Spiral Dynamics Integral - Creating New Sense Making Capabilities
By Chris Cooke

The Nature of the Challenge:

The task of leading large public service organisations in continuing change has never been so complex. Despite a series of policy initiatives and new approaches to organisational change over the past 20 years few organisations have been able to reform public services in a fundamental way.

The requirement to modernise services, whilst addressing the current issues of diversity and equality, whilst establishing new partnerships across organisations with very different accountability and management cultures, brings new leadership challenges. It is very complex for those at the head of organisations who must today develop new sense-making capacities across widely differing communities and sectors. 

The transformation of the circumstances of the people of any city, region, or country will only be achieved if all parts of the Public Service behave quite differently in the future. It is about designing and aligning services at a much more fundamental level. Part of this challenge is to ensure that the change reaches down through the systems in a co-ordinated way. 

Why is a new point of view needed?

Because the systems we seek to influence are so complex we tend to oversimplify our modeling and assume cause and immediate effect and a linear unfolding change process. In fact there are so many influences at play that even simple changes are hard to track. We believe that it is more helpful to think of change ‘weaving’ through a vast range of people and systems and that we need to find new ways to understand how people’s thinking and actions are shifting on a continuing basis. 

Further we believe that current language and thinking are not adequate for the task of understanding and creating environments in which the minds and behaviour of thousands of people can evolve in a healthy manner.

We would seek therefore to introduce state-of-the-art concepts and terms that help to liberate people from old-style mindsets of managing change. This we believe is the age of conscious evolution which offers a proactive leadership opportunity.

So what is this point of view?

In broad terms any complex change needs a means of collectively making deep sense of the situation. From this space of enhanced-clarity arises inspiration and renewed energy for the co-creation of new and meaningful futures which can then be implemented in the spirit of continuous re-creation and well-being.

Many surveys on culture and diversity gather points of view and hard data which can be compared against targets and other external requirements.  Such points of view provide a complex mix of frequently opposing standpoints of WHAT people think and are doing.  There now exists the opportunity to examine HOW people think – and helps us make sense of the WHAT data.

Deep sense making requires that we not only become more aware of the surface level features of society but also the deeper and invisible forces that drive human perceptions and social change. Today these deeper patterns and core intelligences have become known and documented as Value -Systems. 

A “value system” is a worldview, an organizing principle, a set of priorities, a mindset, and a specific bottom-line. Value systems serve as magnets around which our cultural “stuff” clusters and aligns itself. They determine how people think rather than what they value. They are the invisible.

Value-Systems technology is now recognized as offering an understanding of HOW we think and these value systems are now recognized as being the master trend makers for all that we do, think and create as a species.  The natural codes and patterns that are associated with these value systems have been understood and applied over the past 50 years in many situations though they are still relatively little known. Little known not because of lack of success, more waiting for the minds that can use this technology. To date this technology has been paving the way with answers to the questions that no-one was asking.

I firmly believe that it is no longer adequate nor desirable to macro-manage based upon ethnicity, skin colour, religious affiliation and other surface features alone. There exists the proven capability to engage non-stereotypical and infinitely more meaningful levels of enquiry and co-create purposeful short , medium and long term strategies for social upliftment.

The theoretical basis of this work is impeccable and large scale applications have demonstrated its utility at global, national, organizational, team and individual levels.  The academic term given to this point of view is ‘Integral’.

A Background to Value Systems:
The Point of View of Spiral Dynamics Integral
By Chris Cooke

Value Systems - Ideas and Source

The subject of change is covered widely in many publications and research.  One of the core studies that have been abducted into this field has been the study of human motivation - that driving force that moves us to a particular action.  In the field of psychology both Freud and Maslow consider that motivation is one of the central aspects of 'personality'.  According to Maslow (1970) human motivation is based largely upon a hierarchy of needs, from the most basic (food water etc), through Safety Needs, Belonging Needs, Self Esteem Needs to what Maslow describes as Self Actualisation (To achieve one's full potential). Maslow argued that until these needs are met, we cannot be motivated by needs from the next level (or any other level).   Most people are aware of Maslow's hierarchical value model, but very few people are familiar with the more powerful model developed by Clare W Grave's.

