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Christian Stary

Christian Stary

Handling the Intangible — An Introspective
Dialog on Structural Pressure

CS: Picture an impediment that is not tangible and thus cannot be neutral-
ized by means of prevention, leadership or technical task accomplishment.
If you want to climb to the next level in a hierarchy, you call the impediment
a glass ceiling; if you have arguments that cannot be refuted but are not ac-
cepted in a certain situation, you term the impediment an invisible wall. This
impediment becomes a means of triggering processes, as they would occur
naturally, logically, intuitively or even inevitably, even though they may not
make sense from a technical perspective.

Self: What are you talking about?

CS: I can give you an example. Consider yourself a team leader who feels
responsible for his team members and you experience ‘running into an in-
visible wall” when you need to work in the interest of your team members.

Self: Well, it is the idea of the role of team leader to work in the interest of
his/her team members.

CS: Correct. You may understand the issue better if I provide you with a
certain case. You hire a co-worker for a project. The project is designed to
last a certain period of time, let us assume 6 years. Management agrees to the
respective contract and the project can start as planned. After this period it
becomes evident another year will be required to finish the project success-
fully while keeping the team members on board.

Self: So far this is not unusual; we know projects of that length are rarely
completed on time.

CS: T also agree with that. You as a responsible team leader inform manage-
ment once funding has been settled for another year. You assume you will be
able to keep the project team members on board, as you were able to provide
funding for them.
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Self: From the project team leading perspective, just in time information,
and even ensuring funding of the team members for another year, in order
to proceed seamlessly with the project.

CS: Unfortunately, here the power of structure comes into play. The manage-
ment has changed from pragmatic decision taking to regulation-driven. For-
mal regulations in our case only allow a person to stay in an organization for
amaximum of 6 years before becoming eligible for a permanent contract. As
funding is not guaranteed for a permanent position, the management acting
formally correctly informs you as a project team leader that the people that
have been working on that project cannot be contracted longer due to legal
constraints.

Self: So you need to argue from a technical perspective as well as in terms of
the image of the organization that could be damaged in case the contracts
cannot be extended for another year.

CS: You mean, arguing why these people are the best way to complete the
project successfully?

Self: Of course.

CS: We can go even further: The project team leader starts arguing from an
economic perspective. It would require substantial effort and costs to find
and qualify team members who could replace those team members whose
contracts cannot be continued.

Self: This is the argument that finally counts for financially responsible
management.

CS: Actually, the formal argument in this case is stronger: The top manage-
ment lists a number of cases where the organization has been sued by team
members (not related to the current team) insisting on legal rights to enforce
permanent contracts, regardless of funding.

Self: However, these were different cases.
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CS: With respect to the project, you could consider it like that. With re-
spect to hiring people from an overall organizational perspective, this argu-
ment does not hold. Obviously, some team members from other projects that
could not be funded longer insisted on their formally granted right to get a
permanent contract.

Self: Still, top management could check whether special regulations could be
found meeting the demands of the project at hand.

CS: Up to the point of being sued, the top management has been searching
for case-specific solutions and in most cases offered a work around or inter-
pretation of regulations fitting the needs of previous projects.

Self: So, top management should have experienced that process and the ben-
efits resulting from making case-sensitive decisions.

CS: One could expect that. The team members applying for another project
term would have to be dismissed if this tradition is not kept. From an ex-
ternal or shareholder perspective, such a strict interpretation of regulation
reduces any risk, as the organization is acting within the regulations when
contracting people.

Self: How can such a situation be overcome?

CS: I consider two dimensions to be relevant for handling structural pres-
sure: how to act in principle and ad-hoc for a case at hand.

Self: Ok, let us start with ‘in principle’, translating it to a structural dimension.

CS: In that case, working in a preemptive mode with the (top) management
seems to be the only valid option. This means, once you as a team leader
become aware of regulations that could cause structural effects that in turn
could affect team operation, a dialog or discussion needs to be initiated. It
needs to be before a case pops up requiring a decision. The latter reduces the
set of options management may take into consideration.

Self: Do you have any concrete suggestions?
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CS: Yes. The discussion can be set up in such a way that different cases from
the organization can be thought through. In each organization several types
of contracts exist requiring dedicated handling by HR according to regula-
tions. Why not talk about cases that could occur due to the new regulations,
and invite HR to join or moderate the process?

Self: Okay. Can we assume all cases or issues can be resolved in this way?

CS: No. If there are limits, top management needs to understand that it has
become active across boundaries of organizations, e.g., together with oth-
er organizations of the same sector, or on the political stage. It has to raise
awareness about regulations that might hinder business, innovation or sus-
tainable development.

