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Flow with Purpose . The Foundation and Principles of 
a New Evolutionary Paradigm 
Based on the theory of living systems and the GAAIB case – prototyping 
towards a new paradigm in health care 

Abstract

The aim of this article is nothing less than to close the gap between creating 
a maximum of value and wealth while building a sustainably vital, “healthy” 
and resilient economic system  Using the case of a self-owned and radically 
self-organizing group, running the anesthesiology and the intensive care of 
a medical clinic in Switzerland, we will take a look at how this goal can be 
achieved within a highly unpredictable environment  Learning from natural 
science we will then see how living systems manage to proactively cope with 
the given natural reality (unpredictability, interdependency, limited resourc-
es, emergence and dynamical disequilibrium) while following a very clear 
and distinctive purpose: to direct all free energy into the sustainable creation 
of shared value  Contrasting the still dominant traditional mechanistic par-
adigm, I am calling this framework, which is based on the science of living 
systems, the “Evolutionary Paradigm”  Evolutionary systems operate with a 
small set of five generic principles – the operational fractal of any sustainably 
vital, living organism  This provides a comprehensive theory and practice, 
enabling us to move together into a truly sustainable, and at the same time, 
highly performing and purposeful future  An in-depth understanding of 
the principles of evolutionary systems will give us the authority to make the 
necessary management, economic and political decisions on strategic and 
leadership levels which must urgently be taken in our world 
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1 Introduction 

Many thought leaders have stated that the traditional understanding of 
management is doomed and that we need a radical new way of understand-
ing and organizing our enterprises  Many attempts have since been made to 
emphasize the need to “work from the future backwards” (Hamel 2012) and 
many books had been written about agile and dynamic (Bogsnes 2016; Hope 
2003, 2011, 2012; Röösli 2015), or teal management models (Laloux 2014), 
radical management (Denning 2010), Management 3 0 (Appelo 2011), and 
attempts towards innovation fostering leadership (Christensen 2003, Navi 
2016, Schein 2017) 

These new insights and methods are important and helpful approaches, 
most of them aiming towards a more adaptable and dynamic understanding 
of management  To my personal understanding, lacking of a comprehensive 
understanding and scientific framework of open, constantly flowing, highly 
creative, living – ”evolutionary” – systems, they are incomplete and might be 
in danger to fail  

2 The Natural Reality Confronting Us 

Our current economic and management teaching, as well as our consulting 
practices, are still based on principles established by Frederic W  Taylors’ 
“The Principles of Scientific Management”, published in 1911  The scientific 
assumption behind this approach is the conviction that analyzing every sin-
gle process in detail allows us to gain control over all processes  Extrapo-
lating to a linear “if-then” algorithm would then even enable us to predict 
and manipulate the future  This traditional, mechanistic, reductionist and 
uncertainty-neglecting mindset is deeply embedded in Western culture  We 
built our scientific systems, our economic theories, our management models, 
our culture, our pedagogical approach, and our social and political systems 
on this assumption  This has proven to be fatal; not only has the reduction of 
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our natural environment to virtually closed systems given us only minimal 
additional insight; even worse, we know today that every statement we make 
within a virtually closed system is fundamentally wrong! 

Our everyday experience, as well as modern science, teaches us that our nat-
ural environment or “natural reality” is built on five fundamental features 
(for greater detail see Grandpierre 2013 & 2014, Haken 2006, Novak 2006, 
Panksepp 2012, Röösli 2015, Sabelli 2012, Sonntag 2017, Vannini 2006):

Unpredictability 
In living systems, elements interact with one another in non-linear, 
non-deterministic, non-trivial ways  

Interdependency 
In living systems, all elements and processes are interdependent, con-
tinuously adapting to each other  

Limited resources  
In living systems, the energy available is limited  

Emergence 
In living systems, all systems interact actively, undergoing order trans-
formations, while radically new constellations and dynamics emerge 

Dynamical disequilibrium  
Living systems search for dynamical disequilibrium, with a minimum 
of stability within a maximum of instability  
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Figure 1: The characteristics of our natural reality 
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When faced with this given natural reality while still being trapped in the 
traditional mindset, we normally develop a subtle sense of panic: if every-
thing is unpredictable and if there is nothing that can be controlled, what 
shall we do? Will we become completely helpless and lose all our power? If 
everything is interdependent, will we go insane trying to manage all pro-
cesses? Will we be forced to redefine all our scientific, economic, manage-
ment, leadership and political theories? The answer is: yes, we will have to 
redefine all our theories; and: no, we will not become helpless nor go insane 
and we will not have to adopt fatalistic behavior 

