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EDITORIAL

THE PROCESS ENNEAGRAM©: 
ESSAYS ON THEORY AND PRACTICE

Richard N. Knowles

INTRODUCTION

These essays are a collection of papers from eleven people who have studied and 
used the Process Enneagram sharing their various experiences and insights de-
veloped over the years. There was such a strong response to the Call for Papers 

for the Special Issue of Emergence: Complexity & Organization (E:CO) that this com-
panion book was published including these fi rst four papers as well as papers from 
fi ve other authors.

The Process Enneagram is a comprehensive tool of complexity enabling people to 
come together in a structured conversation to transform themselves and their organi-
zation. Its use enables people to solve complex problems, build the connections with 
others with whom they’ll need to work and releases the emotional energy and com-
mitment to do the work quickly and well, ALL at the SAME TIME!

The Process Enneagram is an ideal tool for leaders to use to help to transform 
their organizations. This is the central tool for Self-Organizing Leadership©. WHEN 
THE PEOPLE COME TOGETHER TO CO-CREATE THEIR FUTURE EVERYTHING CHANGES. 
Keeping their work posted, discussing together in an ongoing way, sharing the infor-
mation, modifying it as things change and keeping it alive enables the organization to 
build a sustainable future. Using the Process Enneagram this way is the most eff ective, 
successful, reliable organizational change tool this author knows about. 

The recent paper by Axleandros G. Psychogios and Saso Garev in E:CO (2012) is a 
step towards Self-Organizing Leadership. The use of the Process Enneagram will move 
you much further and faster.
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The enneagram was introduced into the West by G. I Gurdjieff  in about 1915, and 
fi rst, publicly written about by his student, Peter D Ouspensky (1949).

Richard N. Knowles was fi rst introduced to the unlabeled and obscure enneagram 
fi gure in about 1984 by some people in the DuPont Company who never explained it, 
but were familiar with the work of John G. Bennett (1983, 1987), a British philosopher 
and student of Gurdjieff . Knowles spent a number of years reading about the ennea-
gram, trying to make sense of it. One key discovery Knowles (2002: 28, 108-111) made 
was the realization that by placing the terms of Bennett’s Systematics around the en-
neagram fi gure, and then renaming them, transformed the fi gure into tool that is use-
ful in studying organizations, in revealing how they work and in opening up the path-
way for the people in the organization to transform themselves and their organiza-
tion. (The Monad dealing with wholeness was placed at point 1, the Dyad dealing with 
duality was placed at point 2, the Triad dealing with reconciliation was placed at point 
4, the Tetrad dealing with work was placed at point 5, the Pentad dealing with poten-
tial was placed at point 7 and the Hexad dealing with structure was placed at point 8.) 
This fi gure, with the names placed at each point, Knowles called The Process Ennea-
gram©. The term “Process” was used to diff erentiate it from the more widely known 
enneagram of personality that is a very diff erent and unrelated use of the enneagram. 
Another key discovery was the realization that the inner triangle of the Process Ennea-
gram fi gure connecting points 0, 3, 6 and back to 9, was the Self-Organizing Leader-
ship Process (Knowles, 2002: 28, 41), and that the Process Enneagram was a powerful 
tool for use in the arena of complexity that is discussed later in this Introduction.

Identity 

Intention
 

Issues & 
Ambiguities 

Relationship 

Principles &  
Standards 

Work
 

Information 

Learning & 
Potential 

Context & 
Structure 

9,0 
1 

2 

3 

4 5 

6 

7 
8 

Figure 1 The Process Enneagram©
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Here is a brief description of the points:

• Point 0 (Identity): Who are they? What is their Identity? What is their history, 
individually and collectively? (As the fi rst cycle is completed, this point 
becomes point 9 as they complete the fi rst cycle to their new Identity).

• Point 1 (Intention): What are they trying to do? What are their Intentions? 
What is the future potential?

• Point 2 (Issues): What are the problems and issues facing them? What are 
their dilemmas, ambiguities, paradoxes and questions?

• Point 3 (Relationship): What are their Relationships like? How are they 
connected to others they need in the system? What is their level of trust and 
interdependence? What is the quality of these connections? Are there too 
many or too few of these connections?

• Point 4 (Principles and Standards): What are their Principles and Standards 
of behavior? What are their ground rules, really? What are the undiscussable 
behaviors that go on, over and over? What are their espoused values and 
values-in-use? Is there agreement?

• Point 5 (Work): What is their Work? On what are they physically working? 
• Point 6 (Information): Do the people know what’s going on? How do they 

create and handle Information? Who has access to it? Do people understand 
the information?

• Point 7 (Learning): Are they Learning anything? What are their Learning 
processes? What new insights have emerged? What is their future potential 
and new possibilities?

• Point 8 (Structure and Context): How are they organized? What is their 
Structure? Where does the energy come from that makes things happen in 
their organization? Is their hierarchy deep or fl at? What’s happening in the 
larger environment, in which they’re living and trying to thrive? Who are their 
competitors and what are they doing? What is the Context or surrounding 
environment in which they are living and working?

• Point 9 (Their New Identity): As they have moved through these questions, 
how has their Identity changed? Have they expanded and grown? What new 
things do they now know? What new skills do they now have?

