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Foreword

In 2009, ased on the findings in this bodkdeveloped the firstrue
iPhoneApp f or | e ader stogetlheE withdn ringlianP r o f i
software development compamyAhmadabd, India.

Named after the theotiptroducedin this book EmzineProfiler
helpsits usersarrive ata better understanding sélf, of coleagues and
of organization. It isinstrumentalwhen identifying the right leaders
and when creating winning teams.Moreover, itspredictive power
enablests users alway® stayahead of the pack

EmzineProfiler hinges on some crucial research findings.

All forms of arganization aressentiallyecosystems that consist
of behaviorpattern speciefl i larémal8pecied. They develop in at
least four distinctive stages of emergence to minimize certain market
and humasinequalities as fast as the local circumstancesvall

Through past experiences, people develop comfort zones that
correspond to a specific stage of organizational emergence. Locked in
by neural networks that grow in the process, people revert to their
comfort zone when push comes to shove.

Leaders perfion best when they guide an organization to a stage
that corresponds to their comfort zone. Leaders are in the way of the
development of their organization when it is ready to advance to a
stage beyond their comfort zone.

Each universal stage of organizetal emergence has its own
problems, solutions and leadership needs. You can predict the next
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A New Leadership Ethos

stage including its characteristic problems, solutions and leadership
needsoncethe current stage is known.

I n this boankexplanatom d tlet fidingsrasiwell
as the necessary examples that illustrate howrtfamjfestin society.

Considering the fundamental nature of these findings, it is no
wonder thathdr scopeis larger than whather practical application
might suggest.in the Epilogue,l hint at thepossibility of usingthe
Emzine theory as philosophical am&en moral foundation.

On the whole, no matter whether it concerns profit orpiarfit
organizations or even cities, regions and natitives gvaluation in this
book and the softwar application that is derived from litelps you
interpret the world around you abdcome thérightbleader yourself.

Marc van der Erve
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Introduction

Early 2008, nine months ahead of the US Presidential elections
predictedthat tre 44" US Presidentvould be adransformea leader
with the samestature and charismas earlier transformers, such as
AbrahamLincoln, JohnF. Kennedy, andRonald Reagan.Of all the
contenders still in the race that time, Senator BaraGbamaseemed
to fit that profile besby far. Therest is historyln 2003, Ipredictedthe
possibility ofthe Europearbanking firm,ABN AMRO, breaking up,
which it did in 2007. klsoforesawGeneral Electrieitherbreaking up
or reinventing itselfand as Idiscussin this book,the evidenceso far
has beememarkablyconsistent with my forecast assure youmagic
played no part imy predictionsinstead my @rophecie§hinged ora
novel understanding of howforms of organizatioddevelop in nature
and societyln this book | explainhow you can make such plietions
too and howthis pristineability will changethe ethos of leadership
The storyin this book is the storigehindthe evolving slideshow
that | presentto audiences around the gloleine2006, ny journey
beganin Brusselsvhere Igave a speedio adistinguishedassembly of
the Club of Romédaving been invitetdy the chairman ats chapter in
Brussels, Prof Raoul WeileAfter a nearly decade of researchinto
the behavioral origin of our world presentedmy rather unexpected
andfundamentafindings, which | publishedin a dogbook of inquiry,6
A New Dimension of Tim@007) The duration ofthe questias and
answers sessiothat followedmy speechsuggesed that my findings
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hadstruck a chordHowever gratifyingthe experiencghe event lefa
guestionin my mind My findings would affectthe worldof scientists
as much athe world ofleaders but which oneshould Itargetfirst?

May 2007, thedirectorof the Stellenbosch Universiusiness
School in South AfricaProf Eon Smitwas so kind to invite me to
address aather largedelegation of Alumni ath MBA-students.l
invited my audience tdeatthe center of my speedty functioring as
@anchos of explanatiomdAgain, the questions and answers session that
followed mypresentatiomad tobe cut shortbecause it was going way
over theallotted time. What is more, the spontaneous emails that |
receivedright after the evenfrom participantsand thes c ho ol 6 s st a
confirmednot onlythat my findingshadmade sase but also that they
responedto the needfelt by leades at every level ofociety For tat
reasonand notjust becausedeadership is a familiar topic to me, |
eventuallydecidedthat Ishould get my findings acrosslaaders first.

In a way, my work builds on the findings by Jim Collins, a
leading author on corporaéxcellenceIn two bestsellers Collins first
states that organizations can d@miild to lasé and that they cambe
managed fr om .dheo inda baok pulgishedart 2009,
nuanced by the sobering findings of his research te@wijins
expl ai ns O0how tlh@edovmisgne brganizateorys ndvex |
give in. 6 Thi softhe findingsaly iorerof Colg@i n d s
famed predecessors, Rosabéthnter. In the early 1980s, Kanter
identified the changenasters of her era to see some of her |attymn
life casestudy examples sadly fail and eventually disappear.

Involving the natural and social sciences, the th@oihis book
explains why organizations can rarely be build to last but generally

" Stefan Stern, From good to great to fatal complacency , The Financial Times, June 4,2009
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only be @rown to achievé.Organizations have lifecycles that may
differ in length yetthey traverse universal stages of growth, ezl

and, occasionally, renewaRootedin the theoryof chaos phenomena

and thermodynamics, this bodifers from the above epic reflections

in that it goes straight to theehaviorinspiredguts of the miracle of
organization to lay bare the determinants of success and demise in a
way that is perhaps less spectacyktin practicalreach ofileaders

Nonethelessthis bookcompellingly responglito the hunch of
Collins that corporate succedgpends ortkey sets filled with the
ri ght by eengfying @nd providing both the theoretical and
practical means to accomplish th&o, in a waythis bookalso goes
beyond the findings of Collins and Kanter. Inspired by a novel theory
of organiation, it renders diverse worlds of growth, decline and
renewal each with its own problems, solutions and leadership needs.

Theapproachthat| followed to arrive amy findingsshould not
be taken lightlyTheideas germinatkin my mindfor more than héla
century Born with an independenmind, | took thedaringanddifficult
path of trying to interprebur world asl saw it emerggoftenquizzing
the leaders that | had accessltline with theviews of the British
legendaryanthropologist, Gregory &eson the question in my mind
was not how phenomenaf emergencemight differ but how they
might comparée® Oncel discoveredhe behavioraldomainat theheart
of thesephenomenal studiedthe ideas of establishgzhilosophergo
see whether and hotiney supported my findingskrankly, knowing
what tosearch forl enjoyed reading the work tiesephilosophers so
much moreln the epilogue] elaborate orthe quality thatmade me
follow this unusual path of inquiry.

In this book | take the reader oa journeyfrom a novel insight
into predictably emerging phenomena of organization to a changing
view of leadershipl begin this book by holding upsdructuredmirror,

a mirror in which the reader can examine his or her comfore asn
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leader In Chapter2, takingthe comfort zone of the readasreference
point, | explore the rolg of historical, business, and political leaders
In Chapter3, | expand on therganizationaparallels that identified
in Chapter 21 illustrate howthese parallels exteridto the world of
leaderless organizations, particularly those that are studied in the
natural sciences. The question emerges whadbed valuef leaders
really is. Before jumping toany conclusios, | identify the vheel$
thatproduceforms oforganizationin Chapters 4, 5 and 6 a manner
that is accessible to the readeyske thefundamentalaws of energy
conversionto explorewhy andhow the behavioral domain produces
visible phenomenaf organizationIn Chaptes 7, 8 and 9, bearing in
mind the consistency of themergencegrocess! explain how leaders
can predict the future state afiyform of organizationin Chapters 10
and 11, | evaluate how the leadersiiposwill changeas a resuland
how, in practical termsthe management procesdll changeas well
In Chapters 12 and 13, dummarizethe resulting leadership trend
breakthroughsand why they remind of another breakthrough in
medieval timesin Chapter 14, providea brief assessment of how the
findings in ths book are likely to affect four main sectionssaofciety
In the Epilogue, take a step back to evaludtew thefindings in this
book relateto the views ofestablishedhinkers | also explore the
prospect of future research stepsr whatever it isvorth, | included
someautobiogrphical observationgn the Notesection

As a final point | chose forA New Leadership Eth@s the tite
of this book in preference t& New Leadership Philosoptbecausg
ultimately, the ability to foresee the futuseill affect boththe moral
competencandrole of leaders

Marc van der Erve
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1- Comfort Zones

| once attended a lecture by the political analyst and professor of
International Political EconomyJonathan StoryRegularly onsulted

by policy makerdrom around the world, it occurred to Story that his
clientstypically depicedtheir country in the center of th@orld map.

Why are policy makeractuallydoing thi&

Peopleconstruct an image aheir world startingwith the things
they know” In other words, Wwen exploringthe worldaround uswe
searchfor thingsthatwe are familiar within our dnentalbackyarddBy
comparingwhat we find with what we&now, a notion of difference
and simiaritiesin the wortl around usemergesThese differences and
similarities effectively serveas our model of interpretatiodVhenwe
have reacled that point, our mind is readyfor things thatwe donodt
know A haphazard process discoveryunfolds in which the brain
first identifies and thenfill s in the gaps All in all, it makes perfect
sense tgictureyourself in the center ofour world mapbecauset is
thefirst stepto astateof awarenesé which you are ready to search
for knowledgebeyondyour mentalbackyard

Bearing in mindthis predisposition of the brajithejourneyto a
new deadership eth@sand a new understanding @brganizatio®
might as wellstartwith a mapthat ha the mental backyar@r comfort
zoneof you, thereaderyin the centerthe place whergou feel most at
ease Therefore beforestrategizing about our worldl, dlike to put tre
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following question to youln which one of the leadershituations
belowdoyou feel most at eaBe

Four Leadership Situations

The following situatiorsummaries iustratethe typical challenges that
leades facein the different stages of organizational development.

A - Findinga New Platform for growth

In search of a newrganizational cyclethe role of deaderis to spot
and promotea new concepta conceptha serves as a platform for
growth This mightinvolve a businesg&dea,a producta technologya
process a theory,or a way of life Often driven by convictiononly,
such a leademay need tomake severalattemptsbefore makig a
breakthroughgach timemendng and presentinghe concepuntil at
long lastthe necessarfundsareobtainedo push it over a threshold

B - Resonating with the Environment

Oncethe necessarfundshave been assuretthe role of a leaderis to
build a teamthat enhance the conceptuntil it meetsthe needs obne
or moretarget groupor market nichesThrough vision and passion,
the leadergalvanizs the organization often not shy ofairing the goal
of wanting to chang the world Both leader andeam cozy up to
clientsin efforts to unveil and nurture nichesn the endthe concepis
refinedandturnedit into a form thatbestmeetsthe expectationsf the
market A sense of sccess emergeghenthe concepactuallyspreads
(in business thisigtpi cal | 'y pmedaceaveaneedroveds O

C - Repeating Success Ever More Efficiently

Therole of aleader changeagainonce a target group or market niche
develops into a viable source of demafdthat time, he challengés

to repeat succesa moreefficiently. To maximize the performance
of an organization,the leaderfans out part of his responsibilitiesto
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specialistsweavingtheir activities into a seamledisw. To ensure a
stream of incremental improvementise leaderrelentlesslynudges up
the standards of successd ensures their follow up through reviews
To swayattitudes that are beyond the reacltaifporate directiveghe
leaderinstills a corporateulture.Quality, cost, andvolume&areat the
centeroft h e | eoacdre. Na@nsatterwhetherit involvesbusiness
units, organizationgrocessesor employeesthe leaderpicks out the
winners andeleaseghe losersA well-oiled machineemergeghatis
capable of producingpighly efficient, yet programmed responses to
signak receivedirom inside andutside the organization

D - Creating a Level Playing Field

At some point the dependence oprogrammed responses, however
much optimized, erodes the ability of an organizatioradequatelyto
deal with unforeseechangesn the world outside Hence, lhe role of a
leader in thideadershigsituation is to break the back of prejudice and
habit by confronting established wagf thinking and acting.The
leadertries tounlockthe organizationby purifying it andby forcing it

to look for newstandard®f successutside Although succeedini a
turnaround,such aleaderwill usually not re-invent the organization
Rather a level playing field is created from which new concepy
riseunder deader whee task is to identifa newplatformfor growth

In the world of businessvhenthe success afuch aturnarounds not
reflected in a risinghare priceshareholders may foraeleaderto sell

off (parts oj thebusiness

Identifyinga  Comfort Zone

No daubt, most readerwvill find the abovdeadership situationguite
familiar. They may have experiencemsessedand even supervised
them.However, the questiohereis as follows.In whichonesituation
do you feel most at easé? other words, the questi is not whether
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you identify withone or moresituatiors or whether you feel capable of
managing themAt this stagel cannot stress enough that each choice
isright As | 61 |  eherp &reano wrong ehbiees. , t

A - Finding anewplatformfor growth

B - Resonating with the environment

C - Repeatig successver moreefficiently
D - Creating a level playing field

Once you have decided which situationyou feel most at ease
(in eitherA, B, C, or D), memorize that lettgust now With reference
to the openingdiscussionin this chapteryour choicerepresentyour
mental backyard or comfort zoriEhe latter functions as yopersonal
anchor of explanation. It ithe starting place from whengou will
redrawthe mapof your world whenadvancingn this book

Interegingly, when asking members of various audiences to
makethe samechoice,|l noticed that no leadership situation comes out
as favorite As a rule,comfort zonestend to bedistributed equally
across the four leadership situations. Fertbn in this bookijt will
become cleawhy thisis so.

Making up the Balance

Leadershipsituatiors say something about ttetate of organizational
developmentind can beset apartby the growth rate of either the
spreadof a new conceptor the revenue generatethey alsoallude to
four pivotal leaderip inclinatiors (Figure 1) To identify a platform
for growth leades want their organizatiomo discover and innovate
To achiee rising growth, leades want their organization taurture
produd or marke niches To repeat successsermore efficiently and
achievestable growthleades want their organization tepecialize and
optimize At times ofdeclining growth leades want to confrontand
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purify their organizationhopingto liberate it from futile programmed
responsegCorresponding tthese inclinationsthe leadershigsituation
of your choicdits one ofthefollowing leadershiparchetypes

Transformer

You are aransformeitype leaderin case you opted fok - Finding a
New Platform for growth Transformersseek tore-invent andalso
transforman organizationfrom whateverit wasin the previouglevel

playingfield) state Because transformatisigenerallyunfold from the
inside out,they are concerned with internal potentidltansformers
search for meaning, bring innovators togetlagd ensurethe funding
of promisingnewideas.

Builder

You areabuildertypeleaderin case you opted for BResonating with
the EnvironmentBuildersseekto achieverising growth that isto say

growthin the spread of a concept in product revenueTheyput the

focus of thar organizationon the developmentof new prodat or

marketniches Buildersareconcerned witlinequalitie®in theoutside
environmentsuch aghe needs ofustomersWorking hardto provea

yetunproven concepbuildersleadby vision and passiondemanding
loyalty andcommitment

Grower

You area growertype leaderin case you opted for € Repeating
Succes&ver moreEfficiently. Growersseekto achievestablegrowth

by duplicating early successeser moreefficiently. They particularly
focus onnichesthat havebeenidentified as viable sourcesof demand.
They are concernedith Gnequalitie®insidethe organizatiorseeking
to balancedisparitiesin standard, flows, andthe timing of activities

They involve specialists who arexpectedo work togetheras part of
an altinclusve processGrowerssetboundaries and valugorporatég
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culture As a result, ey producean organization that i€losed This

manifestsasa notinventedhere syndromand a strong sense of pride
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Confronter

You are aconfronte-type leaderin case you opted for BCreating a
Level Playing Field Confrontersseekto achieve a tumround by
shaking an organizatioor companyout of an inwardlooking trance.
They confrontthe established thinking wheentrenchd responses
make it impossible foan organizatioo adjust to a radically changing
environment Confrontersmakean organization morepento outside
perspectives about success and failure. They breaktwétipromote
from-within traditionwhen it comego finding the best person for the
job. On the whole, confrontensant to purify an organization hoping
to extend its life cycle.

