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Creating an Evolutionary Teal Organization
on a Step-by-step Basis. A Case Study
Abstract: F. Laloux’s concept describing organizational cultures of so-called turquoise organizations constitutes a very attractive narration; however, it focuses on describing the
already existing organizations and isolated events from the beginnings of the creation of
turquoise organizations. This article is an attempt to gain an insight into organizations, to
show the successive stages of creating evolutionary turquoise organizations at the level of
particular organizational processes.
The subject matter of the conducted analysis was a small educational sector organization;
the research was carried out by means of the qualitative methods (a participant observation, a partly categorized interview); the plans of both the observation and the interview
were based on the Reinventing Organizations Map model developed by the consultancy
firm Circle43.
The analysis of changes taking place in the examined organization showed the tendencies
occurring during the process of building an “evolutionary turquoise organization” such as
leadership as a factor initiating the occurrence of a “critical mass” for green processes, the
appearance of a single priority turquoise process based on the “critical mass of green processes”, the repetition of the priority process as a stimulus for the spontaneous appearance
of subsequent turquoise processes. Describing the step-by-step process of turquoise organization development, these tendencies may have a universal character going beyond the
specificity of a particular sector.
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Introduction
The concept of turquoise organizations seems to be one of the most attractive narrations about organizations in the recent years. This can be proved, among other things,
by the number of translations and subsequent editions of the same book taking place in
a short period of time as well as the appearance of new publishing forms (audiobooks,
combinations of traditional books and comic books) dedicated to the topic of turquoise
organizations [Laloux 2016]. As is noted by B. Czarniawska [2010], attractive narrations
become the reality of social life.
On the one hand, the description of organizational cultures offered by F. Laloux [2014]
is unusually clear and the presented model combines perfectly simplicity with elegance. The successive stages of the organizational development and social awareness are
described by the color scheme, metaphor and a description of the functioning of the
organization F. Laloux [2015b]. The Red type of organisation is described as metaphor of
wolf pack; Amber – army; Oragne – Machine; Green – family; Teal – living organism. We
can do easily “comfortable mental journey” form highly reactive, short perspective focused red organisation; by hierarchical pyramid of amber organisation; idols of profit and
growth in orange organisation; jovial, egalitarian culture of green organisation; finally to
self-management in teal organisation.
On another hand, the description offered by F. Laloux [2014] could be consider as
“the old product in new attractive packaging”. For example in 1980 Gareth Morgan’s
theory Images of Organization described similar phenomena: prison, political system,
machine, culture, organism, brain [Morgan 2006]. Also some key words of Laloux’s theory were described in second half of XX century, for example self-management is with
details describes in Ken Blanchard’s paradigm: Situational Leadership [Blanchard 2010;
Hersey, Blanchard, Johnson 2015].
However, when we try to move from Laloux’s description of an organization towards
the issue of implementation, we find descriptions of existing organizations, selected
critical points, and sources of risks. Even if the reader agrees with the statements included in the publication, they fail to get an answer to the following question: How could
I implement this attractive scenario in my organization?
Another difficulty is that attractive and simple scenarios, as is observed by D. Kahneman [2012], are frequently untrue. This is so because they comprise such cognitive
processes as cognitive ease [Kahneman 2012] or illusion of understanding [Kahneman
2012]. Based on these processes, we assume that one of the persons participating in
a given situation makes right decisions, while the others remain passive. As far as such
one-dimensional stories can be attractive for potential shareholders, they fail to explain
the phenomenon from the point of view of social sciences. Thus, although F. Laloux’s de244
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scription of organizations appears to be unusually attractive, it can be illusory because
of its simplicity – similarly to the illusory effect of the cognitive processes described by
D. Kahneman.
Furthermore, what is necessary to change an organization is not so much an attractive narration but rather changes in human behaviour, which is emphasized in change
management [Cummings, Worley 2015]. Organizational changes towards evolutionary
turquoise can result in demand for the identification and changes in employee behaviour and habits. As is noted by Ch. Duhigg [2013, p. 182]: “In every organization, key habits
give rise to a culture, irrespective of whether their leaders are aware of this or not”. Thus,
a cultural change in an organization is connected also with a change in employee habits.
