
114

Chapter 3

COLOUR DESCRIPTION EXAMPLES – PICTURES

Red The first organizations consisted of small groups, led by a chief 
who exercised his power through fear.

Wolf pack. 
 
Contemporary examples are orga-
nized crime, street gangs and militias.

Amber Power shifts from powerful personalities to formal roles. Army.

Orange The Industrial Revolution leads to hierarchical organizations 
that are considered machines to be controlled by top manage-
ment.

Multinational companies. 
 
A machine.

Green The increased level of education, especially in the second half 
of the twentieth century, makes managers feel that the exer-
cise of hierarchical power is inappropriate. Instead, in a green 
organization, more power is given to employees, supporting 
bottom-up processes and creating consensus. However, man-
agers still have the power to decide whether to delegate.

Family. 
 
Organizations with a strong culture.

Teal The work of the teal organization is performed by self-man-
aged teams. There are no layers of middle management, very 
few staff, and very few rules or control mechanisms. Instead 
of reporting to team leaders, people are accountable to their 
colleagues and implement self-organized, collective goals.

Small number of pioneer-organiza-
tions

The four historical organizational models we have looked at so far have one 
thing in common: the manager!

We have a hard time imagining how organizations would work if no one was 
in charge. But, Laloux asks:

“What if we could create organizational structures that do not need empower-
ment, because based on the design of the organization, everyone is powerful, 
and nobody is powerless?”

The answer, according to Laloux, is the teal organization.

The teal organization. The core of Frederic Laloux’s ‘teal organization’ is 
“self-organized peer-to-peer networks”. A peer is your colleague, your equal, 
male/female. Laloux is of the opinion that each employee will do more to sat-
isfy his or her colleagues’ requirements for solving a given task than he or she 
would do to satisfy an ‘old-fashioned’ hierarchical manager.

In the peer-to-peer network, all votes count, because everyone has the same 
knowledge and is able to see an opportunity or problem. As everyone in the 
network is expected to act as manager and take responsibility, everyone has a 
duty to find support for their views. If there is sufficient support, actions are 
taken; if not, nothing is done. In other words; the collective intelligence of the 
peer-to-peer network is used as a powerful resource to respond to rapid change.

FIGURE 3.29 Frederic 
Laloux’s five types of 
organizations.
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