Before learning HOW living systems manage to cope with the given natural 
reality, we must understand which general laws they follow 

First, let us take a look at a practical case, from which we can see how an or-
ganization that was created on strong ‘gut feelings’ and a courageous entre-
preneurial mindset manages to cope highly efficiently with the given natural 
reality within a hospital setting  

CASE  
Prototyping towards a new paradigm in health care 

In November 2015, about half a year after I began working as an independent 
medical doctor and counseling psychiatrist at the Klinik Beau-Site in Bern, I 
was asked by the anesthesiologist and intensive care colleagues to join them 
at their upcoming annual team meeting  They felt that they would need some 
support to bolster their conceptual coherence  Knowing that I was engaged 
in developing and supporting modern management models, they felt that 
I could help them, especially the newer team members, in deepening their 
awareness and understanding of the uniqueness and coherence of their way 
of working 

The following case is based on my daily experience in working together 
with the GAAIB team (Gesellschaft der Ärzte für Anästhesiologie und 
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Intensivmedizin der Klinik Beau-Site, Bern) in the ICU and interviews with 
Dr  Roland Knöpfli, one of the founders of the GAAIB Association 26 years 
ago, who still works there  It is also based on my personal experience as a 
medical doctor working in the Klinik Beau-Site 

History

In 1991, a group of three anesthesiologists and five nurses decided to start a 
radical new way of providing anesthesiologists services for the Klinik Beau-
Site in Bern  They felt that breaking out of the traditional management struc-
tures and organizing themselves radically differently would not only allow 
them to work more efficiently and with higher medical quality and thereby 
give them greater job satisfaction, but would also allow them to grow finan-
cial profit for themselves and the clinic’s owners  Collectively organized, 
they agreed with the owners of the clinic to run the operating rooms and the 
intensive care unit as a self-organized and self-owned group (GAAIB)  The 
revenues would be shared equally between the medical doctors once costs 
were paid, including the nurses’ salaries  They would organize themselves 
without a hierarchy, with the sole purpose of providing the best possible 
medical service to patients in the most efficient way  They would assume full 
responsibility for the medical treatment and the patients’ experience within 
the value chain, in cooperation with the surgeons and the other treating doc-
tors  Since then, the group has grown to a team of 12 anesthesiologists and 
15 nurses, running a 12-bed intensive care unit (the second largest in the 
region of Bern after the University Hospital), five operating rooms, an an-
esthetic recovery room and an intermediate care unit, each with five beds, 
providing services for the clinic’s emergency unit and the acute service for 
the meanwhile 111-bed hospital – while still maintaining their principles 
of financial and decision-making autonomy, self-organization and collective 
ownership: this, despite having gone through major changes in the frame-
work conditions (insurance models, four directors, three different owners) 
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and huge shifts in the hospital’s specialization from orthopedics and gyne-
cology to urology and neurosurgery to now major abdominal, vascular and 
heart surgery  In an internal Hirslanden survey, they were recently rated as 
the most efficient and profitable anesthesiology team within the Hirslanden 
Group, which owns 17 private clinics in Switzerland  Since then, interest has 
grown among the hospital’s owners to understand the GAAIB’s model and 
to perhaps spread it to other Hirslanden Clinics 

Handling unpredictability with great efficiency

Medical professionals are generally confronted with constantly changing 
and unpredictable situations – each patient is different and his or her health 
situation can change rapidly  This of course is especially the case in anesthe-
siology and intensive care medicine: you must be able to immediately adapt 
to changing medical conditions including the ability to change your entire 
planned schedule for the day  While planning in the GAAIB is done a day 
in advance by the anesthesiologist on duty, plans will be adapted quickly 
if necessary  Each of the GAAIB team members, the nurses as well as the 
medical doctors, are fully autonomous when it comes to choosing whatever 
measures need to be taken, including having the freedom to directly mobi-
lize any necessary medical or staff resources  Working in consistent, small 
groups in direct contact with the other treating medical doctors, not hav-
ing any hierarchies or formal departments, organizing themselves as a dy-
namic, continuously changing network around the patients’ needs, makes 
them extremely quick and cost-efficient, while assuring that the maximum 
treatment quality is the only relevant decisive focus  However, it is not only 
about organizing themselves differently: for the GAAIB team, it includes a 
strong emphasis on establishing trust and an individual emotional relation-
ship with the patients, within the team and with the co-treating surgeons 
and other medical doctors  They see this as the most important factor for re-
ducing stress among patients and within the treatment environment and for 
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providing long-term, high quality  This entails complete, personal and team 
“end-to-end” responsibility, which basically cannot be delegated or passed 
over to the next shift  This requires, provides and enhances high personal 
emotional engagement and commitment 

