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Coaching the leader as a node in complexity 

A methodological overview for scholars and practitioners 

This overview states the problem the Claristrat Method™ was built to address, the four-lineage synthesis that 

constitutes it, and the way it reaches coaches and leaders. It is written at full register. The reader is assumed to be 

a practitioner or a scholar who has decided the question is worth their attention. 

“The leader is a node in a complex system and their psyche is a complex system in itself. 
Claristrat’s systemic depth coaching, or complex systems coaching, works the node-system 
relationship at each level by adjusting the depth of field.” 

​
Fabiana Pereira Hotz, PCC, Claristrat Institute Founder and CEO 

 

Part One. Why we built it 

1.1  Where conventional coaching stops 

There is a documented leadership gap across sectors. When chief executives are asked what their senior 
teams are missing, they name innovative thinking, agility, resilience, trust, collaboration, and empathy 
(The Conference Board, 2025). None of these is a hard skill. Each is a property of how a leader holds 
themselves and their context. You cannot install them through instruction. They are downstream of 
capacity. 

Organizations respond with what they have. Productivity frameworks address tasks. Technical 
upskilling addresses expertise. Competency models address expectations. Goal-based leadership 
development addresses behaviors. Each is useful inside its frame. Each operates on the surface a leader 
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can already see, and each assumes development is the linear acquisition of more. The documented gap 
persists anyway, which tells us the gap is not made of missing information. 

Look at where support actually exists. A society and its organizations recognize two official registers. 
There is cognitive support: risk analysis, best practices, logical advice, performance plans. There is 
also clinical support: crisis response, psychological analysis, diagnosis, therapeutic intervention.  

 

“Between cognitive support and clinical support, there is a wide gap where leaders’ developmental 
needs sit. A wide territory with no register of its own. Most adults assemble their own development 
in that in-between, alone, from whatever they can find.” 

​
Fabiana Pereira Hotz 

 

The Claristrat Method™ helps adults structure the pieces. It works the territory that cognitive support 
is too shallow to reach and that clinical support is the wrong instrument for. This is the gap, and it is 
not a gap in data. At the senior level, roughly four in five engagements already begin with an assessment 
or a 360 debrief. The instruments are excellent. They tell leaders, with precision, what they already 
sensed about themselves. Insight is not the constraint. Capacity is. 

 

1.2  Built from the inside 

The method was built by Fabiana Pereira Hotz, an academic, executive coach, and senior advisor to 
founders and Fortune 1000 senior leadership. Across a twenty-five-year career spanning Accenture, 
Deloitte, and high-growth scale-ups, she led more than two hundred million dollars in enterprise 
transformation programs across finance, healthcare, technology, the public sector, and consumer 
industries. The vantage point matters insofar as the method has been built from inside the work it now 
serves. 

It was built from the inside in a second sense as well. In a quest to address her client needs, Fabiana has 
completed several coaching programs in leading traditions, among them neurolinguistic programming, 
systemic coaching, Ivy-league executive coaching, and Jungian coaching.  Each one was found strong in 
its own register and equally incomplete at the intersection where senior development actually happens. 
A confessed bibliophile, she has read several hundred scholarly and practitioner books in search of 
what would let her operationalize human development, and the method emerged directly from 
thirty-nine of these volumes.  
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Alongside this educational and conceptual journey ran the personal work: over twenty years of analysis 
and therapy across the Jungian, Freudian, behavioral, and somatic traditions. The method is the 
structured result of the combined work in coaching education, epistemological search, and embodied 
self-awareness, and its first test case was its author. 

 

“I built this method because I, like my peers, need it.” 

​
Fabiana Pereira Hotz 

 

From this origin story, still developing, comes the principle the whole institute rests on: learning by 
becoming. You cannot take someone further than you have gone yourself. The coach goes first. The 
leader goes first. Gravitas is embodied insight on human change. 

Self-development is a question of mindset before it is a question of skill, and it is anchored on the 
leader’s own modeling. A practitioner who has not inhabited the territory cannot hold it for a client. 
This is why the method is delivered as lived experience rather than transmitted as content, a 
commitment which Part Three of this document explores in full. 

 

1.3  The foundational claim 

The institute exists to cultivate the next level of executive leadership, coaching, and advisory, bringing 
clarity, coherence, and integrity to the most complex arenas of human collaboration. The vision behind 
that work is a world in which coaching capability and systems thinking are central engines for 
organizational vitality at every level of management. The institute operates under the International 
Coaching Federation (ICF) fiduciary standard and, in alignment with the federation’s requirements, it 
works with leaders as whole human beings, with rigor, serious intent, and candor over comfort. 

