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Theme VALUE ASSUMPTIONS OF 
THE OLD PARADIGM

VALUE ASSUMPTIONS OF 
THE NEW PARADIGM

Customer 
needs

Promotes consumption at all 
costs, via planned obsolescence, 
advertising pressure, creation of 
artificial “needs.”

Appropriate consumption.  Conserving, 
keeping, recycling, quality, craftsmanship, 
innovation, invention to serve authentic 
needs. 

Organizational 
decision 
making 

Imposed goals, top-down 
decision making.  Hierarchy, 
bureaucracy.  

Autonomy encouraged.  Self-actualization. 
Worker participation, democratization.  
Shared goals, consensus.  Not against 
hierarchy but avoiding top-down flow of 
imposed authority.

Organizational 
design

Fragmentation, 
compartmentalization in 
work and roles.  Emphasis 
on specialized tasks.  Sharply 
defined job descriptions.  Where 
there is confusion for a company 
in this paradigm, the preferred 
solution is to write more strict 
procedures.

Cross-fertilization by specialists seeing 
wider relevance of their field of expertise.  
Choice and change in job roles encouraged.  
Where there is confusion, the solution is 
clarification of core business in mission, 
principles, values, and then implement 
better training, development, and 
evolutionary changes. 

Economic 
model

Clockwork model of economy, 
based on Newtonian physics.  
Entropy as the winding down of 
the universe implies conflict for 
limited resources. 

Recognition of uncertainty in economics.  
Complexity theory and the anti-entropic 
forces of emergence imply the opportunities 
for cooperation and expansion of resources. 
Revolutionary changes are forced upon us 
by rapid change, and breakthroughs can 
result from either complex adaptation or 
philosophical leaps.  

Psychological 
model

Aggression, competition, 
“Business is business.” 

Cooperation.  Human values transcend 
“winning.”**   Capacity for increased growth 
means a change of level rather than a denial 
of the competitiveness.

Environmental 
model

Manipulation and dominance of 
nature. 

Cooperation with nature, Taoistic, organic 
view of work and wealth.  Taoism is 
important, but we have to also recognize 
that nature attacks the weak. Nature is 
more interested in life surviving than in you 
or I or the human species surviving.

Ontological 
model

Dualism, with materialism more 
important than a spiritual view.   
Strictly economic motives, 
material values.  Progress 
judged by product, content. 

Non-Dualism, with spiritual values as 
important as material gain. Process as 
important as product.  Context of work as 
important as content – not just what you 
do but how you do it.

 **   Note, we will look at the cooperation/competition factor also in the way described by Arbrey for bio-social territory: in-
creased cooperation internally in the territory (in the company) but increased competition externally (with other companies).  
Global competition increases the requirements of what a given company must be able to do in order to survive.  A main 
theme of the NPC is that the increased requirements for successful competition include areas that in the old paradigm were 
not recognized as central to business: for example, transformational leadership, world-building by going beyond the horizon 
of the passing era of the past few thousand years, and being productive in a way that also facilitates  a new planetary culture.  
There is not just one alternative psychological model (cooperation) in the new paradigm but rather an increased capacity for 
growth: we will also discuss models of transformation and spiritual evolution.          
        from pages 242-243
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	 	 Modes	of	Reflection																																																													from pages 243-244
Logic Exclusionary alternatives:  choose 

either this or that (but not both).  
Aristotelian identity theory: x = 
x, so life is simplified into well 
defined categories.  

Inclusive modes: find larger, more 
encompassing structures and systems so 
we can have both this and that. Identity 
changes to x = x+.   

Reflexivity Single -loop learning: receive 
information from  an authority (the 
lecture-presentation technique)

•	 Double-loop learning: receive 
information and re-consider it 
critically to consider the assumptions 
that went into the mental model being 
used (the investigation, research, and 
multiple interpretation methodology). 

•	 Triple-loop learning: meet 
worldviews from outside your own 
horizon.  

•	 Quadruple-loop learning: find the 
stabilities beyond the relativism of 
multiple cultures. 

Table 4-2 : New Paradigm Characteristics           from page 248-249
Areas New Paradigm Characteristics 
Human attitudes by  
the people in the 
company

Associates enjoy being at work for a variety of reasons, such as they are 
given the training and authority to improve their activities, they enjoy 
the emphasis on community rather than being a cog in a machine
Associates cooperate to make the company a success because they 
identify with the company as a whole and believe that it serves the 
common good.
Associates are dedicated to high quality (not just work rules) because 
they are empowered to do what is necessary to achieve that quality.
Associates identify with the company both because of what it does in 
the marketplace and also because of how it treats them.
Associates are appreciated by the company: fun is introduced into the 
work atmosphere where ever possible. 

Human skills
Diligence, work to complete tasks because of a commitment to ethical 
responsibility
Creativity in processes, trouble shoot and discover new ways of doing 
things, in part because of being empowered to try (implying there is a 
latent culture of creativity waiting to have an opportunity)
Innovation in design, new products or services because diversity 
among the Associates is allowed a safe space to thrive and explore 
discontinuities
Understanding of the company mission because the company writes 
the mission through a widespread process of review by all the 
Associates who thereby take personal ownership of it
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Human skills (continued)
Accurate decisions that reflect the key values of the company because 
those values also form the basis for rewards, promotions, and 
increased responsibilities
Reliability, will complete projects safely and in a manner that will 
assure they do not breakdown due to “shortcuts” or cutting corners..
Trustworthiness, will do what is good for the whole not just for one’s 
own self interest
Team work, cooperative, enjoy diversity
Adaptable, able to form quick alliances and change quickly to meet new 
needs 

Operational skills
Responsiveness to customers
Building relationships with customers
Building relationships with suppliers
Building relationships among departments
Zero-defect products and/or services
Minimal cycle time for taking new concept into the market
Flexible manufacturing to change production

Organizational 
skills

Decision making done at the lowest level possible
All affected participants involved in the decision making process

