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Foreword 

In 2009, based on the findings in this book, I developed the first true 

iPhone App for leaders, óEmzine Profilerô, together with an Indian 

software development company in Ahmadabad, India.  

Named after the theory introduced in this book, Emzine Profiler 

helps its users arrive at a better understanding of self, of colleagues and 

of organization. It is instrumental when identifying the right leaders 

and when creating winning teams. Moreover, its predictive power 

enables its users always to stay ahead of the pack.  

Emzine Profiler hinges on some crucial research findings.  

All forms of organization are essentially ecosystems that consist 

of behavior-pattern species (like óanimal speciesô). They develop in at 

least four distinctive stages of emergence to minimize certain market- 

and human-inequalities as fast as the local circumstances allow.  

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 perform 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 organizational emergence has its own 

problems, solutions and leadership needs. You can predict the next 
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stage including its characteristic problems, solutions and leadership 

needs once the current stage is known. 

In this book, youôll find an explanation of these findings as well 

as the necessary examples that illustrate how they manifest in society.  

Considering the fundamental nature of these findings, it is no 

wonder that their scope is larger than what their practical application 

might suggest. In the Epilogue, I hint at the possibility of using the 

Emzine theory as philosophical and, even, moral foundation. 

On the whole, no matter whether it concerns profit or non-profit 

organizations or even cities, regions and nations, the evaluation in this 

book and the software application that is derived from it helps you 

interpret the world around you and become the órightô leader yourself. 

 

Marc van der Erve 
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Introduction  

Early 2008, nine months ahead of the US Presidential elections, I 

predicted that the 44
th
 US President would be a ótransformer,ô a leader 

with the same stature and charisma as earlier transformers, such as 

Abraham Lincoln, John F. Kennedy, and Ronald Reagan. Of all the 

contenders still in the race at that time, Senator Barack Obama seemed 

to fit that profile best by far. The rest is history. In 2003, I predicted the 

possibility of the European banking firm, ABN AMRO, breaking up, 

which it did in 2007. I also foresaw General Electric either breaking up 

or reinventing itself and, as I discuss in this book, the evidence so far 

has been remarkably consistent with my forecast. I assure you, magic 

played no part in my predictions. Instead, my ópropheciesô hinged on a 

novel understanding of how óforms of organizationô develop in nature 

and society. In this book, I explain how you can make such predictions 

too and how this pristine ability will change the ethos of leadership.  

The story in this book is the story behind the evolving slideshow 

that I present to audiences around the globe. June 2006, my journey 

began in Brussels where I gave a speech to a distinguished assembly of 

the Club of Rome having been invited by the chairman of its chapter in 

Brussels, Prof Raoul Weiler. After a nearly decade of research
 1

 into 

the behavioral origin of our world, I presented my rather unexpected 

and fundamental findings, which I published in a ólogbook of inquiry,ô 

A New Dimension of Time (2007). The duration of the questions and 

answers session that followed my speech suggested that my findings 
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had struck a chord. However gratifying the experience, the event left a 

question in my mind. My findings would affect the world of scientists 

as much as the world of leaders, but which one should I target first? 

May 2007, the director of the Stellenbosch University Business 

School in South Africa, Prof Eon Smit, was so kind to invite me to 

address a rather large delegation of Alumni and MBA-students. I 

invited my audience to be at the center of my speech by functioning as 

óanchors of explanation.ô Again, the questions and answers session that 

followed my presentation had to be cut short because it was going way 

over the allotted time. What is more, the spontaneous emails that I 

received right after the event from participants and the schoolôs staff 

confirmed not only that my findings had made sense but also that they 

responded to the needs felt by leaders at every level of society. For that 

reason and not just because óleadershipô is a familiar topic to me, I 

eventually decided that I should get my findings across to leaders first. 

In a way, my work builds on the findings by Jim Collins, a 

leading author on corporate excellence. In two bestsellers, Collins first 

states that organizations can be óbuild to lastô and that they can be 

managed from ógood to greatô. Then, in a book published in 2009, 

nuanced by the sobering findings of his research team,
i
 Collins 

explains óhow the mighty may fallô and ówhy some organizations never 

give in.ô This revelation reminds of the findings by one of Collinsô 

famed predecessors, Rosabeth Kanter. In the early 1980s, Kanter 

identified the change-masters of her era to see some of her larger-than-

life case-study examples sadly fail and eventually disappear.  