Under this mission sits one organizing claim, which the rest of this document will elaborate.  

 

“A senior leader does not operate above their organization. They operate inside it, and they shape it 
in real time. The leader is a complex node operating within complexity. The unit of coaching is 
therefore the affordance of the system itself, from the perspective of the leader’s agency.” 

​
Fabiana Pereira Hotz 
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This claim distinguishes the method from approaches that treat the leader as a somewhat 
self-contained unit. Here the leader and the system are read as one field and the leader themself holds 
complex multiplicity. The unit of coaching is therefore the coupling between leader and system, 
worked in both directions at once, rather than a bounded individual given skills and returned to an 
unchanged context. 

The claim carries two public banners, an ICF-aligned credential for senior executives becoming coaches 
and a practice for senior leaders and their teams working at the limit of conventional development. 
Both work the node-system relationship. One develops the practitioner who can hold it. The other 
holds it directly for a leader and the system around them, as we will also see in Part Three of this 
document. 

 

 

Part Two. How we built it 

2.1  Competence by design, not by chance 

“Most programs teach the session structure and the competency requirements, then leave presence, 
trust, and ethics to talent and chance. A serious framework should not. It builds the inner 
conditions a coach needs to hold their own mandate, so the coach can hold an executive through 
theirs. One developmental approach, running at both levels.” 

​
Fabiana Pereira Hotz 

 

A competency model, like any model, shows what good looks like. It does not prescribe how to get 
there. The 2025 ICF Core Competencies describe the behaviors a skilled coach demonstrates. They do 
not say how a coach becomes able to demonstrate them. Most programs teach the session structure the 
ICF requires, the agreement, the arc, the close, and leave the rest to predisposition, talent, and chance. 
The guidance and inspiration they add do the same work as the competencies themselves: they point at 
the behavior to reach and the stance to adopt, never at the framework that produces either. 

Claristrat works the gap this hope leaves, in two ways. First, it develops, rigorously and on purpose, the 
capacities the competencies assume: the presence to stay with a client in not-knowing, the trust 
foundation in which a leader can bring forward what matters, and the formation to hold the Code of 
Ethics.  
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No competencies are left to chance. The framework creates the dynamics that produce them. A coach 
running Claripath, the developmental architecture set out in the next section, cannot avoid listening 
actively, evoking awareness, or facilitating growth the client owns, because those behaviors are what the 
phases themselves rely upon.  

Here are some examples, in the order of the competencies the phases they name, Trust Foundation 
through Expansion, will be described in the next section of this document): 

 

ICF competency How the method produces it 

1. Demonstrates Ethical 
Practice 

The Claripath coaching wheel marks its own edges: out of scope, therapy, 
unsafe. The line between coaching and the adjacent professions is built 
into the architecture. 

2. Embodies a Coaching 
Mindset 

Coaches go first. They move through their own individuation before they 
hold the process for anyone. In addition, the method rests on the premise 
that meaning cannot be imposed in a complex domain, and the open, 
curious, self-aware mindset is a pre-condition for applying the method.  

3. Establishes and Maintains 
Agreements 

Trust Foundation makes contracting an explicit phase, and the cycling 
arcs require the agreement to be revisited as the work moves. Agreement 
is a stage of the method at every level, relationship to engagement to 
session, not a preamble to it. 

4. Cultivates Trust and Safety Trust Foundation is the first and staying base, developed intentionally 
through polyvagal-informed regulation and somatic attunement.  

5. Maintains Presence Presence is trained directly. The psychosomatic work and depth 
orientation builds the regulation to stay grounded with strong emotion 
and the complex domain imperative positions the work of the coach as 
staying in not-knowing alongside the client, without reaching for a goal. 

6. Listens Actively Reading a psychic complex (a charged, recurring emotional pattern) as a 
complex attractor forces the coach beyond the narrative, into energy 
shifts, posture, and tone. Listening at depth is what the method’s 
diagnostic requires, not a technique laid over it. 

7. Evokes Awareness Reframing is a phase of the method, not an optional skill: the leader's 
working assumptions are surfaced and turned until a different reading 
becomes available. The competency is produced by running the phase.  

8. Facilitates Client Growth The method ends by converting insight into a direction aligned with the 
client's values and energy, and into coherent actions they author and 
sustain. Growth the client lives in is the output of the arc.  
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Where a competency names a capacity, the method develops it intrinsically. Where a competency 
names a behavior, the method’s structure produces it. The markers are met as a consequence of the 
work, at the depth the work demands. The programs are ICF-aligned and built to exceed certification 
requirements. 

