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The

U-Process

of Change
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The current 
situation
(hot or cold 

crisis)

1.
Describing the 

situation
How everyone sees and 

experiences things.

7.
Planning for the 

new situation
The steps needed to achieve 

the desired future.

2.
Surfacing
the reality

Underlying patterns of  

behaviour.

6.
Creating a

leading image
or vision

A guiding picture of  the 

future.

3.
Revealing the
foundations

Beliefs, values and 

assumptions.

5.
Renewing the
foundations

Beliefs, values and 

assumptions.

4.
Testing the will

for change
Surfacing and dealing with 

doubt, resentment

and fear.

The new, 
desired 

situation

the U-Process as a core process of transformative change

The U-process was developed in 1970 by Glasl and Lemson -

(see Glasl, F. Confronting Conß ict: A First-Aid Kit for Handling Conß ict, Stroud: Hawthorn Press, 

1999). A different but related version of the U-process has been developed by Peter Senge, 

Otto Scharmer, Joseph Jaworski, and Betty Sue Flowers. Presence: Human Purpose and the Field 

of the Future. Cambridge, MA, SoL, 2004. We still use the older and simpler version described 

here, but like the action learning cycle, the U-process is a change archetype that is as old as 

human development itself.