Clare W Graves, through the pursuit of an extensive longitudinal piece of research that commenced in 1952, determined from the data, what he called “levels of psychological existence”.  The data showed him an emerging pattern and priority of worldviews, value systems, and complex adaptive intelligence's, the cause of motivation, that arise in response to life conditions.  He identified that human nature is not finite; we are not frozen into types or traits. As Graves explained it: "Briefly, what I am proposing is that the psychology of the mature human being is an unfolding, emergent, oscillating, spiraling process marked by progressive subordination of older, lower- order behavior systems to newer, higher-order systems as man’s existential problems change." 

Through his research Graves identified that discrete patterns of thinking (psychological systems) emerge as our brains ‘re-calibrate’ themselves to meet the new survival needs brought about by changing life conditions.  Graves postulated at that time that this ‘re-calibration’ was through a bio-chemical process. 

As a contemporary of Maslow, Graves commented, "You should know that Maslow came around to my point of view. If you look at some of his later writings, you will see that he accepted both (1) the cyclic idea that there was more than one kind of expressive system and more than one kind of belonging system and (2) that the system is open ended. We finally, after fighting this over for eight years, came to fundamental agreement along that line".

Graves proved that Maslow's approach failed to characterise the nature of many people. Graves discovered that what Maslow characterised as "Self Actualisation' was according to Grave's data, only one of several forms of 'Self Actualisation'.

The research that Grave's completed and his resulting 'point of view' of 'the emergent cyclical double helix model of adult bio-psychosocial behaviour' was the starting point of an overall approach to understanding human evolution and response to change that has become known as 'Spiral Dynamics'. (Beck and Cowan 1996)

What is Spiral Dynamics?

Through his research Graves identified that discrete patterns of thinking, (psychological systems), emerge as our brains re - calibrate themselves, through a bio-chemical process, to meet the new needs brought about by changing life conditions. Beck and Cowan describe these psychological systems as 'Value-Systems and Beck (1999)
 defines "A “value system” is a worldview, an organizing principle, a set of priorities, a mindset, and a specific bottom-line. They serve as magnets around which our cultural “stuff” clusters and aligns itself. They determine how people think rather than what they value. They are the invisible forces that drive human perceptions and social change”.

Beck and Cowan later linked these psychological systems to the concept of memes, a term developed by Richard Dawkins
 (Dawkins 1976) from the field of Genetics. Dawkins recognised that culture could not be explained genetically, and developed the term ‘meme’ that described  'self-replicating packages of information that propagate across the ecologies of mind in a pattern if reproduction similar to viruses'. 

Beck and Cowan enhanced this point of view with the insight of the work of Graves and developed the term for a meta - meme, the organising framework  for all little memes. These meta memes are known now as 'VALUE MEMES or vMEME's.  A vMEME is a deeper cultural code that is propagated in part through the surface level visible ‘memes
’. Dr Beck recently wrote - "Few are focusing on the memetic DNA- like cultural codes that explain our historic emergence as humans. Why are these human codes so important? Because they reveal the deepest dynamics that ultimately confront people, organizations, societies & the entire planet". 

The patterns of psychological systems (value systems) that Graves identified in his eight level model are:

SUMMARY OF WORLDVIEW (vMEME) CODES

	LEVEL
	COLOR CODE
	POPULAR NAME
	THINKING
	CULTURAL MANIFESTATIONS AND PERSONAL DISPLAYS

	
	
	
	
	

	Level 8
	Turquoise
	WholeView
	Holistic
	Collective individuals; cosmic spirituality; earth changes

	Level 7   


	Yellow
	FlexFlow
	Ecological
	natural systems; self-principle; multiple realities; knowledge

	Level 6
	Green
	Humanbond
	Consensus
	Egalitarian; feelings; authentic; sharing; caring; community

	Level 5
	Orange
	StriveDrive
	Strategic
	Materialistic; consumerism; success; image; status; growth

	Level 4
	Blue
	TruthForce
	Authority
	Meaning; discipline; traditions; morality; rules; lives for later

	Level 3
	Red
	PowerGods
	Egocentric
	Gratification; glitz; conquest; action; impulsive; lives for now

