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Transformation Processes: Getting through the U

A practical Map for Facilitators, Change Agents and Trim Tabs

Anne Caspari, Mindshift Integral Planning

Transformation processes can range from simply changing a habit (for an individual) to changing personal 

realities or shifting paradigm (for individuals and groups). The U-shape is understood to be an archetypal

universal movement that each individual or group has to follow for transformations from one reality to another, 

whether it be small or large scale. Otto Scharmer describes it beautifully in his book, “Theory  U“ (2009). 

The following slides reflect the practical difficulties many change agents and practitioners face when dealing 

with coaching individuals or groups through transformational processes, such as the U-Process.  

In any cases, external structures have to be provided to foster the success of the process. Also, coachees

will face normal, process-imminent stages of resistance, fear, confusion and so on, and try to find short-cuts

or escapes to bypass authentic transformation. It is vital for a practitioner to be able to spot and diagnose these, 

place them in the right context and have the means at his or her disposal to help the coachee(s) to get back on 

track. The good news is: there are plenty of tools available for specific stages and escape mechanisms. 

Transformation Process 1.0 

Below you will find worksheet slides showing structures (external frameworks) that can help foster a successful 

transformation process with regard to the internal blocks and saboteurs one tends to encounter during such a 

process. In addition, I list the most common lateral movements, pseudo-shortcuts and escape mechanisms 

that seem to occur when one is encountering resistance and shadow material that proves difficult and painful

to own. I also list some of the respective tools that have proven immensely helpful and effective (if used with 

expertise, of course) to get the coachee(s) back on the U- track.  None of these lists are meant to be 

comprehensive and will be constantly refined.  Feedback is welcome.    
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Transformation Processes: Getting through the U

A practical Map for Facilitators, Change Agents and Trim Tabs

Practical Overview

Working with these maps, practitioners may more easily diagnose and map out where people are on their journey 

through the U, and what can be done to secure and foster their advancement. Also, on many occasions, we have 

used this „reading key“ to assess the degree of a person’s or a groups readiness, willingness or resistance to go 

further. Recognizing some of the pitfalls and internal attitudes has proven very helpful for allocating the means, 

resources and efforts to correct quickly – or to not waste resources on individuals or groups that are firmly 

identified in locked positions along the U and are likely to sabotage themselves and the larger group. 

It also has proven helpful in the more efficient application of tools, e.g. presenting tools that foster the right hand, 

ascending part of the U (e.g. Holacracy structures, Futures workshops and rigorous visioning, creation exercises 

etc. ) at a too early stage, when the ascending part is not yet complete and people are still projecting their „home 

paradigm“ does not prove such a good idea. 

The slides may be useful for promoting the necessity to change view point and shift paradigm before coming up 

with a solution to a complex problem. The famous Einstein quote "Problems cannot be solved by the same level of 

thinking that created them" indicates precisely this need for a real shift. This is especially important for advanced 

systems thinkers and movers in the global change arena who are increasingly frustrated that the solutions they 

offer are not being listened to.  The worksheets can help to make the Einstein quote accessible in showing how 

the apparently counter-logic movement through the U can provide that broader, higher perspective that only a real 

transformation with a realty shift can offer. 

These worksheets are meant to provide a  “your coachee is here in the process and needs this kick or that tool to 

get through” kind of map.  These maps have crystallized in observing imminent patterns over a decade of personal 

coaching and working with groups in transformational processes. It is meant as work in progress and input is 

welcome.
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Reality A Reality A`

Preconditions (internal)

• Dissonance, discomfort; 

• Boredom

• Curiosity, willingness, open mind

Method/Structure (ext)   

• Container (space/process, group)

• Rules

• Tools

• Mentor/Coach 

• Pattern Integrity

Preconditions (int)

•Internal Motivation > fear, pain

• Emotional commitment to change

• Personal  responsibilty

• Trust, vulnerability, courage

• External guidance

New is Fused with Power 

safe space - integrity of self

• Political

• Social networks

• Information  

• Financial

Methods/ Tools 

• Structure

• Communication

• Testing and feedback

• New reference points

Integrity of

• Organisation

• Patterns/Processes

• Governance

• Vision

Community

• of Inquiry

• of Support

• of Practice

• ecosystem

reality shift/ transformation

places of discomfort; discovery
of patterns and blind spots

new persp
ective

s and 

poten
tial ne

w parad
igms

problem awareness; wish to 
change

resistance to ownership comes in 

layers

reappearance of old dis-
associated parts and transgressions, shadow material 

confusion, old personal 
reality is disintegrating

pain and relief in layers

insecu
rity about

new territo
ry

back i
nto excite

ment

embodim
ent of

 new

practi
ce of new

leade
rship

Framework of Structures (external) and Conditions (internal) for a successful Transformation  
- in response to the usually occurring stages in the U- shaped process
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Reality A Reality A`
no  problem

awareness

compulsive

optimism, denial

lost in drama
excuses, escape

blame, victimhood,

projections

compromising

feedback into ego

spiritual by-passing

getting lost  in drama, karma, states, 

depression, shadows,  etc; potential state

pathologies

misidentification; follow others / guru

feed into self importance

pseudo-enlightement

denial of self vs service to 

others

spiritual identities

overwhelm, failure to sort

out feedback

failure to go

collective

failure to go practical with new

prototypes/reality check 

failure to practice, back to 

habits and comfort zone

attribution of shift to outside source

(method, guru, leader)