Mutual support for programs among all direct participants
Total support for programs among indirect participants
Honest and frequent feedback to correct problems

Areas New Paradigm Characteristics 
Frequent re-enforcement of good actions
No hidden agendas for personal gain     

Frequent creative input from direct and indirect personnel on company 
problems, product improvements, and organizational relations
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Table 4-3 : New Paradigm Interactions          from pages 250-252
Parties  and 
Organizational 
Level(s)

New Quality of Interactions

Level	1	&	1:		Executive	
&	executive

Development of the symbols and motivating celebrations of the 
corporate culture to instill enjoyable striving for excellence 
Concern for one another’s areas of responsibility, close the gaps 
between functional areas
Will work with parallel analysis to track in one’s own department 
the impacts of another department’s decision
Will facilitate implementation through one’s own department of 
another department’s decision
Will facilitate fast-tracking decisions when another executive 
needs it to beat a deadline 
Will alert other executives to market/technology changes or 
innovations in their areas, constant competitor intelligence 
gathering
Customer focus, staying close to the customers to understand 
their needs and new directions
Create strategic alliances, difficult-to-imitate synergies through 
better knowledge management
Transpersonal leadership: helping others to grow and transform, 
thereby appreciate the common direction
Concern for the other’s personal life and well being
Cooperative work together outside the company in community 
affairs,  appreciate the common good

Level	1	&	2:	Executive	
&	Manager

Come to mutual agreement on goals, criteria for success, and 
realistic resources required to achieve those goals
Interest by the executive in developing the skills of the managers 
who report to him
Mentoring and concern for the career track of the managers 
so they can see a progression of promotions and increased 
responsibilities and rewards
Up-Grading: raising up the managers’ skill levels in the executive’s 
own skill areas

Sending managers to outside training courses
Cross-training of managers in other departments
Concern for the other’s personal life and well being
Cooperative work together outside the company in community 
affairs, appreciate the common good
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Parties  and 
Organizational 
Level(s)

New Quality of Interactions

Level	2	&	3:	Manager	
&	individual

Provide frequent and meaningful feedback on results 

Cross-training of individuals in other skills in the department and 
in other departments
Up-Grading: raising up the individual’s skill levels in the 
manager’s own skill areas
Training of the individuals in the functions of self-managing 
teams
Cooperative work together outside the company in community 
affairs, appreciate the common good
Concern for the other’s personal life and well being

Level	3:	Individual	&	
individual

Mutual support, helping each other learn other skills needed in 
the company
Cooperative work together outside the company in community 
affairs, appreciate the common good
Concern for the other’s personal life and well being 

Level	3:		Sales	
people	&	customers

Learning the customer’s current needs
Learning the customer’s future desires
Learning the customer’s personal tastes, interests and goals
Learning the customer’s involvement in community affairs
Frequent follow up after the sale
Retention of customers
Able to get referrals to new customers

Level	2:		Marketing	
people	&	customers

Personal contact with customers, not leaving it all to the sales 
force; speaking in a real voice of an individual, not a pre-packaged 
corporate voice
Research all the background industries that influence the 
customer’s decisions
Able to differentiate customers by which ones need state-of-the-
art, which ones need advanced technology, which ones stick with 
the tried-and-true methods
Able to discuss with key customers the current business climate
Able to work with customers as partners in the new-product 
development area
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Parties  and 
Organizational 
Level(s)

New Quality of Interactions

Level	3:		Producers	
&	customers

Personal contact with customers, not leaving it to the sales force
Able to differentiate customers by which ones need state-of-the-
art, which ones need advanced technology, which ones stick with 
the tried-and-true methods
Able to work with customers as partners in the new-product 
development area

Level	1:		Executives	&	
customers	

Customer focus, where possible commitment to gaining repeat 
business through a customers-for-life program
Personal contact with customers, not leaving it to the sales force
Able to differentiate customers by which ones need state-of-the-
art, which ones need advanced technology, which ones stick with 
the tried-and-true methods
Able to work with customers as partners in the new-product 
development area

Company	people	&	
community	people	and	
organizations

Corporate responsibility, balancing of all the various interests 
of the stakeholders: Stock holders, employees, community 
institutions, environmental institutions, etc. 
Participation in community charity and educational affairs
Have a senior person monitoring the company’s promotion of 
community welfare and the company’s record of employment 
involvement in the community
Educate the executives, managers, and employees about the 
community, its history and current needs.
Educate the executives, managers, and employees about the 
nation, its history and current needs.
Educate the executives, managers, and employees about the 
whole planet, its history and current needs. 

Company	and	the	
environment	

Believe and act like the continued existence of the company 
really depends on the sustainability of its relationship with the 
environment
Have a senior person monitoring the company’s environmental 
impacts by its products, wastes, and purchases
Train key people in environmental issues and consequences
Look for ways to help other companies or organizations reduce 
negative environmental impacts
Publicize the company and its product’s environmental concerns 
and impacts
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Table 4-4 : Systems of Decision Making   from pages 255-258

Issues Old Paradigm Decision Making New Paradigm Decision Making

Authority Authority for a given decision 
resides ultimately in one person, 
who typically exercises it at his or 
her own discretion.

Authority often resides ultimately in one 
person but he or she does not exercise it 
unilaterally.  He views his role as bringing 
out the best insight of the others involved in 
evaluating and implementing the new idea.   

Agreement Others may be consulted for their 
input but their opinions are usually 
not important. 

Others are consulted in the spirit of real 
team work and a desire to find new points of 
view on the topic.  

Expertise The decision maker views himself 
as the most knowledgeable on the 
subject. 

The decision maker views himself or 
herself as knowledgeable on the subject 
but recognizes that most subjects are very 
complex and the views of others are crucial 
to a balanced approach to problems.

Source of Ideas The decision maker tends to have 
the “not invented here” syndrome 
whereby new ideas from outside the 
company are automatically suspect 
and often rejected.   