This article attempts to move an attractive narration to the level of describing particular organizational processes and human behaviour related to them. This attempt is
based on the first few steps in the process of building a turquoise organization. This case
study takes us from a “simple and attractive story” to the level of processes, actions, and
results.

Theoretical background
As is noted by F. Laloux [2016, p. 34], the theory of the functioning of particular “coloured” organizations describes the types of “whole” organizations, but these models concern organizational processes, structures, and cultures. Therefore, it is difficult to state
that a particular organization is 100% “orange” or “green”. Referring only to processes,
we can analyse, for example, recruitment, establishment of objectives, development of
a budget, resources management or personnel development and declare the advantage
of the processes of a given type (“colour”). The operationalization of understanding an
organization as a “network filled with processes of different colours” [Laloux 2016, p. 34]
leads to the use of an organization description model proposed by E. Szabolcs and M. Karoly from the Hungarian consultancy firm Circle43. This Reinventing Organizations Map
is based on Frederic Laloux’s book Reinventing Organizations, however (in the opinion
of E. Szabolcs and M. Karoly), it goes beyond the breakthroughs mentioned in Laloux’s
study. For the purposes of this article, the 2.2. version of the map was used as published
by its authors in April 2017 [http://www.reinvorgmap.com].
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Figure 1. The Reinventing Organizations Map, version 2.2. (Reinventing Organizations
Map – creative commons attribution-sharealike license; the author’s additional consent to use the work of 26 January 2018)

Source: http://www.reinvorgmap.com; access: 2.02.2018.

Research methodology
Description of methods and procedure
For the purpose of analysing the organization described in this article, the author used
a participant observation and a partially categorized interview [Sztumski 2005]. The participant observation was possible because the author is actively involved in the ongoing functioning of the school (in the capacity of chairperson of the association running
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the school). The participants of the interviews were school managers (the headmistress
and the administrative director), teachers directly responsible for project execution (2
persons), other teachers holding the position of form master (5 persons), and parents
(6 persons). The interviews lasted from 30 minutes (parents), through interviews with
a length of 2–3 sessions after 45 minutes (teachers), until the interviews with a length of
2–3 sessions after 90 minutes (managers). The interview referred to 20 categories specified in the Reinventing Organizations Map version 2.2.; these categories became points
of reference for the areas discussed in the interview. Because of the broad scope of the
tool, in some cases the interview was divided into two parts. In such cases, the two parts
of the interview were separated by not more than 7 days. In view of the fact that the interviewer and the interviewees knew one another, although arranged by appointment,
the interviews had an informal character and took place in circumstances natural for the
interviewees (breaks between lessons; parents’ meetings).

Description of organisation
The organisation under analysis is a public school in Będkowice; it is run by a parents’
association, based on the managerial model. The school is managed directly by the headmistress (matters related to pedagogical supervision and curricular requirements imposed by the state) and the school manager (administrative matters connected with the
functioning of the school). The overall functioning of the school is supervised by the
chairperson of the parents’ association (recruitment, employment and dismissal of employees, approval of expenditures, salaries). The teachers are guaranteed opportunities
for professional advancement, in accordance with the same regulations as those applicable to other public schools.
As a public educational institution, the school does not charge the parents any
tuition fees and relies on the educational grant from the state, which is based on the
number of pupils attending the school, and on voluntary donations for the benefit of the
association. In the forms from 0 to 7 there are approximately 60 pupils, with not more
than 12 pupils in one form. In the same building, the school runs also 3 kindergarten
groups of 20 children each.
While Będkowice has had a school for over 100 years, it has occupied its present building since the 1970s. An important event in the organization’s history was its acquisition
by the parents’ association from the commune in the year 2012. In consequence of this
change, what remained was just the building and its equipment, while the teaching
personnel and the management were replaced completely. In 2012 the school had 28
pupils; at present (2018) about 120 children attend the school.