Involving the natural and social sciences, the theory in this book 

explains why organizations can rarely be build to last but generally 
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only be ógrown to achieve.ô Organizations have lifecycles that may 

differ in length yet they traverse universal stages of growth, decline 

and, occasionally, renewal. Rooted in the theory of chaos phenomena 

and thermodynamics, this book differs from the above epic reflections 

in that it goes straight to the behavior-inspired guts of the miracle of 

organization to lay bare the determinants of success and demise in a 

way that is perhaps less spectacular yet in practical reach of leaders.  

Nonetheless, this book compellingly responds to the hunch of 

Collins that corporate success depends on ókey seats filled with the 

right peopleô by identifying and providing both the theoretical and 

practical means to accomplish this. So, in a way, this book also goes 

beyond the findings of Collins and Kanter. Inspired by a novel theory 

of organization, it renders diverse worlds of growth, decline and 

renewal each with its own problems, solutions and leadership needs. 

The approach that I followed to arrive at my findings should not 

be taken lightly. The ideas germinated in my mind for more than half a 

century. Born with an independent mind, I took the daring and difficult 

path of trying to interpret our world as I saw it emerge, often quizzing 

the leaders that I had access to. In line with the views of the British 

legendary anthropologist, Gregory Bateson, the question in my mind 

was not how phenomena of emergence might differ but how they 

might compare.
2
 Once I discovered the behavioral domain at the heart 

of these phenomena, I studied the ideas of established philosophers to 

see whether and how they supported my findings. Frankly, knowing 

what to search for, I enjoyed reading the work of these philosophers so 

much more. In the epilogue, I elaborate on the quality that made me 

follow this unusual path of inquiry. 

In this book, I take the reader on a journey from a novel insight 

into predictably emerging phenomena of organization to a changing 

view of leadership. I begin this book by holding up a structured mirror, 

a mirror in which the reader can examine his or her comfort zone as 
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leader. In Chapter 2, taking the comfort zone of the reader as reference 

point, I explore the roles of historical, business, and political leaders. 

In Chapter 3, I expand on the organizational parallels that I identified 

in Chapter 2. I illustrate how these parallels extend into the world of 

leaderless organizations, particularly those that are studied in the 

natural sciences. The question emerges what the added value of leaders 

really is. Before jumping to any conclusions, I identify the ówheelsô 

that produce forms of organization in Chapters 4, 5 and 6. In a manner 

that is accessible to the reader, I use the fundamental laws of energy 

conversion to explore why and how the behavioral domain produces 

visible phenomena of organization. In Chapters 7, 8 and 9, bearing in 

mind the consistency of the emergence process, I explain how leaders 

can predict the future state of any form of organization. In Chapters 10 

and 11, I evaluate how the leadership ethos will change as a result and 

how, in practical terms, the management process will change as well. 

In Chapters 12 and 13, I summarize the resulting leadership trend 

breakthroughs and why they remind of another breakthrough in 

medieval times. In Chapter 14, I provide a brief assessment of how the 

findings in this book are likely to affect four main sections of society. 

In the Epilogue, I take a step back to evaluate how the findings in this 

book relate to the views of established thinkers. I also explore the 

prospect of future research steps. For whatever it is worth, I included 

some autobiographical observations in the Notes section. 

As a final point, I chose for A New Leadership Ethos as the title 

of this book in preference to A New Leadership Philosophy because, 

ultimately, the ability to foresee the future will  affect both the moral 

competence and role of leaders. 

 

Marc van der Erve 
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1 - Comfort Zones 

I once attended a lecture by the political analyst and professor of 

International Political Economy, Jonathan Story.
3
 Regularly consulted 

by policy makers from around the world, it occurred to Story that his 

clients typically depicted their country in the center of the world map. 

Why are policy makers actually doing this?  

People construct an image of their world starting with the things 

they know.
4
 In other words, when exploring the world around us, we 

search for things that we are familiar with in our ómental backyard.ô By 

comparing what we find with what we know, a notion of differences 

and similarities in the world around us emerges. These differences and 

similarities effectively serve as our model of interpretation. When we 

have reached that point, our mind is ready for things that we donôt 

know. A haphazard process of discovery unfolds in which the brain 

first identifies and then fill s in the gaps. All in all , it makes perfect 

sense to picture yourself in the center of your world map because it is 

the first step to a state of awareness in which you are ready to search 

for knowledge beyond your mental backyard.  