The decision maker will creatively elicit the 
opinion of several others whether inside the 
company or outside.  The decision maker 
realizes that others may hesitate to be the 
bearers of bad news, the decision maker will 
be careful to create the proper psychological 
atmosphere for others to “tell it like it is” and 
freely contribute new ideas. 

Evidence The decision maker gathers 
facts, data and other objective 
indicators, whereas the non-
objective information remains too 
fuzzy and unusable.  Quantification 
and decision by calculation are 
preferred, as are tried and true 
methods.

The decision makers gather objective data 
and calculations but also opinions, “gut 
feelings,” and a variety of points of view that 
gradually take shape and are recognizable.  
They consciously or unconsciously use their 
intuition to  get at the essence of problems 
and opportunities.  

Involvement The decision making procedure 
requires many steps by having the 
decision at issue routed to many 
different people and departments 
for them to “sign off.”  They can 
review and delay at that point.  The 
reason for the sign offs is often 
political: to appease everyone and 
make them “feel” included (implying 
that all along they were not).

It is recognized that long, complex “sign offs” 
on a decision are usually just a waste of time, 
make fast reactions impossible, and prevent 
responsiveness to the customer.  Instead, all 
those people who need to be involved would 
have been consulted with long before the 
formal sign off procedure.  Consensus is built 
up during the implementation.  
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Issues Old Paradigm Decision Making New Paradigm Decision Making

Risk Sometimes in the better companies 
and frequently in the worse 
companies decisions are not readily 
made but are postponed because 
no one wants to be responsible for 
an action that could have negative 
consequences–so doing nothing can 
become safer than doing something. 

Decisions are typically made quickly, 
partially because all the relevant parties have 
a good relation to one another and can be 
consulted quickly.  Also, the decision maker 
feels comfortable that occasional errors are 
recognized as a normal part of creative and 
rapid actions.  The company has to balance 
the rate of error with degree of risk.  In some 
industries, e.g. major construction, an error 
can cost millions of dollars, so tolerance for 
error and speed are obviously viewed with 
less indulgence.  If reasonably fast decision 
making begins to become impossible, then 
the decision maker will review the corporate 
culture to introduce alternative systemics 
and beliefs and values in order to support 
rapid decision making again.

Review “Final” decisions are sometimes 
reviewed by one’s superior 
and changed almost at whim, 
without warning and /or 
adequate explanation.  Superiors 
generally assume it is their job 
and responsibility to impose 
their superior knowledge on a 
subordinate executive.  Pushes 
decisions up line. 

Any changes in a final decision are taken as 
a serious issue and weighed very carefully, 
fully explained to the decision maker to get 
his or her input.  The superior’s attitude 
is normally that he or she has trained, 
developed, empowered, and supported 
the decision maker in the past so that the 
likelihood of a good decision is high.  Pushes 
decisions down line.

Atmosphere The company’s atmosphere 
for decision making is not very 
supportive.  Decisions are viewed as 
necessary but dangerous activities.  
The decision maker gets the feeling 
that he or she risks a lot.  Tendency 
to push the decisions up to a higher 
level for final approval, resulting in 
delays. 

Supportive atmosphere that emphasizes 
hiring and promoting people for their 
competence and ability to make good 
decisions, then backing them up with 
training, availability of the necessary 
knowledge, and psychological support.  
Tendency to push the decision down to the 
lowest level possible to it is made as quickly 
as possible. 

Interests served Decision makers often ask what 
is in it for me?  They modify their 
decisions to benefit their own 
agendas.  After they consider their 
individual benefits, they concern 
themselves with narrow issues 
of profitability,  short-term Stock 
Market reactions, etc.  

Decision makers ask how the company, 
customers and stakeholders as a whole will 
benefit.  They recognize that profits are 
important, as are Stock Market valuations, 
but they also believe that long-term benefits 
to customers combined with good marketing 
will yield profits and sustainable growth.   
The purchasers of equities in the secondary 
market will be able to see the results, so the 
market valuation will eventually adjust to 
reflect the company’s successes.  Warren 
Buffet is said to have remarked he tells 
management to run their company as if they 
could not sell their stock in it for 20 years.
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Issues Old Paradigm Decision Making New Paradigm Decision Making

Power Decision is evaluated in terms of 
how well it expands one’s own 
power.  This contributes to the 
tendency to increase organizational 
staffing and perpetuate the same 
structures.

The decision is evaluated in terms of 
its goodness for all stakeholders.  This 
contributes to the tendency to decrease 
organizational staffing, allow quick 
disconnects of project teams, and rotate 
leadership to the most appropriate person 
for the specific project.

Functionalism Decision makers consider only their 
own department’s needs.  The CEO 
often views options in terms of the 
department in which he or she has 
the most experience.

Decision makers learn how all the 
departments interrelate, take into 
consideration the impacts on other 
departments.

Orientation to 
customer

Decision makers often are not sure 
how their decisions will affect the 
customer.

Decision makers, even if they are not in sales, 
learn about the customers and end-users, 
what is needed, and get a good feel for how 
actions will affect the customer.

Trust Decision makers cannot trust 
too many people around them so 
they typically do not share their 
thoughts with others.  They have to 
be concerned about another other 
undermining them, sabotaging 
progress, or simply resenting the 
exercise of power because it is not 
to the benefit of the other person 
individually. 

Decision makers can trust the other people 
so they share their thoughts, get honest 
feedback and good ideas through alternative 
points of view.  They can rely on others 
cooperating, enhancing the decision making 
process, and doing what is best for the 
company as a whole.

Leadership Decisions are made based strictly 
on facts.  The implications of the 
decisions on the opinions of others 
are of little or no concern.  

 Decisions are made based on a wide 
variety of types of evidence and also the 
implications for they will inspire and guide 
others to take a common direction and fulfill 
the corporate mission.  

Knowledge Knowledge is considered to be 
the province of management, and 
it is captured only in procedures 
and data processing (Information 
Technology).  In general, knowledge 
is not well distributed, remaining 
isolated provinces of expertise 
in specific functional areas or 
depart-ments.   The basis for using 
knowledge (the principles for 
adding value) is usually not well 
specified or captured systematically.  