Self: What can be done ad-hoc?

CS: This case is delicate, as top management already has an intention if not
a decision how to (re-)act. If a team member has to leave and cannot be con-
tracted for another year the team leader could find a project partner arrange-
ment preventing brain drain at least from the project. In this case another
project partner could hire the person that has to leave his/her organization.

Self: In that case, the team members have to leave the organization?

CS: Yes, this is the case. Taking risks for the management would mean keep-
ing the structural pressure outside or at the boundary of the organization
and communicate that it relies on the (self-)organization of the team to find
ways either to keep team members permanently or to keep them until the
end of the project.

Self: And the role of the team leader?

CS: Make evident where the structural pressure starts, at the boundary of
the project, or the organization.

Self: Thank you for enriching the role model by system thinking.
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Next New Action
(3d)

Assess your creative
potential for leadership
and consulting

dates 2018 forthcoming

COS Curriculum
Creators for
Organisations & Society

25 days & 1d/8h coaching for
master’s piece

Group in collective flow
(5d)

Deep dive generative group
dynamics

Venice, 20.-24.3.2017

COS Conference active
participation
(2,5d)

Engage on stage, show your
intention and action for
organisations & society

Venice, 19.-21.10.2017

Flow peer group
(3x1d)

Your homebase for orienta-
tion, integration & individual
learning

Vienna, 3.12.2016

Integrating somatic
intelligence in high
performance teams
(4d)

Awaken somatic intelligence
for generative change

Vienna, 25.-28.5.2017

Creating my Master’s piece
Writers space *
Photography & Film *
Freestyle *

* choose one - or more (optional)

Craft your ideas and
developments and bring
them into the world. Act!

tbd. with participants

Whole System:

Co-Creating new structures
for collaboration

(2,5d)

Futuring, working with large
groups and networks for
transformational change

Berlin, 27.-29.4.2017



The COS-Certified Curriculum
»Creating Organisations & Society”

New Creations in Organisations & Society originate in the undivided
source of sensing, feeling, thinking. Acting from there we make a differ-
ence. In this curriculum you will touch the source, develop your inner
world and come out with new resources for action in the outer world. It’s
challenging for you and others!

We designed the curriculum for mindful people who:
« Wish to live and work closer to their calling and aspiration.
- Desire to go on a journey of transformation and tangible action.

- Want to intentionally achieve better, more creative results in the
organisations they own or work for.

» Change their surroundings collaboratively, mindfully and powerfully.
- Direct intention and generative power towards shared development.
« Enter uncharted territory.

Here and now modules address individual, group and organisational
learning spaces and offer learning on the spot in the here and now. You
practice presencing and learn how to intervene in the moment - here and
now. This is where immediate change happens.

Flow and grow together through action learning. You come closer to
yourself, develop ways to generatively hold your many facets, connect
with others in this way and manifest your actions from a fresh, supportive
social network. A learning through experiencing and acting, experiencing
and acting ...



Craft and manifest: During your learning journey you are continuously
crafting your own masters” piece. This artistic, scientific or freestyle ,piece
of work” is your gift and your challenge to yourself and to Organisations &
Society: The one you work or live in or the one you are intending to create.
A project development, a new business idea, a book, a new way of working
and living.

Your calling triggers and shapes your learning journey throughout all
modules. We support you in making a pearl-chain, your intentional learn-
ing process is the pearl string. — Beautiful!

COS Certified Curriculum:
Creators for Organisation & Society

For more information please contact:
Dr. Andrea Schueller: a.schueller@cos-journal.com
Dr. Maria Spindler: m.spindler@cos-journal.com

Costs approx.: € 5.600,00 + VAT



We are happy to announce:
Fresh COS-Creations in 2017!

The Group in Collective Flow. A Course in Group Dynamics.
March 20 - 24 2017, Venice, Italy

Dr. Andrea Schueller, Dr. Liselotte Zvacek, Prof. Bernadette Brinkmann

In a five days intense joint learning journey you look behind the curtain
of co-creating meaningful systems while being an active, sensing and re-
flective part of this process. You experience highly practical and real-time
learning while deepening the connection to your Self and the collective
wisdom of the group as it emerges Here and Now. Accessing your con-
scious and unconscious mind you widen your repertoire for recognizing
and changing patterns on a personal, interpersonal and systemic level -
and inbetween. Surfing and crashing waves, understanding and moving
with and against the currents, you and the collective become more: clear,
fluent and (personally) experienced in co-creating (from) collective flow.