The early evidence is consistent with the claim. Across the dozen coaches the institute has certified and 
the more than one hundred clients it has coached, the report is close to unanimous: a fundamental 
change in how they see themselves in the world, with more agency, clearer decisions under complexity, 
better relationships, and a steadier sense of well-being and fulfillment. This is self-report rather than a 
controlled trial, but the consistency and the intensity of the effect are hard to dismiss. 

 

2.2  Claripath™: the architecture of the work 

The method’s architecture is named the Claripath™, as in path to clarity, or path to light. The 
coaching wheel below is the Claripath’s visual form. At the center sits adaptive leadership, which is the 
capacity displayed by the leader who has worked on their developmental edges. Around the whole runs 
an impact and feedback loop. The circle is flat. The movement through time is a spiral.  

 The work moves through three arcs, Intentional Awareness, Dynamic Meaning, and Iterative 
Transformation. The order is load-bearing. Awareness without meaning is only description, and 
meaning without action is ungrounded, so each arc supplies what the next one needs. The arcs layer 
rather than climb: the whole returns at deeper registers. This is never a checklist run once. Within them 
sit nine phases, and their order is again not arbitrary. Each phase builds the conditions the next one 
needs. 

 
The Claripath wheel: three arcs, nine phases, with the boundaries named on the rim. 
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I. Intentional Awareness 

The first arc builds the ground to see clearly. It meets the leader in alienation, the wounded and 
contracted point of the growth cycle, where they often arrive with a clear account of the problem and 
whose fault it is, and its work is to make that frame visible before touching it.  

I.1. Trust Foundation comes first because nothing else is possible without it. Its elements are 
concrete: clean contracting, confidentiality, professionalism, and respect, the container the ICF Code 
of Ethics describes, held as the substrate of the work rather than as compliance. Underneath the 
mechanics sits a belief the method treats as non-negotiable: that the leader is a whole, capable person 
and the author of their own development, not a problem to be fixed. It is a need-to-believe, in that the 
work cannot proceed without it, and it is the same conviction Maximus the Confessor and Jung each 
held in their own idiom, that the capacity for change is already in the person.  

I.2. On that ground, Self-Knowledge reads the inner aspect, the leader's own architecture: the 
patterns that shape how they lead, the places they cling to a fixed identity or hunger to change it, and 
the self-image, values, and purpose beneath the role, hidden commitments and disowned traits 
included. Reflection carries most of it, sharpened where useful by psychometrics, 360s, and the like.  

I.3. Situational Analysis widens the same reading to the whole field, where the shadow becomes 
legible: what a leader cannot see in themselves they enact in the system, so it shows up made clear in the 
triggers, the outer context of stakeholders, governance, power, and history, and the inner landscape of 
feeling, energy, and goal. Inner and outer are one field read from two angles, and the coach holds it as a 
single working map  

At this moment in the session, the coach builds a working map from these  “anchors of meaning” the 
way peripheral vision registers movement, without staring at it. By the close of the arc the leader and 
their field are both in view, which is the condition for working on either.  

 

II. Dynamic Meaning 

The second arc reorganizes how the leader makes sense of what is now visible. It is the pivot of the 
cycle, the innermost and most generative point, where the subject-object shift becomes operational: the 
meaning-making structure the leader has been living inside becomes something they can step outside 
and examine.  

II.1. Systemic Reflection reads the patterns: how the leader’s behavior couples with the system, and 
which attractors (the charged patterns a system keeps returning to) hold the current configuration in 
place.  
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II.2. Semantic Reframing is that shift made concrete, where meaning moves. The old frame loosens, 
the leader is no longer certain of the story they arrived with, and a different reading becomes available. 
This is the semantic-drift work (the loosened, in-between state after the old meaning lets go and before 
a new one forms), the most delicate phase in the method, because the leader is between configurations 
and a premature answer would close the opening.  

II.3. Aligned Visioning lets a new orientation form out of that opening, drawn from the leader’s 
own values rather than supplied from outside. Meaning has to move before direction can, which is why 
this arc sits between awareness and action and cannot be skipped. 

 

III. Iterative Transformation 

The third arc turns the new orientation into movement that holds.  

III.1. The North Star is the deepest organizing direction, and once it is activated it creates a coherence 
field (a felt organizing direction strong enough to reorganize the system around it): the leader’s system 
begins to reorganize around it, it constellates conditions in which meaningful coincidence may be 
noticed, and the terrain ahead turns responsive rather than fixed.  