All workers on all levels are considered to be 
knowledge workers.  Therefore, a key factor 
in decision making is the ease of access 
and the organization of all the knowledge 
in the firm.  Knowledge proliferates 
geometrically.  One approach is Knowledge 
Management (KM) by which both data and 
values are captured in a computer system 
to allow everyone in the organization to 
quickly benefit from the organization’s total 
knowledge base when weighing decisions. 

Vehicle of 
Implementation

Generally, the organization itself is 
assumed to be the means by which a 
decision will be implemented. 

Many vehicles of implementation are 
considered, including outsourcing of 
production, outside consultants for projects, 
and making strategic alliances with 
companies more capable of adding value in a 
specific area.  
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Issues Old Paradigm Decision Making New Paradigm Decision Making
Implementation 
Process

After the decision is made, 
subordinates are given their 
directives and told to “do it.”  The 
result is typically considerable delay 
while people learn what to do and 
decide whether they want to bother 
supporting the decision.  

Some organizations seek consensus 
throughout the decision making process 
(a Theory Z organization), which makes 
the process longer but makes the 
implementation almost flawless. More 
organizations are not taking the extensive 
time for consensus but are making sure that 
all the key parties are involved as needed, so 
implementation is usually not opposed.

Speed Everything in the paradigm affects 
speed.  In the old paradigm the 
established bureaucratic companies 
slow down decision making through 
centralized & complex procedures.  
Usually the marketplace is still old-
line industry without rapid change.  
In more entrepreneurial companies 
centralized decisions are made at 
the top rather quickly but often lack 
the consensus and trust required for 
speedy implementation. 

Everything in the paradigm affects speed.  
In the new paradigm the process speeds 
up because of greater trust, increase in the 
capacity for knowledge, and support.  The 
rapidly changing marketplace is considered 
a driving factor so that the fastest possible 
decisions and implementations are viewed 
as a key source of competitive advantage.  

Integrity Consider only the consequences of a 
negative ethical impact on the Stock 
Market and share holders.  Willing 
to bend integrity for self-interested 
gain if they believe they will not get 
caught.  Governance is limited to 
compliance with law.

Able to go beyond compliance to orchestrate 
the complex understanding of the greater 
span of internal and external factors: 
cultures in strategic alliances, corporate 
identity, public image, competitor contexts, 
and multiple types of stakeholders.  Willing 
to search for the common good. 
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Table 4-5  Analysis of Greiner Model vs Emerging Alternatives   from  pp 272-278
Greiner Model Conceptual Problems New Paradigm Alternative 

Options
Phase 1: 
Creativity Era 
a. Entrepreneurs 
disdain 
management, 
emphasize 
creating &/or 
selling 

Although economic or scientific 
entrepreneurs might “disdain 
Management,” it is more likely 
that they disdain the most de-
humanizing aspects of the old 
paradigm management, thus 
when they see a new paradigm, 
they can get very excited about 
management practices

New paradigm entrepreneurs start 
from a completely different place: 
they want to build a corporate 
culture, a well functioning business, 
and they want the founding vision to 
be sustained.

b. Informal, direct 
communication 

Informality  can be born of the 
smallness of the organization 
but organizational size does 
not have to destroy all direct 
communication 

Direct communication here is 
qualitatively different: directness 
comes from a freedom to speak up 
as well as the  proximity of other 
people.  Therefore, even when the 
company grows, the value for free 
interchange stays strong even though 
the proximity to everyone is reduced.

c. Long hours, low 
pay, ownership is a 
motivation

The assumption is that all 
ownership values are material 
as based on Stock holdings.  But 
psychological ownership is also 
very powerful, and can be tied 
to incentives

The new paradigm is limited by 
degrees of physical ownership, 
but psychological ownership or 
identification with the company 
is unlimited.  Identification comes 
from having a company with values 
you can respect, superiors who 
help develop you in all ways, and 
participation in the company’s 
growth.

d. Control by 
customer feedback 

The role of the customer as 
a key for entrepreneurs is 
abandoned when old paradigm 
organizations grow, and one of 
the most important aspects of 
business is lost 

Customers are the key, relationships 
are emphasized, and the organization 
takes pride is knowing  and 
understanding its customers.   This 
value, like freedom, will be sustained 
even when the company grows.

Phase 2: 
Direction Era 
Transition: 
Solution is a 
capable business 
manager

The old paradigm in effect 
forces companies to stop 
being entrepreneurial because 
it has the wrong idea of 
entrepreneurialism , and it 
imposes a rigid, deadly mind 
set

The new paradigm company has 
entrepreneurs who work as leaders 
and developers.  It is not just “one” 
business manager that becomes 
the new dictator of efficiency.  
Rather it is empowerment of many 
people, development of managerial 
capabilities at all levels.
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Greiner Model Conceptual Problems New Paradigm Alternative 
Options

a. Specialized work a. too much specialization is 
based on a naive view of human 
beings which sees them only as 
functional tools

a. specialization is not evil, but the 
new paradigm companies work 
at giving people cross training, 
rotations, and various means of 
expanding their careers.  They 
cultivate people’s aspirations to do 
more.  

b. Accounting 
systems, e.g. 
inventory and 
purchasing

b. Nothing wrong with good 
accounting systems.  However, 
old accounting tends to use 
standard costs and thereby 
homogenizing in to one 
expense category both the 
excellent performances and the 
poor performances.  

Accounting is viewed as an 
exploratory tool as well as a control 
tool.  Accounting is asked to track 
actual expenditures by profit 
center or by product center or by 
small group so that the efficiency 
can be recognized.   Where there 
is outstanding performance, it is 
rewarded. 

c. Incentives, 
budgets, work 
standards

c. the idea of budgets is fine; it 
is the creation and enforcement 
techniques that the old 
paradigm gets wrong 

The new paradigm company uses 
budgets to concretize new ideas and 
continue as guidelines in the midst 
of creative change.  Rather than the 
budget running the department, the 
creative contributions are received, 
weighed, and the possible benefits 
sought with willingness to innovate 
and risk.

d. Formal 
communication, 
hierarchy

d. formalization is usually a 
barrier; hierarchy is not wrong 
in itself but more layers than 
absolutely needed are also a 
barrier.