	Level 2
	Purple
	Kinspirits
	Animistic
	rites; rituals; taboos; superstitions; tribes; folk ways & lore

	Level 1
	Beige
	SurvivalSense
	Instinctive
	food; water; procreation; warmth; protection; stays alive  


During the experience of the extensive 20 years application in South Africa, to each level of Grave's model they allocated a colour-code, (Graves labeled his eight  levels of existence with pairs of letters and also numbered levels: A through to M representing Life Conditions in the habitat, and N onwards as awakened capacities in the mind. e.g. 1st vMEME system would be A-N or level 1 then second system B-O or level 2 etc.) 

Each worldview, according to Graves is a product of its time and life conditions.  In essence his point of view indicates that:

· the human brain has the capacity to exist at different levels of psychological development (vMEMES)

· The human brain supports a potentially open system of values with an infinite number of modes of living available to us. There is no final state. This awakening brain function being thought to be triggered by three conditions documented by Beck and Cowan (1996) Page 51:  1. A set of instructions, probably encoded in our DNA that equip us to awaken new systems which add to or even replace old ones; 2. Dynamic forces generated in both nature and nurture; 3. The capacity of the particular human brain to house a number of subsystems all at the same time, with some active and others relatively passive.

· The vMEMES can brighten and dim as life conditions change - and as new systems are forged the old systems are subsumed by the new and stay within us
· vMEMES zigzag between express-self and sacrifice-self themes

· vMEMES emerge along the spiral in wave like fashion, each having phases of entering, peak and exiting

· vMEMES spiral up and down through levels of complexity: The emergence along the spiral is from lesser to greater complexity. No one form is better than or worse than the other - the key is appropriateness to the life conditions.

· vMEMES coexist within our onion like profiles - As Beck (1999) (Audio tape) mentions in his Speech at the State of the World Forum - "There is  a crowd [of vMEMES] within each of us" 

· vMEMES appear to cluster in groups of six along the spiral. The first six basic' subsistence memes' and the next , currently two recognised, second tier 'being' vMEMES. The second tier being characterised by a far greater ability to handle complexity than the first six. Graves identified this leap in complexity of thinking in his paper  - Human Nature Prepares for a Momentous Leap (Futurist 1994).
· A vMEME is a core intelligence in us all 

· vMEMES structures of thinking systems within us  

· vMEMES impact upon all life choices

· vMEMES manifest themselves in healthy and unhealthy forms

· healthy individuals, organisations, nations, communities, require a healthy spiral of vMEMES - a gap can lead to problems. 

Grave's summarised the practical nature of his point of view in the following manner:

"An individual, a company, or an entire society can respond positively only to those managerial principles, motivational appeals, educational formulas, and legal and ethical codes that are appropriate to the current level of human existence"

Quite simply as Dr Beck writes: "If we can get the memes – the units of personal & cultural information that clone themselves across the ecologies of minds – set right, then many surface-level problems can be more easily resolved. We can do better by going deeper, much deeper."

This practical perspective was important to Graves, Beck and Cowan; this led to a wide range of extensive applications of this model across many sectors and ultimately to the writing of Beck and Cowan's book Spiral Dynamics. The extensive work done in South Africa is documented in 'The Crucible'
 (Beck and Linscott 1991).

The current expansion of the work now includes the work of Ken Wilber
 and other notable researchers and practitioners to create the Spiral Dynamics Integral approach. Ken Wilber, a leading evolutionary philosopher and writer, has since 1999 adopted Spiral Dynamics as the first truly Integral Psychology. 

Current global applications include pioneering economic regeneration work in former coalfield areas in the UK; re-design, alignment and innovation across the voluntary, public and private sectors; personal coaching; leadership development through to the development of multi-national corporate strategies. The recently surfaces Be The Change process is considered to be of global significance.

A constellation of competent partners is now emerging. All are engaged in the broader application of the integral thinking and practise. New themes are emerging as part of a broader 1-Planet Strategy; these themes are Intentional Leadership, Intentional Community and Intentional Well-being.  5 Deep is instrumental in pioneering many of these applications and themes.














































