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Results and discussion
On the basis of the participant observations and the interviews, it was possible to identify the unique phases in the functioning of the organization:
Phase 1. “Just to survive and show others it was possible”.
The phase is dominated by processes typical of amber organizations (pedagogical
supervision requirements); there are many “red” processes (quick, authoritarian decisions characteristic of crises rather than the “violence-based” functioning of red
organizations).
Figure 2. Phase 1 in the functioning of the organization described by means of the
categories of the Reinventing Organizations Map version 2.2. (Reinventing Organizations Map – creative commons attribution-sharealike license; the author’s additional
consent to use the work of 26 January 2018).
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Source: http://www.reinvorgmap.com; access: 2.02.2018.
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It should be noted that from the beginning of the existence of the organization its
leadership style (see the leadership style dimension) has been perceived as a means of
empowering the employees and has had a situational character (although the interviewees did not know the idea of empowerment, their descriptions indicated the adjustment of the managers to an employee’s or the team’s situation).
Another important element was the shaping of the organization’s relationships with
its internal and external customers (see the following dimensions: attitude during contact; stakeholder relationship). The interviewees emphasized the unique character of
the relationships within the team (friendliness and the commonality of the work climate
from the very beginning of the organization’s functioning in its new shape) as well as
partner relationships with the stakeholders (parents, sponsors, local authorities). The
managers mentioned also the primacy of a certain idealistic vision (“The school for our
children”, “The school where we ourselves would like to spend time”) accompanied by
the lack of an operational strategy (see the work attitude dimension: vision – idealistic
culture over strategy).
A completely new team of teachers recruited from among people with no professional experience was building a work climate characterized by friendliness and orientation
towards community, cooperation and mutual support (see the work climate dimension).
It can be assumed that this was due to the absence of any previous negative occupational habits, strong internal motivation to survive the difficult period (see the inner motive, drive for manifestation dimensions) and behaviour modelling used by the managers
(a leadership style, attitudes towards the organization’s stakeholders presented not so
much in declarations as in everyday workplace situations).
Therefore, it can be concluded that in this phase of the organization’s functioning,
we had to do with distinct germs of a “green organization” with respect to leadership,
attitudes towards work, relationships within the organization, and relationships with the
organizational environment.
Interpreting the situation in phase 1, we can state metaphorically that despite the
domination of “amber” or even “red phenomena”, “green processes” became, as it were,
“leaven” for the organization’s development towards “evolutionary turquoise”.
Phase 2. “Common work is a value”.
In this phase, what was symptomatic was the appearance of a considerable number
of “green” processes with the simultaneous increase in the efficiency of managing
amber processes (necessary because of the requirements related to pedagogical supervision and the organization’s status of a public educational institution) as well as
orange processes (connected with acquiring additional resources for the association
running the school).
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Figure 3. Phase 2 and phase 3 in the functioning of the organization described by means of the categories of the Reinventing Organizations Map version 2.2. (Reinventing
Organizations Map – creative commons attribution-sharealike license; the author’s
additional consent to use the work of 26 January 2018).

Source: http://www.reinvorgmap.com; access: 2.02.2018.
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In phase 2 there appear elements of green organizations mentioned by F. Laloux [2015a, pp. 45–48; 2016, pp. 38–39] and important for the building of evolutionary
turquoise organizations in the future:
1. Empowerment
It can be assumed that on the basis of the previously occurring mutual support and
management style oriented towards empowerment, the employees’ attitudes start to
show changes directed at “being inspired” (see the inner motive, drive for manifestation
dimensions).
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Together with such changes there develops a new way of thinking about employee
remuneration (see the salary dimension) – the employees (through their representative)
acquire full access and ability to make decisions with respect to the school’s expenditures; thus it can be concluded that this is the case of orientation towards participation in
the field of remuneration. On the one hand, the employees participate in making decisions concerning financial matters and, on the other hand, they control the school’s
expenditures. Hence it becomes clear to them whether pay rises are possible or not and
what available funds are spent on.