III.2. Pathfinding is the work of moving through that terrain. Its elements are the exchange the leader 
makes with the system through every conversation and decision, the momentum that is its timing and 
pace, and the restoration of legitimate agency, which includes the discipline of letting energy flow 
rather than forcing it, so that presence becomes a kind of charisma when the leader’s energy serves the 
system. The live question here is which configurations are asking to be ended rather than improved.  

III.3. Expansion is the widening: the change consolidates, ripples outward into the system, and feeds 
back into the loop, which is what brings a leader back to the work as their world grows. Individuation 
(Jung’s term for becoming more fully and coherently oneself) is, in his sense, exactly this widening into 
a broader relationship, not a withdrawal into the self. 

The arcs are not walked once. A leader passes through them many times, and each pass is a turn of a 
growth spiral: a frame held with confidence, met by reality, loosened at the pivot, and reformed wider 
before the cycle begins again. This is why Claripath deepens rather than repeats. The second time a 
leader moves through Semantic Reframing they are not redoing the first pass; they are working a frame 
the first pass made available. Development is the spiral turning, not the list completing. 

 

The nine phases resolve into twenty-seven elements, three to a phase, which give the coach the concrete 
handholds inside each one. 
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Phase Its three elements 

Trust Foundation​
(coach establishes) 

Respect, honoring time, agency, and confidentiality.  
Clarity, defining principles, process, and roles.  
Collaboration, co-creation rather than one-sided problem-solving. 

Self-Knowledge​
(both listen to) 

Patterns, relational, emotional, and cognitive tendencies.  
Resilience, testing the flexibility of fixed ideas and roles under stress. 
Identity, self-image, values, and disowned traits. 

Situational Analysis​
(both listen to) 

Triggers, what sparked the urgency for coaching.  
Outer Context, stakeholders, markets, and organizational dynamics.  
Inner Landscape, feelings, energy, and personal goals. 

Systemic Reflection​
(both decode) 

Intentionality, stakeholder goals and underlying expectations.  
Roles and Archetypes, how structures shape behavior and conflict.  
Culture, the norms that decide what is rewarded or ignored. 

Semantic Reframing​
(both re-organize) 

Paradigm, the context seen whole, the framework seen as a framework.  
Point of View, alternative positions that unlock what was invisible.  
Transcendence, reconfiguring self and system for agency. 

Aligned Visioning​
(both explore) 

Optionality, multiple possible positions from the expanded view.  
Alignment, testing each against energy and values.  
Assembling, the configuration that resonates as the most coherent path. 

North Star​
(both recognize) 

Constellation, inner drives and outer forces seen as one whole. 
Synchronicity, signals and recurring themes that point toward purpose. 
Purpose, vocation and values in a single orientation. 

Pathfinding​
(client lives outside 
sessions) 

Devising, configuring resources and conditions for movement.  
Momentum, advancing in rhythm with the system, at the right moments.  
Restoration, resetting direction and repairing misalignment. 

Expansion​
(client is outside sessions) 

Observation, witnessing resistance without being driven by it.  
Integration, reconciling aspects of self and purpose.  
Presence, staying fluid and whole, embodied in the moment. 

 

These nine phases recapitulate the four stages of analytic work Jung first named, with Trust 
Foundation as the container and professional stance towards the client which Jung assumed must exist 
before any of it begins. For a clear map: 
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Jung’s analytic 
stage 

Claripath™ phase What happens 

Confession Self-Knowledge, Situational 
Analysis 

The leader lays out what is, their own material 
and their situation, received without 
correction. 

Elucidation Systemic Reflection, Semantic 
Reframing 

The patterns become visible, and the old 
meaning loosens its hold. 

Education Aligned Visioning, North Star A new orientation forms, aligned with values 
and purpose, and the North Star becomes a 
coherence field that begins to reorganize the 
leader’s system. 

Transformation Pathfinding, Expansion The leader moves through a responsive terrain, 
and the change widens and holds. 

 

2.3  The Fibonacci Flow: following consciousness in a structured session 

The Claripath sets the developmental sequence; the Fibonacci Flow governs the live conversation 
inside it. Its job is to let a session follow the client’s stream of consciousness while staying inside the 
structure an ICF-aligned session requires.  

