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Teams-The New Change Journey

Liminality
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Liminal portals are thresholds 

between the past and future, 

where the situation demands a 

rethinking about what we feel 

and know and accepting (or 

rejecting) new paradigms.
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Liminal transition deals with the personal consequences of 
significant new actions, or knowledge, contrary to, but 
reshaping (reprogramming) what may be lifelong belief 
systems and accepting and applying new paradigms.

Liminality



Liminal transition is the 

process of learning and 

accepting new ways of thinking 

and doing things. 

Liminality
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The original concept of liminal passage is comprised 

of rites, changing the individuals (or more) from one 

state to another.

In some cultures, rites are simple, but in others they 

are difficult and time consuming.

Liminality



Life is a progression of liminal events, dealing 

with a series of life-changing new realities.

Some of these events occur by choice per the 

following examples.

Liminality



Marriage

Liminality
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Baptism

Liminality
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Awards for passage

Liminality
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Acquiring 
greater 
knowledge

Liminality
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Via Delarosa
A Rite of 
Religious 
Passage 

Liminality
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Pilgrimage

Liminal 
transformation 

applies to 
groups as well 
as individuals.



We may have to unlearn or discard obsolete or incorrect programming 
that led to our current habits or thought processes. If unable to 
change, may get stuck and never emerge from the liminal portal.

Liminal Portals



Liminality is consciously dealing with the 

personal consequences of a new situation, 

knowledge, or paradigms of thought, replacing 

old patterns, habits, and processes. 

Liminal Portals



Liminal Portals

Into the portal

Transformation
Process

Exit the portal
New paradigms

There are multiple thresholds into the night (dark) –

uncertainty, danger, fear, ambiguity. We seek a passage to 

daylight (enlightenment).

Photographs
Lava tunnel in 
Hawaii. Step into 
one of these 
alone-instant 
apprehension.
By Wayne L 
Staley



Liminal Portals

Some thresholds are non-confrontational with rapid 

passage and minimal adjustments to personal 

models.



Other situations, simple or complex, intensely 

challenge how we think and act. 

While the reward may be great or small, they 

represent the danger of becoming stuck in the 

process, a situation threatening our belief systems, 

economic welfare, and if we live or die.

Liminal Portals



The liminal concept applies to all learning 

processes. Given the rapidity of technological 

change, and need for clear communication of 

complex subjects, it increasingly applies to teams 

and other group endeavors. 

Liminal Portals



Transformative Learning/TEAMS

And/or

Confusion

Analyzation

Assimilation   –
correlate with other   
known data

Clarity – Now I 
understand

Transformation
Process

Prior interpretation

New or revised 
paradigm

Repeat

New information

Causal

Accumulated knowledge –
acceptance or rejection of 
situation

Revised
information

Some people get stuck in the 
portal and never get out 
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Liminal Portals

Each project step is a phased series of thresholds 

and portals.  Multiple directions. The more complex 

the systems the greater the choices and degree of 

potential ambiguity.



Liminal Passage

Ambiguity

Everything is fluid, even ambiguous, complicating 

the process of bringing everyone through the 

learning, change and acceptance portal.



Liminal Passage

Easy Difficult
Moderate Fail

Team building follows normal distribution curves. For some members, the 

training process is fast and non-confrontational. For others it ranges up to 

pure hell.
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Liminal Passage



Liminal Passage
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Liminal Passage
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Liminal transformation – rethinking the process.          Process transformation – changing the process

AS it is
AS it will be without change
AS we overcome bias and ambiguity
AS we rethink the change (liminal 
transformation) (functionality)
AS we define desired change
AS we change (result)

As it is

As it becomes -
Process transformation

As it remains         
Status Quo

Liminal 
transformation

As it is 
reengineered

Change?

or

NO

YES

Multiple step process
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Liminal thinking
Confusion
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Our personal 
knowledge, 

attitude, habits

Acceptance
New 

Paradigm

New 
knowledge

Executive staff must define the business mission and publish it. 

Executive staff must transform culture before they can transform strategy

Executive staff must transform strategy before the project manager can transform 
the team.

Executive staff must know the mission and spell out expected results.

Project managers must transform teams before they can transform thinking.

All must transform thinking before they can transform processes.

Liminal Passage



In our disruptive world, liminal events and challenges 

are multiplying. Changes in the workplace and 

society constantly challenge us to confront situations 

causing confusion and affecting our family, work, life-
style and financial security.

Liminal Portals



Completing the liminal journey is summed up:

Overcome 

and Adapt-Celebrate 

each Success 

Liminal Portals
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