The Process Enneagram works whenever a group is working on a problem that is 
in the arena of complexity (see Figure 2). In my view, whenever people need to come 
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together to work on a diffi  cult, knotty problem, they are in the arena of complexity. 
The people need to come together to be in dialogue around the problem. As they en-
gage this way, using the Process Enneagram, a sense of the whole develops, new ideas 
emerge, new Principles and Standards of behavior are co-created, and their transfor-
mation begins to take place.

The only reason that Knowles relentlessly pursued and developed the Process En-
neagram is because it WORKS. In using it, the people working together move back 
and forth into themselves, and between their organization and the outside world. This 
back and forth, cyclical process of our personal and organizational transformation en-
ables people to function more eff ectively in our ever changing, complex world.

Richard N. Knowles fi rst introduced the Process Enneagram, a tool of complexity, 
to E: CO readers in 2001.

• Richard N. Knowles (2001). “Self-organizing leadership: A way of seeing what is 
happening in organizations and a pathway to coherence,” Emergence, 3(4): 112-
127.

• Richard N. Knowles (2002). “Self-organizing leadership: A way of seeing what is 
happening in organizations and a pathway to coherence (Part II),” Emergence, 4(2): 
86-97.

• Ken Baskin (2002). “A review of Richard N. Knowles, The Leadership Dance, Pathways 
to Extraordinary Organizational Eff ectiveness,” Emergence, 4(4): 89-100.

Far From 
Agreement 

Close to 
Agreement 

Close to Certainty Far From Certainty 

The Arena of Complexity 

Figure 2 The Arena of Complexity. Adapted from Stacey (1996).
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Since these fi rst papers, other papers relating to the use of the Process Ennea-
gram have been written.

• Richard N. Knowles (2006). “Engaging the natural tendency of self-organization. 
The world business academy,” Transformation, 20(15): August 10.

• Richard N. Knowles (2006). “The Process Enneagram; A tool from ‘The Leadership 
Dance’, parts I and II,” The World Business Academy, Perspectives, 20(1): August 24.

• Tim Dalmau and Jill Tideman (2011). “The middle ground: Embracing complexity 
in the real world,” Emergence: Complexity & Organization, 13(1-2): 71-95.

• Gwen Andrews and Richard N. Knowles (2011). “A practical East-West exploration 
of leadership and learning,” Emergence: Complexity & Organization, 13(4): 1-17.

• Bruce Waltuck, “Chaos and complexity, applying concepts from complexity 
science to quality and organizational development,” The Human Development and 
Leadership Division, American Society for Quality.

• Steff an Soule (2011). Accomplish the Impossible, ISBN 9780984240517.

This book, “A Collection of Essays On The Process Enneagram©” contains 9 pa-
pers building on and expending the work of these earlier papers.

The fi rst paper by Anthony Blake, “The Triple Enneagram” develops the idea of 
process having an internal structure revealing a deeper understanding of the fi gure. 

The second paper by Cameron Richards, “Old Wisdom for a New World in Crisis” 
outlines a framework for addressing all kinds of wicked problems adapting the ancient 
wisdom of the enneagram as a basis for a theory and practice of integrated, optimal 
and sustainable problem solving.

The third paper by Beverly McCarter , “2008 MECS Summit: A Workshop on Com-
plex Situations”, examines the use of the Process Enneagram to examine the underly-
ing principles of wicked problems. 

The fourth paper by Catherine Taylor “The Process Enneagram, A Practitioners 
Guide to its Use as a Facilitative Tool in the Corporate Environment”, describes its use 
in business along with coaching guidelines. 

The fi fth paper by Helen Wang “Co-Creating a Meaningful, Shared Learning Space: 
The Use of the Process Enneagram in a University Classroom” looks at the develop-
ment of a value system and the co-creation of an open and stimulating social environ-
ment in the university classroom.
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The sixth paper by Mark McGibbon “Holistically Educating Graduate Students for 
the Conceptual Age using the Process Enneagram” focuses on a graduate school ex-
ercise to educate students to think diff erently about problem solving and transforma-
tion. 

The Seventh paper by Richard Bergeon and Caroline Fu, “A Tao Transformation 
Leadership Model for the Process Enneagram” studies the correlation of the energy 
fl ows in the Tao Transformation Leadership Model and the Process Enneagram. 

The eighth paper by Barry Stevenson and Paul Rowland, “Learning from the Pro-
cess of Applying the Process Enneagram” describes a 3 year journey using the Process 
Enneagram as a tool for team development.

The ninth paper by Steff an Soule, “Process Magic with the Enneagram” instructs 
the reader to follow a card magic routine that demonstrates how the enneagram can 
be used to understand, track, observe and improve a whole system.

In using the Process Enneagram we are engaged in working together where the 
conversations and dialogue are dynamical and ever moving. 

This tool always works when people are open to thinking in a diff erent way, are 
facing a compelling, important issue and have the courage, care, concern and com-
mitment to build on and sustain of their eff orts.

The Editor deeply appreciates the contributions of these authors to developing a 
fuller understanding of this highly eff ective complexity tool.
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