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Objectives

• Reflect on your journey of growth in how you think, act 

and engage in the world

• Introduce seven transformations that leaders can 

experience

• Describe three powerful levers of change 
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What transformations are you navigating? 

What is your growing edge?

What do you think is the growing edge in your 

organization?
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What is the greatest source of inefficiency 

and wasted energy in your organization? 



Working two jobs is the norm

Harvard professors Kegan & Lahey believe that most people 
are actually engaged in two jobs at work: (1) The contribution 
they are hired to make; and (2) Protecting themselves. 

“In businesses large and small; in government agencies, schools, 
and hospitals; in for-profits and nonprofits, and in any country in 
the world, most people are spending time and energy covering up 
their weaknesses, managing other people’s impressions of them, 
showing themselves to their best advantage, playing politics, 
hiding their inadequacies, hiding their uncertainties, hiding their 
limitations. Hiding.

We regard this as the single biggest loss of resources that 
organizations suffer every day.” 

An Everyone Culture by Robert Kegan & Lisa Laskow Lahey

https://hbr.org/product/an-everyone-culture-becoming-a-deliberately-developmental-organization/14259-HBK-ENG
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The result is an enormous elephant in the room



Why personal and organizational transformation?

Your leadership ability—for better or for worse—always 
determines your effectiveness and the potential impact of your 
organization.

– John Maxwell’s Law of the Lid
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The beliefs and decisions of the Executive Team create a 

vertical ceiling in the organization that is hard for others to 

advance beyond. 

– Nick Petrie, Center for Creative 

Leadership



8

… the single biggest cause of work burnout is not 

work overload, but working too long without 

experiencing your own personal development. 

- Kegan and Lahey
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How do you respond when 

you are criticized? 



How do people – and leaders – perceive feedback? 
(rank these responses from least to most mature)
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We perceive feedback differently based on our 

maturity
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We perceive feedback differently based on our 

maturity



We cannot solve our problems with the same 

thinking we used when we created them. 

- Albert Einstein



Horizontal leadership development

Focuses on increasing 

competence



Vertical leadership development

Focuses on increasing 

capacity



Interdependent

Independent

Dependent

Leadership is a 

collective activity

People in authority 

are responsible 

for leadership

Leadership 

emerges out of 

individual expertise 

& heroic action
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Interdependent

Independent

Dependent

Alchemical

Transforming

Redefining

Achiever

Expert

Diplomat

Opportunist

Integrates material, spiritual & 
societal transformations

Generates personal & 
organizational transformations

Reframes complex problems 
in unique ways

Driven by personal & team 
achievement

Focuses on logic & expertise

Wants to belong & fit in

Win in any way possible

17© Global Leaderships Associates 2018



18

Action-Logic Impulse Control Interpersonal Preoccupation

Opportunist Reactive, Aggressive Manipulative, Wary
“Damage Control” 

Winning

Diplomat
Respect Rules & 

Authority
Cooperate, Follow

Appearances, 
Behaviours

Expert
Exceptions, 
Appropriate

Appropriate, Control Mastery, Problems

Achiever
Self Evaluated 

Standards, Self Critical
Responsible, 

Conscientious 
Outcomes, Reasons, 

Motives

Redefining Tolerant, Reflective Mutual, Collaborative
Individuality, Social 

Welfare, Stereotypes

Transforming Embracing Conflict
Interdependent, 

Development

Self-fulfilment, 

Transformation

Alchemical Construct Aware
Cherishing of 

Individuality & Patterns
Disturbance, 

Identities, Meanings
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Levers of personal and organizational transformation

As individuals and organizations develop through these stages of adult 

development, we perceive and use three levers of transformation in new 

ways: 

• Feedback

• Time

• Power

By paying attention to how we think about and use these levers, and 

exploring how wise leaders use them, we build our awareness of 

opportunities for transformation. 

• Practice noticing something new each day with curiosity and 

compassion. 19



Action inquiry is a lifelong process of transformational learning 

that individuals, teams and whole organizations can undertake to 

become:

• increasingly capable of listening into the present moment

• increasingly alert to the dangers and opportunities of the present 

moment

• increasingly capable of performing in effective, transformational & 

sustainable ways

… until it gradually becomes a moment-to-moment way of living.

Transformation through ongoing action inquiry 



• “The Seven Transformations of Leadership,” Harvard 

Business Review, David Rooke & William R. Torbert, April 

2005

• Action Inquiry: The Secret of Timely & Transforming 

Leadership, Bill Torbert & Associates, Berrett-Koehler 

Publishers, 2004.

• “Vertical Leadership Development–Part 1: Developing 

Leaders for a Complex World”, Nick Petrie, Center for 

Creative Leadership

Additional Resources



Three levels of development

From “Vertical Leadership Development–Part 1: Developing Leaders for a Complex World” 
by Nick Petrie, Center for Creative Leadership



From “Vertical Leadership Development–Part 1: Developing Leaders for a Complex World” 
by Nick Petrie, Center for Creative Leadership



Thank you. 

Personal & Organizational 

Transformation: On Leading from Within

Tyler Zabriskie

Leadership Consultant & 
Coach

tylerzabriskie@gmail.com

612.206.7710
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