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A revolutionary diagnostic tool

Today’s organizations suffer continued erosion of their economic results and
their operational margin that they rarely measure because it’s absorbed by
categories of general expenses and costs unrelated to specific areas or
products.

Such an erosion is a direct consequence of our human nature, which insists on
rationalizing everything, but is still a slave to its passions, and ignorant of its
own emotions.

Organizational constellations appear to be the most efficient diagnostic tool
to analyze the emotional dimension of business, opening a unique window
into the critical details we tend to discard during rational analysis.

Anchored in the very same biological systems that make us human,
complicated and unaware, constellations provide a clear vision of the causes
of every organizational problem and how to solve it rapidly without
superfluous expense.

Thanks to this unique method, executives can finally understand why people
around them, and even themselves, don’t always do what they have to in
order to reach their goal, but rather the opposite.

Keep on reading to find out what this method consists of and how it works to
demonstrate the best path forward in the face of any business challenge.

How much money does your company lose through
interpersonal erosion? Do you know how to fix it?

This deliverable of our line of lessons on emotional strategy, called BeSt

diamonds® , wants to illustrate the potential of this innovative diagnhostic
tool and bring together all the required decision factors to promote an
optimal application among business leaders.

BeSt diamonds® is an innovative collection of expert knowledge on the strategic development
of companies and first line executives. Inspired by the experience acquired year after year
with clients, and built on the unique vision that our position in the most diverse business
sectors provides, these diamonds of applied knowledge are intended to encourage and help
boost our clients’ innovation and strategic development.

We hope that this reading will bring you excellent and very measurable results.
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What Organizational Constellations are

Organizational Constellations are a unique diagnostic tool to capitalize on the
intuitive and emotional knowledge that impacts every day work in any given
human organization.

The emotional dimension of business includes all kinds of interactions
between people, conflicts and negotiations, the creation of corporate culture
and informal leadership structures, individual motivation levels, power
struggles and hidden agendas.

This emotional information is stored in the unconscious mind of all the
organization’s members. Some call it intuition or instinct because they feel
which the best path is in their guts. Most executives, however, don’t know
how to access the information stored in their unconscious mind.

With this tool the emotional factors of every business challenge are clearly
shown in three-dimensional representations, helping decision makers go about
choices with better information, rapidly invert negative dynamics and solve
business problems in record time.

Why they accelerate problem resolution

90% of non resolved business problems are rooted in subjective and intangible
causes that are rarely approached in priority. The knowledge and
methodology needed to solve them aren’t easily available, given that
emotions tend to manifest in intangible forms (you can’t see them or measure
them scientifically).

Constellations focus precisely on these subjective causes that spring from the
unconscious minds of all those involved.

e Malfunctioning human interactions are the root of most
organizational problems. Individual perceptions and motivations result
in actions that make situations worse, even when all those involved are
‘trying to do the right thing’. Their conscious minds want to help, while
their unconscious minds push them to do the opposite.

e Decision makers are not aware of the emotional information they
manage about abstract concepts and how it influences their
decisions. Representation through constellations enables visualization
of the emotions awakened around strategic options, team
interdependencies or new possible alternatives. Thus, decision makers
improve their understanding of other actor’s attitudes and
reservations.
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The unconscious mind is a lot more powerful than we like to think,
but because it acts undercover decision makers seldom analyze it.

Not their own, not other people’s.

The unconscious mind pushes the
individual to act independently,
and even against the subject’s
conscious will.

Recent neuroscience research about
emotional response as well as
evolutionary psychology conclusions

generated by other humans while the
conscious mind plans the future and
thinks of other things.

Our unconscious mind governs our
actions and decisions, and then
manipulates our conscious mind to
make it think it’s in charge.

show us how the human brain reacts
instinctively to its surrounding
environment to maximize survival
probability, independently of
cognitive processes.

The Libet experiments in 1983
showed that the unconscious mind
had activated all needed resources to
act before the individual decided to

do so. Damasio’s famous card
The ‘unconscious’, or ‘subconscious’, experiment also shows how a
regulates emotional responses and powerful unconscious response

coordinates basic physical processes
(respiration, heart rate, digestion,
etc.). Thus, the body can react
immediately in the face of threats

manifests in the body before the
player catches on to what’s
happening.

e Symbolic representation of the diagnostic and possible solutions is
precisely the easiest way for the client to retain and apply any learning
obtained during the seminar.