Linear coaching models such as GROW or CLEAR assume the client already knows their goal and 
walk a straight line toward solving it. A real senior conversation dealing with developmental topics 
spirals. Executives have no executive function deficit. The reason why their goals are not being achieved 
is usually deeper, and getting at those usually requires circling the issue.  

The Flow is named for that necessary spiral. In the Fibonacci sequence each segment has a direct 
relationship with what precedes it. A coaching conversation grows the same way: each turn built from 
the accumulation of the ones before it, diverging or converging rather than advancing in steps.  
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The Fibonacci Flow: the conversation spirals inward to the light and out to purpose. 

 

Its four movements name what the spiral asks of the coach at each turn. 

Follow the Stream lets the conversation go where the client's energy and associations take it, not 
where a script would. Change unfolds at the pace of readiness, so the coach tunes to emergence rather 
than forcing it. 

Focus on the Whole Leader holds the person with their values, context, and purpose, not the 
presenting symptom. The work aims at inner coherence, not compliance. 

Find the Light is the turn where the spiral tightens to its center, where the complex restricting or 
freeing vital energy becomes visible. This is the moment of insight. Energy and meaning are 
requirements for growth, and depletion signals misalignment, not weak will. 

Fulfill the Purpose is where the energy released at that center flows back outward into aligned action. 
Ethics is the substrate the whole thing grows in, so a breach does not just cross a line, it degrades the 
ground the work depends on. 

The Flow turns inward to the light and out again to purpose. That is how a coaching conversation 
breathes inside the structure Claripath provides, and why the method can be rigorous without 
becoming mechanical. 
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2.4  Mastery Across Traditions 

 

“Maximum instability is maximum leverage. In coaching, timing beats force. Kairos 
rules Chronos. Synchronicity is at play.”​
 

Fabiana Pereira Hotz 

 

The four lineages are not a stack of influences, and not four angles of the same insight. Each does a 
different job, and the method needs all four because none alone does the work as efficiently as the four 
together: 

●​ Complexity theory, for reading the leader's inner and outer system as one. 
●​ Adult development, for the meaning-making architecture the leader works from. 
●​ Depth psychology, for the interior dynamics that shape what the leader can perceive. 
●​ The neuroscience of autonomic regulation, for the somatic foundation without which 

none of the rest holds under pressure. 

Two of these are mechanics: complexity, for how to read a system, and adult development, for how its 
meaning-making is built. The other two, depth psychology and the autonomic foundation, describe 
what moves inside it and the body that lets it move. The integration is the method, and what follows 
takes each in turn. 

 

COMPLEXITY THEORY (SNOWDEN): READING THE SYSTEM THE LEADER IS INSIDE 

The complexity lineage begins with Cynefin, the sense-making and decision-making framework 
developed by Dave Snowden. Like Snowden, the method does not sort situations into fixed types. It 
reads them as they present themselves and goes further: seeing the reading as governed by depth of 
field. That is, the situation presented by the client is set by the depth at which the observer is looking, 
not by any ontological characteristic of the situation itself.  

What you read at a given depth is the state of the constraints. For instance, where constraints are tight 
and there are no degrees of freedom, the situation is clear and has a known best response; Where 
constraints only enable and the parts are loosely coupled, it is complex: no answer exists in advance, 
because intervening changes the field and cause is visible only in hindsight. Where constraint has 
collapsed and the parts are decoupled, it is chaotic and has to be stabilized first (which is a case for 
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clinical referral). The same circumstance can read as clear from the surface and complex from 
underneath, which is why a coach who jumps to solve a leader’s problem has just stopped listening. 
Senior development is almost always complex.  

Three core ideas from this lineage carry the method, and they deserve plain definition.  

An attractor is a configuration a system keeps settling into: a stable pattern, organized around a 
dominant charge, that reconstitutes itself after disruption. It is why a leadership team can redesign its 
process and watch the old dynamic return within months, because the redesign changed the rules but 
not the charge still running through the old channels.  

Emergence is the other face of the same coin. In a complex system new order is not installed from 
outside; it arises from the interactions within, which is why coherence in human systems has to be 
grown rather than imposed.  

Together they produce systemic affordance: a system permits only certain changes, and only at 
certain moments, when its constraints have loosened enough to allow them. This is why timing matters 
more than force, and why a moment of instability, when the old attractor has lost its grip and the new 
one has not yet formed, offers more leverage than months of effort against a settled pattern. 

What this lineage contributes is the grammar the rest of the method is written in: attractors, 
emergence, affordance, and the multi-nodal field they operate in, the field in which the leader and the 
organization are two nodes of a single system. 