Bearing in mind this predisposition of the brain, the journey to a 

new óleadership ethosô and a new understanding of óorganizationô 

might as well start with a map that has the mental backyard or comfort 

zone of you, the reader, in the center, the place where you feel most at 

ease. Therefore, before strategizing about our world, Iôd like to put the 
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following question to you. In which one of the leadership situations 

below do you feel most at ease? 

Four Leadership Situations  

The following situation summaries illustrate the typical challenges that 

leaders face in the different stages of organizational development. 

A - Finding a New Platform for growth  

In search of a new organizational cycle, the role of a leader is to spot 

and promote a new concept, a concept that serves as a platform for 

growth. This might involve a business idea, a product, a technology, a 

process, a theory, or a way of life. Often driven by conviction only, 

such a leader may need to make several attempts before making a 

breakthrough, each time mending and presenting the concept until at 

long last the necessary funds are obtained to push it over a threshold. 

B - Resonating with the Environment  

Once the necessary funds have been assured, the role of a leader is to 

build a team that enhances the concept until it meets the needs of one 

or more target groups or market niches. Through vision and passion, 

the leader galvanizes the organization, often not shy of airing the goal 

of wanting to change the world. Both leader and team cozy up to 

clients in efforts to unveil and nurture niches. In the end, the concept is 

refined and turned it into a form that best meets the expectations of the 

market. A sense of success emerges when the concept actually spreads 

(in business this is typically measured as óproduct-revenue growthô). 

C - Repeating Success Ever More  Efficiently  

The role of a leader changes again once a target group or market niche 

develops into a viable source of demand. At that time, the challenge is 

to repeat success ever more efficiently. To maximize the performance 

of an organization, the leader fans out part of his responsibilities to 
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specialists, weaving their activities into a seamless flow. To ensure a 

stream of incremental improvements, the leader relentlessly nudges up 

the standards of success and ensures their follow up through reviews. 

To sway attitudes that are beyond the reach of corporate directives, the 

leader instills a corporate culture. Quality, cost, and óvolumeô are at the 

center of the leaderôs concerns. No matter whether it involves business 

units, organizations, processes, or employees, the leader picks out the 

winners and releases the losers. A well-oiled machine emerges that is 

capable of producing highly efficient, yet programmed responses to 

signals received from inside and outside the organization. 

D - Creating a Level Playing Field  

At some point, the dependence on programmed responses, however 

much optimized, erodes the ability of an organization adequately to 

deal with unforeseen changes in the world outside. Hence, the role of a 

leader in this leadership situation is to break the back of prejudice and 

habit by confronting established ways of thinking and acting. The 

leader tries to unlock the organization by purifying it and by forcing it 

to look for new standards of success outside. Although succeeding in a 

turnaround, such a leader will usually not re-invent the organization. 

Rather, a level playing field is created from which new concepts may 

rise under a leader whose task is to identify a new platform for growth. 

In the world of business, when the success of such a turnaround is not 

reflected in a rising share price, shareholders may force a leader to sell 

off (parts of) the business. 

Identifying a Comfort Zone  

No doubt, most readers will find the above leadership situations quite 

familiar. They may have experienced, assessed, and even supervised 

them. However, the question here is as follows. In which one situation 

do you feel most at ease? In other words, the question is not whether 
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you identify with one or more situations or whether you feel capable of 

managing them. At this stage, I cannot stress enough that each choice 

is right. As Iôll explain later, there are no wrong choices. 

 

A - Finding a new platform for growth 

B - Resonating with the environment 

C - Repeating success ever more efficiently 

D - Creating a level playing field 

 

Once you have decided in which situation you feel most at ease 

(in either A, B, C, or D), memorize that letter just now. With reference 

to the opening discussion in this chapter, your choice represents your 

mental backyard or comfort zone. The latter functions as your personal 

anchor of explanation. It is the starting place from where you will 

redraw the map of your world when advancing in this book.  

Interestingly, when asking members of various audiences to 

make the same choice, I noticed that no leadership situation comes out 

as favorite. As a rule, comfort zones tend to be distributed equally 

across the four leadership situations. Further on in this book, it will 

become clear why this is so. 

Making up the Balance  

Leadership situations say something about the state of organizational 

development and can be set apart by the growth rate of either the 

spread of a new concept or the revenue generated. They also allude to 

four pivotal leadership inclinations (Figure 1). To identify a platform 

for growth, leaders want their organization to discover and innovate. 