0 The unconscious mind employs symbols, images and stories to
communicate and process emotions. It’s a lot easier for the
client to remember representatives’ relative positions and
postures, allowing him to distill new decisions and actions in his
daily work along the following weeks.

o There is no need for the client to have to learn complicated
theoretical frameworks in order to find a solution for his
problem. The constellation works on the base of the client’s
emotional and cognitive schemes, representing the client’s own
vision of the challenge.

e Finally, this tool guarantees all the confidentiality and security the
client needs to learn from himself. The client can keep as much
information as he requires secret while describing this challenge to the
facilitator, and representatives only perceive ‘raw’ emotions which
have no specific meaning without their contextual data.
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How a constellation works

In an open room with other unknown clients, people who have no relation
whatsoever with the client’s organization, the facilitator helps the client
choose a volunteer for each element that the client deems important for the
resolution of his problem.

Once these volunteers take their places in the open space created in the
center of the room, each volunteer begins to receive emotional information
that they can’t interpret, but that they show through their body language, or
describe when asked by the facilitator.

This emotional information pushes volunteers to turn to look in different
directions, to separate or come closer to other volunteers in the space, and to
voice feelings like excitement, boredom, fatigue, anxiety, etc.

In this fashion, the elements chosen by the client come to life in an integrated
representation that makes sense only to the client, who recognizes his own
organization. The facilitator helps the client identify key conflicts and assess
the possible actions that would improve the global dynamic.

Why DO they work?

Organizational constellations leverage a communication capacity of the
human body that has fallen out of use since the development of verbal
language and cognition.

Our limbic system, the part of the brain that manages emotions, can talk to
other peoples’ limbic systems, share feelings and symbols without any
intervention from the logical cortex. In other words, we can transmit
emotions to one another without our thoughts poking in or manipulating the
transmission, and even ignoring them.

The mechanism through which volunteers are able to represent the emotional
information directly linked to the element they are representing is this
‘forgotten’ capacity to communicate from one limbic system to another.

By accepting the client’s demand to represent an element of his system, the
volunteer obtains the client’s permission to access the unconscious
information stored in the client’s limbic system.

The language used in this communication is strictly emotional, because this is
the only kind of information that the limbic system understands and
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manipulates. It doesn’t include any temporal details, complex conclusions or
analysis of possible meanings. It only transmits pure, raw emotions.

Representative

When the representative’s limbic system receives the client’s unconscious
messages, he expresses these emotions through his own body. The
representative’s body then shows the client’s unconscious vision without his
cognitive schemes or any kind of intellectual contamination. The facilitator
must be careful to manage representatives adequately to stop them from
applying their own logical thinking to what they are feeling, or intervening in
any intentional way in the expression of the emotion, even if they are trying
to help.

So how is this possible? Is it scientifically proven?

Yes, it is possible and happens, in fact, in each and every representation
conducted since the seventies in multiple cities around the world. But there
are no scientific studies to demonstrate this phenomenon yet.

The best logical explanation to this transmission can be found when analyzing
human evolution and our animal inheritance.

In the story of human evolution that gave way to the biologic body of Homo
Sapiens Sapiens, there are three very relevant dates to take into account:

1. The apparition of verbal language as we know it today is placed around
100.000 to 50.000 years ago. Scientists believe a biological
adaptation took place in the human brain without which we were
unable to make the necessary abstract reasoning.
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2. The limbic system, which manages emotional response, is at least 125
million years old. This is when the first mammals appeared, and all
mammals have a limbic system resembling our own.

3. The peripheral nervous system, which connects our brain to the organs
and muscles of our body, making it possible to fight or flee, is at least
320 million years old, corresponding to the development of reptiles.

The biological change that
Limibsle system enabled language also helped
us reason with abstract
notions, initiating the
intellectual development
that differentiates us from
Peripheral the rest of the animal world,
Nervous and which is especially
System related to the frontal lobe of
the cerebral cortex.

Cortex frontal
lobe

In other words, we survived
for millions of years, adapting and evolving successfully without any logical
capacities or verbal communication amongst our equals.