Minimized

Crisis in Phase 
2:  After more 
growth, lower 
level managers too 
restricted, demand 
autonomy. 

The demand for autonomy 
is limited in scope: in the 
old paradigm only plant 
managers and such have the 
power to revolt–but they do 
not share power down line to 
subordinates. 

Because all levels are included 
already, as the company grows, the 
regional managers do not have to 
fight for autonomy.  No autonomy 
is granted if it is merely to instill a 
dictatorship at a regional level. 

Phase 3: 
Delegation Era 
Transition: 
Solution is 
for upper 
management to 
delegate and lower 
management to 
make decisions 

The old paradigm “solution” 
here is a false solution because 
it is not addressing the whole.  
The approach should not be 
delegation when  the top-down 
controls are still active.  The 
delegation era just puts power 
in the exclusive hands of a 
larger number of dictatorial 
bosses in the field divisions.  

Empowerment is much more widely 
spread, mutual respect is a value not 
breaking the company up into feudal 
dictatorships.  
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Greiner Model Conceptual Problems New Paradigm Alternative 
Options

a. decentralization 
of responsibility 
to plant managers 
and marketing 
territory managers

This is not decentralization at 
all.  This just breaks the central 
controls into smaller factions.  

Where outlying managers can 
function better, they are already 
given that responsibility.  But it is not 
a throwing away of central power; 
it is rather an empowerment of 
outlying managers, supervisors, and 
workers to excel in their work.  

b. upper 
management by 
exception 

Upper management reduces 
its role not for a good reason 
that “all is well”  but for a bad 
reason: they think the plant 
managers can be better local 
dictators.  

Upper management continues its 
direct communication with regional 
managers.  

c. upper 
management turns 
to acquisitions

This simply means that if 
upper management turned 
dictatorships over to local 
regions, they have time on their 
hands and start looking around 
for things to do outside the 
company.

Upper management has extra time 
to assist in community affairs, 
corporate citizenship, etc., but not 
because they turn their backs on 
division managers.  Rather, the 
free time comes from cultivating 
more self-determination from the 
line workers on up.  That naturally 
reduces the work load of the next 
level manager.  

d. infrequent 
vertical 
communication 

This means that the regional, 
fractional dictators are happy 
being important in themselves 
and of course want as little 
interference from above or 
below as possible.  

Frequent, free flowing 
communication. In The Learning 
Organization communication evolves 
into Authentic Dialogue, powerful 
narratives, and a corporate culture 
that continually improves by 
understanding both the good news 
and the bad news.  Headquarters 
receives best and worst practices, 
and then rapidly disseminates the 
new knowledge through Knowledge 
Management throughout the 
enterprise.

Crisis in Phase 3: 
control slips away

The old paradigm has the false 
belief that “control” is the goal.  
Note Wheatley’s quote of Lenin 
in Russia: “Freedom is good. 
Control is better.”  Therefore, 
when power-lovers lose the 
control they think is good, they 
fight to get it back.  It is simply 
a pursuit of an illusion.  

A greater degree of control was 
given to the lower levels from 
the beginning.  Principles and 
key values were well established 
and understood throughout the 
organization, and people respect 
those principles from the start.   
Middle managers are leaders and 
functional  guides for work tasks.  
Upper managers are leaders and 
explore new business opportunities. 
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Greiner Model Conceptual Problems New Paradigm Alternative 
Options

Phase 4: 
Coordination Era 
Transition: 
Introduce special 
coordination 
techniques

Here the idea is that you can get 
back some or all of the power 
by changing the rules: make it 
so the regional factions need 
something central to function, 
so they have to come to you.  

In the new paradigm, systems are 
introduced to empower others and 
make the business excel, not to steal 
power back to a central control.  

a. formal system Formal systems become reduc-
tive by simplifying and settling 
for control over the least com-
mon denominator…
Operationalism.

Formality minimal, systems are used 
to enhance creative options rather 
than enforce historical procedures.

b. product groups 
pull together 
various regional 
groups

Grouping can be good or bad 
depending on the intentions, 
purposes, and motives. 

Where there are product groups 
they arise because the managers and 
workers perceive they can function 
better together, not because someone 
in a position of central authority 
wants to consolidate power for 
himself.  

c. intensive formal 
procedures

Imposing cooperation whether 
the people like it or not

Minimal, working through 
internalized values and a common 
mission

d. increase of 
headquarters staff 
to monitor various 
locations

Staff grows because centralism 
is trying to increase its span of 
power

Minimal headquarters staff because 
all the empowerment is among the 
middle managers, supervisors and 
line workers.  

e. ROI per product 
group 

The ROI analysis is only as good 
as its definition and measure-
ment of “Return.”  Overly 
restrictive definitions can miss 
the value of intangibles, intel-
lectual property, and productive 
improvements in the corporate 
culture.

Any focused measurement of ROI 
is fine, as long as it makes sense 
in itself, not just to group things 
together.  Earnings value added 
(EVA) is recognized as being just as 
important.  Tangible and intangible 
assets are recognized just as would 
be done by an outside deal maker.   
The company measures its ability to 
generate more profit return on its 
asset base than would an alternative 
choice for an investor.

f. centralization of 
data processing

Centralism used for control Distributed networks, 
telecommunications 

g. Stock options 
to encourage 
identification by 
management with 
company as a 
whole

The problem is that there is no 
intrinsic reward for the work so 
the stock options  become one 
of the few  reasons for trying 

The Stock option incentive is tied 
into company wide vision and 
identification, not simply a carrot.  