 

DEPTH PSYCHOLOGY (JUNG, STEIN, EDINGER): THE INTERIOR DYNAMICS 

The method teaches this material largely through Murray Stein's synthetic definitions of Jung. Stein 
lays out the structural parts of the psyche, the ego, the persona, the shadow, the anima and animus, and 
the Self, and explains how those parts relate to a complex. 

Start with the complex, because it is the unit the rest of the lineage works with. A complex is a cluster 
of personal associations gathered around an archetypal core: personal in its content, universal at its 
center. 

A complex behaves like an attractor: a pattern the psyche keeps settling back into, the way water keeps 
finding the same channel. The method calls it a psychosomatic attractor because it lives in mind and 
body at once. Jung's name for the place where those two meet is the psychoid, the layer where psyche 
and matter are no longer separate. That is the level at which real change is allowed or refused, and it is 
physical, which is why the neuroscience section returns to it. 
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A complex has two sides, and they are inseparable. One side is meaning: the images and stories it is 
built from. The other is energy: the charge it holds, the vital energy that is the real currency moving 
through a person. The meaning is what organizes the energy, holding it in place or, when the complex 
is defensive, locking it away. So a complex cannot be reasoned away from the outside. You have to move 
the meaning and the energy together, and that is why the work has to reach the body, not just the 
mind. 

The same energy moves between people, and it moves through symbols. Read a leader and their system 
as stocks of energy and the flows between them: the stock is vital energy, material in the end, the way all 
energy traces back to the sun. Two shared registers carry the flow. The collective conscious, the 
method's term for what a society openly requires its leaders to be, and the collective unconscious 
beneath it, the shared bed of symbolic and inherited meaning across a culture and ultimately the 
species. Recognition, status, narrative, and belonging are symbolic, and they decide where energy 
gathers and where it drains. This is why a single symbolic shift can reorganize a whole system. 

Edinger supplies the loop that drives all of this. His inflation and alienation cycle, the psychic life cycle, 
describes how a leader first operates from inside their current frame as though it were reality itself, a 
surreptitious inflation of their own understanding into near-omniscience, projecting that frame 
outward with confidence. This is exactly the condition in which an attractor is strongest and the room 
for change is smallest. Then the projection meets reality, and reality wins. The frame stops being 
trusted, the attractor loses its charge, and the spiral contracts to its most uncomfortable and most 
generative point: alienation, the same moment complexity theory calls maximum instability and the 
method calls semantic drift. Change is most available here, because for a moment the ego can no longer 
defend the way things were. 

What completes the arc is the transcendent function, Jung's name for the reconciling capacity that 
builds a new configuration out of the tension held at the pivot. A wider frame then stabilizes, and the 
cycle turns again at a higher level. This is the looping mechanism by which attractors strengthen and 
weaken and affordances open and close, and it is the spiral the architecture turns on. 

Individuation is the aim of the whole movement, but not in a moral or a platonic sense. The method 
positions it, intentionally, as the aim in the way equilibrium is the aim of a hydraulic system: the 
progressive balancing of vital energy across the psyche, a physical tendency rather than a destination, 
and in Jung's own terms a widening into broader relationship rather than a withdrawal into the self 
(Collected Works 6, §758). 

Stein reads the same cycle at every scale, from the organization up to the civilization, where a collective 
constellates and individuates under complexity as a person does. And because the attractor is 

Claristrat Institute 2026 ® All rights reserved ​ 14 



The Claristrat Method™  ·  Methodological Overview 

psychosomatic, none of this stays in the mind. It reaches the body, the individual's and the body 
politic, which is the last lineage. 

 

Edinger’s psychic life cycle: inflation, alienation, and return at a higher turn. 

 

ADULT DEVELOPMENT (KEGAN): THE MEANING-MAKING ARCHITECTURE 

Complexity gives the system and the node. Adult development gives the architecture inside the node: 
the orders of mind, the meaning-making structure a leader thinks with, and the self-authorship the 
senior tier demands.  

The method stays at the level of the foundational subject-object structure and does not adopt 
taxonomies. It reads the orders as geological layers, not as rungs on a ladder. A person is not 
homogeneously at one order. The earlier orders do not fall away; they remain as strata laid down 
beneath the later ones, and each is the substrate that affords the next. What we call a leader’s level is the 
most complex order they can sustain on average, and it is not a fixed address. Under load it drops: a 
leader who authors their own frame on a calm day can fall back to needing the group’s approval under 
threat, which is the regression the inflation and alienation cycle describes.  