Multi-professional teams and the flow of complex information 

The constant and rapid flow of complex information concerning patient 
treatment is provided within a small, highly interacting, multi-professional 
team that meets physically  All relevant information is transmitted actively 
through the greatest possible personal contact with a minimum of formal-
ized or digitalized procedures  There are no formal meeting rooms in the 
Klinik Beau-Site  Communication occurs in a small office just opposite the 
(even smaller) dressing room, but most frequently simply in doorways  Al-
though being highly adaptable, during the hospitalization the treating team 
strives to remain as consistent as possible while adapting to the patient’s 
changing medical, psychological and social needs 

Part of a coherent system

The success of the GAAIB’s business and management model strongly de-
pends on the optimal conditions provided within the Klinik Beau-Site: the 
clinic’s structure is based on an organically grown, self-organizing culture 
with high self-confidence  Nearly all the medical doctors are self-employed, 
fully autonomous, independent and organized as a network with no hier-
archical structures  All decisions and actions follow the common purpose 
of sustainably creating maximum value for patients and other stakeholders 
in the most efficient way while building on long-lasting patient / customer 
relationships, which is seen as the main driver for growing profit  The inner 
coherence is built through constant and growing awareness of the principles 
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upon which the working method depends  Because this functions so radical-
ly differently than any traditional management and working environment, 
the relentless aim to strengthen the model and to constantly defend it against 
attempts to squeeze the GAAIB model into traditional management systems 
is an ongoing and often very energy-consuming struggle 

Outcome

When talking with the members of the GAAIB, it becomes clear that they 
consistently see the advantages of the self-organizational principles with 
high autonomy and full personal, end-to-end responsibility as the important 
driver for their work enjoyment and satisfaction, as well as for the sustain-
able high performance of the Klinik Beau-Site as a whole  They appreciate 
and are proud to be able to quickly adapt to changing medical developments 
without having to follow complicated budgeting processes – they simply de-
cide and implement whenever it is necessary  This also enables them to stay 
technically ahead of many colleagues who are working within traditional 
management structures  The teams, including the nurses, have remained 
constant over many years and they have absolutely no problem in recruiting 
highly qualified and motivated members, while patient satisfaction is con-
sistently rated as exceptional  No one would ever be willing to go back into 
a traditionally managed hospital  The GAAIB’s model now is recognized by 
the clinic’s owners as a very powerful and economically attractive system, 
which could make it the starting point for growth into a new area 

3 Flow with Purpose – Learning from Quantum Physics and Natural 
Science

Interestingly, the first attempts to rethink the current scientific assumptions 
arose from physics  The traditional assumption and paradigm was that all 
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details of physical processes are determined within a given physical condi-
tion  In quantum physics, it was discovered that within each action lies a 
variable principle that continuously adjusts and changes trajectories towards 
a final configuration  This “least action principle” is viewed as the quantum 
revolution and provides the scientific basis of a non-deterministic type of 
spontaneity existing in the physical world (Grandpierre et al 2014)  It intro-
duces a fundamental uncertainty to the scientific world 

According to Grandpierre and Kafatos, living systems use all their “biologi-
cally governable form of energy” or “free energy” to increase the organism’s 
capacity to do “biologically useful work”: in living systems, the energy al-
ways flows towards a common purpose! Grandpierre and Kafatos call this 
the “greatest action principle” in biology and define it as the “first principle” 
of natural science (Grandpierre et al 2013)  This brings goal-orientation and 
purpose back into natural science, from which they were exiled for the last 
four centuries  Today we see that this flow of the energy into purposeful ac-
tion occurs not only in biological systems, but also in chemical processes or 
even in astrophysics, for example (Sabelli 2012, Vannini 2006)  