To achieve rising growth, leaders want their organization to nurture 

product or market niches. To repeat success ever more efficiently and 

achieve stable growth, leaders want their organization to specialize and 

optimize. At times of declining growth, leaders want to confront and 
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purify their organization hoping to liberate it from futile programmed 

responses. Corresponding to these inclinations, the leadership situation 

of your choice fits one of the following leadership archetypes. 

Transformer  

You are a transformer-type leader in case you opted for A - Finding a 

New Platform for growth. Transformers seek to re-invent and also 

transform an organization from whatever it was in the previous (level-

playing-field) state. Because transformations generally unfold from the 

inside out, they are concerned with internal potential. Transformers 

search for meaning, bring innovators together, and ensure the funding 

of promising new ideas. 

Builder  

You are a builder-type leader in case you opted for B - Resonating with 

the Environment. Builders seek to achieve rising growth, that is to say, 

growth in the spread of a concept or in product revenue. They put the 

focus of their organization on the development of new product or 

market niches. Builders are concerned with óinequalitiesô in the outside 

environment, such as the needs of customers. Working hard to prove a 

yet-unproven concept, builders lead by vision and passion, demanding 

loyalty and commitment. 

Grower  

You are a grower-type leader in case you opted for C - Repeating 

Success Ever more Efficiently. Growers seek to achieve stable growth 

by duplicating early successes ever more efficiently. They particularly 

focus on niches that have been identified as viable sources of demand. 

They are concerned with óinequalitiesô inside the organization seeking 

to balance disparities in standards, flows, and the timing of activities. 

They involve specialists who are expected to work together as part of 

an all-inclusive process. Growers set boundaries and value (corporate) 
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culture. As a result, they produce an organization that is closed. This 

manifests as a not-invented-here syndrome and a strong sense of pride. 

Figure 1   Making up the balance.  
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Confronter  

You are a confronter-type leader in case you opted for D - Creating a 

Level Playing Field. Confronters seek to achieve a turnaround by 

shaking an organization or company out of an inward-looking trance. 

They confront the established thinking when entrenched responses 

make it impossible for an organization to adjust to a radically changing 

environment. Confronters make an organization more open to outside 

perspectives about success and failure. They break with the promote-

from-within tradition when it comes to finding the best person for the 

job. On the whole, confronters want to purify an organization hoping 

to extend its life cycle. 

Temporality of Leadership  in Brief  

Once you identify with one of the above leadership inclinations, you 

cannot easily escape from it because it is a reflection of your psyche 

(see Chapter 10, A New Leadership Ethos). This should not be a reason 

for concern because a leader with one particular inclination inevitably 

produces the need for a leader with another inclination. In other words, 

each inclination is needed somewhere down the road of organizational 

or corporate development. A leader who identifies a new platform for 

growth paves the way for a leader who builds an organization which 

markets it. A leader who nurtures niches into viable sources of demand 

paves the way for a leader who excels in repeating such success ever 

more efficiently. A leader who turns an organization into a growth 

machine eventually creates the conditions for its demise and paves the 

way for a leader who purifies the organization. There are deep-seated 

but, thus far, hidden reasons for the temporality of leadership which is 

why I decided to write this book and design the iPhone App, Emzine 

Profiler. 
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Findings So Far  

At this point, I generally ask the members of my audience to introduce 

themselves to the people sitting around them, yet to present themselves 

either as a transformer, builder, grower, or confronter. What people 

typically get out of this experience is that relating to their world this 

way is so much more meaningful. Through their comfort zone, they 

know not only who they are and what they stand for but also how they 

relate to the organization of which they are part. They also know how 

to relate to their peers and, more importantly, their peers know how to 

relate to them. They know how future success can best be achieved 

because they are aware of what next to expect when the organization 

advances. Last but not least, they know when and when not to 

dominate in the search for new directions because, in a certain state of 

development, the views of peers with another comfort zone may be 

more opportune. At the end of the day, the most profoundly felt benefit 

of identifying your leadership comfort zone is that it helps you find an 

ideal leadership role model (Chapter 2, Leadership Role Models). 

The above conclusions are reminiscent of a workshop that I once 

facilitated, a workshop that illustrated the reality behind the above 

findings. My mission was to bring the management team of a highly 

specialized services firm together and help them find a common way 

of dealing with a changing market. Preparatory interviews showed that 

the characters of the people in the group were diverse, to say the least. 