Crisis in Phase 4: 
red tape, excessive 
staff interference, 
too rigid 

The crisis is very predictable, 
but it stems from the increasing 
centralism in the old paradigm 
itself not just from a phase of 
growth.  

This crisis does not arise in new 
paradigm companies.  If it does, 
it is taken as a symptom that old 
paradigm values have festered and 
need to be changed.  
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Greiner Model Conceptual Problems New Paradigm Alternative 
Options

Phase 5: 
Collaboration Era 
Transition: 
introduction of 
interpersonal 
collaboration, 
teams, social 
control and self-
discipline take 
over the formal 
controls 

The “interpersonal” and 
“behavior” tools were old 
paradigm management 
borrowing from the same 
old paradigm social sciences.  
Psychology failed to see people 
as human and instead saw them 
as bundles of behavior that 
could be modified.  

The transition here is that some new 
paradigm ideas are beginning to be 
used but as only a transition they 
begin by being used in isolation and 
ignorance of the corporate culture 
and the organic whole.  When initial 
efforts of a new paradigm struggle 
against their cultural context they 
lack integration and integrity, that  is, 
they start out as too little, too late.  

a. team problem 
solving

So most of these “team 
building” techniques were 
just band aids applied with 
the same poison that wrecked 
the company in the first place: 
a lack of vision, freedom and 
understanding of human depth.  

Team problem solving has been used 
since day one, so the new paradigm 
company views this as natural, not 
as an innovation to be tried.  All such 
cooperative work is of the utmost 
importance but it is always tied to 
real productivity, real customer 
satisfaction, and real environmental 
enhancement.  

b. teaming across 
functions

Same as above Same as above

c. consultative 
function with field 
divisions

Same as above Same as above

d. formal systems 
streamlined

Same as above Same as above

e. educational 
development for 
“behavioral skills” 
in team work & 
conflict resolution

Same as above As with team work, this is begun 
at the inception of the company, 
but what is developed is the whole 
person, not just his behaviors.   
Rather than pretending to get a skill 
in conflict resolution, the basis for 
the conflicts are addressed so most 
conflicts do not have to arise.  

f. real-time 
information 
systems

Same as above Real-time information systems 
are viewed as important to link 
workers, managers, and customers 
(not just process data).  A global 
communications network is one 
of the ways direct and frequent 
communication is preserved even 
when the companies get large.  
Knowledge  management developed 
as a way to capture advanced 
capacities for all in the organization.

g. reward for team 
performance

Same as above Team rewards are common, but the 
teams are the organic ones which 
work together to excel, not just 
because some executive threw them 
together.  
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Greiner Model Conceptual Problems New Paradigm Alternative 
Options

h. experimentalism This is an uncreative corporate 
culture trying to be what it is 
not.  The old paradigm is anti-
creative through out, preferring 
values for control and authority 
to any values that would foster 
and support  the kind of climate 
needed to nurture creative 
work.  Usually, experimentation 
is not supported well, change 
is not valued, and conservative 
clinging to the old ways is the 
norm.   Thus, people usually 
try to be a little experimental 
and get slapped down by 
the system, soon giving up.  
Then upper management  
perpetuates the farce by asking 
people why they are not being 
innovative.  

Experimentalism, innovation, 
creativity and rapid responsiveness 
were built in from the beginning, so 
the new paradigm company is not 
swimming upstream to introduce 
these as new ideas.  Here innovation 
is the norm and routine is viewed 
as only important when innovation 
is not possible.  All the company is 
geared to innovation and change. 
   The whole company is geared to 
creativity and implementation.   

Crisis in Phase 
5: psychological 
exhaustion from 
“the intensity of 
team work”

This crisis can be interpreted 
in another way: the old 
paradigm carries the seeds of 
its own destruction because 
it pits people against one 
another, lacks understanding 
of common values, lacks real 
leadership, and therefore the 
“team building” is very stressful 
by nature.  The managers have 
to work very hard to play new 
roles and pretend.   It is like 
telling a person with a broken 
leg he must pretend he is well 
and ride a bike -- the one-
legged peddling wears him out.  

Although an exhaustion is possible 
under any paradigm, the new 
paradigm company has people who 
have always recognized the idea 
of balance in life.  The company 
encourages (a) community 
participation to develop altruism, 
(b) healthful living to reduce illness, 
(c) spiritual growth to enhance the 
meaningfulness of life.   
    Corporate integrity spans past-
future, globalism, and other new 
dimensions.  

Phase 6: 
Unknown
a. possible 
introduction of 
reflective groups 
which reduce 
psychological 
pressures by 
stepping outside 
the organization 
temporarily to 
reevaluate it while 
the participants 
are resting and 
recharging. 

These ideas are fine, but they 
should be used for totally 
different reasons: there should 
not be such an exhausting 
stress put on people.  Thereby, 
the sabbatical is not an escape 
rather it is a logical form of 
continued professional and 
personal development.

The new paradigm does not face the 
old paradigm’s crises.  This company 
is always pursuing the new and the 
unknown.  
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Greiner Model Conceptual Problems New Paradigm Alternative 
Options

b.     possible 
introduction of 
sabbatical leave 

Value for both the time of rest and 
the new knowledge that can be 
gained during a sabbatical

c.     possible     
introduction of 
reduction to 4 day 
week

Many flexible approaches are used, 
including core hours of the day 
with variable start and stop times.  
Virtual commuting to perform work 
or develop projects in virtual teams 
with members anywhere in the 
world. 

     

Table 4 - 6 :  Characteristics of Company Types        from  pages 286-291
       

ISSUE ONE-PARTY COMPANY
Stage One: Old 
Paradigm; 
Stage One-A: New 
Paradigm.

TWO-PARTY 
COMPANIES

The Extended 
Corporation: 
CORPORATE 
MULTIPLEX

1)	Vision Focus within the 
company, develop 
internal capability, 
change only with 
difficulty 
 
Stage One-A re-focuses 
to vision statements 
that embrace change

See the limits of one 
company and seek 
alliances or joint 
ventures.   
  Typically form long-
term relations that are 
difficult to change. 