The method understands development as complex emergence through systemic affordance: a later 
order becomes available only once the one beneath it has formed the conditions for it. This is why an 
order of mind can be neither argued into being nor skipped. 
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The conditions a new layer requires run through the whole method, and they are not only structural. 
Kegan names three a developing person needs at once, which can be extended to larger human systems: 

•​ Support, to feel understood and accepted as they are. 

•​ Challenge, to be met at the limits of their current thinking. 

•​ Stability, enough continuity not to feel lost while the structure changes. 

What decides which frame a leader can hold under load, and which they defend, is the interior 
dynamics the next lineage describes, and beneath those, the regulation and plasticity of the body the 
lineage after that. A leader cannot author a wider frame while their nervous system reads the room as a 
threat, and the new structure has nothing to form on until the body lays down the substrate for it. The 
orders of mind line up with the configurations of the ego-Self axis (the link between the everyday I and 
the deeper organizing center of the psyche), so Kegan’s structural language and Jung’s depth language 
track one movement, and where the question concerns the imago dei (the image of the divine carried in 
the psyche), the method follows Edinger rather than Kegan. 

 

THE NEUROSCIENCE OF AUTONOMIC REGULATION: THE SOMATIC FOUNDATION 

The somatic foundation is the last lineage, and it is the one the method leans on most heavily, because 
it is the most settled. Capacity is not only cognitive and not only symbolic. It is laid down in the body, 
and change is afforded or refused at the level of tissue. The load-bearing claim is neuroplasticity: the 
adult brain is not fixed, it rewires with experience, and it rewires through relationship. The method 
draws on two further bodies of work directionally, aware that their specifics are contested. From 
Porges’s polyvagal theory it takes the principle that nervous-system regulation sets the conditions under 
which any developmental work can happen at all, so that a dysregulated leader cannot hold complexity 
whatever their order of mind. From Schore it takes the account of right-hemisphere development 
through attuned relationship. It uses the direction these point in, not their disputed particulars. What 
follows from neuroplasticity is the method’s actual claim: the coaching relationship is where the 
substrate can physically reorganize, which in plain words is where neuroplasticity can happen, so the 
relationship is a condition for change, not a delivery mechanism for insight. And the rewiring is 
path-dependent: each change alters the ground in ways that make some later changes available and 
foreclose others. By analogy, what holds for an order of mind holds for a synapse, Kegan’s 
subject-object shift with a cellular correlate and Jung’s individuation with a physiological one. This is 
how the method treats change, as something the body affords and performs through a regulated 
relationship, and not something the mind decides on its own. 

 

2.5  What the synthesis produces  
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Put the four methodological pillars together cohesively through the method and a coaching session 
looks different from the start. The coach is not drawing development out of the leader as though it 
were a thing stored inside them, waiting to be extracted.  

The leader is a living system, a psyche organized by psychosomatic attractors that activate in real time, 
set inside an organization that is itself a system. Behavior is the surface. The attractor moving 
underneath is at once symbolic and energetic, and it moves vital energy. The signs are somatic before 
they are verbal: a hesitation, a shift in posture, a change in tone, a sudden flatness. These are the 
moments an attractor constellates, and they are data, not noise. The coach reads the activation, not 
only the account, because the one element in the system that can become conscious of the state it is in 
is the very seat of development. 

The most consequential of those moments is semantic drift. There is a recognizable point in senior 
development when a leader is no longer the old subject and not yet the new one. The ego is 
differentiating between configurations. The familiar account of who they are has loosened, and the 
next one has not consolidated. Clients describe it as not knowing who they are or what their role is.  

Most coaching treats drift as a problem to be solved by setting goals. In complexity terms, however, this 
is the client’s system at the edge of a phase transition, and the worst available move is premature 
closure, which collapses the emergence back into the configuration the leader is leaving. The method’s 
move is the opposite. The coach holds the disequilibrium, stays in the territory of not knowing 
alongside the client, and lets the new configuration consolidate on its own timeline. This is precise 
work, and it is the work that conventional goal-setting forecloses. 

 

2.6  Depth coaching need not be therapy 

 

“Working a complex is not analyzing it.”​
 

Fabiana Pereira Hotz 

 

The method works at depth, which invites a fair question about the boundary with therapy. The 
boundary is structural, not a matter of tone, and four things mark it: 

•​ No diagnosis. There is no disorder to name and no clinical formulation to apply. 

•​ No fault, no lack. The client is held as a whole, capable person, not someone to be repaired. 