2. An organizational culture based on shared values and inspiring goals
Values become an important element in decision making (see the decision making,
loyalty dimensions); it is visible not only and not so much in formally declared values as
in the employee recruitment, selection, promotion, and career path development processes.
Work climate becomes an important value for the employees (see the work climate
dimension): one of the employees summarized this aptly, saying that, “in our workplace,
it is as if we were on holidays”.
Another element that undergoes change in the employees’ awareness of themselves
(see the consciousness of self-dimension); on the one hand, this influences their professional development in this organization (the school employed people without
any previous experience), and, on the other hand, we can talk about the impact of
the organization itself (through the managers’ styles of management and behaviour
modelling).
3. The perspective of all interest groups
Partnership with the stakeholders (see the stakeholders relationship dimension)
comprises not only the teachers (shared decision making) and the parents (becoming
aware of needs, managing expectations); the organization’s stakeholders include also
its sponsors (through their children, they often become the clients of the school’s educational services) and the local authorities (thanks to positive feedback from the parents
and addressed to the local authorities, the perception of the school changes towards the
better). Despite the growing number of children, the pupils are also partners the whole
time. While at the beginning of the school’s functioning, when there were just two dozen pupils, it was possible to pursue the model of an “extended family” in relationships
with them, at the development stage which is the subject matter of this analysis, this
takes place thanks to behaviour modelling exercised by the management team (shaping
the teachers’ attitudes) and the careful recruitment and selection of candidates for teaching positions (candidates’ initial attitudes).
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Furthermore, taking into consideration the elements mentioned by F. Laloux [2015a,
pp. 59–66; 2016, pp. 38–39] as important for the building of evolutionary turquoise organizations, the following elements appear in phase 2:
1. “Values / an internal sense of rightness as a compass”: In their lives, the people
managing the school are guided by very similar values.
2. “Overcoming the fears of the ego”: Because of their life experience, they are able
to look at themselves from a distance; during the first years of the school’s functioning the management team built mutual relationships based on trust and, consequently, they tend to build similar trust-based relations with other people.
3. “Relying on one’s strengths”: moving from “the paradigm of not having to the
paradigm of strengths” was reflected
4. “Longing for completeness”: We do not come across as grandiloquent phrases as
is implied by F. Laloux [2016, p. 39], however, for the managers, the school becomes
a way of life, a place which consciously “creates culture for the community”.
Phase 3. “An accidental, unnoticeable breakthrough”.
Pioneering for the organization, the turquoise process was connected with a standard (as in “amber” organizations) annual obligation. However, the process itself and
its final result went very much beyond the scope of amber, orange or green organizations. Because the school under analysis had been functioning as a “green” organization (as described in phase 2) for about a year, it was doing things that were
important for itself and for “our children”. It turned out that the permanent (“amber”)
obligation to organize a school excursion had become a unique milestone in its development: “the excursion of our dreams”. Like in a turquoise organization, everybody having interest in the results of the undertaking was involved in the process of
making decisions about and organizing “the excursion of our dreams”. This means
that the children, their parents, the teachers, managers and sponsors participated
in the decision making process. Thanks to the active involvement of all parties in the
decision making process, the final result exceeded their original expectations and
was observed with considerable attention by other schools and the neighbouring
communities (during the excursion itself the school’s website was visited more than
2 000 times a day).
It appears that phase 3 results directly from phase 2, in which the school as an organization became saturated with processes of a “green” character. The appearance
of the turquoise process went unnoticed; it was to some extent the consequence of
a certain “critical mass of green processes” in the organization. The appearance of the
turquoise process did not cause any “earthquake” or “Copernican revolution” in the
organization. There was no change in the organization’s functioning with respect to
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the Reinventing Organizations Map (thus fig. 3 describes both phase 2 and phase 3).
However, the repetition of the same turquoise process in the following year caused
the spontaneous start-up of subsequent “turquoise” processes, which is described
in phase 4 of this case study.