The human body is perfectly equipped to communicate with other human
bodies without using the logical and conscious part of the brain. Both the
limbic system’s activities and those of the peripheral nervous system occur
under the limit of consciousness, in the subconscious mind.

By observing any species of mammals, but especially those that must hunt in
order to feed, we easily become aware of their non verbal communication
capacities, similar to our limbic empathy. Their crucial rituals for reinforcing
bonds tell us that emotional connection is critical to success when hunting in
teams.

Mankind relates to several species of mammals with ease, confirming once
and again that we share basic emotions. This is why our horses “obey us” and
our dogs “understand us”.

Mammals’ appearance in evolution is marked by the development of an
emotional response that went beyond the basic reptile reaction of fight or
flight. Living inside a group became a prerequisite for survival.

Besides the instinctive reptile response of fight or flight, mammals feel new
reactions that compel them to get closer to the exciting or delicious, or draw
away from the disgusting. Emotional response is the interface that integrates
a mammal in its environment, a shell that is designed to ensure its survival
above everything else. These feelings keep the mammal close to its pack,
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following an internal hierarchy that enables efficient coordination in the face
of any threat, and especially in hunting situations.

How a constellation works

In an open room with other unknown customers, people who have no relation
whatsoever with the client’s organization, the facilitator helps the client
choose a volunteer for each element deemed important for the resolution of

the problem.

A few facts on the evolution of language

The necessary physical changes in
the brain to enable full verbal
language did not occur until
100.000 to 50.000 years b.C.

Proper language based on syntax
did not appear before 70.000 to
50.000 vyears ago, a period
sometimes called ‘the great leap’
among evolution experts, who base
this conclusion on the study of the
different Homo-created tools.

While our tools had remained
extremely simple and similar along
two million years of evolution, the
great leap saw the rapid
emergence of very sophisticated
tools. It is believed that a
complete verbal language would
have been necessary to radically
reinvent

our tools: sharing ideas, training
offspring and learning from each
other’s processes.

The first testimonies of religious
cult and complex culture
development come from around
this time, as shown in the earliest
cave paintings in France, dating
from 40.000 years b.c.

Symbol-based language, however,
was already present in the earliest
Homos, according to Bickerton,
about two million years ago. The
fact that nonhuman primates use
gestures that resemble human
gestures, such as the ‘begging
posture’, further speaks of gestural
and symbolic exchange between
our earliest ancestors.
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Homo Sapiens Sapiens is direct heir to mammal’s biological design, in such a
way that the human body still reacts unconsciously to emotional stimuli. No
matter what it’s juvenile conscious mind has to say.

The rich development of our analytical mind in these last fifty thousand
years has taken us to under utilize our brain’s emotional capacities, to the
point of discarding emotions as inferior and weak. The culmination of this
process in the twentieth century is a society so mental and scientifically
oriented that it can’t interpret its own feelings and is incapable of relating
to its natural environment.

Many of our current problems like contamination, global warming, mental
sicknesses and social dramas in large cities may very possibly be related to
this denial of our animalistic inheritance. But this is a whole other debate.

In the very twenty-first century organizational constellations bring us the
opportunity to relearn how to use our limbic system, to better interact with
others, but also to re-master our own emotional slaveries, in the search of
greater personal efficiency and business performance.

Origin of the method and differences with family
constellations

The inventor, or discoverer, of constellations is a German psychologist
called Bert Hellinger who developed the methodology in the 70’s after
studying Freud’s psychoanalysis, Jung’s analytical psychology, Eric Berne’s
transactional analysis, Janov’s primal therapy and Virginia Satir’s family
therapy, among other influences.

His approach became popular thanks to the first book of transcripts of his
seminars, written by Gunthard Weber in the 90’s, and has continued to
expand internationally ever since.

The method was born as a way to treat family problems, but it was later
proven to be applicable to business challenges as well.

The fundamental difference between family and business representations is
that emotional expression is significantly stronger in the first kind. The
reason is the nature of the relationship established with each type of
grouping. Relation to family is life long, whereas the contract we sign with a
business is of limited duration, creating weaker emotional impacts.