Quick strike in the 
market, quick teaming, 
quick disconnect. 

2)	Identity A few owners build 
their own asset base, 
impose control

 Stage One-A shares 
ownership, fosters 
psychological 
identification with the 
whole company

Co-owners share 
control.

Core company shares 
ownership among 
the executives and 
employees.  Modular 
relations to other 
companies so that it 
does not have to own 
everything internally.  

3)	Energy Financial strengths 
slowly built up for 
independence.  May go 
public.  Emphasis on 
looking strong.

Sudden multiplication 
of financial strength 
due to the pooling of 
resources between the 
two companies.

Financial strength is 
limitless: international 
Sourcing of capital 
and unique financial 
engineering puts 
together the money that 
is appropriate to the 
new business.
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ISSUE ONE-PARTY TWO-PARTY MULTIPLEX
4)	Goal What we can do 

within our own limits, 
gradually increasing.   
 Stage One-A does re-
engineering but we still 
are just one company.

Our goal is expanded 
to what we can 
accomplish together 
cooperatively.  Sudden 
new strengths found.

Our goal is what we 
can do globally without 
preconceived limits:
  Form teams with 
whatever companies 
needed
  Leapfrog over 
competitors who are 
slow and working alone

5)	Key	
Values

Owning, controlling, 
dominating, being 
sure of what is next, 
minimizing  risks, 
specializing, 

 Stage One-A shifts 
to such values as 
creativity, innovation, 
change and group 
participation

Sharing, trusting, 
opening new areas 
together

Seeking explosive 
growth, integrating, 
finding underlying 
systems, understanding 
key trends, building 
sustainable growth, 
preserving the 
environment, quickly 
disconnecting as 
markets mature.

Value people as 
the key to success.   
Maximize creativity, 
leadership and mutual 
responsibility.

6)	Fears Losing your grip, not 
knowing what is going 
on, taking too much 
risk in unknown areas 

Losing secret 
information or 
technology.  
  Giving more to your 
partner than you 
receive 

Launching in the wrong 
direction, since we 
reach results so rapidly 
it is more dangerous to 
accomplish all that and 
then find out it is the 
wrong opportunity. 

7)	View	of	
technology

It is the tools we use, a 
mode of control, and it 
lets us do more of what 
we want.  Develop and 
keep it in house.  

It is a source of growth, 
but our company 
does not have all the 
technology needed so 
combine with another 
company

It is a detonator for 
explosive growth.  It 
has to be structured 
and organized for quick 
implementation and 
flexibility so we can 
steer the rapid change

8)	View	of	
core	

Stick to your core 
industry, support tried 
and true business 
practices.  Suspect 
conglomerates.  Look 
for vertical integration. 
 Stage One-A: the core 
is also values, business 
practices, deep 
corporate culture

Each company retains 
its core business, but 
we enhance both by the 
joint venture

Multiple cores within 
our company based 
on underlying systems 
integration.  Therefore 
seek out many 
market opportunities, 
then interlink with 
specialized partners as 
needed.  
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ISSUE ONE-PARTY TWO-PARTY MULTIPLEX
9)	View	
of	the	
Customer

Stage One: Minimal 
contact with customers.  
Manipulate customers 
with advertising, 
packaging, etc.

 Stage One-A: get 
close to the customer, 
understand his needs, 
keep his trust

Select our joint venture 
partner according to 
who will create real 
value for our customers

See an endless customer 
base.  Form close 
relationships with 
partners and with 
customers.  Give the 
customers more than 
they expect, raise the 
level of competition.  
  Where necessary, 
empower customers 
with innovative 
financing or project 
finance. 

10)	
Organiza-
tional	
Structure	

Stage One: hierarchy, 
control oriented

  Stage One-A: flat, 
empowering of people, 
streamlining processes, 
fostering innovation, 
trusting the elements 
to excel in light of the 
whole

Empowering each 
company to contribute 
to the joint venture.  
Establish new 
guidelines for cross-
company cooperation.

Set up the organization 
to handle almost 
limitless growth, quick 
connection to other 
companies, and quick 
disconnects.  
  Networks of 
relationships developed 
ranging from suppliers 
to customers. 
  Modularity
  Common cores
  Cross training in  
functional technologies
  High integrity
  Personal creativity
  Transcendent  
     motivations

11)	
Basis	for	
continuity

Grow ourselves, go 
it alone.  Consolidate 
information in the 
hands of a few.  

Stage One-A: 
fundamental principles

Build relationships that 
will last.

Develop the ability 
to join forces with 
other team members 
quickly and value the 
disconnect.   Do not stay 
together just because.  
Share information in 
real time to maintain 
continuity through the 
change cycles. 
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ISSUE ONE-PARTY TWO-PARTY MULTIPLEX
12)	
Personality	
of	the	
winners

Stage One: 
domineering, 
mistrustful, selfish.

  Stage One-A:  Self-
actualizing but still 
individualized.  Self 
centered.
Stage One-A:  
innovative, cooperative, 
identify with the 
company as a whole.

Cooperative.  
Appreciate new views 
of one’s joint venture 
partner.  

Totally new kind of 
person going beyond 
self-actualization and 
cooperativeness, adding:
  *transcendent 
motivations
  *comfortable with 
systems thinking
  *interdisciplinary
  *not intimidated by 
limits
  *highest integrity
  *Unselfish, willing to 
empower others
  *Endlessly creative, 
eager to change

13)	View	of	
Corporate	
Culture

Stage One companies 
pay no attention to it.
  
Stage One-A company 
discovers its cultural 
strengths, emphasizes 
its key values, 
and adheres to its 
principles.  

Each company 
understands its own 
culture and seeks 
to understand the 
others so that they can 
cooperate in more than 
mechanical ways.  