The judgment of peers gyrated around matters of personality and style 

and did not appreciate enough the fundamental tendency that each of 

them brought to the table when interpreting the state of the business. 

So, I sketched the four leadership situations and asked them to make 

the same choice as above. Subsequently, each participant presented 

him- or herself as a transformer, builder, grower, or confronter and 

explained why. This visibly improved the opinion of peers as well as 

the attitude overall. For example, the builder type was no longer seen 
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as a cowboy who ventures out in the open to search for new business 

(particularly in the eyes of the grower type who was more concerned 

with process, predictability, and internal controls). In turn, the grower 

type lost his status of nitpicker. The debate soon cascaded to a useful 

discussion about the state of the different business units. In the end, to 

ensure a steady stream of revenue, established business units were 

balanced with up-and-coming ones and the tactics for each were 

derived from its current state of development. The latter also helped 

the team decide whose comfort zone was best fit to lead a business 

unit. Inside the mind of one team member, a crucial question remained 

unanswered. óDo I have a future in a company where most, if not all 

business units do not fit my comfort zone?ô he asked. My answer was 

affirmative. As I explore in Chapter 9, The Ability to Predict, it is quite 

risky to populate an organization with one leadership archetype only. 

Too many people in one comfort zone may fragment an organization 

when it advances to the next state and when the input of people with 

another comfort zone is crucial. However, two years later, I heard that 

he had left the company. 
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2 - Leadership Role Models 

Once you have identified which leadership archetype agrees best with 

you (transformer, builder, grower, or confronter), the mapping of 

leaders in the world around you becomes so much more meaningful. It 

is not only possible to identify archetypes in the landscape of leaders 

but also the role of leaders in the development of their world.  

This chapter offers both good and bad role models that will be 

useful to you when expanding your understanding of the type of leader 

that you might be. On the other hand, you might want to skip this 

chapter (to read it later) and fast forward to Chapter 3, A World of 

Parallels, where I begin my investigation into óthe whyô of leadership 

archetypes and stages of organizational emergence. I explore the deep-

seated logic behind leadership archetypes and how the emergence of 

all observable forms of organization can be explained by one theory, 

the so-called óEmzine theoryô. 

In this chapter, I identify examples of historical, corporate, and 

political leadership to illustrate the consistency of the different types of 

leadership. These examples speak to the imagination and, at the same 

time, broaden the map of your world. From time to time, it is not clear 

whether the state of an environment shapes the role of a leader or 

whether the role of a leader shapes the state of an environment; an 

observation that is subject of discussion later in this book.  
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Figure 2   Historical leadership  role models.  

Historical Leadership Role Models  

Starting with the most ancient leader first, here is a short selection of 

historical figures who even today are influencing the thinking and 

acting of large bodies of people. For all intents and purposes, these 

leaders are reviewed and mapped based on their particular role as 

leader rather than on the meaning of their message.  

BUDDHISM  

Siddhartha Gautama  ï Tran sformer  

About 600 BCE (Before the Common Era), protected from human 

suffering outside the palace gardens, Siddhartha Gautama grew up as 

the son of King Shuddhodana Gautama, king of the Shakya clansman 

who dwelt along the Rohini River near the southern foothills of the 
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Himalayas. At an early age, Siddhartha married a princess from a 

neighboring kingdom. For many years, Siddhartha and his beloved 

wife ówere emerged in music, dancing and pleasure.ô
5
 However, when 

trying to pierce the meaning of the human condition, óhis thoughts 

always returned to the problem of suffering.ô At the age of 29, his 

spiritual unrest came to a climax after his only child, Rahula, was born. 

He left the palace not to return. For six years, he lived in the forest of 

Uruvilva on the banks of the Nairanjana River adhering to austere 

practices and ignoring his human needs to the limit. In the end, he 

realized that the practice of self-denial would not help him achieve 

enlightenment. So, he bathed in the river and accepted a bowl of milk 

from a maiden who lived nearby. Then, in a state of exhaustion, he 

rested under a fig tree and decided to meditate until he had found the 

ótruth.ô The following morning his mind was clear. On the day that he 

turned 35, so the story goes, Siddhartha Gautama found the path to 

enlightenment and became a óBuddha,ô an óenlightened one.ô From 

then on, he assumed the role of teacher.  