Temporality of Leadership in Brief

Once you identify with one of the aboleadership inclinationsyou
cannoteasily escaperédm it becauset is a reflection ofyour psyche
(see Chaptet0, A New Leadership EthpsThis should not be a reason
for concernbecausea leader withone particularinclination inevitably
produces the need farleader wittanothetinclination In otherwords
each inclinatioris neededsomewheralown the roadof organizational
or corporatedevelopmentA leaderwho identifiesa newplatform for
growth paves the way for a leadeho builds an organizatiomwhich
markets it A leaderwho nurturesnichesinto viable sources of demand
paves the way fora leaderwho excels in repeatinguchsuccessver
more efficiently. A leaderwho turns an organization into growth
machineeventuallycreates the conditions for its demise g@ades the
way for a leaderwho purifies theorganizationThere are deepeated
but, thusfar, hidden reasorf®r the temporalityof leadershipvhich is
why | decided to writghis bookand design the iPhone App, Emzine
Profiler.
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Findings So Far

At this point | geneally askthe members ofmy audience to introduce
themselves to the peométing around themyetto presenthemselves
either as a transformey builder, grower or confronter.What people
typically get out of thisexperiencds that elating totheir world this
way is so much more meaningfurhroughtheir comfort zone they
know not onlywho theyare and whathey stand for but also hothey
relateto the organization of whictheyare part.Theyalsoknow how
to relate tatheir peers andmore importatly, their peers know how to
relate tothem They know how future success cdrestbe achieved
becausahey are aware ofvhat next to expectvhenthe organization
advances Last but not leastthey know when andwhen not to
dominate in thesearch fomew drections becauseniacertainstate of
development, lte views ofpeerswith anaher comfort zonemay be
more opportuneAt the end of the dayhe most profoundly felt benefit
of identifying your leadership comfort zone is that it helgsu find an
idealleadership role mod€Chapter2, Leadership Role Modéls

The aboveconclusioms are reminiscenof a workshoghat | once
facilitated, a workshop thatlustrated the reality behind the above
findings My missionwas to bringthe management team ofhighly
specializedservicesfirm togetherand help themfind a common way
of dealing witha changingmarket.Preparatory interviews showed that
the character®f the people in the group were diversesay the least
The judgmenbf peersgyratedaroundmatiers ofpersonalityand style
anddid not appreciateenoughthe fundamentatendencythat each of
thembrought to the tablevheninterpretingthe state of the business
So, | sketched the four leadership situations aslled them to make
the samechoice as above Subsequentlyeach participant presented
him- or herselfas a transformer, builder, growgor confronter and
explained why This visibly improved the opiniof peers as well as
the attitudeoverall For example, e builder typevas no longer seen
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as acowboywho ventures out in the opéo searchfor new business
(particularlyin the eyes othe grower type who wasore concerned
with process predictability andinternalcontrok). In turn, the grower
type lost his status ofnitpicker. The debatesooncascadedo a useful
discussion about the state of the different business Umitse endto
ensure a steady streaofi revenue established business units were
balanced with undcoming ones and théactics for each were
derived fromits currentstateof developmentThe latter also helped
the teamdecice whosecomfort zonewas best fit to leaé business
unit. Insidethe mind ofoneteam membera crucialquestion remained
unanswereddo | have a future in a company where mdflshot all
busiress unitglo not fit my comfort zone@he askedMy answerwas
affirmative.As | explore inChapter9, The Ability to Predigctit is quite
risky to populate an organization with one leadership archetype only.
Too many people in one comfort zone may fragh#m organization
when it advances to the next stared whenthe input of peoplavith
another comfort zonis crucial However, wo years later] heard that
hehad left the company
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2 - Leadership Role Models

Once you have identifiedthich leadershiarchaype agreeshestwith
you (transformer, builder, grower, or confrontethe mapping of
leaders in the world around you becomes so much more meaningful.
is not onlypossible todentify archetypesn the landscape déaders
but alsatherole of leaders in the development thigr world.

This chapter offers both good and bad role models that will be
usefulto youwhenexpandingyour understandingf the type of leader
that youmight be On the other hand, you might want to skijs
chapter(to real it late)) and fast forward to Chapter 3, World of
Parallels where Ibeginmy investigationinto6 t wley 6 of | eade
archetypes and stages of organizati@mérgencel explorethe deep
seated logic behintbadership archetypes ahodw the emergease of
all observable forms of organization can be explained by one theory,
thesoc a | Enazihe tideor§

In this chapter] identify examples of historical, corporate, and
political leadershipto illustrate the consistency tfie differenttypesof
leadeship These examplespeak to the imagination and, at the same
time, broaden the map of your worktom time to timeit is not clear
whether the state of an environmesitapesthe role ofa leader or
whether the role of leadershapeshe stateof an ervironment; an
observation that isubjectof discussiorater in thisbook
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Figure 2 Historical leadership role models.

Historical Leadership Role Models

Starting with the most ancient leader fifsereis a short selection of
historical figures whoeven todayare influencing the thinking and
acting of largebodies of people For all intents and purposesese

leaders areeviewed and mappedbased ontheir particular roleas

leader rather than on the meaning of their message

BUDDHISM

Siddhartha Gautama 1 Tran sformer

About 600 BCE Before the Common Eyraprotected from human
suffering outside the palace gardeSgjdharthaGautama grew ups
the son of King Shuddhodaii@autama, king of the Shakya clansma
who dwelt alongthe RohiniRiver nearthe southern foothills of the
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Himalayas.At an early age, Siddhrthamarried a princess from a
neighboring kingdomFor many years, Siddharthand hisbeloved
wife 6were emerged i n >Howsverovhendanci
trying to pierce the meaning of the human conditibrh i s t houg't
always returned to the problem of suffering At t he age of
spiritual unrest came to a climafter his only child, Rahujavas born.
He left the palace not to return. For six yearslives in the forest of
Uruvilva on the banks of the NairanjarRiver adhering to austere
practices and ignaging his human needs to the limlh the end he
realized that the practice of selénial would not help him achieve
enlightenmentSo, he bathed in the river and accepted a bowl! of milk
from a maiden who liveschearby Then, h a state of exhaustion, he
rested under a fig tree and decided to meditate until he had found the
6truth.d The foll owi ngnthmedaythatimeg hi s
turned 35, so the story goesSiddharthaGautama found the path to
enlightenment and bea me a ,60Buam héaenl i ght enec
then on, heassumedherole of teacher.

Compared with the fossilized ideas of other historical leaders of
thought, the views oBiddharthaGautamastand outGautamadid not
have an agenda that was set by early scriptures nor did his thinking
serve as a way to topple a force of repression. The human condition in
the early days of human civilization awaker@adutamé s c omp as s i
as well as his awareness of the behaviorigiin of physical realityHe
asserted thatveryone who discovers the true nature of reality, of the
mind, and of the suffering of the human condition can alsodiwady
to liberation and become@®uddhad Everything is a result ofa sries
of causes and conditioddn point of fact, & thing in itself does not
exist andcanbe said to benee x i st ent . 6 Aliecatsdh e s a
Geality has a relative connection with causes and conditions, it can be
said that it isnot nonexistentd Then again &6t o bel i eve t
producedby any incalculable series of causes can fasever is a
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serious mistakeEverything isin relation to everything elsélothing
ever exi st s Althoughieactedality stank$ byntself, the
rise of onereality functions as the condition fdhe rise of another.
Indeed, aly togetheytheyarise.

A compassionatkeader ofthoughtratherthanreligion, Gautama
was atransformer He did not confront societyneither did he build
one Instead he choseo search for ainsight that would help people
distancethemselvesfrom the constraintaand sufferingof physical
being.Enlightenment is what hielentified, an ability to reach beyond
the physical, an ability tgraspits behavioralcauses and conditions
As thefirst Buddha Gautamaidentified a new platformfor growth
from whichBuddhismemergedventually

CHRISTIANITY

John the Baptist 1 Confronter

Whenin 6 CE (Common Era the Romans took control of Judea,
Samariaand Galileethe comnon language was Greetéreek wasa
remnantof the presence dilexander the Greatvhose empir@éeached
from Greece to Pakistaaome300 years befor@Vhile the scriptures of
the Torahhad been successful in pregag the identity of the Jewish
culture, its613commands and prohibitioftaddivided Jewish society.
In A History of Christianity(1976), theBritish historian, Paul Johnspn
writes °

0 Ae Jewish scriptures, formidable in bulk, gamployment to a vast cottage industry
of scribes and lawyers, filling whole libraries with commentaries, enmeshing the
Jewish world in a web of canon law, luxuriant with its internal conflicts and its mutual

exclusions, too complex for anyone to compmehebread and butter for a
proliferating clergy and an infinite series

NonethelesstheJewish world provided the Roman Empire with
the relgious acumen that the Hellengulture failed toadd however
good it had shown to beniproducing and spreadingpphisticated
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instruments of knowledg®n the divide of Jewish religious rigor and
Hellenic openness, hundreds of cults and thousands efutsbcame

to light. One of these cultgshe Essenes$iad its quartersithe Qumran
monasteryThe Essenes believed 06t he Temg
the worshippers, that i seemisohae Chur
adopted in higeachingsJ ohnsonb6s descrislpwwi on o
an abrasive movemenwhich seeks teurify Israelboth from religious
dissonancandfrom the Romans.

60The Essenes wer e napocdbyptic sectThdir manastery artdr e mi st
their other cells were incubators for extremists, Zealots, men of violenceneagés.

Jerusalem and its wicked priests are the eneffaied] so are all the Gentilefhon-

Jews] A king the Messiah that is,the Son of Lightwill be restored to the throne and

[the inhabitants of] the purified Israel [will be] Israelite by birth. Thad Jews and

the Gentiles wilkll be dead.6

In view of the Romaroccupation most Palestiniangrobably
shared thedea that diberatoro r 0 M@&wddi irdrédducehimself
soon The pursuit of @urificationd by the Essenemspired bagtizing
ceremoniesbcy 6 hol yd6 ecceotghacwst tThee Jor
idea was tqourify individuals literallyby washing out their sins. John
the Baptist whowasprobablyoncean Essene monkyrandlyemerges
from this group of baptizers when he identifiekesus as the Messiah.
Johnsorconcluds:

O6The Baptist is thus the link between the general reformist andcaomiormist
movemehin Judaism and Jesus himselohn was moving away from the Essene
concepts. He thought God wolidervene without the assistance of the Essene army.

He had [also] broken away from the absolute exclusiveness of the Essenes, teaching
that Goddés favors were to be offered to t
His function in the history oChristianity was to attach elements of the Essene
teaching to the consistent viewtb& Jewish [interpretation of the world]. John was an

impatient man, as well as a wildoking one: the Messiah was not merely coniirng

was herelHe] is the operativeagent who sets the whole thing in motibn
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As onetime membelof the Essersg John the Baptists mi s si on
was to confront Jewish society with the néadpurification.He wasa
confronter albeit a normilitaristic one By identifying Jesus as
liberatoror Messiah hebouncedhe Secbf Jesuff the level playing
field of society, an evewhich eventuallypushedheteachingof Jesus
over a thresholdf recognitionandensured itpropagation

Jesus of Nazareth 1 Transformer

Jesugelated probably most to tHehariseesa party among the Jews
who were knowndr their strict observance of thealw. The Pharisees
believed in the immortality of the soul, the resurrection of the body, a
future reckoning at the dnof time, and the coming of a Messiah
These pillars of destiny were adopted by Jesus and might have inspired
his death as well as the account of his resurrection.

As member of the school of tieperrmindedPharisee rabltand
brilliant lecturer, Hillel, Jesus acquired a more independent, humane,
universal andthus Hellenistic perspective of Torah interpretatidhe
Law should not block the view of God but lead to him. Not obedience
but faith should lead to salvatiohbhenagain, @ Johnsorwrites 6 J e S U S
was not a simple figuHeem@atal thwvas di
Hellenic notions of good and evil amdplaced the Judaic Law with a
series of insights. Dialogue, exploration and experiment were crucial to
him. Little by little, he distanced himself from the Lawwhile trying
to prevent accusations of blaspherbyr e a ki ng wi t hint he Je
the end.

The crucifixion of Jesus should be seen against the backdrop of
cults, such as the Essenehich were leaning toward intimidation and
violencei a state of affairshat remindsof the terrorist threat today.

The Essenes not just questioned the presence of the Romans but also
the stateof contemporarylewish society antow it was sustained by

the esthlishmentat that time Whenthe audience of Jesus woke tap

the idea thahe might possibly be the liberatof whom the Essenes
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(such asJohnthe Baptis) spoke the Jewish authorities took him out,
shrewdlyentrustingthe task to the Romans.

On the wlole, Jesusvasnot a confronteper se nor did he did
build a society.Rather he wasa transformerwith distinctive ideas
about theelationshipwith the tribal JewisttGod Moreover counterto
the aim of Essene puristhe turnedthe Jewish religion int@a more
universal phenomenorby embracing both Jews and Gentilgmon
Jews) His teachingserved as platformfrom which Christianitycame
to light eventually

Apostle Paul i Builder
The apostlelLuke, was not in Jarsalem when Jesus was crucified.
According toJohnson:

He was not an eywitness He was a memberdimi ssi on to the Gent
account of the religion preaché@simediately aftedoes nobear much resemblande

Jesus b . ltsestartngpoint ¢ the resurrection, but otherwise it is Christianity

without Christ. What the apostles were preaching was a form of Jewish revivalism. It

had strong apocalyptic overtones and it used the resurrection event to prove and
heighten the urgency of the messag L u k etélls us ghat §the aplostles] returned

to Jerusalem with great joy, and spent all their time in the Temple praising God.

Other apostles did not stand out by their leadership either.

df the famous Petrine text in Matthew is genuine, Pe@&s a very unsteady rock on

which to found a Church. He did not exercise powers of leadership and seems to have
allowed himself to be dispossessed by Jdthesyoungest brother of Jesushd other

member s of Jesusd family. midsiomand lefy the Pet er
Jerusalem circle altogethér.

After the death of Jesubis brotherJamesbecame head of the
sect in Jerusalems the fate of so many contemporary cults had been,
the threat of folding back fa the Jewish religion remainebth 49 CE,
during a gathering of followers, gnthe passionate intervention by
Paul 60t he J ebwrevented theiirst €auscil of Jerusalem
from maintaining the Jewish ritual of cimteision in return for the
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observance of certain Jewish laws related to diet and sexual cdnduct.

fact, Pa u | sought t o preserve t,he uni
knowingthatt Gent i | es r e g a objeetidnalddd r c umc i si
@aul was the first andrgatest Christian personalityHe] did not invent Christianity

or pervert it: he rescued it from extinctioRaul, the Jew, whose natural tongue was

Aramaic and whose Greek was singular, had supplresl part of the Hellenized

processing machine, and thoade Judaic monotheism accessible to the entire Roman
world.6

Paul also developed the teaching of Jesus into iaclusive
product which incorporates he 6centr al doctrines
gospelwhich embracd the RomansHowever, Johnson notes:
Paulbs epi st e g an impdrfect dBonmeatn Ehe circular form of the
argument, its return again and again to the same starting points and conclusions,
betray the anxiety of a man who still saw, and knew he saw, through a glass darkly.
However Paulwas a beneficiary of a visiods a man whdemanded the whole truth,

he recognized that his vision had been incomp[étin all,] the process of trying to
think through the theological problem made Paul into a very formidable figure.

After Jesusthe nost profoundleader of the early Christian
movement@aulwas abeneficiary of a visioan ardentbuilder who
prevented the early movement from extinctibie alsodevelopedhe
ideasof Jesus into a theological concept thegpomnied tothe needs
and thinking ofnovice believers inniches throughout the Roman
Empire nichesthathefirst identified andhennurtured

ISLAM

Muhammad i Builder

The tales of Abraham, Moses, and Jesus of Nazalstispread to the

Arabian PeninsulaHowever theyfailed to have a similar impaetven

in Mecca wheret he people claimed to be fr
throughhis first born son, Ishmaefrom A b r a h Bggplias maid,

Hagar According tothe history section ofhe Gl or i, dus Qur
Abrahambuilt the black, cubeshaped templéen Mecca,t h e Kadbah
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for the worship ofthe One God Nonethelessin the 8" century,6 t h e
chief objects of worship were a numberiadls which wee called the
daughters of Allald

A native of Mecca@Muhammad of the tribe of Qureyslgrew
up without a father. His grandfather protected him,amden the
former died, his uncle, Ab( Muttalittooked after himTraveling with
his uncleat an early ageMuhammad joinecamer chant 6 s car
Syria. Eventually as a merchant himself, Muhammad made the same
journey in the service of a wealthy widpwhadijah One of her
savant, who accompanied Muhammatkarned to know him as a
steadfastperson andeferred tohim as 6Al-Amin,6 the trustworthy.
Soon afterwards, Khadijah married her-yEar younger agent and,
until her death 26 years later, Muhammad remained devoted to her
Through his marriage, he had become one of the notables of Mecca.
Unlike these notabledMuhammad wasipsetby the idolatry that took
pl ace in Abrahamdés temple. The wor
belief in the One God of Abraham. Having done virllife, the need
for a broader role in society developed in Muhammad.