We also see that living systems proactively and creatively influence their 
environment with the aim of performing their “biologically useful work” 
in the energetically most efficient way  This means that living systems are 
not merely passive adaptive systems; they are highly creative, “evolutionary 
systems” pursuing the aim of co-creating a maximum of shared value in 
the most energy efficient manner, while optimizing their own evolutionary 
capacity through continuously generating diversity, novelty and complexity 
(Sabelli 2012, Sonntag 2017)  

In summary, we can state that in healthy living systems every action flows to-
wards the purpose of actively contributing to an evolutionary process, sustain-
ably co-creating shared value for all involved stakeholders with the minimum 
energy invested, while reaching an optimal evolvability through continuously 
generating diversity, novelty and complexity.
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This is what I call the 1st Law of Evolutionary Systems 

Table 2: The 1st Law of Evolutionary Systems 

 
Depending on your set focus, “all involved stakeholders” includes local, co-
local and sometimes global economic and ecosystems with their social, cul-
tural and governance issues and, of course, local, co-local and global part-
ners and customers 

4 Coping with Natural Reality – the Operating Principles of Evolutionary 
Systems 

After having understood that in living systems all actions follow a distinct 
purpose, we now want to see HOW they manage to achieve this purpose 
within the given natural reality described above  

Studying living systems and learning how they manage to proactively and 
creatively cope with the given natural reality enables us to design a set of five 
operational principles  These five principles are essential, irreducible condi-
tions “sine qua non”, meaning that they are all interrelated and one cannot 

The ultimate purpose is to enhance and govern all free energy in 
the system to maximize its capacity to co-create shared value for 
all involved stakeholders by: 

1. Organizing all functional activities towards serving this purpose 
in the most energy efficient way;

2. Expanding its potential to transform itself and its environment 
while reaching an optimal evolvability through continuously gen-
erating diversity, novelty and complexity. 
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be implemented without the others  That is why I call them “generic princi-
ples”  They define the operational fractal of any vital, healthy evolutionary 
system (for greater detail, see Sonntag 2017) 

Table 3: The generic principles of living systems 

Some of the designed generic principles are already being discussed and ap-
plied on organizational and economic levels, but mostly in a limited and 
incremental manner, not providing a deeply understood, coherent manage-
ment or economic model  Well-developed examples on a business level in-
clude the Swedish Handelsbanken, Morning Star, W L  Gore, Semco Part-
ners, Valve Software, Buurtzorg or Gangplank (www whatisgangplank) and 
the GAAIB case described here  Further good examples and an international 
network of companies starting implementing these principles can be found 
at BBRT org 

5 Strategic Decision and Leadership First - Governing towards Sustainable 
High Performance

It is important to understand that the defined new operating system based 
on the five generic principles is purely on a technical, operational and process 
level  Understanding the “greatest action principle”, we know that healthy 
living systems always follow a very clear und unbiased purpose: to govern 

 Natural reality Generic principles

 Unpredictability  Self-organization

 Interdependency  Connectivity

 Limited resources  Co-location

 Emergence  Co-creativity

 Dynamic disequilibrium  Coherence
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all free energy in the system towards maximizing its capacity to co-create 
shared value for all involved stakeholders  Simply implementing a new oper-
ating system on a technical and management level does not suffice to make 
it sustainably vibrant and healthy  This is the case on an organizational and, 
even more so, on an economic level  

As we have learned from the GAAIB case, all decisions and actions follow 
the purpose of creating the best possible medical quality in the most efficient 
way by: 

• working on radical self-organizational principles, having the personal 
autonomy to make any decision, while assuming full personal end-to-
end responsibility; 

• actively sharing complex information and striving for the greatest pos-
sible physical contact; 

• organizing in flexible network structures; 

• building on strong, long-lasting emotional relationships, and 

• constantly being aware of the necessary coherence within the system  

The GAAIB team not only applies the five generic principles on a daily op-
erational basis, but maintains a clear focus on and awareness of the over-
all purpose  This enables them to give themselves the needed strategic and 
leadership boundaries to channel all “free energy” towards the sustainable 
co-creation of shared value 