Compared with the fossilized ideas of other historical leaders of 

thought, the views of Siddhartha Gautama stand out. Gautama did 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 awakened Gautamaôs compassion 

as well as his awareness of the behavioral origin of physical reality. He 

asserted that everyone who discovers the true nature of reality, of the 

mind, and of the suffering of the human condition can also find a way 

to liberation and become a óBuddha.ô Everything is a result of óa series 

of causes and conditions.ô In point of fact, óa thing in itself does not 

exist and can be said to be non-existent.ô At the same time, because 

óreality has a relative connection with causes and conditions, it can be 

said that it is not non-existent.ô Then again, óto believe that things 

produced by any incalculable series of causes can last forever is a 
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serious mistake. Everything is in relation to everything else. Nothing 

ever exists entirely alone.ô Although each reality stands by itself, the 

rise of one reality functions as the condition for the rise of another. 

Indeed, only together, they arise.  

A compassionate leader of thought rather than religion, Gautama 

was a transformer. He did not confront society, neither did he build 

one. Instead, he chose to search for an insight that would help people 

distance themselves from the constraints and suffering of physical 

being. Enlightenment is what he identified, an ability to reach beyond 

the physical, an ability to grasp its behavioral causes and conditions. 

As the first Buddha, Gautama identified a new platform for growth 

from which Buddhism emerged eventually. 

CHRISTIANITY  

John the  Baptist  ï Confronter  

When in 6 CE (Common Era) the Romans took control of Judea, 

Samaria, and Galilee, the common language was Greek. Greek was a 

remnant of the presence of Alexander the Great, whose empire reached 

from Greece to Pakistan some 300 years before. While the scriptures of 

the Torah had been successful in preserving the identity of the Jewish 

culture, its 613 commands and prohibitions had divided Jewish society. 

In A History of Christianity (1976), the British historian, Paul Johnson, 

writes:
 6
 

óThe Jewish scriptures, formidable in bulk, gave employment 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 comprehend, bread and butter for a 

proliferating clergy and an infinite series of traps for the righteous.ô 

Nonetheless, the Jewish world provided the Roman Empire with 

the religious acumen that the Hellenic culture failed to add, however 

good it had shown to be in producing and spreading sophisticated 
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instruments of knowledge. On the divide of Jewish religious rigor and 

Hellenic openness, hundreds of cults and thousands of sub-cults came 

to light. One of these cults, the Essenes, had its quarters in the Qumran 

monastery. The Essenes believed óthe Temple was not the building, but 

the worshippers, that is, the Church,ô an idea which Paul seems to have 

adopted in his teachings. Johnsonôs description of the Essenes shows 

an abrasive movement which seeks to purify Israel both from religious 

dissonance and from the Romans. 

óThe Essenes were members of an extremist apocalyptic sect. Their monastery and 

their other cells were incubators for extremists, Zealots, men of violence, and enragés. 

Jerusalem and its wicked priests are the enemies [and] so are all the Gentiles [non-

Jews]. A king [the Messiah, that is, the Son of Light] will be restored to the throne and 

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

the Gentiles will all be dead.ô  

In view of the Roman occupation, most Palestinians probably 

shared the idea that a liberator or óMessiahô would introduce himself 

soon. The pursuit of ópurificationô by the Essenes inspired baptizing 

ceremonies by óholy eccentricsô throughout the Jordan Valley. The 

idea was to purify individuals literally by washing out their sins. John 

the Baptist, who was probably once an Essene monk, grandly emerges 

from this group of baptizers when he identifies Jesus as the Messiah. 

Johnson concludes: 

óThe Baptist is thus the link between the general reformist and non-conformist 

movement in Judaism and Jesus himself. John was moving away from the Essene 

concepts. He thought God would intervene without the assistance of the Essene army. 

He had [also] broken away from the absolute exclusiveness of the Essenes, teaching 

that Godôs favors were to be offered to the entire Jewish people, not just to the sect.ô 

His function in the history of Christianity was to attach elements of the Essene 

teaching to the consistent view of the Jewish [interpretation of the world]. John was an 

impatient man, as well as a wild-looking one: the Messiah was not merely coming ï he 

was here! [He] is the operative agent who sets the whole thing in motion.ô 
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As one-time member of the Essenes, John the Baptistôs mission 

was to confront Jewish society with the need for purification. He was a 

confronter, albeit a non-militaristic one. By identifying Jesus as 

liberator or Messiah, he bounced the Sect of Jesus off the level playing 

field of society, an event which eventually pushed the teaching of Jesus 

over a threshold of recognition and ensured its propagation. 