Phase 4. “The ship on course towards the turquoise islands”.
While the first turquoise process was, as it were, the result of a coincidence or “
a critical mass of the green processes taking place in the organization”, the subsequent turquoise processes constituted a conscious process of increasing their number
based on the employees’ initiative. The employees themselves proposed innovative methods of conducting classes and an innovative system of motivating pupils
to exceed their own limitations. Such initiatives occurred simultaneously with the
transformation of the organization itself (see fig. 4). There appeared such phenomena
characteristic of turquoise organizations as:
1. Self-government: there occurred a liquid structure (formally, there are three teams and managers – a requirement for a school as an ember organization); however,
from the functional point of view, what we witness is liquid movement among the
systems, changing responsibility, and collective creation of knowledge.
2. Completeness: working for the organization allows one to discover who one is
and to develop oneself; the people working for the school share their passions with
the pupils (as this is described by Laloux [2016, p. 55] “they shed their masks of the
professional I”
3. Evolutionary purposefulness: changes in the organization’s environment (changes in the system of education, modifications in the grant amount) make it difficult
for the employees to “listen to themselves and understand which way the organization is heading naturally” [Laloux 2016, p. 55].
4. Additionally: the values and other elements making up the organizational culture become attractive for the local community (more and more people participate
in the school’s regular events; occasions such as “The Nativity Play”, “The Day of Our
Grandmas and Grandpas” attract now five times more participants than at the beginning period of the school’s functioning)
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Figure 4. Phase 4 in the functioning of the organization described by means of the
categories of the Reinventing Organizations Map version 2.2. (Reinventing Organizations Map – creative commons attribution-sharealike license; the author’s additional
consent to use the work of 26 January 2018)

Source: http://www.reinvorgmap.com; access: 2.02.2018.
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It is worth having a closer look at phase 3 and phase 4 because they can indicate
model of a “step-by-step” process of consciously shaping a turquoise organization. It
appears that the factors which facilitated the appearance of a turquoise process are as
follows:
·· A considerable degree of the organization’s saturation with processes at the level of
“pluralistic green”.
·· After achieving a certain “green critical mass”, generating a turquoise process, “the
turquoise snowball starts to roll down”.
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·· Similarly to competence development systems, repeating at least one turquoise
process becomes a development priority and causes the development of other areas
towards evolutionary turquoise (similarly to competence development systems, when
we learn communication skills, we will very likely develop competences in such areas
as giving presentations, conducting negotiations, assertiveness or team work).
Additionally, besides phase 3 and phase 4, it seems that the important role was
played by organizational leadership oriented towards a situational approach to management aimed at employee empowerment. Hence, despite the school’s initial difficult
economic position, the organizational processes were changing from amber or even red
ones in the direction of a “green organization”.

Conclusions
It appears that the following observed processes:
·· a considerable role (characteristic at least of “green organizations”) of organizational
leadership from the very beginning of the functioning of the structure,
·· the creation of “a critical mass for green organizational processes”,
·· the appearance and repetition of a single turquoise process as a developmental
priority,
·· the appearance of subsequent turquoise processes in consequence of the existence
of a single turquoise process consistently executed in the organization
·· can have a universal character as the first steps in the “step-by-step” process of creating an evolutionary turquoise organization.
Obviously, it is necessary to keep in mind the organization’s limitations (a primary
school), size (originally it was a relatively small organization) as well as the specific character of the public sector as a management environment. It seems, however, that even
if the conditions were specific, then (metaphorically speaking) they made it possible to
observe the processes of building a new type of an organization as if “on a Petri dish in
a laboratory”.
As far as managerial implications are concerned, we face a considerable significance
of organizational leadership. It seems that the observed phenomenon of the existence
of leadership of a situational character and oriented towards employee empowerment is
of key importance. The individual maturity of the managers and their shared values are
further important elements. This particular model of management made it possible to
move the organization towards participation in the relationships of all employees and
partnership with the stakeholders.
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