Learning form nature, we know that living systems operating on “the edge 
of chaos” are extremely dependent on the boundaries created (Haken 2006)  
This makes the organizational culture extremely important: in evolutionary 
systems the organizational culture is THE governing system! This applies 
even more on the strategic and investors level: The strategic, investors’ and 
leadership’s task is to create the right conditions and culture for the core 
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process: autonomous, self-organizing, sustainable value creation together 
with all involved stakeholders  

Therefore, to follow the 1st Law of an Evolutionary Systems, the five generic 
principles need to be framed into two governing principles: 

Table 4: The governing principles of evolutionary systems 

Only when the generic principles are embedded in the two governing princi-
ples will there be not only a well-functioning living system, but a sustainably 
flourishing, self-reinforcing, resilient and even self-healing and, at the same 
time, highly performing evolutionary economic system  The five generic 
principles together with the governing principles of evolutionary systems 
provide a radical new and comprehensive framework and paradigm – the 
“Evolutionary Paradigm”  The Evolutionary Paradigm is established on the 
natural science of living systems  It leaves far behind the old gap between 
creating shared value and wealth on one hand, and sustainable development 
on the other, which was virtually created by the traditional, mechanic and 
reductionist assumptions 

1. Strategy

The unbiased decision to govern all free energy in the system to 
increase its capacity of evolutionary cooperation while sustainably 
co-creating shared value for all stakeholders.

2. Leadership

The ability and willingness to proactively, co-responsibly and con-
tinuously build the right conditions within which the co-creation 
of shared value is enabled and enhanced.
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6 Conclusion

When the GAAIB began their journey in 1991, they had a very strong gut 
feeling and were fortunate that the hospital’s owners at that time were willing 
to take the entrepreneurial risk of trying a new system  They took advantage 
of the given window of opportunity  In living systems, these windows of op-
portunity open spontaneously once in a while  Even more importantly, liv-
ing systems proactively and creatively influence their environment to grow 
their evolutionary capacity – windows of opportunity are actively created!

To do this, we need to have a deep understanding and awareness of the Evo-
lutionary Paradigm – only then will we have the knowledge and authority to 
take the necessary courageous and often brutal strategic decisions to trans-
form our current management and economic system  

Bibliography

Appelo, J  (2011)  Management 3 0  Addison-Wesley 

Bogsnes, B  (2016)  Implementing Beyond Budgeting: Unlocking the Performance 
Potential (2nd Edition) Wiley 

Christensen, C , Raynor, M  (2003)  The innovator’s solution: Creating and sustaining 
successful growth  Harvard Business Review Press 

Denning, S  (2010)  The Leaders Guide to Radical Management  Jossey-Brass 

Grandpierre, A  et al  (2013)  A Multidisciplinary Approach to Mind and 
Consciousness  NeuroQuantology, 11(4), 607-617 

Grandpierre, A , Chopra, D , Kafatos, M  C  (2014)  The Universal Principle of Biology: 
Determinism, Quantum Physics and Spontaneity  NeuroQuantology, 12(3), 364-373 

Haken, H , Schiepek, G  (2006)  Synergetik in der Psychologie: Selbstorganisation 
verstehen und gestalten  Hogrefe 

Hamel, G  (2012)  What Matters Now  Jossey-Bass 

Hope, J , Fraser, R  (2003)  Beyond Budgeting  Harvard Business School Press 



1197

Michael Sonntag

Challenging Organisations and Society

Hope, J , Bunce, P , Röösli, F  (2011)  The Leader’s Dilemma  Jossey-Bass 

Hope, J , Player, S  (2012)  Beyond Performance Management  Harvard Business Review 
Press 

Laloux, F  (2014)  Reinventing Organizations  Nelson Parker 

Navi, R , Jaideep, P  (2016)  Frugal Innovation  How to do better with less  The 
Economist 

Nowak, M  A  (2006)  Five rules for the evolution of cooperation  Science, 314 (5805), 
1560-1563 

Panksepp, J  (2011)  Empathy and the Laws of Affect  Science, 334 (6061), 1358-1359 

Röösli, F , Sonntag, M , Kirkpatrick, D  (2015)  Management Plasticity: Neuronal 
Networking as the Organizational Principle for Enterprise Architecture to Unfold 
Human Potential and Creativity  COS-journal, 4, 684-695 

Sabelli, H , Kauffman, L  H  (2012)  The Biotic Logic of Quantum Processes and 
Quantum Computation  Complexity Science, Living Systems, and Reflexing Interfaces: 
New Models and Perspectives, 112-182 