narcicissm, mean green

old habits, inertia

fear of new; insecurity

intellectualizing

earlier dev. level specific immunities: 

e.g. shame/guilt/fear of…

Not stage specific; 

can occur in any stage/structure but

with respective pathologies

shift/ transformation

places of discomfort; discovery of 

patterns and blind spots

new persp
ective

s

and p
aradig

ms

possib
le

problem awareness: wish to change

resistance to ownership in layers

reappearance of old dis-
associated parts and transgressions , shadow

material 

Confusion, old personal 
reality is disintegrating

pain and relief in layers

insecu
rity about

new

territo
ry

back i
nto excite

ment

embodim
ent of

 new

practi
ce of new

leade
rship

and d
issem

ination

cynicism, profanation

Escape mechanisms and Immunities to Change in the Transformation Process
in response to the usually occurring stages in the U- shaped process

does usually not

enter the

process

s
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Reality A Reality A`

Voids/Values Maps

Immunities to Change Maps (ITC; Kegan)

AQAL Mapping/Diagnosis (Sdi/integral)  

Voice Dialogue, 

Systemic Constellations, Inquiry, 

Meditation Practices

Avatar various (Palmer)

Creation Exercises

(Palmer)   

Avatar, 

Presencing (Scharmer)

Holacracy (Robertson)  

Radical Visioning, 

Futures  Workshops 

Intention Experiments 

(McTaggart) 

Thoughtstorm (Palmer) 

Spiral Dynamics

CoG Comunication

3-2-1 Shadow Process

Attention / Belief 

Management (Palmer) ; 

Appreciative Inquiry

Integrity Exercises

Holacracy

(Robertson)  

State Trainings 

Big Mind Big Heart

Process

State Trainings 

Integral Life Practice

(Wilber, Patten)    

Tools for Course Correction
(selection) 

- in response to specific escape mechanisms in the change process

blame, victimhood, 

projections

compromising

feedback into ego

spiritual by-passing

getting lost  in drama, karma, the past, 

states, depression, shadows,  etc; potential 

state pathologies

misidentification; follow others / guru

feed into self importance

pseudoenlightement

denial of self vs service to 

others

spiritual identities

overwhelm, failure to sort

out feedback

failure to go

collective

failure to go practical with new

prototypes/reality check 

failure to practice, back to 

habits and comfort zone

attribution of shift to outside source

(method, guru, leader)

narcicissm, mean green

old habits, inertia

fear of new; insecurity

intellectualizing

earlier dev. level specific immunities: 

e.g. shame/guilt/fear of…

cynicism, profanation

excuses, escape
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Reality A Reality A`
Preconditions (int)

• Dissonance, discomfort; 

• Boredom

• Curiosity, willingness, 

• open mind

Method/Structure (ext) 

• Container (space/ 

process, group)

• Rules

• Tools

• Mentor/Coach 

•Pattern Integrity

• Internal Motivation > fear, 

pain

• Emotional commitment to 

change

• Personal  responsibilty

• Trust, vulnerability, courage

• External guidance

New is fused with power 

• Political

• Social networks

• Information  

• Financial

Methods/ Tools 

• Structure

• Communication

• Dissemination

• Testing and feedback

• new reference points

Integrity of

• Organisation

• Patterns/Processes

• Governance

• Vision

Community

• of Inquiry

• of Support

• of Practice

• Ecosystem

Process oriented Overview of Transformation Process

Structures, Conditions, Mechanisms, Tools   

blame, victimhood, 

projections

compromising

feedback into ego

spiritual by-passing

getting lost  in drama, karma, states, the

past,  depression, shadows,  etc, potential  

state pathologies

misidentification; follow others / guru

feed into self importance

pseudoenlightement

denial of self vs service to 

others

spiritual identities

overwhelm, failure to sort

out feedback

failure to go

collective

failure to go practical with new

prototypes/reality check 

failure to practice, back to 

habits and comfort zone

attribution of shift to outside source

(method, guru, leader)

narcicissm, mean green

old habits, inertia

fear of new; insecurity

intellectualizing

earlier dev. level specific immunities: 

e.g. shame/guilt/fear of…

cynicism, profanation

excuses, escape

Voids/Values Maps

Immunities to Change Maps (ITC; Kegan)

AQAL Mapping/Diagnosis (Sdi/integral)  

Voice Dialogue, 

Systemic Constellations, Inquiry, 

Meditation Practices

Avatar various (Palmer)

Avatar, 

Presencing (Scharmer)

Holacracy (Robertson)  

Radical Visioning, 

Futures  Workshops 

Intention Experiments 

(McTaggart) 

Thoughtstorm (Palmer) 

Spiral Dynamics

CoG Comunication

3-2-1 Shadow Process

Attention / Belief 

Management (Palmer) ; 

Appreciative Inquiry

Integrity Exercises

Holacracy

(Robertson)  

State Trainings 

Big Mind Big Heart

Process

State Trainings 

Integral Life Practice

(Wilber, Patten)    

Integral 

methodological

pluralism

shortcutting