In family constellations representatives may cry intensely or scream,
expressing rage, hatred, grief or guilt. In organizational constellations,
however, representatives are limited to sensations of more or less
discomfort with different postures, showing preference for certain elements
and facing one direction or another.
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Since he started, Hellinger has evolved his approach significantly, with
disciples stemming out developments of his work from different phases. At
this time the most internationally recognized experts in the application of
constellations to business organizations include Gunthard Weber, Insa
Sparrer and Mathias Varga von Kibed.

New contributions

Only constellations can give us such a clear vision of all the actor’s
emotional and unconscious attitudes. But the most important contribution is
probably the group of ‘laws’ or systemic principles that have developed
from thousands of representations performed before today.

In the process the facilitator follows to regain sensations of calm and
tranquility among the representatives in place, the same principles have
come up once and again across representations in different countries,
working with different cultures, no matter what the challenge concerned.

These principles probably reflect patterns intrinsic to our condition of
developed mammals, built into our unconscious through centuries of
adaptive evolution to promote the supremacy of our species, ignoring our
opinions about such rules and fashions.

As seen in representations once and again, people who act in opposition to
these principles feel their energy eroded and their efforts undermined,
achieving poor results. As if their unconscious minds insisted on following
these rules even while their conscious minds may be pursuing the exact
opposite. They seem to unknowingly sabotage their own advance.

Other developed mammals like arctic wolves or dolphins also perform as
packs or groups, with all members of the pack following basic rules of
coexistence that make them more successful when hunting, improve results
in reproduction and promote species growth.

It would appear that evolution shaped these basic patterns of interaction to
guarantee the survival of mammals, recording them in their instinct, or in
the case of humans, in their unconscious mind.

These principles enact the instinctive and unconscious recognition or
internal hierarchies within the pack, without which members would not be
able to coordinate to hunt effectively as a team. The intellectual
complexity of the human species pushes for greater sophistication of this
evolutionary design.
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Concrete applications of these principles can be incredibly wide and vary
depending on the business or family context. We can only briefly name them
here:

(1) Belonging. Nobody can be unjustly excluded from the system (or
group).

(2) Antiquity. Members who integrate the system before in time are
entitled to the respect and recognition of those who arrive later.

(3) Reciprocity. Equality in giving and taking must be respected, whether
it be between any two people or between each member and the
system he belongs to.

In organizations another three principles are used, though they clearly
derive from the earlier three:

(4) Hierarchy. Higher levels of hierarchy receive greater respect and
recognition, given their higher responsibility on results.

(5) Recognition. Each employee receives recognition in proportion to
contributions made.

(6) Acceptance of the present. All employees accept and respect the
mistakes made in the past and the system’s current weaknesses. Only
by accepting these can anything new be developed.

These principles may seem to be pure common sense and of obvious
application, but representations show conflicts and refusals to apply them
very often. Remember that it is the real personal feelings that count, not
what people say they respect or accept.

Keys to achieve best results

This tool is very powerful because of its intrinsic relation to the unconscious
part of the human mind, but it requires rigorous and careful application. As
it so often happens, its intangibility makes it easy prey for amateurs and
unknowing beginners.

Up next is a small guide on how to choose the format, how to fit this tool in
with other executive development disciplines and how to select your
facilitator.

Format of application

The most interesting and safest format to apply this method is the one
described earlier in this document. A member of a company with decision
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power on the problem attends an open seminar where nobody knows him or
belongs to his organization.

Other possible formats include:

¢ Individual session with figures or papers. The client meets privately
with a facilitator who uses small figures on a table or papers on the
floor to represent the elements of the challenge.

DISADVANTAGE: Figures and papers can’t talk to express their
perceptions so the client only learns from his own sensations and
thinking evoked by the three dimensional representation of elements.

e Constellation seminar with a team inside the company. Here the
facilitator goes to a meeting in the company offices with a nhumber of
employees who act as representatives for the elements in their own
company'’s challenge.

To overcome the inevitable tensions sometimes facilitators will
perform a ‘blind’ representation, which means that employees will
represent only a letter or number. The client and the facilitator will
have secretly agreed beforehand which element corresponds to each
letter or number.