Schein, E  H  (2017)  Organizational Culture and Leadership  Fifth Edition  Jossey-Bass 

Sonntag, M  (2017, in print)  The Biological Foundation of an Evolutionary Economy 
and its implications for Organizational Culture and Leadership: A new Framework for 
Strategic Decision Making  In: Positive Impact Investing and Organizational Culture  
Springer International Scientific Publishing 

Taylor, F  W  (1911)  The Principles of Scientific Management  Harper & Brothers 

Townsend, M  (2015)  In: Building Sustainable Legacies  Reframing the Game: The 
Transition to a New Sustainable Economy  Greenleaf Publishing Limited 

Vannini, A  (2006)  Negative energy, syntropy and living systems  Syntropy, 3, 207-213 



1211

About the Authors

Challenging Organisations and Society

About the Authors
Bjarne Bakkegaard is major in the Danish Army and former teacher and 
coach at the Royal Danish Army Officers’ Academy. Bjarne has more than 
twenty years’ experience in leadership. For the last eight years, Bjarne has 
worked with organizational and leadership development in the Danish 
Defence. He is a qualified coach in various development and testing tools. 
Bjarne has a Master’s in Management and Development from Copenhagen 
Business School. Bjarne is especially inspired by practice and how education 
can be an integrated part of practice. Today Bjarne works as a manager at the 
Danish Defence Acquisition and Logistics Organization. 

bjarne_bakkegaard@hotmail.com

Jakob Rømer Barfod is major in the Danish Army and former Deputy Head 
of the Leadership Department at the Royal Danish Army Officers’ Academy. 
Jakob has more than twenty-five years’ experience in military leadership.  
For the last ten years he has worked with organizational and leader develop-
ment in the Danish Defence. Jakob has a Master’s in Organizational Psychol-
ogy. Jakob is inspired by the idea of the multiverse system theory and how it 
can be applied to leader development in large organizations. He works as a 
consultant and researcher at the Institute of Leadership and Organisation at 
the Royal Danish Defence College. 

jrba@fak.dk

Michaela Bristol-Faulhammer, PhD, is an organizational consultant, values 
coach, and scholar-practitioner. Consulting topics involve creating experien-
tial learning experiences that facilitate behavior change and values literacy. 
In her research, she focuses on refugee migration and systems change. She 
has been qualified and worked as a T-group facilitator at Stanford Gradu-
ate School of Business. She received a Ph.D. in Leadership and Management 
(Organizational Systems) from Saybrook University, Oakland, California. 

michaela@ljmap.com



1212Challenging Organisations and Society

Orin C. Davis is an adjunct professor of management at the New York In-
stitute of Technology, a management consultant, and a startup advisor  His 
research is on flow, creativity, hypnosis, and mentoring  

odavis@qllab org

Josette M. P. Gevers is associate professor of human performance manage-
ment studies at Eindhoven University of Technology  Her primary expertise 
lies in the field of team dynamics and team performance 

j m p gevers@tue nl

Jef J. J. van den Hout is an associated researcher at Eindhoven University of 
Technology, the Netherlands, a management consultant, and a lecturer of 
the Rotterdam Business School  His research interests include positive or-
ganizational behavior, flow theory and team dynamics  

jef@flowconcepts nl

Michel van Dartel, Dr  (b  1976) is a research professor at Avans University 
of Applied Sciences and senior curator at V2_, Institute for the Unstable Me-
dia  He holds an MSc in cognitive psychology and a PhD in artificial intel-
ligence  Alongside his work at Avans and V2_, Michel also acts as an inde-
pendent curator and advisor  He also is the editor and author of numerous 
scientific and artistic articles and books, including his recent book Aesthet-
ics in the Wild (2016) and the artist publication Machines Will Make Better 
Choices Than Humans (2016, with Douglas Coupland)  

mf vandartel@avans nl

Andrea Schueller is international consultant and executive coach  Special-
ized in transformation and innovation with background in Economics, Ge-
stalt, Group Dynamics, Systemic Constellations Work, Focusing and Gen-
erative Change, she formed her own holistic style of integral consulting and 
a generative group dynamics practice  Working with business firms, NGOs, 



