance. Opposites would be harshness, rudeness, aloofness, distance, condescension, arrogance, and cynicism.

……….. end of transcript…