Jesus  of Nazareth  ï Transformer  

Jesus related probably most to the Pharisees, a party among the Jews 

who were known for their strict observance of the Law. The Pharisees 

believed in the immortality of the soul, the resurrection of the body, a 

future reckoning at the end of 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 the open-minded Pharisee rabbi and 

brilliant lecturer, Hillel, Jesus acquired a more independent, humane, 

universal and, thus, Hellenistic perspective of Torah interpretation. The 

Law should not block the view of God but lead to him. Not obedience 

but faith should lead to salvation. Then again, as Johnson writes, óJesus 

was not a simple figure and was difficult to read.ô He embraced the 

Hellenic notions of good and evil and replaced the Judaic Law with a 

series of insights. Dialogue, exploration and experiment were crucial to 

him. Little by little, he distanced himself from the Law, ówhile trying 

to prevent accusations of blasphemy, breaking with the Jewish faithô in 

the end. 

The crucifixion of Jesus should be seen against the backdrop of 

cults, such as the Essenes, which were leaning toward intimidation and 

violence ï a state of affairs that reminds of the terrorist threats today. 

The Essenes not just questioned the presence of the Romans but also 

the state of contemporary Jewish society and how it was sustained by 

the establishment at that time. When the audience of Jesus woke up to 

the idea that he might possibly be the liberator of whom the Essenes 
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(such as, John the Baptist) spoke, the Jewish authorities took him out, 

shrewdly entrusting the task to the Romans. 

On the whole, Jesus was not a confronter per se nor did he did 

build a society. Rather, he was a transformer with distinctive ideas 

about the relationship with the tribal Jewish God. Moreover, counter to 

the aim of Essene purists, he turned the Jewish religion into a more 

universal phenomenon by embracing both Jews and Gentiles (non-

Jews). His teaching served as a platform from which Christianity came 

to light eventually. 

Apostle Paul  ï Builder  

The apostle, Luke, was not in Jerusalem when Jesus was crucified. 

According to Johnson:  

óHe was not an eye-witness. He was a member of a mission to the Gentiles. Lukeôs 

account of the religion preached immediately after does not bear much resemblance to 

Jesusô teaching. Its starting-point is 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 message. Lukeôs gospel tells us that [the apostles] returned 

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

Other apostles did not stand out by their leadership either.  

óIf the famous Petrine text in Matthew is genuine, Peter was 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 James [the youngest brother of Jesus] and other 

members of Jesusô family. Finally, Peter went on foreign mission and left the 

Jerusalem circle altogether.ô 

After the death of Jesus, his brother, James, became head of the 

sect in Jerusalem. As the fate of so many contemporary cults had been, 

the threat of folding back into the Jewish religion remained. In 49 CE, 

during a gathering of followers, only the passionate intervention by 

Paul, óthe Jew of Tarsus,ô prevented the first Council of Jerusalem 

from maintaining the Jewish ritual of circumcision in return for the 
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observance of certain Jewish laws related to diet and sexual conduct. In 

fact, Paul sought to preserve the universality of Jesusô teaching, 

knowing that óGentiles regarded circumcision as objectionable.ô  

óPaul was the first and greatest Christian personality. [He] did not invent Christianity 

or pervert it: he rescued it from extinction. Paul, the Jew, whose natural tongue was 

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

processing machine, and thus made Judaic monotheism accessible to the entire Roman 

world.ô  

Paul also developed the teaching of Jesus into an inclusive 

product which incorporates the ócentral doctrines of Christianity,ô a 

gospel which embraced the Romans. However, Johnson notes: 

Paulôs epistle to the Romans is an imperfect document. The 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, Paul was a beneficiary of a vision. As a man who demanded the whole truth, 

he recognized that his vision had been incomplete. [All in all,]  the process of trying to 

think through the theological problem made Paul into a very formidable figure. 

After Jesus the most profound leader of the early Christian 

movement, óPaul was a beneficiary of a vision,ô an ardent builder who 

prevented the early movement from extinction. He also developed the 

ideas of Jesus into a theological concept that responded to the needs 

and thinking of novice believers in niches throughout the Roman 

Empire, niches that he first identified and then nurtured. 