From the age of forty, hidevotion tothe One Godbecame the
central theme of his life especially following a dream in the month of
the heat(the Ramaddn When the temperaturasould climb above
55°C (130°F), affluent Meccan familiesuallyretired to the coolness
of a cave. Mu h a mma d 6 s a degert et faro f re
from Me c diarev@alingdrdana at HiraKhadijahintroduced
Muhammad to herausin, @ agedman Owho knew t he S
the Jews and Christianso. As an i
memorize these scripturdde selected and interpeet the holy texts as
he saw fit, referringo his accountas the AIQu r @r@m he Readi n

6A man of humbl e and devout i nte
solitude,  Muhammad devel oped an
Sl ave of All ahdé and made it hi s mi
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In the three years after his dream, hifoleing consisted of his
wife and family membersAs his courage grevihne went out to preach
more openlymuchto the annoyare of fellow Qureysh tribe members
Irritated byMu h a mmeoddénsnation of idolatrythe Qureyshhen
ostracizeé his clan After unsuccessful plots to kill himMuhammad
wentinto the cityto preachonly duringthe annualpilgrimage During
one such pilgrimage, Muhammad caught the attentioa f&w men
who came from AMadinah a city some 350 kilometer200 mile$
north of Mecca Al-Madinahwas the home oflewish tribes with
learned rabbis who spoke of the coming diMessiandWhen themen
met Muhammad, they saw in him the prophevbbmthe Jews spoke.
When he inensity of Qureysh threats gvethe followers of
Muhammad sold their property and moved teMddinah. In 622 CE,
after thirteen years of persecution, Muhammad fled from Mecca as one
of the | ast to do so 6andbetchaemeg rheiastt
When Muhammadrrived in AFMadinah, he made a treaty with the
Jewish tribes securing equal rights and religious libéttnetheless
something had snapped in his mind. So, at the same time, he made it

Al l ahdés will to 6dmake war upmpon the
more and religion is for Allah only
his own tribe as they pursued hataiming theunassailablesupport of

t he Divine. The remainder of Mu h a mn

of power struggles. When established comalypowers rose against
the Muslims, they were beaten back in precarious clashesabhbt
have been victorious for either side 632, when Muhammad dies, ten
years aftehisflight to Al Madinah, the Arabian Peninsudppearedo
havebeen united undeér Al | ahés rul eb.
Muhammadproved to be aazzlingbuilder who developedhe
Jewishand Christiarscriptures intaa collection of memorizedverses
thatbetterfit the needs of thé\rab world. As leader of his movement
not unlikemostotherbuilders &é he personally contro
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organi zation, judged every case an
He realizedhis dreaminspiredvision of widespreadelief intheé On e
Godof Abrahandandunity underA | | ah.és rul e

AbQ Bakr 1 Grower

In the yearafterMu hammadés deat h, mo st of

memori zed wetedile@u bafiled Fortunately some his

followers had safeguardead number ofversesor &lrah$ in written

form. Sg to preservet h e Qu r fi@d@eworkofsMusim conduct,

the long-time confidentand closestfriend of Muhammad, AbQ Bakr

called these Sdrahs iihen, lased orthesewritten passageand&he

testi mony of t hose athearDAb@Bbkrdalwve wh

to the compilation o114 Srahswhich heauthorizeda s he®T r 6 ©n .
According tothe Sunnis Ab( Bakr emerged aslectedleader

from the group of strongmen that surrounded Muhammad until his

death.The Shiites on the other handelieve thatAb( Bakrtook the

rightful place ofAli ibn Abi Talib, Muhammad sonin-law who was

married tohis daughter Fatimdn. In effect the Shiitesalsodispue the

claim that Abld Bakr sauwo the preservation f t h ebecQus&hé © n

should have accepted copy ofA | iwditeen versiond Nevertheless

history shows e indisputable advances that AbG Bakr maide

preserving anéxparding the territorythat wasunder®A | | ahds rul e
In spite of a reign that lasted a little more than 2 yeat# his

deathin August of 634, Ab( Bakinvadedboththe Sassanid Persian

Empire(Iraq) andthe Eastern Romaror ByzantineEmpire (Syria). He

pavedthe road that ledo one of the largest empires in hist@yew

decades lateBy relying on an army of/olunteersand his brilliant

general, Khalid ibn aWalid, he over came Ongfedreep,

which ran in the tribal consciousness as a racial complexasdthe

result of centuries of Persian p

Khalid can in part be explained lhys strategy of simultaneous muilti
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directional overnight attacks of separatenemy divisions which he
defeated this wayne at the time

The legacy of Abl Bakr goes beyond territorial advamacesthe
collection of a written framework of Muslim condutie established
the administrative institutioneind proceduresieeded to goverra
growing Islamic empirete alsointroducedslamic law ljtihad, which
summarizeghe process of making legal decisioA®( Bakrwas the
first Muslim ruler to estalisht h e 6 Ho u s6erBayfatmad n, e y6 a
financial institution responsible for thedministration of taxesd
basically a royal treasuryWith an eye on the futuregetbought land
for frhe Mosque of the Propl@avhich eventuallybecamethe resting
place of Muhammad ¢ H alsotha fgst[Muslim] ruler to establish
crown pasture andtoonmi nat e a successor. 0

As a leader, Abl Bakmwas agrowerwho did not onlyexpand
the Islamic empire but alsstablishedhe manageriahfrastructure to
repeat early successegermore efficiently. He sought to balance out
disparities irstandard$othby publishing an authorizeQu r 6 ©y an d
foundinga body of Ishmic lawinvolving specialists (from generals to
financial controllers) as part of an-itliclusive process.
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Figure 3 Corporate leadership role models.
Corporate Leadership Role Model S

In an article Temporal Leadershipwhich waspublishedin 2004 in
European Business RevigW gavean analysis othe role ofseveral
leadersduring the development ofheir company an analysis which
attractedboth acknowledgemerand surprise *° From time to time |
updated myanalysiswhen developments involving these companies
would reach the presAs thenextreviews illustrate my appraisal and
predictiors materializediime and againacross the companidhat |
monitored The leaders in questioplayed or arestill playing a role
thatagrees withone ofthe four leadership archetype8s | explain in
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the next chaptershere are fundamental reasons why thiso. Below,
I discussthe differentcorporateleades within the context of their
compmy 6s .history

ABN AMRO BANK
In April 2007, the biggest banin the NetherlandsABN AMRO, **
was going through a tal@ver battle. Being taken oveather than
taking overwas on the agenda. On paper, dlairman, Rijkman
Groenink had accepted a takeovdrid by Barclays Bank hoping to
preventtis banlbfrom being divvied u@nd, perhaps, also to secare
future positionfor himself However, the baedkods sh.
to his choice favang a higher bid i a consortium consisting of Banco
Santander, Fortis &k, and Royal Bank of Scotlan@his odd group
of bankseventuallygot the deal andarvedup thebusiness™ The fate
of ABN AMRO and, for that matter, Groeninkad been in the stars
since2003 when | actuallywrote my paper

The appointment of Rijkman Groenials chairman of thboard
of management in May 20Qameto many as a surprisele wasseen
by some outsiders as a hardnosed executive with an leiethan
diplomatic directness. But aftemore thanl00years in busines#$BN
AMRO needed someone who would challenge its inward orientation.
The entrepreneurial spirit of ittounders in the colonial pastyho
financed the trade obutch explorersacross the worldhad slowly
been choked by the a n lndesmsinglycomplex culture. A period of
stable growth hadfostered a excessiveneed forconsensus and a
burdensome hierarchy. In spiterathersizeable investment programs,
the bankexperiencegbroblemswhenadaptingts responset changes
in the market Groenink succeeded th@rowertype chairman Jan
Kalff, who expanded the bankds commerc
through acquisitions in the US, Latin America, Southeast Asia, and
Eastern an€entralEurope
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Gr o e n apprkagisvas to confrontthe bank with its self
righteousnessTo purify the organization, hdivided it into business
units. By instilling a harshprofit-oriented reporting culturésroenink
identified lossmaking products and activitiashich he therremoved

fromt he bankds b u s i notecesablecomozrd éotf thewi t h
interess of affected clients Bef or e Gr oenidghek 6 s a
bank 6 as it C u wahtedyto do averythend itselft Now, it f

was seekingsolutions outside for activés thatwereconsidered to be
don-cored Groeninkturned out to be leader who confrontegdhook
up, and purifiedt h e b a n k 6.9t mayfhave baen obwviousto
those who kne him personally Groeninkwas a confronter. When
despite higeadershipthe b ashdtedpecdailed togain in valuethe
British hedge fundTClI, which ownedust over L perceri f t h e
sharessomehowforced Groeninkto sell off parts of the businessid
agreeto atakeover.Under Groenink, ABN AMRGsimply and sadly
dissipatedas history(then reemergedaterby chance)
The seeds far h e  hheaklpiay well have been planted by

ban

Groeninkdés pr e dwhase lsugng spreef goampanigsa | f f

across the worlgroduced a colossubat could not easily be moved
when the market conditions changethe demise ofABN AMRO
reminds of ITT Corporation where Rand Araskodulfiled a role
similar to that ofGroeninkwhen he cleared up the remnantsof his
pr edec éiegsnmmydAs instinctive and hardnosed grower,
Ar as kogo6s , Harod dCereengrewolTT into the alleged
6 Geneen hyacguisitian andl rigorous contsor’

On the whole confronters such as Groeninlestablisha level
playing field, a staten which anything can happehlaving reached
such a state,apaniesnayeither implodgITT) or disintegrat€ ABN
AMRO). At times leaders manage to revigechan organization and
turn it into a new fountain of gwth albeit after a painful process of
restructuring Apple Computersepresents such a remarkable case.
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APPLE COMPUTERS
The history of Apple Computsistands out by its transition toward a
state in which iexcels in identifyingrew product nichesnce more

Steve Johsone of the two company founders, establishes his
reign as a builder whadentifies newproducs ranging from Appléel,

Lisa, the Macintosh, and the iMacttte iPod, iTunesand the iPhone.
The first time aroundhe manages to achieve annual revenues of about
600 million dollarswith the help of a motivated team of talented, even
eccentric peoplé’ Then, when the business runs astray, dbsisted
andJohn Sculleywhom Job%rought into the company, takes over.

Sculley is a different kind of leader. Bred in the stables of Pepsi
Col a, Sculley is a grower. He f ocus
operational ad marketing processed/hereas the search for product
niches energized Jobthe duplication of success made the world of
Sculley go round’ Within a decade, Sculley mages to increase
annual revenues thirtedold. Then when reverue growth decling
Sculley runs into a wall. He fails to set off another cycle of growth and
stumbles over the realization of a new product n{tlamdhelds)

After Sculley leaves the company, Michael Spindied Gil
Amelio succeed him, one after the other. As a confronter, Spindler cuts
into the organization hoping to |e
revenue growth® Amelio continues to cut cost¥et, as a transformer,
he also invests in the developmenit new ideas.In the end he
manages to convince Jolashelp rebuild Apple'’

Contrary tohis predecessor, Joleenters the business with
clearcut vision'® He reduces the number of research projects to a
hardful of novel ones and, again, becomes a motivator to his people.
He also demands to be involved in everything. Jalies not only
introducethe iMac (the netvork computer)the iPod and the iPhone
but he also starts selling music thgbuthe internet as the first ever to
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do so(iTunes) Once more Steve Jobshowed to be an extraordinary
example of a builder who excels in identifying and nurturing niches.

However as his time came to reenter the business, so will hi
time to goagain At that point,heis likely to make room for a new
growertypeleademot unlike Sculley was

DIGITAL EQUIPMENT CO RPORATION

As a former employee of Digital Equipmertobserved hovits last
presidet, Bob Palmer(a confronter)eventually sold off the business
to rival Compadgn 1998 Compaq was soliiself to Hewlett Packarda
few years later. Palmer succeedsgrower, Ken Olsenwhoincreased
the annualrevenuef Digital Equipmentto more tharil3 billion US
dollarsbasicallyby betting onone line of productsnfini-computers).
Not having broadened i g i busidessasd operationaplatform (as
Hewlett Packard had dopelsen may wikhaveset the conditions for
Di g i futaré adirshilation.Considering thathe explosive growth of
the PG-businesscrippled Digital, Olserd 4977 assertionis unique:
flhere is no reason for any individ

Ken Olsen strted the company with the help of investor, Harlan
Anderson Hence the buildertype leadership of Digitamust have
been provided byhe peoplethat surrounded Ken in the early days,
particularly the remarkably creative invent@oprdon Bell Bell joined
Digital in 1960 straightaftefarheamm MI T
attack Whereas the annalslame his physical conditionBell was
healthy enough to createveral companiesfter he left. In 1995he
evenjoined Microsoftassenior Research Advisor.

The first chairman oD i g i Euaopears Board of Directors,
JeanClaude Peterschmjtvvividly rememberdhe repeated dog fights
between Olsen and Belf These fightsshowthe collision between a
builder (Gordon Bell) and agrower (Ken Olsen), aontest which
Olsencould onlywin.

43



A New Leadership Ethos

GENERAL ELECTRIC

WhenJack Welchwas appointed CEO in 1981, the value of GE was
edimated at 12 billion US dollars. Twenty years later, Welch had
increased the anamaprap8ibilisnUSdollas® t o
Beyond question J a ¢ k e#&dership bxarsple is that of myer.

In the first years of his reigthe press refer® him asd\eutron Jac&

after he reduces GEOG6s payroll by so
strategy to fix, sel |, or cl ose GE
ranking first or second on the mark@t.

From then on, Welch becomes the driving forcdibe the
improvement of people and processes. He commits his entire company
to a demanding totajuality program, the largest quality initiative ever
mounted in Corporate America. As part of a ruthless process of natural
selection, Welch asks his managersdentify top performers as well
as those in the bottom range. Whereas the latter are asked to leave the
company, the former get his personal attention. In this way, he engages
some 15,000 managers and executives in training sessions. Charmed
by the disiplined approach of the army, he hires hundreds of junior
military officers annually. In short, Welch creates a prodesssed
organization that excels in duplicating successr moreefficiently.
He alsobuys a record number of companies that fitdusfort zone,
typically companies with a proven track record that experistage
growth and can be expanded.

When Welch retires in 2001, Jeffrey Immédtkes the helm.
Soon after, as worldconomic conditions worsen, Imme# pused
into a confrontetype leadership role when reees thec o mpany 6 s
growth rate decline. Selling less performing businesses, as Welch did,
was not always an optioffSome of GEO6s businesses
much that no company could afford them. Immelbssh to confront
and purify the businesses of GEVhere necessaryie create a level
playing field from which a new cycleof growth might emerge. The
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renewed interest in the research capabilities of the company (which,
incidentally, ThomasEdisonestablished) hints &t m m e &ppréash®

According tosomeGE employees, Immelt continued to reverse
G E birsvard orientation, making the company more open to outside
influences and more focused on innovation, a sea change from the
approat of his predecessotonsistent with the forecasted leadership
archetype progressipBusiness Week reportsn May 2005 abo
Immelt Revolution 6 App&iG&nthlays, made a bre
promotefrom-within policy6 T hreailanguage which defies the
instinct lhd WMedmrdes 6are tougth on
dreamer typeé

In May 2007, GE isstill heading for a level playing field from
which anything mighemerge GE might reinvent itselfOn te other
hand,it might be sold off in piecet ess than a week afteexpressed
this view during a presentati@t the Stellenboscltiniversity Business
Schoo| the Saudi compangABIC, agreego buy GE Plasticgor 11
billion US dollars Bear in mingd GE Plastics ighe very division that
groomedboth Welchand Immelt As statedby Immelt, the business of
GE Plasticgs doo cyclicalandnot suf fi ci entdotheri n sy
businesseégmeaning that its growth hasdredeclining).The proceeds
might be used to finance other acquisitiolienically, at about the
same timegossipaboutthe saleof another division (NBC Universal
reaches the surfacéHowever goodGE performsunder|l mmel| t 6
leadeship,the growth ofits share price has been lagging. It is less than
that of the S&P 50 and far below that of Siemermss suchthe sale of
GE Plastics did not improve anythirdot surprisingly at the debut of
2008,&herumorof a more valuable GE veim divvied uppersiss. **

MARKS & SPENCER

In May 2000, he Belgian, Luc Vandeveldes appointed chairman and
CEO of Marks & SpencerAn accountant by trainingvVandevelde
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worked 23 years for Kraft Food&n Europethen builta reputation by
turning around thd-rench food retailer, Promoddsefore mergingit
with the supermarket chai@arrefour

Now, hs missionis to rebuildthe 119yearold British retall
institution. He lets go 4000 employees and closesn8heylosing
stores on th&uropeanContinent. Vandeveldseels to transform the
business and raises new capital to do so. He attcagttiveyoung
executivesfrom outsideto help him reinvent the busines#/heeas
Marks &Spencer wa specialized in apparedt first Vandevelde
concedesthat food is central to the success of the business. He
experiments with a O6convmichicaldce st o
well be rolled out in the United Kingdoifisuccessfuf®

After t wo year s, Vandevel de i s s
into Marks & Spenced® He is recognized aa transformer who
reinventedthe company Yet, in 2004,the board ofdirectors ofMarks
& Spencerannounce the immediate departure of Vandedeland his
chief executive, Roger Holmeés advisor tothe prominentHalley
family (shareholders oCarrefour) andsdirector on the board dfoth
Vodafone and the private equitym, Change CapitaVandeveldé s
focussimply faltered The board s d esbhaduld alsm be seen in the
light of a takeover bid by the retail entreprené&lrilip Green

WhenVandevelde leavesh¢ former Arcadia chief, Stuart Rgse
returns to Marks & Spencers CEQ having left M&S 17 years ago
After painstaking negotiations with tlieo mp asharehaders, Rose
manages to prevent a takeoverRiyilip Greento whom he had sold
Arcadia before®” Subsequetly, he fine-tunesthe businessnodel of
Marks & Spenceropers shops, introduces new prodyasd attracts
talent to manage the different business uditéifelong retailer,Stuart
Rose .emerges aan extraordinarybuilder-type leader
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Figure 4 US presidenti al leadership role models.