Maintain strong cultural 
identity based on 
creativity, innovation, 
flexibility, rapid change, 
and the ability to 
integrate with other 
organizations.  
  Develop enough 
understanding to 
help one’s partners to 
become conscious of 
their own cultures and 
how they affect the 
Corporate Multiplex.  
  Cross-cultural 
knowledge management 
(triple-loop learning 
from diversity).  
  Recognition of 
mutually acceptable 
provisional universals 
(quadruple-loop 
learning)
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ISSUE ONE-PARTY TWO-PARTY MULTIPLEX
14)	View	
of	the	
Environment	

Stage One companies 
see environmental 
issues as externalities 
for which they do 
not have to pay.  The 
value for Domination 
usually means that the 
environment is what 
they exploit. 

Stage One-A companies 
see the environment 
as what sustains their 
existence and thereby 
what needs to be 
protected.   

These companies may 
or may not recognize 
the importance 
of sustainable 
environments, 
depending upon 
the intelligence and 
insight of the people 
involved.  Cooperative 
ventures tend to lead 
people to recognizing 
the importance of the 
environment.

The Corporate 
Multiplex does not by 
its structure have to 
see the importance 
of sustaining the 
environment.  Because 
it is a rapid, explosive 
growth business 
structure, it could also 
harm the environment.   
But the highly creative 
and intuitive people 
who can make a 
multiplex work are now 
likely to also recognize 
that they cannot 
pursue their mission 
without a sustainable 
environment.

15.	
Corporate	
Integrity

Viewed only as a 
moral-legal factor 
related to consumer 
safety, environmental 
regulations, etc.

Recognition that the 
trustworthiness and 
cooperation found in 
the corporate culture 
will determine much of 
the success of corporate 
alliances. 

A deep understanding 
of how the corporation 
must span  many 
areas and dimensions 
while maintaining 
its ability to hold 
together.  Moral identity 
linked to creativity, 
cultural history, and 
futurism.1  As the 
corporation expands 
in relationships, 
innovations, and 
markets it will be 
increasingly important 
of it to be able to cohere, 
integrate, span and 
maintain its integrity.
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                   from page 303

Table 4-7 :  A Summary of the Three Ontological Aspects            from pages 309-310
Characteristic 1st   Aspect 2nd   Aspect 3rd   Aspect
1. What is 
involved?

a. Knowers who each are 
some part of the same 
deepest substance
b. the One

a. Knowing agents
b. Groups and 
organizations
c. Members of 
societies and cultures

a. The known, things
b. Knowable in principle
c. The form of that which 
exists as opposed to its 
inner substance
d. Quantity of energy 
involved in sustaining 
what is.

2 What is the 
Aspect in 
relation to us?

a. Free will, decision 
making
b. Unity through 
diversity, 
c. finding common 
purpose
d. the right direction and 
the highest good

a. social context 
and communicative 
action
b. Individuation
c. Self-conscious 
Identity
d. Learning, 
transformation to 
gain access to higher 
levels and higher 
planes 

a. Unconscious structures, 
natural skills
b. Things that exist both 
inside of oneself and 
outside
c. material form
d. embodiment
e. Accessibles that are 
knowable only to knowers 
who have access to that 
plane
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Characteristic 1st  Aspect 2nd  Aspect 3rd  Aspect

3 What do we 
know?

a. the highest level 
of appreciating the 
importance of the 
knower
b. the equality and 
spiritual unity of the 
knowers
c. the means of achieving 
cooperative effort
d. encompassing the 
past and envisioning the 
future

a. pragmatic 
knowledge for getting 
things done
b. understanding: 
the higher level of 
seeking through 
interpretation 
and contexts of 
knowledge
c. instrumental 
knowledge: weighing 
and balancing, 
differentiating the 
actual forms and laws 
so the knower can 
use this 
d. science of knowers 
(social sciences) and 
technology of applied 
knowledge for our 
interests

a. the basic level of 
gaining knowledge of the 
object of desire 
b. relying on the Life-
world (Lebenswelt) as a 
horizon of knowability 
and common knowledge 
c. the state of people who 
are seeking only self-
satisfaction, self-interest, 
self-benefit
d. implication: constant 
struggle against each of 
the others who also seek 
only self-interest and a 
privileged benefit
e. the order of things: 
science as  classification, 
formal knowledge 
research programs, 
and model building for 
predictability

4. Hierarchy a. Cooperative order
b. Coming to agreement
c. Knowers lead in 
accordance with their 
areas of knowledge and 
skill

a. Imposed order, an 
individual asserts 
authority and 
subordinates the 
others
b. Centralization

a. Natural order of things, 
flow, 
b. Balance of nature, 
ecological niches
c. Social order 

5. Ethical 
Types

Deontological Ethics
 a. Deciding what it right 
on the basis of principle
b. Universalizing ethical 
claims so they apply to 
past and future
c.  Verities such as 
Kant’s Categorical 
Imperative not to treat 
others as means

Human Potentials and 
Virtue
a. Kohlberg’s Stages 
of Moral Reasoning
b. Maslow’s Need 
Hierarchy      
c. Five stages of 
the spiritual path                                                                                                                                             
                                 

Consequentialism and 
Utilitarianism
a. Judge the good of the 
means by its future ends
b. Judge The Good by 
the greatest good for the 
greatest number
Social Contract Theory
c. Agree to rule of law and 
rights
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Characteristic 1st   Aspect 2nd   Aspect 3rd  Aspect 

6. Summary a. Being 
b. Being as different 
from beings (the 
ontological difference of 
Heidegger)
c. Identification with the 
other
d. Purpose, planning, and 
Directionality under the 
guidelines of The Good

a. Various beings
b. Self-conscious 
beings with their 
individual identities, 
so a personal identity: 
I am x. 
c. Access: I have 
sensation, I  can see x
d. Groupings 
according to choices, 
values, affiliations, 
dedications, 
commitments
e. Access: working 
and growing to 
gain new access to 
things not presently 
accessible

a. Various beings such as 
things
b. Logical identity: x = x
c. Things as the various 
beings with their 
structures and systems
d. Planes of reality each 
with its own type of 
matter and laws 