DISADVANTAGE: Even when representation is blind, there are strong
risks of uncovering private conflicts among individuals that don’t
concern the group. Employees’ fear of generating greater problems in
the team can stop them from voicing their real perceptions as
representatives.

In a more extreme case an employee could purposefully manipulate
his own representation to deviate the group’s (and the decision
maker’s) attention to other angles of the representation.

This format of application requires a very high level of trust and
collaboration among team members to start with, and even in these
cases, the discoveries attained during the representation could
destabilize the work environment.

Constellations compared with other tools (training, coaching,

therapy)

The great limitation in executive skills training and coaching to
change habits is rooted in emotional and unconscious causes for the
individual’s behaviour.

If the individual’s automatic responses are triggered by deep strong
emotions, it is very difficult to achieve real improvement. The
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analysis of such deep emotions usually occurs outside the professional
arena and is often referred to a private psychologist. But private
therapy can go on for a long time without visible results.

On the other hand, a coach or a therapist may observe a recurring
pattern in the client that explains the problem, but that the client
doesn’t see or admit. The improvement process is thus slowed down
until the client is able to face the pattern.

This is where a constellational representation can produce rapid and
real change in the client’s perception and behaviour. By attending a
seminar where he represents his challenge, the client obtains a three
dimensional representation that shows him the reality of his deeper
unconscious feelings and how others perceive him, helping him
recognize hidden patterns.

More than anything, this tool can produce the ‘breakthrough’ any
therapist or coach so longs for. The client’s whole cognitive scheme is
shaken even if just a little, allowing the client to question it and
develop it in new directions.

Representation through constellations can significantly reduce the
time and effort needed to achieve goals in skills training, coaching
and therapy, to the point of sometimes rendering them unnecessary
in certain cases.

An ideal application plan will combine constellations with these other
tools. The client can thus analyze his problem or challenge with the
help of a coach or advisor, and choose the best moment to attend a
constellation seminar to get a more profound vision of the situation.
After a period of at least seven days, the client can analyze what
happened during the representation with his advisor to squeeze
maximum learning from the experience, effectively transforming
them into new habits.

Selecting the facilitator

The risks of choosing the wrong facilitator include:

0 Intentional manipulation of the representation by the
facilitator to convince the client of his own ideas.

o Deficient approaches to the representation which lose sight of
the main problem and orient the client towards steps that
don’t really help.

o Deficient interpretations of the representation may confuse
the client with erroneous explanations of the problem, and
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mobilize representatives in directions that don’t yield any
results.

o (In family constellations, which are more emotional) A loss of
control of the representation and deficient management of
client emotions could trigger an undesirable crisis in the client,
with eventual risks to his emotional health.

Required training to become a facilitator of constellational
representations consists mainly of the observation and practice of
lots of representations. The Bert Hellinger association in Spain is in
the process of establishing certification levels to provide minimal
guarantees to general population.

However, facilitator capacity depends on emotional development
levels, as occurs with coaches and therapists. In other words,
depending on how many of his own problems a facilitator has been
able to solve, he will be prepared to approach other people’s
challenges.

Because it is not obvious to judge a facilitator’s ‘emotional quotient’,
the best approach is to:

o Get as many references as possible about any potential
facilitator (including certifications from the Bert Hellinger
association and other coaching associations),

o0 Listen to recommendations from people whose judgement you
trust and share,

0 And personally evaluate the facilitator’s trustworthyness
through a previous meeting or conversation.

What you shouldn’t expect from a constellation seminar
Representation of a business challenge through constellations is very
efficient in terms of diagnosing the situation, but it does little more than
that.

Constellations influence the problem or challenge in two ways:

1) Providing more information, just as described throughout this
document.

2) Increasing the client’s resolve to act. Often representations confirm
ideas the client already thought about, but hadn’t prioritized or
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taken seriously until he sees them materialized before his eyes in
very tangible terms.

It’s not a magical tool to solve impossible problems. It’s true that seemingly
impossible problems can become less complex or difficult to the client once
he analyzes all the unconscious information made available in the
representation. He still has to take costly initiatives and difficult steps in
order to advance.

Representation through constellations improves the client’s knowledge,

clarifies his perception and boosts his resolve to act. But only the client can
initiate a real movement in his daily routines to put learning in practice.
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