Political Leadership Role Models

As | write this text early 2008 in South Africa, the US primaries are in
full swing.?® Both Democrats and Republicaase going through an
electoral process to decide who their presidential datelishould be

in the November presidential elections. At the same time, news about
the pending elections in South Africa and the Russian Federation
reachedus daily as well. These events made me curious about the
future leadership role of the politicalal@ers that would eventually be
elected. Here follows an assessment of the historical leadership role of
US Presidentdt is followed by a review of the succession of leaders
in both South Africa and the Russian Federatida.an example of the
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leadershipransition in a European country, | included a diagram with
four recent United Kingdom Prime Ministers in the AppentfiEven
more distinctly as in my review of corporate leadeng following
analysis confirms that the leadership role of heads of gowent is
particularly shaped by the state of the environment. The vital question
is how well a head of government fits that role and how long he or she
is allowed by théd e n v i r tw haldeomto gbwer.

US PRESIDENTIAL LEAD ERSHIP ROLEMODELS

My approachtherewas to identifytypical examples of each leadership
archetype in th@residentiahistory of the United Statesfocusedon
transformeitype leadersfirst because their profileemergedfrom
history most perceptibly Subsequentlyl investigatechow the role of
these presidentglated tahe roleof their successemand predecessor
Theentireprocess produced theadershipole of the successoto the
43% US PresidentGeorge W. Bushl.included a selection afarly US
Presidentsaas well asrecentUS Presidentgstarting withFranklin D.
Roosevelt On no accounshould my choice of presidentiattivities
be interpretedas a historical brief of the life and functioning of US
Presiders. | only searched foevidencethatwould illustratetheir role
as leaderLast but not leasthe leadership role of @S President does
not equate t@pprovalrating. Hence my analysiscomprisessome of
the best and worstrgsidents of the United States.

Builder -type Presidents

In a buildertype leadership role, UBresiderd put intoeffectthe basic
ideasand initiativesof an earliertransformeitype leader ¢enerallya
US Presidentexcept inthe case of Georg@/ashingto, ideasand
initiativesthatareat the center of aewcycle of growth Buildertype
presdents add value byfine-tuning and applying these ideasand
initiatives, marrying them tothe needs of the era They alsohelp
createan environmentor rising growth
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George Washington (in office 1789-1797)

As the first president and founding father tiie United States of
America, George Washingtamasa buildertype leaderin 1775,long
before his presidency, Washingtevas invited by John Adamsof
Massachusetts as commandechief of the American Revolutionary
forces.After losing more battles than he had witre, independence of
the United States wdimally recognizedn 1783in the Treaty of Paris
About wo years before his presidency, Washingisas electedo
presidethe drafting of the UnitedStates Constitutiorwhich was
adoptedn the summer of 178&@ndlaterratified by all 13 states

However its principle author was James MadisdBenerally
identified as thed Fat her of 6 Maeisofunctisnedad ut i o
the transformemwhoseideas guided the presidency of Washington. In
1788, Madisonalso contributedd mor e t h anhe Bedetlisdh i r d
Papers 6 T h e \ieaead asghe moatrinBuential commentary on
the Constitutiord Eventually, a the 4" president of the United States
Madisonwould once mordulfill a transformetypeleadersip role.

By unilateraly proclaiming the neutrality of the United States,
Washingtonavoided involvement in foreign conflieind made an era
of rising growth possibleln 1795 heensured a decade of peaxith
Britain by signing the Jay Treatya treaty thatvas hotly disputed by
Jefferson Who continuedthe treatyas thethird US President éAn
excellent delegator and judge of tateahd an able administratdr,
Washingtorsuppored a strongcentral governmentis sensef &ivic
virtued ma dan exarnpbe politician.

Andrew Johnson (in office 1865-1869)

Andrew Johnsompresided over the first phase@econstructiodafter

his predecessdiand transformer)Abraham Lincoln defeatedthe 11

Southern states that wanted to withdraw from the Unitwe thinking

behindthe reconstruction of the natidrad alreadybegun duringthe

civil war and was inspired by Lincdns moder at e Vvi ews
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The idea waso unite the nationsoonerratherthan laterby policies of
compromise Vice Presidentlohnsonwas sworh in as Presideafter
theassassinatioaf Lincoln. Heemerged as a buildéype leadewhen

he adoptedand fine-tuned L i n ¢ oconnil@atery approach to the
rebuilding of the naibon despite the growing resistance to such a
course For examplede allowed the Southern states to hold elections
in which exConfederates were elected to the Congde¥st, the
Congressincreasingly dominated by the Radical Republicanade it
impossible forthe eleotd politicians totake their seatsEventually,
whenthe Radical Republicansledthe House of Representatiyéisey
impeached Johnson.

Lyndon B. Johnson (in office 1963-1969)

Lyndon B. Johnsoserved ad/ice President during the presidency of
the transformeitype leader John F. KennedyHe was sworn in as
presidentpromptly after K e n n eadsassinatiorNot unlike Andrew
JohnsonLyndon B. Johnsoevolvedto become a buildelype leader
by fine-tuning and implementingolicies and initiative that were set
in motion duringthereignof his predecessoFor example, he ensured
that the Congress would pass the Civil Rights ,Aghich outlawed
racial segregation-He helped pass the second civil rights, bithich
allowed African Americans to vote for the first timde also saw to
the design of liberal legislatioregardingMedicare, Medicaidaid to
educati on, and. HEis pdpWeaity turobled & thevend t y
of his 2™ term having growrthe American involvement in Vietnam
from 16,000American soldiergo 500,000 truly convincedthat only
containmetwould prevehthe spread of communism in Asia.

George H. W. Bush (in office 1989-1993)

After having serveds Vice President durintdpe twoterms of Ronald
Reagab s p r e 6eomee HhW. Bushwas eleted US FResident.
Not unlike other buildertype presidentsH. W. Bush built on the
decisionsand visions of his predeessor.In his acceptance speech,
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Bush vowed to continue Reagas t a xSogm,dé¢ Seliconfidence
of the natbn, which the transformer, Ronal@eaganhelped reinstate,
wasboosted even furthday the fall of the Berlin Walbnd collapse of
the Soviet UnionWithout a communistthreat, Bush envisaged the
emergence of &\ew World Order, a new e@As such, ke fine-tuned
Reagad s vdf feeedom adaptingthem tothe needs oh shifting
geopolitical environment.He ordered the invasion of Panama and
removedits dictator,General Noriegawho faciitated the trafficking
of drugs.Together wih the Soviet president, Mikhail Gorbachéwe
declared a USsoviet strategic alliangavhich marked the end of the
cold war. When Iraq invaded Kuwainhd threatened Saudi Arapize
asembled a United Nations coalitianddrove the Iragforcesback.

Grower -type Presidents

In a growetrtype leadership role, US Presideintspirea societythat is
moredurable, if not robustindcapable obustaiing growth As a rule,
Growertype US Preidentsput their faith ininterventionistfederal
policy making Their policies vary greatlyWhereas pe president
builds a war economynother seeks détente.

John Adams (in office 1797-1801)

The 6Col os s us, lin AdamafeMassachusetifcste

invited George Washington as commanitechief of the American
Revolutionary forcegindthen servedwice as his Vice PresidentAs

successor to Washingtalphn Adamsa growertype leaderé s tedaar

navy, built up an army, levied new taxes, readied for war, and enacted

the Alien and Sedition Actsn 1789 éssentiallyinresmnse t o 6 a
undeclared naval wawi t h t h éAt theremdrotishionegierm as

US Presiént Adams appointed a series of Judges. Most ofethe

judges were unseated by his successor, Thomas Jeffafspriohn

Marshalr e mai ned as 0tChd e Un iJtudddrshe & a tod <

0r ef as hi ostitgiah into A ratioGatizing force and established
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the Judicial Branch as the equal of the Executive and Legislative
branches. 6

Franklin D. Roosevelt - Harry Truman (in office 1933-1953)
A most, if notthe most notablegrowertype US PresidentRoosevelt
created theNew Deab during the Great Depressiai the 1930s to
support theunemployed revitalize the economyand restructure the
n at i esamd@mic and banking systenThe recovery took until the
begiming of World War 11.One of the remainingisible legaciesof
Roosevelttoday is the &Social Securit§ system.On the threshold to
World War 1, Roosevelinitiated the rearmament of the United States
and eventually,develgpedthe nationinto the principle arms supplier
and financierof its Allies. His policy gaverise to6 aast expansion of
industry, full employment, restoration of prosperity and opportunities
for African Americans and womesk-rom an international perspae,
Roosevelt turned the nati onAt nhomeh
his rule came wittthew taxes that affected all income groups, price
controls, rationing, and relocatiaramps [for people of Japanese,
Italian, and Ganan ancestijydAt the end of the war, Roosevékiped
shape the postar world, such as througihe creation of the United
Nationsand the Yalta Conference

When Roosevelt dgof a natural causpist a few monthsfter
he begns his fourth termhis Vice PresidentHarry Trumansucceeds
him. Trumanpresidedoverthe end of World War Jlwhich involveda
programto rebuild EuropgMarshall Plaf, a reduction ofthe armed
forces,andthereconversion otheeconomyAs a result;Trumand w a s
faced with a renewal of labenanagement conflicts, shortages in
housing and consumer produycesn d i n fTiureah irespondeéd
with a policy of social improvement which he referredatt he &6 Fai r
Deal ®rumanreintroducedelements ofa wartime economywhenhe
allowed the nationto bedrawn into the Korean Waio save South
Korea froman invasionby North-Korean communistsinderKim |l -
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sun@ seadership Inspired by developmentsiternationally such as
the Korean Warand the Berlin Blockade Truman streamlinedthe

n a t i nalitay srganizations andstablished newtructuressuch as
the CIA and National Security CounciDn the whole, e state of
affairsatthe time of Trumameluctantlydemandedhe prolongationof

agrowertypepresidency

Richard Nixon i Gerald Ford (in office 1969-1977)
As presidentialcandidate, Nixonpromisedt h at he woul d
[Viethamlwar and win t he @needncofficeNixont he
embarked on a strategy of replacing American troops with Vietnamese
troops, a procesthat took nearly his entire first term to complete.
Ironically, Nixon expanded the American involvement in tegionat
the same timéy secrdy bombing Cambodiadis uncontrolleduse of
executive powers in ordering the bombings Vedsr considered as an
article of his impeachmentHis policy initiatives with regard to the
Soviet Union and China received moreclaim. He was the first
president to visit the Soviet Union where he agreed a trade agreement
and two arms control treaties with his Soviet counterpart, Leonid
Brezhnev Nixon and Brezhneweclared&@n era of coexistence in
which détenteg(reduction of tensionsyould replace the hostilitgf the
Cold War .6 Nixon also visited the
he met theChinese Party Chairman, Mao diag The fear of a
possibleSino-American alliance may hav nt r i but ed t o B
openmindedness.

Ni xonbés domestic policies seem
He introduced wage and price controls, inflat@mmpensated Social
Security, and Supplemental Security Incorireaddition, e created
the Environmetal Protection Agency and Occupational Safety and
Health Administration Although Nixonapparentlyfollowed a policy
of denign negled@when it came to race relations and civil rights, he
implemented the Philadelphia Prograthe first federal affirmative
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action program of substancA. growertype leader, Nixon attracted
formidable personalities in his stafomeof whom played important
roles in future presidenciesn the end, Is near neuroticdesire to
control public opinbn pushed his conduct over a legal edge. When
news reached the surface about théretaps andburglariesin the
Watergatéhotel complexhat Nixon hadinstigated(to get hold offiles
concerningpeoplethat had allegedlyeakedsensitiveinformation to

the presk his presidency became unworkablBubsequently, tbher
wrongdoings, such asis tax-payment backlognd his acceptance of
illicit campaign contributions, came to light.

In 1974,to prevent impeachmenlixon resignsand hs Vice
President, Gerald Fords sworn in as US PresidenGerald Ford
served the remainder of Nixonbds sec
basicallykept the shop opeanddid notproveto bea groweror, even,

a confrontertype leaderWhen Ford granted Nixon muchdebated
unconditionalpardon, he engineered theemiseof his own defeat in
the elections that followed.

Bill Clinton (in office 1993-2001)
WhenBill Clinton became presidenseveral eventscame togethein a
grandway. At the time, he fate of theAmericansocietywasfloating
on its (by Ronald Reagan)reinstatednational pride a multipolar
world free froma predominant communist threat, the emergence of
China as supplier ahexpensiveproducts, thenflux of cheap labor
from Mexico, a steady growtbriented macra&conomic environment,
and, last but not least, tldevelopmenbf the World Wide Web asa
new source of busines3his explairs in part why Clinton governed
6t he | ongest p eononuceexpamdion ip Ameci@t i me e
historyd At the end ofhis two terms in office, Clinton left a balanced
budget and aubstantiafederal surplus.
When Clinton became presidehgintroducedhis6 Thi r d Way 6
Not wunl i ke Ro o s theOeirdtWawis addrdristvaipe al , 0
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of policy making, yet it combinesiarketinspired and interventionist
tactics. Ithinges orthe idea that technological development, education,
and competitive mechanisms asigal to the achievement of economic
progress and governmental objectivé®lls were used to gauge the
needs of the nation as well as the feasibility of policy proposals. On the
whole, the aimwas o0 r e f o r nwelfanm systéncimadvway that
was acceptable tboth conservatives and liberaf€. Clinton and his
Vice President, Al Goreinsisted on bringing all federal agencies, the
US court systemand the US military to the Internet. As such, they not
only made the government more acc:
also estaltished a feedbackoop mechanismthat could be used to
optimize government servicds 1998, withthe &knowledge econondy

on the horizonClinton enacted the Digital Millennium Copyright Act
which protected intellectual property by making it illegal tverse
engineer digital protection measurés.an international level, Clinton
promoted free traddn 1993, hesupportedthe North American Free
Trade Agreement (NAFTAfor ratification by the US Senati, 1999

to stop ethnic cleansing the former Federal Republic of Yugoslavia
Clinton authorizedhe use of American troopss part of the NATO.
Later that samegear, the UN Security Councéddopted Rsolution
1244 which placed Kosovo under UN administratiand authorized a
peacekeeping brce

Confronter -type Presidents

In aconfrontertype leadership role, US Presideotsfront thenation
andsometimesvenother nations with matters of complacency. Their
aim is todurifyésociety,for example by making it more aligned with
their prindples ofgovernmentWhereas buildetype presidents revere
the initiatives of their predecessors, confrontgpe presidentoften

try undang them. At times, their actios may leavethe nationor the
world at largemoredividedthanunited.
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Thomas Jefferson (in office 1801-1809)
One of the Founding Fathers and principle author of the Declaration of
Independence, Thomas Jeffersamintellectual purifierwho achieved
distinction in various fields, becamethe 3 Presidentof the United
States In the eyes of Jefferson, theomanfarmer personifiedthe
republican valuesSu s p i c i cties ind dirfanciéré he believed in
the sovereigntyof the states andh limiting federal governmentSo,
when he cam@to office, he turned lek the policiesand decisions of
his predecessor, JohAdams who had 6started a n
army, levied new taxes, readied for war, and enacted the Alien and
Sedition Acts f his secondinaugural addressleffersonseeks&he
suppression of unnecessary offices, of useless establishments and
expensesenablingthe nation to discontinue its internal taxdsvying
taxes at t he n deffersonmiade sWeothatdoaeroftheo nl vy .
Alien acts was revoked and seed colleague federalistayho were
taken prisoner under the Sedition afier the acexpired in 1801. He
also reluced the size of the militaryetcreated a military academy at
We s t Point to groom 6a new cadre
suspiciousf the judges appointed by his predecessors, he ensured that
numerous courts were abolished.

Although Jeffersononcedisputed the Jay Treatwhich claimed
the neutrality of the United Statemdkeptthe nationdistantfrom the
rivalry betweenthe Britishandthe French whom Jefferson favored)
he extended it when it expiredHowever, he British continued to
intercept merchant ships because they sought to disrupt the trade
between the United States and Frang#hen Jeffersonclaimed the
legal rights of the United States under internatideal hewaslargely
ignored by both the British andthe French An embargo torebuke
Britain and Francemiserably failed as it producedan economic
malaie in the tatesthat depended on foreign trad€hen againhe
managed to purchaseoui si ana from Napol eon oOow
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not defend ib In this way, he prevented the possible buifd of a
French or Spanish empire in Amerjica
All'in all, Jefferson created a level playifigld which gave 1se
to the initiatives of his successdlames Madisofa transformer, who
would bringa b o u t an OEra of Good Feel i
States from British intrusions.