Claristrat Institute 2026 ® All rights reserved ​ 17 



The Claristrat Method™  ·  Methodological Overview 

•​ No excavating trauma. The work tracks where meaning seeps from one complex field into 
another unproductively, charging a present situation with material that does not belong to it. 

•​ Crisis is referred out. Any sign of genuine instability stops the work and sends it to the right 
professional. 

The Claripath names these edges clearly and trains the coach to recognize them in real time. The coach 
reads where the energy is bound and helps the leader free it for their own direction, which is coaching, 
and leaves the clinical work to clinicians. 

 

Part Three. How we deliver it 
The method is delivered at three scales: to senior executives becoming coaches, through certification; to 
the wider field, through live formats; and inside organizations, as a coherent leadership-development 
practice. The same architecture runs through all three.  

 

3.1  Learning by Becoming: Go First 

 

“You cannot take a client where you have not been willing to go yourself first.”​
 

Fabiana Pereira Hotz 

 

The institute is built on one principle: learning by becoming. The developmental cycle is lived, not 
studied. Before a student holds the three arcs for a client, they move through the arcs on themselves, 
with real stakes, inside the cohort. That is the rationale, not a slogan: a coach who has not moved 
through the work cannot take a client through it. 

The structure is self-similar, nested at every scale. The same three-phase cycle runs across the whole 
program, a single engagement, and one session, so every session is a complete developmental loop and 
the client rehearses the process in every conversation until they can run it without the coach. 

The cohort is the instrument. It is a co-regulated system, not a classroom: faculty model the presence, 
inquiry, and feedback they teach, and hold psychological safety and developmental challenge at the 
same time. Admission is gated for two structural reasons. The quality of the cohort is part of the 
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curriculum, since participants develop through each other. And the practitioner barrier is deliberate: 
Claristrat certifies senior leaders who become executive coaches, not coaches in general. The asset a 
participant brings is executive experience, and the method converts it into coaching capability without 
asking them to leave it at the door. 

Delivery is experiential, built on the Kolb cycle and fully ICF-aligned. The hour structure runs well 
past the certification minimums: the ACC pathway is about one hundred and ten hours, the integrated 
ACC and PCC Advanced Method about one hundred and seventy-five. Practitioners arrive by three 
routes: senior executives moving into coaching as a second career, sitting executives building coaching 
capability for their own teams, and operators building a coaching or advisory practice on their 
executive background. They learn to run Claripath as a developmental arc, to hold the Fibonacci Flow 
inside its listening and meaning-making phases, and to build the systemic and assessment fluency 
senior engagements assume. 

 

3.2  Where leaders first meet the method 

Not everyone meets the method by enrolling. The institute introduces it to the wider field through live 
thematic sessions, retreats, and bootcamps, including the Next Chapter Leadership Bootcamp for 
senior leaders at a career threshold. These formats demonstrate the method in the room rather than 
describing it from a distance, which is the point: the in-between where mindsets change is felt, not 
explained. 

A live session walks a real audience through the territory mapped in Part One: the leadership gap, the 
two official registers, and the in-between where change actually happens, so a senior leader or a 
prospective coach feels that in-between before deciding whether to commit to the longer work. The 
written and recorded material sits alongside as the layer where the methodology is set out at full rigor, 
down to the lineages, for those who want to read it. 

 

3.3  Organizational partnership: development that holds 

At the organizational scale, the method becomes Complex Systems Leadership Development™. The 
governing discipline is that individual insight is always mapped against systemic reality, because 
personal growth that ignores the system it sits inside treats symptoms and misreads strengths. 

This also addresses a structural problem with coaching benches. A bench is usually assembled coach by 
coach. Each was trained in a different school, carries a different vocabulary, and works to a different 
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standard, so an organization gets individual quality without coherence across the bench. A Claristrat 
bench is assembled on a different basis. Every coach has operated as a senior executive, so they meet a 
leader as a peer rather than as a vendor. And every coach is trained in the same method, to the same 
standard, under the same ethical architecture. The result is a bench that reads and works the same way 
across geographies, languages, and leadership tiers. 

Internal programs take this into the organization's own people. The institute trains an organization's 
leaders and mentors in the method, inside the existing culture rather than alongside it. The rationale is 
direct: development conversations are where culture actually forms, one conversation at a time, so 
building the capability into the leadership system builds the culture through the same channel. 

Organizations work with the method in three modes: one-to-one depth engagements for a single senior 
leader; a coaching bench drawn from alumni, matched and supervised under the method; and internal 
programs that build the capability inside the leadership system itself. 
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