1213

About the Authors

Challenging Organisations and Society

GOs and larger systems, she bridges individual and collective conscious(ness) 
development for reaching meaningful, novel results  She is the heart and 
head of COS Creations, Co-Founder of COS-Collective and chairs the Aus-
trian Association of Group Dynamics and Organizational Consulting 

www andrea-schueller com

Michael Sonntag is a medical doctor, psychiatrist, body-orientated psycho-
therapist (Bioenergetic Analysis) and management consultant  He is strong-
ly convinced that deep transformation through changing the operating sys-
tem is only possible when we have a profound and coherent understanding 
of the operational and governing principles of healthy, living systems  This 
is true on individual, organizational, economic and even more on strategic 
decision-making levels  He has published on these issues in several journals 

For more information see www sonntag-consulting ch, or feel free to contact under 
m sonntag@iele ch 

Maria Spindler, PhD, is an organizational consultant in economics and at 
NGOs  Her consulting topics are creating future, inventing organizations 
and structures, leadership culture, and organizational learning  She has been 
lecturer at universities in Europe and the US on corporate culture, organiza-
tion and leadership, new power and group dynamics  Her book publications 
deal with organizational learning, innovation, leadership, group dynamics, 
consulting, and research  She has been qualified to train the trainer for the 
ÖGGO  Maria founded the cos-journal in 2011 and is its chief editor  

www maria-spindler at

Eva Wieprecht, MBA, is a coach for hypnosystemic concepts in business 
development and coaching (Dr  Gunther Schmidt, Heidelberg)  She works 
globally with a special expertise in body-focused approaches as a Satir Model 
expert, facilitator of somatic movement integration practices (SMIP), hypno-
systemic trainer and coach as well as Generative Trance Coach  She provides 



1214Challenging Organisations and Society

her work in German as well as in English  As a training director she runs the 
Int  Virginia Satir Institute of Germany, Cologne 

eva-wieprecht de

Mathieu C. D. P. Weggeman is a professor of organization science at Eind-
hoven University of Technology  His primary expertise lies in the field of or-
ganizational design, innovation management and work processes in knowl-
edge-intensive organizations  

m c d p weggeman@tue nl

Tonnie van der Zouwen, PhD, MCM, is a professor for Sustainable Working 
and Organising at Avans University of Applied Sciences in the Netherlands 
and also works as an independent organisational consultant  She is a special-
ist in whole system work and action research for sustainable development  
Tonnie holds degrees in Environmental Biology, Change Management  and 
Organisation Science   Tonnie is co-owner of COS Collective EEIG and edi-
tor for COS Journal  

www tonnievanderzouwen com



Flow peer group
(3 x 1d)

Your homebase for orienta-
tion, integration & individual 
learning

Group in collective flow
(5d)

Deep dive generative group 
dynamics

COS Conference active 
participation
(2,5d)

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

Next New Action
(3d)

Assess your creative  
potential for leadership  
and consulting

Whole System:  
Co-Creating new structures 
for collaboration 
(2,5d)

Futuring, working with large 
groups and networks for 
transformational change 

Integrating somatic  
intelligence in high  
performance teams 
(4d)

Awaken somatic intelligence 
for generative change 

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

* choose one – or more (optional)

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

COS Curriculum

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



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: andrea@cos-collective.com 
Dr. Maria Spindler: maria@cos-collective.com

Costs approx.: € 5.600,00 + VAT



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-
conference rhythm and 3 COS journal editions.

Your 18 month COS Friend & Membership includes:

• 2 editions of the COS-journal: 2 issues, 2 copies each issue – one for 
you and one for a friend of yours = 4 hard copies, 2 issues for the 
value of € 112.–

• 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-collective.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-collective.com

• Getting in touch with COS-Creations. A space for personal & collec-
tive development, transformation and learning. Visit our website:  
www.cos-collective.com

• Following our COS-Conference online:  
www.cos-collective.com

• Subscribing to our newsletter: see www.cos-collective.com

• Subscribing to the COS Journal: see  
www.cos-collective.com

• Ordering single articles from the COS Journal:  
www.cos-collective.com

• Becoming a member of our LinkedIn group: go to www.linkedin.com 
and type in “Challenging Organisations and Society.reflective hy-
brids” or contact Tonnie van der Zouwen: office@cos-collective.com



Journal “Challenging Organisations and Society  . reflective hybrids® (COS)”

COS is the first journal to be dedicated to the rapidly growing require-
ments of reflective hybrids in our complex 21st-century organisations 
and society. Its international and multidisciplinary approaches balance 
theory and practice and show a wide range of perspectives in and 
between organisations and society. Being global and diverse in thinking 
and acting outside the box are the targets for its authors and readers in 
management, consulting and science.