James Buchanan (in office 1857-1861)

Probably one of the wart)S Presidents, James Buchadahnoteven
want to run for presidentdle was nominatedvhen on a mission in
England. His nomination was inspired by his absence frorKahneas
Nebraska debatevhichinvolved the creation of two new territories.
problem arose wheithesetwo territories were allowed to decide
whether or not to condorsavery within their borderslhe voices of
Northern statescoalesced behindhe idea that slavery should be
forbidden In the end, he KansasNebraska Act produced a divide
between the North (Republicans) and the South (Democeatiiyide
thatwouldin due causé&igger theAmericanCivil War.

BecausdBuchanan was iiEngland,hewas not seetakingsides
during the dehte As a result he appeared to k#n acceptable, if not
impartial candidatdéor the US Presidencyde reluctantly accepted his
nomination upon his retuypromisingnot to run for president again
his inaugural speechBuchanantried to resolve the slaery issue
through the Supreme Courtising his connections with the Chief
Justice.However, he ruling that the Congress had no constitutional
power to exclude slavery was believed to have been inspired by
Buchanan and infuriated the North.

During Buchana@ germ, the governmeniterally ran out of
money in part because the Democrats sacteededn lowering the
tariff (the tax paid beforémported goods are land@édThe Panic of
1857, asthe situationwas referred to, led the Repidains to accuse
Buchanan of financial mismanagementhenthe differences between
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the North and Souttescalated11 Southern statesventuallydeclared
that theywouldwi t hdraw from the Uni on. Bu
stance washat this was illegal but thiit was also illegal tgprevent
such a withdrawal by means of war. Practicing what he preached, he
accepted this deadlock and did nothing.
Buchanan left a nation dreadfully divided having tried to purify
it by Supreme Court judgment rather thiay an admittedly painful
processof democracy He paved the way for the transformigpe
leadership role ofiis successor, Abraham Lincoklwho created a new
platform for growth bybringing the nation together again

Dwight D. Eisenhower (in office 1953-1961)
A brilliant military administrator capable of leveling with personalities,
such as ChurchillDe Gaulle, McArthur, Marshall, Montgomery, and
Patton, Eisenhowdrecameone the 1highestranked US Presidents

In 1944, @ General othe Army, his role was to confront the
leadership of the enemy trying to undo what they had done. As
presidential candidate, Eisenhowssicallypromised to continue his
confrontertype leadership by focusing his campaign on undoing the
policiesof Truman 86 s a d mi regardingd Kot e a, Communi
and Corruptiord He vowed to visit Korea himself and to end the war.
He promised to establish an administration that would be corrdption
free and prudent in its spending. Eisenhower also assured the nation
that he would maintain NATO as an instrument against Communism.

As presidentEisenhowerkept his promisesnd did more Hed
saw tothe ceasdire of the Korean War, kept up the pressure on the
Soviet Union during the Cold War, made nuclear weapons a higher
defense priority, launched the Space Race, enlarged the Social Security
program, and began the Interstate Highway SysétBeuticularly, he
latter was inspired by the Germamtobahn network which proved its
use during and after the war (when the countag rebuilt).
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Deep downEisenhoweshowel to be apurifierdof high moral
standardslust 12 days after his first inauguratiom, Wwas baptized and
became a communicant in the Presbyterian Chiwang the only
presidentso farto have gone througsuchceremonie while in office.

It appears thaEisenhower was behind the decisioratitthe words,

6i n God we Tr uAttonedvithbiscondiaidnlheputa b i | | s
stake in the ground on racial issues by vowing to make the District of

Co |l umb i del fobthe rastoof the country in integrating black and
white public school children. 6

On the whole, Eisenhower succeeded in creating a level playing
field from whicha newsocietal wave couldse undethetransformer
type leadeship of his success@iohn F. Kennedy).

Jimmy Carter (in office 1977 -1981)
Probably nore due tothe state of the environmetitanby fate, Jimmy
Carterwas electedhe 39" PresidentThe Watergatescandal which
resulted inlNi x o n 0 ationyardshedgsmalend of the Vietham War
had significantly dented h e n #aithiinoits feadership. Apious
outsider,such asCartetwh o had OG6gover nment reo
center of his campaigmight well purify the administrationin his
inaugural address, Cartefarnedthe nationabout its6 | i nHencs, . 0
whenin office, one of his first decisions wa¥%o reduce the size dfis
staff by onethird and order cabinanembers to drive their owrarsd
No doubt, this representadhighly symbolc act that was meant to
show his truthfulness.

Therise in oil pricesduring hispresidencywhich followed an
earlierdecision bythe Organization ofPetroleumExporting Counties
or OPECto reduce thesupplyof oil) producednot onlyinflation but
also declining growth Moreover, § gni f i cant borrowin
government had kept interest rates hi§haped bythe state of the
environment inta confronteitype leader, Carter responded in several
ways. First, ke cut billiors out of the defnse budgetSecond, b
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appointed Paul Volckeas Chairman of the Federal Reserve Board
(who succeeded in reducingflation but only after gprolonged and
painful period of interestate increases andsing unemploymenjt
Third, he convinced the Congress to estaldi§lepartment of Energy
with the charteto recommencdenergyconservation measure&gain,
Carterchoseto setsomehighly symbolic exampleg:or instancesolar
panels were installed on thieof of the White House and Christmas
decorations were turned off in 1979 and 1980.

The yearsof darknessand hardshipthat followedamplified the
effect ofthe assassination of John F. Kennedy, the Vietham War, and
the Watergateaffair and underminedhe self of the nation When
Carter learned about this through his polister, itvestigatedthe
matterpersonallyanddrafted what isoftenreferred to as hié alaise
speech. 6 |, Qartdrdonfrented theeAanerican peoplativ
t hei r 6 c denc#éiather thah to aplifintie ination through some
grand schemeHe endedin his familiar way reminding hisnation
wi de audience 6to use carpools or
thermostats to save fuel . 0

Contrary to his predecessof3arterdeemphasized containment
policies towardthe Soviet Union, movingup on his agendahuman
rights policiesinstead a topic that continued to get his attention after
his presidencyCarterturned @ngressmen intadversariesvhen he
confrontedthemwith a list of projectsthat, in his view,were not in the
interest of the nationLater, when he signed a bill into law which
includedsome of these projects, his credibility crumbiedgood

A confrontertype leader Carter was not reelectedowever he
set he scene foithe transformeitype leader, Ronald Reagawho
would restorethe selfesteem of the natioeventually

George W. Bush (in office 2001-2009)
With a lead ofjust five electoral votesind after alivisive intervention
by the Supreme Court whidbarreda third electionrecountin Florida
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the Republican candidate, George W. Bushs electedPresidentof

the United StatedHe wasthe first presidentsince 18880 be elected

without winning thepopular vote During the primaes, when asked
6what political phil osopher or t h
w h yBughreplied o6 Chr i st , becausHssthnee c han
contrasted the flawed mal example of his predecess@&ill Clinton.

He vowedto undowhat his predezssor hadloneby restoringb h o n o r
and dignity t oOndein efficéMBushpreppaiupand e . 6
signed into law a trilliondollar tax cut, one of the largest ithe

nat ilestod $Arguing that unspent government funds should be
returnedto the ax payer he also undid the budget surplus generated

under his predecessor.

On Septemberll 2001 Al-Qaedaterrorists hijacked fourjet
airliners, thenblatantly flew one into the ground and threato
prominentUS buildings Thesedeplordle and tragieventsunleashed
an evenmore passionate confronténside Bush He declareda global
War on Terrorand ordeied the bombing ofAfghanistan Next, he set
off amuch debatedndnearobsessiverusadeagainst terrorist forces
in Iraq referring to its alleged weapons of mass destructiand
identifying it as part oft h e 6 a x .0 Whero the eeidencé of
weapons of mass destruction turned out to be flaBadhreferredto
the need fordenocracy in the regionas a rationale forthe costly
military intervention Five years after the US invasidnag wasstill a
divided nation with competingShiite, Sunni, and Kurdishcamps In
Afghanistan, lhe Talibanmovementhad regroupednd the leader of
Al-Qaedahad yet to be hunted dowrPakistan a main ally in the
region,had fallenapartas itwas strugglingo make democracy work

Bushturned out to be aonfronter if not puristin other areaas
well. For examplehis doubts about théhreatof global warming and
climate changereated divisions both inside and outside the naBon
did his veto of thedStem Cell Research Enhancement éAshich
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prevented federal fundsom beingused for research where stems cells
are obtainedthroughthe destruction oémbrye. Bushalsoinfuriated
the Congressvhen he dismissesevenUnited States Attorneys in the
middle of their term¢laimingtheywere firedfor performanceeasons
The Attorney General Alberto Gonzalesa confident of Bushiesigned
over the issueln 2005, when Hurricane Katrirtait New Orleans and
buildertype presidentialdadership was requirethe confrontetype
leadership oBushwas destinedo let down the nationNot unlikethe
Carterera the end of theera of George W. Bustvas marked by
dramatic rise in oil prices, declining growtndgrowing inflation.

Howeversincerethe intentions might have been, as confronter,
Bushleft a divided world.Yet, & the same time, hbelped creata
level playing field from which fundamentally new ideas and initiatives
would arise under aewtransformettype US President

Transformer -type Presidents

In a transformeitype leadership role, US Presidentansfom the
countryby anewwave of thinking that enthralls the nation and sets off
a new cycle of national growtisuch presidents go beyond tradition
yet in a way thatbenefitsthe nation. Transformers are charismatic
becausgewithout charismathey would ot succeed in getting their
message of changeross Transformers do not achieve succeasily.
Theyoftenmakeseveralattemptsheforerealizinga breakthroughlhe
independent viewhatdistinguishegransformeitype leaderss usually
rooted inarather unconventionatareer

James Madison (in office 1809-1817)

One of the Founding Fatheod the United StatesPr i ncet onds f
graduate studend protégé of Jeffersoand the last founding father to

die, James Madisowas the ¥ President of the United States. Having
served as Jef f er s benvias welb anare eft tleer y of
international dynamics when he was elected into offixece before
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Madisonhadfunctioned as transformer wheine as prirciple author

of the Constitutioncompiledthe ideas that guided the presidency of
George Washington However during his first term in office the
problems were of anothemore practical naturd he British continued
to interceptunamed American merchant shipsd seemed to ignore
Madi sonbs repeated protests

Showingrestraintat first, Madisoneventuallydecided to prepare
for war. His planwas to invadeCanadaa ventire that seemechighly
feasible Madison reasoned thaby taking parts of Canadehe could
prevent the British fronproviding aid tohostile IndiansAt the same
time, he wouldget abargaining chipdr . Madi Hasntévas War ,
referred t9 was not an easy undertakinyladison faced many
obstacl es, funifeedpopulsr support, la dividied cabinet,

a factious party, a recalcitrant Congress, obstructionist governors, and
incompetent generals, together with militia who refused to fight
out side their s thadufdesed defedlafter defemtr pr i s
the beginningHowever,in 1815, in the Treaty of Ghenthe British

agreed with Madisoto endthe war. No territory was gained on either

side but the independendsom Britain was securednd the main

Indian threats were desyred.

At that point a sense afelief engulfed the nationarin 6 Er a o
Good Feelingemergedvhich would stretch into the presidency of his
successor, James Monrdeuring the time leading up to this era and
inspiredby the sate of affairsMadisonhad to reconsider many of the
viewpoints that he once shared with Jefferson. During his second term,

0 h[eventually]supported the creation of tesecond\ational Bank [to
finance the war], a strong military, and a high tarifptotect the new
factories opened during the war. 0

As President, Madison functioned as a transfortyjee leader

whose initiatives set off a new cycle of national growth.
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Abraham Lincoln (in office 1861 -1865)

The 16" President of the United States, Abrahkimcoln, is generally
regarded as the presidemho newly founded the natioi self-taught
lawyer with a passion for reading and learnfafjerjust 18 months of
formal educatioh Lincoln had developed a remarkable command of
English. Heserved in the Illinois House of Representatiaad|aterin

the US House of Representativéte went back to his law practice
after he damaged his reputatimy making an ill -fated but frank
observatiorin one of his speechés.

During his legal career, he was involviednumerousases and
appeared before the lllinois State Caure tharfour-hundredtimes.
He returned to politice1 response tthedivisive KansasNebrasla Act
which leftthe decision to condone slaveryinaividual states. The Act

strongyc hal |l enged LédInchadanéds|[ vhewhdct ]

monstrous injustice of slavery its@élfi hate it because it deprives our

repbl i can example of its just infl

When the election of Lincoln as President dawnethemation,
South Carolina and sitherstateswell awareof the views of Lincoln,
announced that they would leave the Untorform the Confederate
States of AmericaPresident Buchanan and Presideleict, Lincoln,
rebuffed theidea because, according to the Constitutitine Union
could simply not be dismantledn 1861 mostRepublicationleades
adopteda similar stanceRespecting thearticlesof the Constitution,
Lincoln took action in April 186Ionly when theConfederate States
attacked the Unignshowing restraint at first and resolute action later
A fierce war developedwhich resulted inthe death of more than
600,000 soldiers and an unknonwamber of civilians.

In 1863 after one of the bloodiest battlés the Civil War
Lincoln went to a dedication at thé&ettysburggraveyard where he
gave his legendary Gettysbuagdresshoping to revive the morale of
the Union.d6 What woul d diddéostlkis causenwani s @o
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do?Qui t now or Ifhfact,iby usinghehReclajatioh &f 6
Independence rather than the Constitution as ultimate chiiriepln
redefinedthe essence of the nation as a unionthadiconcei ved
liberty,andddi cated to the proposition t

In April 1865, one month after i n ¢ sdcond iauguration,
the once celebratedeneral of the Confederaferces Robert Lee
surrender ed t oin-ChiefnUWysésis.6Caniibe Civél r a |
War dnade an end to slavery in the United States, restored the,Union
and strengthenedhe role of the Federal governménto paraphrase
Lincoln, the nation fexpahifmirdded 0 a
1865,when attending a playincoln was shot in the head from behind
by a weltknown actor and Confederate spy from Maryland.

A transformeitype leader, Lincoln was an independent thinker
OWhenever this qu dessetlled, it mjystobé settldda v e r
on some phi |l dndimepvhhiwhaathis chagptsiliustrate®
when it comes tdeadership, Lincoln observed | claim not 1
controll ed event s, but confess pla

John F. Kennedy (in office 1961-1963)
John Fitzgerald Kennedyas the35" President of the United States
and then,the youngest man to be elected President. He was also the
only President to have won the Pulitzer Priahengraduatingfrom
The Choate Schoda privatepre-universityschool), Kennedy wrote in
his yearbook, 0 Mo st l'i kely to bec
laude from Harvard with a degree in International Affaitecouraged
by his father,Kennedy publieed his thesis whichsoon became a
bestseller. Kennedy travelldgequently abroad t€ontinentalEurope
to London with his parentsvpere his father was US Ambassador),
and when preparing his thesi® the Soviet Union, the Balkans and
the Middle East.

In 1941, Kennedyirst volunteered for thérmy thenjoined the
Navy. Later, he was assigned for duty the Pacific Theatewhere he
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commandeda patrol torpedo boatkennedy received several war

decorations for his bravergaving the life of one of hisrew. When

asked by a reporter how he became a war hero, he characteristically

j oked, 61t was i nvollufact mvigw.ofthe hey s a
observatiorby one of his predecessoihrahamLincoln, thegrandeur

of Kennedywas in dot claiming to have controlled eventsut in
confessinghat events controlled hid.

As just sworAn President, is inaugural addresstands out by
his appeal to the American people and his appeal to the world at large.
6Ask not whacan dp fouyou; aslowhat tyou can do for
your country. 6 &6Whether you are cit
world, ask of us the same high standards of strength and sacrifice
whi ch we d&sehktodayK eymie spdebhes amgewed as
GeconicOKennedy6s charisma and that of
aliaso f 6Camel ot. 6 The appeal of t he
fame equaled, if noexceededhat of pop singersyet, as leaderthe
visionary Kennedyexcellednot only by his decisiveness baiso by
his restraint.