Integrating Somatic Intelligence in High Performance Teams.
May 25 - 28 2017, Vienna, Austria

Dr. Steven Gilligan & Team: Dr. Andrea Schueller, Dr. Maria Spindler, Eva
Wieprecht, Dr. Liselotte Zvacek

Growing as a team and in team performance through only cognitive ac-
tion is like swimming without water: it gets very dry...! You deepen your
understanding and somatic practice to maintain and regain high levels
of creativity nurtured from a state of multiple positive connections be-
yond ego state. At the heart of this process is attention to a person’s and a
team'’s state as the core difference that makes a difference; that is, the crea-
tive outcomes are only as good as the underlying state. Through cutting
edge methodology, integrating Generative Change Work, Somatics and
Generative Group Dynamics, you go on an experiential learning journey at
the intersection of individual and collective self.



Anticipating the future with the Whole System: Co-creating new
structures for collaboration.
April 27 - 29 2017, Berlin, Germany

Dr. Tonnie van der Zouwen, MCM

In this two-and-a-half days interactive training workshop, you explore and
seriously play with a unique mix of practical theory and mindful practice:
You will get familiar and “cook” with the principles of co-creation for ena-
bling an organization or community to anticipate the future by creating
new structures for collaboration. You become familiar with various meth-
ods and techniques for facilitating productive meetings with large groups
of stakeholders (20 -> 1000 participants). Working with your own cases you
start with planning and designing the process, learn how to work with a di-
verse planning group, opening up for and allowing distributed leadership.

Read more: www.cos-journal.com



Become a Friend & Member of COS!

Join the COS movement and become a Friend&Member of COS! COS is
a home for reflective hybrids and a growing platform for co-creation of
meaningful, innovative forms of working & living in and for organizations
and society, between and beyond theory and practice. We invite you to
become an active member of COS.

Being a part of COS you have access to our products and happenings. As a
Friend&Member, you carry forward the COS intention of co-creating gen-
erative systems through mindful, fresh mind-body action. Let’s connect in
and for novel ways around the globe!

Access points for your participation & future contribution are:
« Mutual inspiration & support at the COS-Conference
« Development & transformation at COS-Creations Seminars

« Creative scientific publishing & reading between and beyond theory
and practice

« COS LinkedIn Virtual Community
« And more ...

The Friend&Membership fee is € 200,- + 20% VAT for 18 months. Why 18
months? We synchronize the Friend&Membership cycle with the COS-con-
ference rhythm and 3 COS journal editions.

Your 18 month COS Friend & Membership includes:

- 3 editions of the COS-journal: 2 hard copies, one for you and one for a
friend of yours = 6 hard copies 3 issues for the value of € 169.—

. Conference fee discount of € 150.—-

« COS-Creations: Special discount of 25 % for one seminar of your choice
each year

Send your application for membership to office@cos-journal.com



Join COS, a Home for Reflective Hybrids

The future is an unknown garment that invites us to weave our lives into
it. How these garments will fit, cover, colour, connect and suit us lies in our
(collective) hands. Many garments from the past have become too tight,
too grey, too something...and the call for new shapes and textures is ac-
knowledged by many. Yet changing clothes leaves one naked, half dressed
in between. Let’s connect in this creative, vulnerable space and cut, weave
and stitch together.

Our target group is reflective hybrids — leaders, scientists, consultants, and
researchers from all over the world who dare to be and act complex. Multi-
layered topics require multidimensional approaches that are, on the one
hand, interdisciplinary and, on the other hand, linked to theory and prac-
tice, making the various truths and perspectives mutually useful.

If you feel you are a reflective hybrid you are very welcome to join our COS
movement, for instance by:

- Visiting our website: www.cos-journal.com

+ Getting in touch with COS-Creations. A space for personal & collective
development, transformation and learning. Visit our website:
www.cos-journal.com/cos-creations/

« Following our COS-Conference online:
www.cos-journal.com/conference2016

+ Subscribing to our newsletter: see www.cos-journal.com/newsletter

+ Subscribing to the COS Journal: see
www.cos-journal.com/buy-subscribe

+ Ordering single articles from the COS Journal:
www.cos-journal.com/buy-articles-pdf

« Becoming a member of our LinkedIn group: go to www.linkedin.com
and type in “Challenging Organisations and Society.reflective hybrids”
or contact Tonnie van der Zouwen on tvanderzouwen@cos-journal.com
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Challenging Organisations and Society . reflective hybrids®
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Subscription of the
COS Journal

The journal is published semi-annually
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Gary Wagenheim (CA)

Elaborating the Theory - Practice Space:
Professional Competence in Science,
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Maria Spindler (A)
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Order the COS Journal
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3rd COS Conference
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In Venice, Italy
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