Editor-in-Chief: Maria Spindler (AT) 
 email: m.spindler@cos-journal.com

Deputy Editors-in-Chief: Gary Wagenheim (CA), Tonnie van der Zouwen (NL)

Editorial Board: Ann Feyerherm (US), Ilse Schrittesser (AT), Maria Spindler (AT), 
Chris Stary (AT), Gary Wagenheim (CA), Nancy Wallis (US), Tonnie van der 
Zouwen (NL)

Guest Editor: Tom Brown

Reviewers: François Breuer, Tom Brown, Silvia Ettl Huber, Jeff Haldeman, Ann 
Feyerherm, Russell Kerkhoven, Larissa Krainer, Marlies Lenglachner, 
Ruth Lerchster, Barbara Lesjak, Annette Ostendorf, Richard Pircher, 
Ilse Schrittesser, Claudia Schuchard, Andrea Schüller, Maria Spindler, 
Christian Stary, Martin Steger, Thomas Stephenson, Martina Ukowitz, 
Gary Wagenheim, Nancy Wallis, Tonnie van der Zouwen

Proofreading: Deborah Starkey

Layout: www.kronsteiner-lohmer.at

Terms of Publication: Before publication authors are requested to assign copy-
right to “Challenging Organisations and Society . reflective hybrids®”.  
Beginning one year after initial publication in “Challenging Organisations 
and Society . reflective hybrids®” authors have the right to reuse their 
papers in other publications. Authors are responsible for obtaining per-
mission from copyright holders for reproducing any illustrations, figures, 
tables, etc. previously published elsewhere. Authors will receive an 
e-mailed proof of their articles and a copy of the final version.

Disclaimer: The authors, editors, and publisher take no legal responsibility for 
errors or omissions that may be made in this issue. The publisher makes 
no warranty, expressed or implied, regarding the material contained 
herein.

Copyright: COS . reflective hybrids®, Vienna 2017

SAVE THE DATE
4th COS Conference

19 . – 21 . September 2019
in Venice, Italy



Maria Spindler and Tonnie van der Zouwen
Editorial
Flow beyond Systems: Development 
through Somatic Intelligence
page 1117

Michel van Dartel
Unravelling Human Situatedness 
Through Art
page 1121

Jakob Rømer Barfod and Bjarne Bakkegaard
Practical Leader Development 
Program Using Emotional 
Intelligence
page 1137

Michaela Bristol-Faulhammer
The Efficacy of Different Values 
Interventions in Transformative 
Meaning Making and Transition
page 1152

Flow beyond Systems: Development 
through Somatic Intelligence
Editors: Maria Spindler and Tonnie van der Zouwen

Jef J. J. van den Hout, Josette M. P. Gevers, 
Orin C. Davis, Mathieu C. D. P. Weggeman
Overcoming Impediments to Team 
Flow
page 1165

Michael Sonntag
Flow with Purpose . The Foundation 
and Principles of a New Evolutionary 
Paradigm 
page 1182

Trialogue among Andrea Schüller, 
Maria Spindler and Eva Wieprecht
Move the Future
page 1198

2017 Volume 6, Issue 2

20
17

 V
ol

um
e 

6,
 Is

su
e 

2

The Journal with Impact

The Journal “Challenging Organisations 
and Society  . reflective hybrids® (COS)” 
is the first journal to be dedicated to the 
rapidly growing  requirements of reflective  
hybrids in our complex 21st-century 
organisations  and society . Its international  
and multidisciplinary  approaches  balance 
theory  and practice and show a wide 
range of perspectives  in and between 
organisations  and society .
Being global and diverse in thinking and 
acting outside the box are the targets for 
its authors and readers in management, 
consulting  and science .

www.cos-collective.com
ISSN 2225-1774

reflective hybrids®

COS-journal 
Peer-reviewed 

Challenging 
Organisations 

and Society

Ch
al

le
ng

in
g 

O
rg

an
is

at
io

ns
 a

nd
 S

oc
ie

ty