In 1962, in the Cuban Missile Crisishen American spy planes
identified Soviet ballistic-missile sites under construction in Cyba
Kennedy kept his cool. Whereas many military officials and cabinet
menbers advised Kennedy to destroy the sites, Kennedy ordered a
naval quarantine, instructing the Navy to inspect all ships arriving in
Cuba. Subsequently, he started negotiations with his counterpart,
Nikita Khrushchey with whom te reached an agreement within a

week. 6Khrushchev agreed to remove
inspections if the US publicly promised never to invade Cuba and
guietly removed US missiles station

In South East Asia, Kennedy followed the ledde@ssenhower
by providing support to the French in Vietnam and by sending 16,000
military observers as well as US Special Forces to the area. The idea
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was to contain the spread of communism. His successor, President
Johnsonwould eventually growthe involvementof the United States
in the area into a fulledged warYet,4 at ement s masie by
(and J shSecsetany 6f Defense, Robert McNamagaealedhat
Kennedymight have pulle@ut of Vietnamafterthe 1964 election.
Domestically, KenneFloptied npmroguam
which aimed at federal funding for education, medical care for the
elderly, and government intervention to halt the recession. Kennedy
also sought @ end to racial discrimination and tax reform including
income tax cutsMany o f Kennedyod6s progr ams
until after his early deatfunder his successor, Lyndon B. Johnsdia)
leapfrog the Soviet advances inp&ce, Kennedy committed ta
visionary space program which wadoptedby his successors without
much alteration. In his usuadonic way, Kennedydeclarel , 61 bel i
that this nation should commit itself to achieving the goal, before this
decade is out, of landing a man on the M@md returning him back
safely to the earth.d O6We choose
do the other things, not because they are easy, but because they are
h arld 191, Kennedyalsoinstigated a less spectacylget vital
transformationwhen he signed the Executive Order creating the
Presidential Commission on the Status of Workemnedyeffectively
confirmed the need faa new standard ofemaledignity and equality
notonly in the USbut also beyond its borders
The rest of the world experieed the aura of Kennedhearly as
much On June 26, 1963Jst about Smonths before his assassination,
Kennedy visited Berlin where the Berlin Waths under construction.
In his speech, he stressed the failures of commuaistshowedto
identfywi t h the people in the region.
and democracy is not perfect, but we have never had to put a wall up to
keep our Kepneedyerndshis $peechdwith a phrase that raised
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the spirits oftitizens acrosgurope,GAs a free man, | take pride in the
words,Ich bin ein Berliner 6

Assassinated in Dallas on November 22, 1963, Kennedy was a
formidable transformatiortype leader, whose charisma, restraamd,
yet, resolute actionnspirednew societal standards both ihe US and
abroad.

Ronald Reagan (in office 1981-1989)

A natural communicataanda man witha refreshingsense of humor,
Ronald Reagawas the 48 President of the United Statét thetime,

he was also the oldest President @& thnited StatesAs a youngster
Reagamttended the Eureka College, where he majored in economics
and sociology. After his graduation, he worked in the radio business
before taking a screetest a few years latewhich earned him a
contract with Warner Eithers Reagan appeared in numerous films
andproduced some 400 training films for the Army Air Force.

As Vice President and, latatsg President othe Screen Actors
Guild, Reagangained experience as administratém admirer of
Franklin D. Rooseveltwho dramaticallyexpanded the military) and
initially alsomember of the Democratic Party, Reagan supported the

New Deal . However, after John F.
Republican Party because he favored a policy that limited federal
governmentLater, Reagan quippeo a journalist 6 | didnot

Democratic Party. T h eon pha batkyohid e f t

views and charismd&eagan serve2iterms as Governor of California
Before winning the electiom 198Q Reaganost the primaes

twice. Author of hisfirst inaugural address, Reagaamael the source

of t h esecoromic mablém®. Gover nment i s not

our probl ems; gover Offare referred t9 ast h e

ReaganomicéR e a g atnateéppwas to cut taxegxtensively reduce

the growth of domestic government spending, curtail excess regulation,

and instill a solidnonetary policy.This strategy distinguishedReagan

68

t |
p



from his predecessordNo doubt,Reagan also stimulated an economic
recovery by authorizingone of the greatest peacetime defense build
ups, explaining his polOnthgwhals 6pe:
Reaganés policies resul tedgrgatty t he
reduced inflation, yet at cost of quadruplitige debt of the nation.

What is perhapsmore important Reaganomicsuplifted the views

aboutthe ability of the nation to improve the state ofésonomy.

Reagan showed to bkealancedyet resolute when problems
arose.Early in his presidency,éhfired moe than 11,000 Federal air
traffic controllers who did not report for work after thiegdcalled an
illegal strike. This measure literally bankruptedithanion. He also
declared the War on Drugsd budgeted nearly $2 billion to fuitdA
transformeitype leader,he identified a change in the direction of the
Soviet leadershipand exploitedthe opportunity by significantly
investing in the advancement of the technological state of military art
By launching bold ideas, such as Star rgVais policy eventually
overstretchedthe financial resources of the Soviet regimvhich
soughtto matchsuchefforts Reagad s a d mi alsomdnagaditd o n
convince Saudi Arabia to increase oil production. The drop in oil
pricesthat followedreducedhe Soviet budggivhich depended onil-
revenus). Whenspeakingat the Berlin Wall, Reagacandidlyopened
the doorto negotiations by inviting his Soviet counterpart to the table.
@General Secretary Gorbacheif you seek peax if you seek
prosperity for the Soviet Union and Eastern Europe, if you seek
liberalization: Come here to this gate! Mister Gorbachev, open this
gat e! Mi ster Gor b ac hEventually Blighail d own
Gorbachev(a transformetype leader, seeufther) agreed tosummit
conferences 6offering concessions
nucl ear weapons, and policyasti n Ea
Germansstarted to dismantle the Berlin Wallwo years later the
Soviet Unioncaved in Reagan showed hisourtesywhen he expressed
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concern about Gorbachevdos well being

How hard and fast can he push refor
Having survivedan assassinatioattemptjust 2 months after his

inauguration, Ragan proved to be astonishingransformatiortype

leader whose charisma, balance, and resolute action reinstated the

confidence of the nation and the West. By improving the economic

outlook and by removing the predominant communist thiRaggan

creaed anewplatform for growth.

Successor to George W. Bush (in office 2009 )

Bearing in mind thaGeorge W. Buslis a confrontetype leader, the
successor to Bushustbe a transformetype leader(Figure 4) The
history of transformeitype US Presidentsinvolves remarkable
communicators who are not ontyarismaticbut, also,self-controlled
andresolute(Madison,Lincoln, Kennedyand Reagan) Transformer
type US Presidents tend lmve a rather unusual background that is
ground for an independent viewa,view thatopens the road toovel
policy making In the first quarter 02008, the remaining candidates in
the primaries arelillary Clinton, JohnMcCain, andBarackObamaln
July 2008,it is clear that the electiom Novemberis going to be
between McCairiRepublicanand Obam#&Democrat)

Obamaappears tdit the profile of a transformebest In his
book, The Audacity of Hop€2006), Obara writes as a transformer
when he c¢cl aims that he wantsa O6to r
nationtorn by conflictd The Washington Poséports howthe previous
Democratic presidential candidatighn Kerry referred toObamaas

thecandidate thab coul d | ead a transformati o
same time, a laborer from OxfordoNh Caroling utterstHe 6 s f r om
'l inoi s, I 6 m remirmsnmel of Abialham Liscola and h e
transformerwho camef r o m | 1¥lIni Julyo 20®, whebvisiting

Europeandthe Middle East senatorObamaproves to be in the same
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league ashe transformetype presidentKennedy and Reagawhen
hewhips up the support @&00,000 people in Berlin.

Nonethelessas Lincolnalready observeavents wil control the
fate of US presidential candidate€onsidering the o u n teclinibdgs
growthand budget deficit atsecondegm, end o
the daunting challenge of tt08 Presidenklectwill be to identify a
new platform for growth.In view ofthe assassinatiesittemptstatistics
of former transformetype presidentsthe challenge will also be to
ensurehis bodily protection.

SOUTH AFRICAN LEADER  SHIP ROLE MODELS
The succession of leaders in South Afrieflects he transition from
one policy platform to another, a transition which resulted in the
transformation othe6 Apardrhai dout h t ARainkdawva 6 i n
Republicof South Africad

Frederik Willem de Klerkvas the last State President of the-Pre
Rainbow Republic of South Africa countrywhich until that time had
maintained he i nternationally condemned
or 0 A p. amnde hinghie gosition of StatdPresident in 1989de
Klerk soon admitted tethe need for a neracist South Africa and for
negotiations about the future of the country. Putting his money where
his mouth is, de Klerk lifted the ban on the African National Congress
or ANC andset fredits leader Nelson MandelaAs a transformerapnd
not unlike US President, James Madisdre guided the redrafting of a
new constitutionbased on the principle of one person, one vote. In
1993, he eceived the Nobel Prize for his role in ending apartheid
together with successor, Nelson Mandela. After the 1994 election, de
Klerk served as deputy president in the government of national unity
under Mandela. By and large, de Klerk was a transfotypes leader
who created a new platform of societal growth and managed the

71



A New Leadership Ethos

transition to what is sometimes referred to as the Rainbow Republic of
South Africa (where all colors are equal).

South Africa i Rainbow Republic Nelson Mandela

South Africa 1 Pre-Rainbow Republic
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Figure 5 South African leadership role models.

From Nel son Ma nlye®aaddilder rathettoabi ogr a
confronter emerges, a man who tried to build a normal life for himself
and his people in a society that prevented him from doing so with
increasing desperation. Once Mandela was set free, his remarkable and
forgiving adoption da policy of reconciliation is evidence of how his
buildertype leadership facilitated the transition to a stable madiial
democracy. Elected President of South Africa in 1994, Mandela
prudently built on the ideas behind the new constitution of thatcp
During his time in office, Mandela won international acclaint. A
home, he managed to reinstatigiects of national pride, such as the
South African rugby team, Springbok
unity when he ordered troops into Lesotho totgct the government
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of its regional Prime Minister. As a builder, Mandela created an
environment which madesing growth possible.

In 1999, Mandel adbs secondisDeput
elected President of South Africa. Durings two terms in office,
Mbeki has presided over a period of stable growth. Mbeki appeared to
be o6foll owing an economic policy
pragmatic, focusing on targeting inflation and liberalizing trade as a
means to create job growh and househol d i ncome
criticized his style became louder over time. At the end of his second
term, he was generally regarded as a remote and academic leader who
was difficult to approach by both ANC party members and the people.
Mb e & doggedlymaintained and controversial policies with regard to
AIDS, Crime Prevention, and the Zimbabwean situation drew
mounting criticisms both from inside and outside the country. The
Nobel laureate an@ape TownAnglican Archbishop, Desmond Tytu
criticized Mb e ki for smamr.olundinngt
course, other cracks in his policy making appeared. The denial of the
e ¢ o n oremyatkablegrowth led to underinvestment in the electricity
sector. The power cuts that follearmight preventthe country from
realizing its growth potential.

In 2007, his former Deputy President, Jacob Zumlao was
accused of taking bribes from a French arms supm@iaerged athe
main exponent of a movement within the ANBat wanted to loosen
Mbeki 6s gritpr yodrs tpbeshirighy,dgemst.the odds,
events brought Zuma to the surface as a leader who confronted the
SouthAfrican government with matters of complacen®§ot all of
Mb e ki 6 s wgreowrongSoneewere simply not implemented. As
a result, Zuma won the presidency of the ANC by a large majority.
With regard to the partyés other p
by Mbeki were reelected. If not convicted, Zuma, as president of the
ANC, is likely to be elected President in 2009. At times, confronters,
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such as Zuma, leave their country more divided than united. Zuma
showed to be keenly aware of this, calling for unity time and again.

Yet, 100 days after the ANC elections, The Cape Times reportéd tha

the o6alliance of frustrated wunions,
ambitious youth league leadership no longer seems to share the unity

of purpose that *Bbhem isgetidencd df pevpeg et h e
jockeying for the position of President of Smétfrica should Zuma be

convicted. If this turns out to be the case then the role of Zuma, as
confronter, might already have created a level playing field from which

a transformecouldarise.

RUSSIAN FEDERATION L EADERSHIP ROLE MODEL S

Not unlike South Afrta, the succession of leaders in the Russian
Federatiorreflects the transition from one policy platform to another, a
transition that led to the transformation of the Soviet Union into the
Russian Confederation.

Mikhail Gorbache, thelast head of state of the Union of Soviet
Socialist Republics (USSRand also he last Secretary General of the
Communist Party of the Soviet Union, was a transfortyyee leader,
very muchlike his American ounterpart, Ronald ReagaBGorbachev
almost singléhandedly created a new platfofor growth from which
the Russian Federation would eventually rise. In an attempt to reform a
stagnated Communist Party astéite economy, Gorbachev introduced
0gl asnpspennessod , ( roéepsetrreuscttruoriiknag ) , d
and acceleration of economic development. Whereas his policies were
experienced as too radical at home, Gorbaavas celebrated in the
West asaleader who put a human face on the Soviet Union. In spite of
his efforts, the Soviet Union disintegrated in 1991 when its economic
policy had failed to produce the necessary food supplies and when the
ties between its Reyplics had melted due to a widespread upsurge in
nationalism. In August that year, Gorbachev spent three days under
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house arrest in the Crimea during a coup by Hiasl apparatchiks.
When he finally returned to the scene, Boris Yeltsial assumed the
leadership, having defiedéh r ebel | i on. @residerd ¢ h e v
of the Soviet Union was formally abolished on December 25, 1991.

Russian Federaton ——— Boris Yeltsin
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Figure 6 Russian Federation leadership role models.

In July 1991, Boris Yeltsirbecane the first President of the
Russian Federation. Yeltsin was a buitdgye President although, at
times, a deplorable one, firing and appointing prime ministers without
involving the parliament. Yet, he prevented the new Federation from
caving in when oposition to his reform policies grew as a result of
skyrocketing prices, heavy new taxesd the expandeabwers of his
presidency (which were needed to ensure the implementation of his
privatization program). In 1993, he forcefully dealt with a rebelbgn
his Vice President and prevented leaders cfichl republics to seek
independence. Yeltsin presided over the drafting of a new constitution
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and had it approved by a referendum. By his relentless endorsement of
price liberalization and privatizationrggrams, Yeltsin succeeded in
bridging a byall-means painful process of societal reframing that
produced the groundwork of what could be a free market economy. On
the last day of 1999, he handed the presidency to Vladimir.Putin

In 2000, Putin was elected President of the Russian Federation
In 2004, hewas reelected for a second term. Instantly restructuring the
country in 7 federal districts, each supervised by a governor, Putin
fulfilled the role of a growetype President. He muredt he &6 Russi ar
identityd by sanctioning a law that changed the national anthem and by
organizing youth movements with rather nationalist charters. Putin
addressed t he accumul ati on of we al
privatization program had produceg bhrewdly (and, in the eyes of
many observers, unfairly) manipulating the rules. In 2005, he launched
4 national projects to improve health care, education, housing, and
agriculture. Groomed in the Soviet era, Putin basically converted the
Russian Federaton i nt o a 6sovereign democr
Soviet times, limited the freedoms of the media. On the back of a
dramatic increase in the price of oil, the mainly oil and gas exporting
Russian Federation experienced a decade of stable growth during
Putinds time in office. At the end
the desire to continue his presidency for a third term. This would have
been against the constitution. He found a successor in his confidant,
Dmitri Medvedey ard continued as his Prime Minister.

Once Putinbdbs trusted sidekick, Dr
caliber then Putin. Whereas Putin moved up the ranks as a mover and
shaker, Nackgroendneludé an academic track record and
an ability to leadn politically sensitive positions. Born to a family of
university teachers, Medvedev studied I&le earned a PhD in private
law at what is now called the Saint Petersburg State University. For
nearly a decade, he continued as a teacher at the univeesitytp his
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ot her positions. A Omoderate | iber
legal expert for the International Relations Committee of the Saint
Petersburg Mayords Office which wa
alsobecame legal affairs director dishareholder of a pulp company.
When Putin became acting president in 1999, Medvedev was invited to
head his presidential staff, soon being seconded to chair the board of
directors of Gazpromthe largest Russian company and the biggest
extractor of natural gas in the world.

As President of the Russian Confederation from May 7, 2008,
Medvedev is likely to expand his role beyond his foreign policy charter
once economic problems arise. For one, The Economist observes how
t he ¢ ount in gilbostputgdropped fiom 9% a year to 1% in
2007.% When, in addition, the price of oil stabilizes, it will be hard to
sustain the current growth of government spending. Also, the rule of
law needs strengthening to counter corruptsone observer rites,
0[] Russia]l will need to dismantl e t
created. 6 Medvedevds background as
qualities ft the profile needed for suathallengs. In the end, events,
such as those above, will shape Medve v 6 s  dypenldadeshnipt e r
role and force him to challenge the Russian Federation with matters of
complacencyAs confronter, he will try purifyinghe countryaligning
it with his moreeloquentprinciples of governmeniand no doubt,
undoing somef the measures of his predecessdso, internationally,
Medvedevis bound tamanifest himself as a confronter whieying to
straighten out thdeterioratedelationship with some of the old Sowviet
eraallies.
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3 - A World of Parallels

Thevariousleadershigxamplesn the previous chaptahowamazing
consistenciesBy and largeandthroughout historybuilders growers
confronters andtransformershave all beeffiollowing similar patts no
matterwhether theywereleading ahistoricalmovement, cmpany or
nation. Why havel been able to comparhe development of these
diverseforms of organizationirrespective of their differares both in
nature and duratiGhApparently,the emergence of organization is
determined bynderlyingphenomenaphenonenathat broadly apply.
So in the pursuit ofa newleadershipethos it is crucialto explore the
bare phenomenaf organization first.As the following examples
illustrate parallels inthe emergence of organizati@ppear in many
forms of organizationnot just in humanforms of organizationAs
common denominators, tbe parallelsare bound to determinthe
views and rolef leadersn thefuture

Parallels in the Emergence of Organization

Phenomena aforganizatiod appear both in the social sciencesl an

the natural sciencesy investigatingcasesfrom the naturalsciences
(such as flames, snowflakes, and convection )¢élErived ata more
profound insight into matters that determine the emergence of
organizationin its broadest sensmply becaise a leader is absent in
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these exampleS.hen, ly comparingthe emergence of organization

the world of the social sciencasthe emergence of organizationthe
leaderlessworld of thenaturalsciencesthe neteffect ofleaderscame

into sight When | talk aboutd o r g a rin thia bookg usuallyrefer

to themost unembellished e f i ni ti on of the verb 6
found in ary unabridged ditonary, that is, &o form into a whole

consisting of interdependent partspecially for harmonious actioné

Strangely enoughas the following examples of organizatiolearly

show organization does not determine harmonious action but, rather,
harmonious action determines organizatitn

FLAME

Curiously, the physicist and inventor of quantum mechanics, Erwin
Schrédimger, first identified the flameb as aform of @rganizatiord
referringto it asa &6 f | e e tof ordgo (sshartieved retreamof
harmoniously oxidizing molecules’ Indeed, he Gealitydof a flame is
notin the light that it emit®r in the heat that it radiates evenin the
smoke that it produces but the harmoniousoxidation behavioror
burningof gasmoleculesAs such a flame isessentiallya behavioral
phenomenorbecausg without the harmonious oxidationf hot gas
molecules,a flame doesimply not exist.By and large the haphazard
oxidation of one molecule triggers tharmonious oxidatiofburning
of othermolecules® The energythat isreleasediuring the oxidation
processcarriesoxidized moleculesupward The behavioralspacethat
is vacatedby these molecules istilized for oxidation by other gas
molecules. As such oxidation behaviors arenot only taking placeat
the same timésimultaneouly) but, alsq geometricallyor spatiallyin
harmony (congruenly). In Chapter5, The Force of Organizatignl
explorethe significanceof &congruent snultaneityin moredetail All
in all, whenharmonious oxidation behavior traverses a cloudobfas
moleculesit produces a flamwith all its known attributeas residue
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To mark the parallelsbetweenthe different manifestationef
organization | identifieda descriptionof which thesentence structure
illustrateswhereforms of organizationrcompareandwherethey differ.
In the following descriptionof an organizationthe underlined text
representshe part that isuniqueto a flame All that is rot underlined
is sharedby all forms oforganization.

Flame as Behavioral Phenomenon

Smultaneousand congruent oxidation behavior of hot
gas moleculesnside the behavioral space vacateor
created by others that are moving in synemerges
spontaneouslywhen a specific temperature inequality
arises.Suchbehaviorleaves a visible residue in the shape
of a stream ofoxidationor flame

SNOWFLAKE

In aprocess chambavhereconditions such ashumidity, water purity,
and temperaturecan bekept within particular limits the crystalline
structureof a growing snowflakéargely dependsn temperaturé? In
other wordsjn such acontrolledsituation the structureof a snowflake
changes Wwen the temperature changéeghe relationship between
temperature andnowflakestructurerestson thevibration behavioiof
frozenwater moleculesin a nutshell the temperaturasidea process
chamberaffect the energy of wzen water moleculesndthe energy
of frozen water molecutedeterminegheir vibration behaviorln fact,
vibrating frozenwater molecules Gsettléd when they can utilize the
behavioral space vacated fspzenwater moleculeshat have already
settled andvibrate in sync As such a crystalline structureof frozen
water moleculesemergesessentiallythrough self-assembly Hence
when selfassemblyof frozen water moleculesakes place ther
vibration behaviors arenot just taking place at the same time
(simultaneously but, also, geometrically or spatially in harmony
(congruently.
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Then again, Wenthe energy levelof frozen water molecules
differ, thdr vibration patterrs may be incompatible ta degreethat
they startbumgng into one ather. At thattime, repulsionrather than
selfassemblymay occur. Ultimately, the structure of a snowflake @
residue of avholly behavioralphenomenomhatinvolvesthe vibration
behavior offrozen water moleculesWhile the conditions iside a
process chamber cae bustainedthe conditions imatureare usually
not When growing snowflakes drift down in winter, the purity of
water molecules, the electric field, and the temperahagall change
radicallyfrom oneatmospheridayer to the nextAs a resultin naure,
each snowflakés unique.

Vibrating frozen water molecules

Figure 7 Molecule vibration behavior ~ determines the structure of snowflakes.

In the following descriptionof an organizationthe underlined
text represents the part that is unigoea snowflake All that is not
underlined is shad by all forms of organization.
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Snowflake as Behavioral Phenomenon

Simultaneousnd congruentvibration behaviorof frozen
water moleculesnside the behavioral space vacatext

created by others that are moving in synemerges
spontaneouslywhen a specifc temperature inequality
arises Such behaviokeaves avisible residue in the shape
of a watercrystal or snowflake

CONVECTION CELL PATT ERN

In athin layer of liquid that is heated uniformly from below, molecules
start following orderly pathso transpat heat from the bottom to the
surfacemore efficientlyoncethe temperaturénequality between the
bottom and surfacexceedsa particularvalue. The heatransporting
movementof moleculesis generallyreferred to astonvectiond The
orderly pathsof mdeculesbecome visiblérom above ahexagonal

convectioncells (Figure 8)

Molecule Paths inside Convection Cell

Cool Cool
—

Cell Pattern [seen from above]

Figure 8 Molecular heat- transportation behavior produces convection cells.
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In thesecells, hot molecules rise to the surface through the
center while cooler moletes descend along the cell waBs, moving
sideways, ralecules collect heat at the bott@mshedit at thetop. As
moleculesstart movingin harmonyup, down, and sidewayshey
utilize the behavioral space vacated by others while moving in §ync
other words as in theprevious twoexamplesmolecule behaviorare
taking place at the same tim@imultaneouly) and geometricallyor
spatiallyin harmony(congruenly). The pattern of convection cells that
emerges persists as long as the temperature dliggbetween the
bottom and surface of the liquid is maintain&d.such this patterntoo
is avisible residueof awholly behavioralphenomenona phenomenon
thatinvolves thereproducingheattransportingoehaviorof molecules.
Generally,theseconvecton cells are called Bénard cellé after the
French scientist, Henri Bénard, who first identified th€m.

In the following descriptionof an organizationthe underlined
text represents the part that is unique t®éamardcell. All that is not
underlined is shared by all forms of organization.

Convection Cell as Behavioral Phenomenon

Smultaneousand congruentheattranspot behavior of

liguid moleculesinside the behavioral space vacatent

created by others that are moving in synemerges
spontaneouslywhen a certain temperature inequality
arises.Suchbehaviorleaves avisibleresiduein the shape
of aconvectioncell or Bénardcell.

FLOCK OF BIRDS

When the days shorten and the temperature drops, certain bird species
migrate to otheareasusuallyfor energyrelatedreasonsFor example,
lessenergyis needed to sustaiab i r kbdy gemperaturen warmer
areasandthe chance of findingenergyrich food is also greaterwhen

the daysarelonger When migratingparticularlylargerbirds oftenfly

in flocks to minimize theflappingenergy neededenergy savingérom
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12%to 20% can be realizedy flying in V-formation Birds have also
been shown tincrease their speed by as mucts &sn per hour'!
Birds achievetheseefficiencies ly utilizing the lowpressuregpockes
of turbulent airthat are produced by thdlapping wings of the bird
flying directly in front. V-shaped flock selfassemblevhenbirds seek
to utilize the low-pressurebehavioral space vacated oreated by
othess while moving in sync Apart from overnight breaks, flying
bird formation continues as long asa daylight inequality between the
region of departure andegion of destiny exists The behaviorsin a
flock of birdsare taking placat the ame time(simultaneouly) and
geometricallyor spatiallyin harmony(congruenty). As such, alock
of birdsis a visible residueof a behavioral phenomenon that involves
efficiencyinspiredflying behaviors

Figure 9 The flying behavior of  birds produces a V - shaped bird flock.

In the following definitionof an organizationthe underlined
text represents the part that is uniqoi@ flock of birds in Wformation
All that is not underlined is shared by all forms of organization.

Bird Flock as Behavioral Phenomen on

Simultaneous and congruent flapping behavior of
migrating birds inside the behavioral space vacaten
created by others that are moving in synemerges
spontaneously whem specificdaytime inequality arises.
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Such behavioteaves avisible residue inthe shape oa
bird migrationorder or flock of birds

BUSINESS ORGANIZATION
An emerging need in the markidat istriggeredby either a supply
inequality or a demandinequality is bound totrigger entrepreneurial
initiatives whenit reacles a levelwherethe rewardfor tackling it is
high. Whereas @ inequality in supplyequates tahe short supplyof
eitherproductsor servicesan inequality in demandefers to devel of
unfulfilled customerdemand. A successfukntrepreneuimproves the
efficiency with which such an inequality is minimizelly attractinga
network of peoplein variousroles éuch asmarketing,selling, and
sourcing, a networkthat bridges supply and demandn the end a
business organizatiomaterializeswhen peoplerepeatedly utilizehe
behavioral space vacated createdby othersin specific roles while
movingin sync.Thesebehaviors ar@ot onlytaking placeat the same
time (simultaneouly) but, also,geometricallyor spatiallyin harmony
(congruenty). Such ahumannetworkpersiss a long as the supplyr
demanerelated inequalitieshat triggered itremain Hence business
organizationsare the visible residue of a behavioral phenomenon that
involvestheefficiencyinspiredactivitiesof people n differentroles.

In the following descriptionof an organizationthe underlined
text represents the part that is uniquéeudsiness organizatisnAll that
is not underlined is shared by all forms of organization.

Business Organization as Behavioral Ph enomenon

Simultaneousand congruent role-inspired behavior of
peopleinsidethe behavioral space vacated created by
others that are movng in syncemerges spontaneously
when aspecificsupplyor demandnequalityarises. Such
behaviorleaves avisibleresidue in the shape amnetwork
of human activityr business organization
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The Universality of Behavior al Phenomena

The above examples of emerging organizations are all remarkably
consistent.Evidence isin the ratherlarge section of eachummary
descrption thattheseforms of organization have in commadnthe text
that is not underlined.have come across many other examplasre

the same parallels applguch as phase transitiordsr(example from
liquid to gas), the process of theory developmérg,rise and decline

of civilizations, and the emergence of thouéﬁOn the whole, forms

of organizatiorare bound t@merge when particularinequality in the
environment reaches a certain leMetaders are not a precondition
Yes, leadersdo play arole in human organizationslowever their
adventis inspiredby thenature of arinequalityto the same extent as
the advent of other roles This fits the observationdy Abraham
Lincoln and John F. Kennedy who became aware that their fate was
controlledby the state of the environment.

All in all, behavioral phenomerae at the heart @ll forms of
organization More importantly all behavioral phenomenavolve the
ruthlessutilization of the efficiencyinspired opportunites that come
with eachenvironmentAs suchevery form oforganizationincluding
the form that involves leaders, anunavoidable feature of the world
that we live in.Literally, when the conditions are ripe, forms of
organizationi whether it concernsnowflakes life forms, business
organizations, oterrorist movements are bound teemerge including
the leadershiphat might baequired Beforediscussing how thimight
change our perspective leadershiphereis a summary of the most
striking conmonalities between the different cases of emerging
organizationsThe idea is to distill the universality of the behavioral
phenomena thatitentified and, at the same tim& refine ourgrasp
of the dependencyetweenbehavior,organization and leadetsp. In
line with the examplesso far the emergence of organization ihxes
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four universalbehaviorrelated stategthe bottom rowFigure 10) By

the way, in the Epilogue, | motivate why | identified four states only.
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Figure 10 Behavior patterns are at the hear t of all forms of organization.

First State (Undetermined Environment)

An undetermined environment functions aevel playing field for
newly emergingforms of organizationorganizationghat are triggered
by arisinginequalities Needless to saynequalitiesthemselvesarethe
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outcome of behaviorinspiredphenomenaEach inequalityefers to a
differencein the distribution of energysuch asa shortageor surplus
(depending on your angle of vigwA root causeof behaviorpatterrs,
inequalitiesareat the heartof the subject mattein thenext chapter.

Second State(Amplification/Transmission)

Whenan inequality exceeds a certain le\elkrigger of some sort set
off the development and selection oparticularbehavior patterthat
best exploits the environmentalconditions A haphazardly oxidizing
gas molecule might trigger collective oxidation behavior. A dust
particle might function as a settling spot for vibrating frozen water
moleculesTemperature perturbations at the surface of a layequitdli
might trigger molecule movementhat fosters convection cells. A
leading birdmight trigger theselfassembly of dlock of birds inV-
formation. An entrepreneumight trigger the developmenbf a
network of people that bridgesupply and demandis arule, these
trigger signalsdevelop locally Once a trigger eveninfolds theglobal
state of inequalitymay transmitits effect throughout thebroader
environment wheré incites similar patternsof behavior

Third State (Emergence/Selection of Behavior Pattern )

Whether it concerns vibrating frozen water molecules, molecule
movementin heated liquid flying birds during migration timeor the
activities of people in an emerging network of roleshavior patterns
that best fit the circumstances do notne abotiright away.Initially,
stimulated by local inequalitiesseveral behaviorpatternsemerge
These patternsstart competingwith one another untibne pattern
outnumbershe others because it utilizéee commoncircumstances
and behavioral spadest(Chapters, The Force of Organizatignin a
process chamber where the conditions are kept conftarén water
molecules withvariousenergy leveland,therefore differentvibration
patterns compete during the process of snowflake assamblyone
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vibration patterndominates in the snowflakmake up Moleculesthat
movein a certain patterap, down, and sideways to transport energy
from the bottom to theurfacein a thin layer of liquidcompetewith
molecules that followdifferently timed pattens until one patterrout
reproducs the others Migrating krds fly in slightly varying patterns
until eachbird finds asteadypocket of least resistancBeople in a
network of roles vary their role and timing of activities until tiaegve
ata behawr pattern thateproducedest

Fourth State (Behavior -Pattern Reproduction)

Oncea behavior patternutnumbersther patternsdistinctfeatures of
organization become visibleCongruently oxidizing gas molecules
feature as a flame. Congruently vibratingzen water moleculeshape
and sustainthe crystalline structure ofa snowflake. Congruently
moving molecules in &hin layer of liquid that is heated from below
shapeandsustaina convection cell patteri@ongruently flapping birds
shapeandsustain glock in V-formation.Congruently working people
in different roles shapeand, also, sustailm business organization.
Organizational featuragmainvisible as long asn inequalityupholds

In other words, dlame subsistgrovided thatdequatesuppliesof gas
and oxygen ara place A snowflake persistsnchangeds long ashe
temperature conditions that produced it araintained.A pattern of
convection cell enduresas long ashetemperature difference between
the bottom andurfaceof a thin layer of liquid is maintainedA flock

of birds continues asong as the region with the target daylight
duration has not been reachédbusiness organization continues as
long as the suppidemand situation thaducedit continuesIn short,
the inequalites in an environmentinspire and sustain forms of
organization
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Conclusion

All that we observeareresiduesf successfullyeproducingoehavior
pattern species behaviorpatternsthat best utilize the environmental
condifons both geometricallyand timewise. As a rule, lehavior
patterrs emergespontaneouslyo minimize inequalitiesat the fasted
rate possible? The universality of behaviepattern emergencis at
the heart of any manifestatiorof organization ad, in this respect
humanforms of organiation comparenot just with a flock of birds
but, alsg with the leaderless organizatismf flames, snoilakes, and
convectionscells. Arousel by inequality untilselfassemblyfollows,
behaviorpatternsdeal withthe practical and philosophical question as
to howtherealitiesthat we observe arisgithout thevisible hand of a
leaderor designer

What Distinguishes Human Organization S?

According to the above conclusidmiman organizatiodoesnot differ
fundamentally fom other forns of organization. It is not unique in
terms of its complexity whighfor one,is less than that of the human
body. The phenomenon of leadership human organizatiolis not
uniqueeither d_eader$appeaiin other forms of organization, suels
in a flockof birdsthat flies in \\formation Moreover,humanforms of
organizationare driven by inequality as much asany other form of
organizationThen whatdistinguishesiuman organizatich

First, the ability rapidly to respondto aratherbroad range of
external and internainequalitiesis a matterthat human forms of
organization have uniquely in commomhe speed of respoasto
changesin the environment is made possible laarning In fact,
human organizations transmiew findings and the relatedbehavior
pattern specieby learning The effect of learningin human forms of
organizationis boosted byhumanorganizatios that specialize in the
transmission obehaviorpattern species, such asmmunication and
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consultingfirms, and institutes of educatioff: As a result human
forms of organizatiorexperience a high degred adaptivefreedom

This might explain whyaumanforms of organization haveeen shown
to expandat the cost of othéorms of organization.
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Figure 11 Behavior - pattern emergence explains leadership  needs.

Second, i view of the argumentin this book the awarenessf
Gelfd is the most distinguishing feature of human organizatidhe
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still largely latentability of humanforms of organizatios to identify
and evaluateheir own state ofxistenceallows themto acknowledge
not just externalbut, also,internal developmentelated inequalities
that needresponding to This is whereorganizatiomal development
statesand leadershpi archetypestart playing a crucial rolé\ different
leadershiparchaype is needed for each state the emergence of
humanorganizatios becausedheir internal inequalities evolve in step
with the 4-state universality of behaviguattern emergence

Mi rror Images of Behavior -Pattern Emergence

Organizational developmenstates and leadership archetypesre
essentiallymirror imagesof the 4-state universality of behavigrattern
emergence.This explains whythe different leadershiparchaypes
predictablyrelate tothe four states of emergencen the examples of
Chapter2, Leadership Role Modeldn fact, each state of behavior
pattern emergence has its own arrayirgérnal inequalities which
invokes behavior patterrs that are specific toits success For this
reasonan organization thateeks®a new platform for growtbrelies on
anothercomplex ofbehaviorpatterrs than an organization thabpes
&o repeat succesver moreefficiently.6On the wholewhena human
form of organizatiorbecomesaware ofits own state of development, it
can optimize its functioning in that staf€his involvesattracing a
leader withthe comfort zone (leadership archetyp®ededo trigger
the statespecific optimizatiorthatis ultimately possible
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4 - The Sourceof Organization

Whether it concerns flamgesnowflake, convectiorcells, bird flocks,
or business organizatisitheappearancef organization involves a-
stage inequalityminimization process.First, inequality triggers the
emergence of behavior pattersecondbehavior patterns give rise to
organizationwhen a behavioipattern speciestarts outreproducing
others because it fits the conditions bédhough this 2-stage process
unfolds at a local scaleits outcomeoverflows from one scale to the
next by theinequalitiesinduced. For examplea daylight inequality
betweentwo geographicategiors may inspirea bird tocommencea
migration journey. The flapping ofthis bird generates low pressure
areas behind each winigcal inequalitieghat can beesponded tdor
utilized) by two other birds.In turn, he flapping of theséwo birds
generates low pressure areasféar morebirds,and so on, until &ird
flock is formed that, as a whole, minimgzthe &ay-light inequalitydin
the most efficientvay possibleAs such local behavior patternserve
as interdependent parts in the minimizationiregquality at higher
levels. Similarly, an employee serves the inequaligninimization
process pursued kycompany as awhole, by engaging in &ehavior
patern thatbestminimizes local operationalinequalities Comparable
examplescan be identified thaillustrate how the effect ofbehavior
pattern speciexascades fromsubatomicand molecular levels to
biological, human and cosmic levels of organizationand, therefore,
reality. *° In other words the 2-stageinequalityminimization process
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which producedestfitting behaviorpattern speciegppliesacrossall
phenomenaBecauseét is aprocesghatactseverywhere oat a global
level, it embodiesa case ofglobal gauge symmet§*® Global gauge
symmetryrefers toparallels betweenprocesss of emergenceat all
scalesbut not necessarilyto parallelsbetweenthe behaviorpatterrs
thatthese processgsoduce Inspired bythelocal conditions behavior
patternsmay vary broadly.In fact, behaviorpattern symmetryensues
only when the local conditionrsompare In other words,d be similar,
behavior patterns requidocal symmetryd T hsyamsnetrycasesare
further explored in Chaptdrl, Connecting through MetAwareness

Global Scale '~ _7 S -7

Figure 12 A 2- stage process which produces organization at all scales.

From Inequality to Behavior Patterns

What is inequalityreally?The examples in the previous chapiamge
from temperature andaylightto matters ofsupply and demandhese
aremeasures either of a surploisshortagef something depermaly on
where you standNVhen it comes to human organizationeqguality or
disparity might involve food,wealth, knowledgejobs,and chancedt
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refers toan unequal distribution among playerslot surprisingly,
founders of business and terrorist organizations equally feed on it.

To illustrate how inequality (or disparity is trangated into
behavior patterns, a more universal description of inequality is required
that is valid across all forms of organization, not just human dnes.
fact, & anunequal distribution among playeisequality refers tahe
imbalanced, asymmetricafyr irregular distribution of energyat the
many different scales of our worl@he unequal distribution obbd,
wealth, knowledgejobs, and chancesre derivativesAs the examples
in the previous chapter show, at every scale, nature tries to minimize
inequality by involvingvariousroles.Roles help transferenergy from
area of surplus to aresof shortageby some form of transformation

Organizationsand individuals play rdes in the transferfrom
areas of surplus to areas of shorjdge example, byonversion at the
level of products and servicest the scale of a thin layer of liquid that
is heated uniformly from below, the role of the whole constellation is
to transportheat from the bottom to the surfades part ofthe process
the energy is emsformed from heanto a diffused form of energy that
cannot be utilized” At a lower scale riside such a thin layer of liquid
moleculesassume rolegn the transfeof energydue tothe irregular
distribution of energylocally. In other words, at ery scale, the
situation boils down toroles that emerge totransfer and transform
energy from areas of surplus to areas of shortage.

Because matters of energy are involved, the emergence of roles
satisfiestwo basiclawsthat describ¢he transferand transformation of
energy *® One of these laws describes havequality is minimized
Roles inevitably emerge when components or playare drawn into
this minimization procesbecause they happém be here atthe right
time. This explains why the fate of peoped, also, organizations
controlled by the environment.
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But, what happens whea certain level oinequality is being
minimized? Interestingly, ¢her forms of organizatiorcontinue to
emerge This can be explainedhy amother basic energy law which
dictatesthat thelevel of inequalitybefore and after transformation
remains the samgist asthe sum of energyin effect the inequality
that emerging roles help minimize compensated bgew inequalities
in-between theeroles In other wordswhereaghe level of inequality
remainsunchangedthe distributionof inequality changestirelessly
when new inequalitieactuallyreplace oldnequalities Therefore the
emergence of rolspired behawr patterns isa marvelof naturethat
persistentlyminimizes inequalitiy creatingit.

The Source

Figure 13 The endless source that minimizes
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inequality by creating it.

As roles emerge to minimize inequalitidsetween other roles,
the network of roles andinequaities becomes progressivelyfine-
meshed Thus, while the sum of inequalitiesemainsthe samethe
number of roles increases.The resulting multiplication of roles is
compatible with thegrowing complexity of our world and remains
within the boundaries of thieast energy lavg thatallow and predict
an increasingly scattered if not fragmentedstate of energy The
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emergence of roles that deal with inequalitgémnerallyreferred to as

t h division of labord As such, thedivision of labe rather than
dnequalityd is the neverending source that keeps the emergence of
organizatbn going.lt consumegnequalityto produce rolest one end
andgeneratsinequalitybetween these roled the other end

Inequality

Time

Time With Organization Time Without Organization

Figure 14 Organization improves the rate of ineq uality minimization.

The Effect of Organization

Many roles emerge but only a selection of roles survives as part of a
behavior pattern that best fits the conditions (a topic that | explore in
moredetail in the following chapter)t is broadlyacknowledgd that

the division of labor results iproductivity increases® Plato already
identified that the origin of aation6 | i e s natural inéqbaktyof
humanity that is embodied in the division of labBor example, he
observedthat @o supply our bodily needs, a farmer, builder, weaver,
shoemaker and one or two others are neédedl776,Adam Smith
eventually recognized that the division of lalsoppors G qualitative
increase in produdtity.6 What is more, he argued that the emergence
of r wak assmuah a consequence of the division of labor as its
cause 6 Thi s i s cpoeviags dstussignivhictvarriveas att h e
the notion that the division of labarinimizes inequality by @ating it,
arole-producingprocesghatgoeson forever.
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The discussiorin this chapterbrings the subject matter to an
underlyinglevel of explanationvhere the basic lawaf energy as well
as Darwinian notionsire employd to explainin practical termshe
emergence of organizati@tross a broad range of phenomeXtathis
level, the division of laborgives rise to behavior pattertes satisfythe
fundamentalpreferenceof our world to minimize inequality at the
fastest rate possibla harmony withthe basicenergy laws*® As such,
the emergence and effect of organizaticam be expressedas an
improvedrate of inequality minimizatioor simply asan efficiencyor
gradientimprovement (Figure )4 On the wholeat every scale and
across all phenomendhe effect of organization boils down to an
improvement in the rate of inequality minimizatiodihen it comes to
leadership, mtters of inequality minimizatioand efficiency explain
therole of leadersasmuchas any other role.
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5 - The Force of Organization

Behavior patternsare made up of rolelut not all behavior patterns
and thus roles necessarily survivén othe words, the first stage of
the 2-stage process of organizational emergensbich tries to
minimize a state of inequality by creating i§ not enough. Another
stage is needed thabrts outor selectsthoseroles that utilize the
conditions of the environment beshen minimizing apredominant
inequality.Hence, the question ithis chapter is whahe selectionof
behavior patternsnvolves. Charles Darwinindicated thatsurviving
species best fit the conditions of the environmBat, whatexactlyis
a besffitting behavior pattern™ other words, whatloes a surviving
behavior pattern offer #t extinct behavior patterns dii®

In the early hours of the history of life,ature provided a
remarkableclue. Millions of years ago, when amphibiastarted living
on land, theybecamesulject to more and, alsogreater temperature
variationsthan th& forebears who lived in wateBecause of these
temperature fluctuationgheir bodily chemical reactionsvere not
always optimally attuned Creatures with poorly synchronizdzbdily
chemicalreactionsrespondless effective andalso,slowerto threats.
Over time,creatures witha more steady body temperatuprovedto
have a better chance of survivah. fact, astablebody temperatie
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allows bodily chemical processeso accommodateto a specific
temperaturenvironmentndkeep in sync™® To achieve atablebody
temperature, nature experimenteith a broad range ddttributes. For
example,some 26@million years agpa large carnvorous mammai
like reptileor Dimetrodonappearedvith a distinctive spinakail. Early
in the morning, his sailwould functionas a heat collectoAs it raisal
t he crimdytempermtiiret raised its alertnegandits ability to
take actiop at the same timeéDuring the day, Wen chasing prey, the
spinal sailwould emit surplus body heathich allowedit to sustainits
pursuit The capacityto let bodily chemical processdsnctionin sync
wascr uci al t o t he abDliimpeoved its@ftectidesesss ur vi v
This capacityhinged on thestrangesaillike spinallimb whichkeptthe
c r e a tbady ¢eefmperaturén check As a result the Dimetrodon
grew in numbers and gave rise to the development ofrenwkoded
line of species mammalsIn mammals, natureealizedphysicaland
also, behavioral configuraticsr that keepbodily chemical processes
accuratelyattunedwithin a whole range ofexternaltemperaturesnd
during various stages of activitgimply by maitaining the body
temperature at a certain level

To concludean environment that fosters synchronization is key
to a faster and efficient responde other wordswhereaghe capacity
to maintain the body temperatureat a certain levehelpedsurvival
efficiency improvements througlthe synchronization of chemical
processswerethe rationale behindhatural selectiorAs the following
examplesllustrate thenaturalselection obehaviorpatterrsin a broad
range of organizational phenomealao involves Gsynchronizatiofito
ensurethe highestlevel of efficiencypossible
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Simultaneous

Time

Congruent Simultaneity
V Vibration-space creation and utilization
V Energy-inequality-sharing molecules

Non-Congruent Simultaneity
V Collision, no utilization of vibration space
V Molecules do not share the same inequality

Vibration
Space

(Simplified)
Figure 15 Self- assembly of water molecules involves least - energy matching.

THE EMERGENCE OF SNOWFLAKE S
The selfassembly procesthat producesnowflakes in a @ntrolled
environmentrequires more thathe indiscriminate vibration behavior
of frozenwater moleculesOnly frozen watermolecules that have a
level of kineticenergy®® that sufficiently reflectsthe energy inequality
or temperaturef the environmenhave the best chante settlesimply
because they outnumber fr mAaetn wat
variations in the vibration behavior of water molecules produced by
differences in their energy may prevent ssd6emblyand even result
in collision andrepulsion

When moleculedry settlingon a growing snowflakeonly the
most efficient, leaseénergy settling attemptssurvive Such attempts
involve synchronization taninimize the energyinvolved particularly
by means ofvibration behaviorsthat take place at the same time
(simultaneouly) and geometricallyin harmony(congruenty). Thus
molecules of which the vibration behavior i®oth congruent and
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simultaneougrelative tothe vibration behavior of molecules that have
already settledcan dutilize the vibration spac&acatedor createdoy
othersthat aremoving in syn@

On the whole, he emergence of a snowflake organization
involves the natural selection b&haviorpattern specieat the level of
frozen water molecule#\ behaviorpattern spcies(a moleale with a
certaindegreeof vibration energy)s selectedthat requiresthe least
energy to jogogether with Synchronizationn the form ofcongruent
simultaneityis at the heart ofhis selection processt demand that
molecules sharthe energy inequalityf the environmenbecausehat
determines their behaviolhe ratural selection of bestmatching
behaviofrpatternspecies is a dynamighenomenorthat has a rather
stablephysicalmarvel(in the shapef a snowflaké as residue

Simultaneous

Time

Congruent Simultaneity
V Low-pressure space creation and utilization
V Birds with same daylight-inequality-minimizing urge

Non-Congruent Simultaneity
V Collision, no utilization of low-pressure spaces
V Birds do not share same inequality-minimizing urge

Flapping
Space

(Simplified)
Figure 16 Self- assembly of a flock of birds involves least - energy matching.

THE EMERGENCE OF A FLOCK OF BIRDS
The selfassembly of a flock of bird® V-formationis not fuelled by
indiscriminatebird behavioreither. Birds join a fleak only whenthey
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sharethe sameurge to minimizethe daylight inequalitypbetweena
region of departure aralregion of arrival

Needless to say, birds with an incompatibtge may be in the
way of selfassembly and, evehring aboutcollisions.When brds try
joining a growing flock, only the most efficient assembly attempts
survive. Such attempts involve synchronization to minimize the
flapping energy needed, particularly throdtyting behaviors that take
place at the same timsihultaneouslyand gemetrically in harmony
(congruently. Birds of which theflying behavior is both congruent
and simultaneous (relative to tiflging behavior of birds that have
already joined the flock) can utilize tipeckets ofow pressuréehind
each wingvacated by dters while moving in sync.

On the whole, the emergence obied-flock organization in V
formation involves the natural selection of behayjattern species at
the level offlying birds. The selectedbehaviorpattern speciesequires
the least energy fdrirds to fly together. Synchronization in the form
of congruent simultaneitis at the heart of the selection process and
demandsthat birds sharethe same urge to minimize the daylight
inequalitybetweena regionof departue anda region ofarrival. Also
in this example the natural selection of a besatching behavier
pattern speciess a most dynamic phenomenon which has a rather
stablephysical marve(in the shape of hird flock) as residue.

THE EMERGENCE OF BUS INESS ORGANIZATION
The self-assembly ofa business organizatioimvolves more tharhe
indiscriminate behavior of peoplas well Ideally, people join an
organizatiornonly when they share the same urge to minimize a certain
supplyor demandnequality.People wih an incompatible urge may be
in the way of seassembly and, even, bring about collisions.

When people try joiimg a business organization, only the most
efficient assembly attempts generally survive. Such attempts involve
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synchronization to minimizehe working energy needed, particularly
through roleinspired behaviors that take place at the same time
(simultaneouslyand geometrically in harmongdgngruently. People

of whomtherole-inspiredbehavior is both congruent and simultaneous
(relative to berolesof peoplethat have already joined) can utilize the
favorableconditions created or vacat®y others(leaders and peers)
while moving in sync.

Simultaneous

Time

Congruent Simultaneity
V Creation and utilization of favorable conditions
V People with same market-inequality-minimizing urge

Non-Congruent Simultaneity
V Collision, no utilization of favorable conditions
V People do not share same inequality-minimizing urge

Behavioral
Space

(Simplified)

Figure 17 Self- assembly of an organization involves least - energy matching.

On the whole, the emergence lmisiressorganization involves
the natural selection afole-inspired behaviotpattern species at the
level of employeesThe selected behavipattern species requires the
least energy fopeopleto work together Synchronization in the form
of congruent simuiéneity is at the heart of the selection process and
demandghat employeeshare the same urge to minimiaesupply or
demand inequalityln this exampleagain the natural selection of a
bestmatching behaviepattern speéis is a most dynamic phenomenon
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