ISLAM  

Muhammad  ï Builder  

The tales of Abraham, Moses, and Jesus of Nazareth also spread to the 

Arabian Peninsula. However, they failed to have a similar impact even 

in Mecca where the people claimed to be from Abrahamôs lineage 

through his first born son, Ishmael, from Abrahamôs Egyptian maid, 

Hagar. According to the history section of The Glorious Qurô©n,
 7 

Abraham built the black, cube-shaped temple in Mecca, the Kaôbah, 
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for the worship of óthe One God.ô Nonetheless, in the 6
th
 century, óthe 

chief objects of worship were a number of idols which were called the 

daughters of Allah.ô 

A native of Mecca, óMuhammadô of the tribe of Qureysh grew 

up without a father. His grandfather protected him and, when the 

former died, his uncle, Abû Muttalib, looked after him. Traveling with 

his uncle at an early age, Muhammad joined a merchantôs caravan to 

Syria. Eventually as a merchant himself, Muhammad made the same 

journey in the service of a wealthy widow, Khadîjah. One of her 

servants, who accompanied Muhammad, learned to know him as a 

steadfast person and referred to him as óAl-Amîn,ô the trustworthy. 

Soon afterwards, Khadîjah married her 15-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 notables, Muhammad was upset by the idolatry that took 

place in Abrahamôs temple. The worship of idols was at odds with his 

belief in the One God of Abraham. Having done well in life, the need 

for a broader role in society developed in Muhammad.  

From the age of forty, his devotion to the óOne Godô became the 

central theme of his life especially following a dream in the month of 

the heat (the Ramadân). When the temperatures would climb above 

55°C (130°F), affluent Meccan families usually retired to the coolness 

of a cave. Muhammadôs óplace of retreat was Hir©, a desert hill not far 

from Mecca.ô After his revealing dream at Hirâ, Khadîjah introduced 

Muhammad to her cousin, an aged man ówho knew the Scriptures of 

the Jews and Christiansô. As an illiterate, Muhammad was forced to 

memorize these scriptures. He selected and interpreted the holy texts as 

he saw fit, referring to his account as the Al-Qurô©n or óThe Readingô. 

óA man of humble and devout intelligence, a lover of quiet and 

solitude,ô Muhammad developed an irresistible yearning to be óthe 

Slave of Allahô and made it his mission to preach óobedienceô.  
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In the three years after his dream, his following consisted of his 

wife and family members. As his courage grew, he went out to preach 

more openly much to the annoyance of fellow Qureysh tribe members. 

Irritated by Muhammadôs condemnation of idolatry, the Qureysh then 

ostracized his clan. After unsuccessful plots to kill him, Muhammad 

went into the city to preach only during the annual pilgrimage. During 

one such pilgrimage, Muhammad caught the attention of a few men 

who came from Al-Madînah, a city some 350 kilometers (200 miles) 

north of Mecca. Al -Madînah was the home of Jewish tribes with 

learned rabbis who spoke of the coming of a óMessiah.ô When the men 

met Muhammad, they saw in him the prophet of whom the Jews spoke.  

When the intensity of Qureysh threats grew, the followers of 

Muhammad sold their property and moved to Al-Madînah. In 622 CE, 

after thirteen years of persecution, Muhammad fled from Mecca as one 

of the last to do so and the great flight, the óHijrahô, became history. 

When Muhammad arrived in Al-Madînah, he made a treaty with the 

Jewish tribes securing equal rights and religious liberty. Nonetheless, 

something had snapped in his mind. So, at the same time, he made it 

Allahôs will to ómake war upon the persecutors until persecution is no 

more and religion is for Allah only.ô As a result, he ended up pursuing 

his own tribe as they pursued him claiming the unassailable support of 

the Divine. The remainder of Muhammadôs life unfolds as a sequence 

of power struggles. When established communal powers rose against 

the Muslims, they were beaten back in precarious clashes that could 

have been victorious for either side. In 632, when Muhammad dies, ten 

years after his flight to Al Madînah, the Arabian Peninsula appeared to 

have been united under óAllahôs ruleô. 

Muhammad proved to be a dazzling builder who developed the 

Jewish and Christian scriptures into a collection of memorized verses 

that better fit  the needs of the Arab world. As leader of his movement, 

not unlike most other builders, óhe personally controlled every detail of 
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organization, judged every case and was accessibly to every suppliant.ô 

He realized his dream-inspired vision of widespread belief in the óOne 

God of Abrahamô and unity under óAllahôs rule.ô 

Abû Bakr  ï Grower  

In the year after Muhammadôs death, most of the Muslims who had 

memorized the Qurô©n were killed in battle.
8
 Fortunately, some his 

followers had safeguarded a number of verses or óSûrahsô in written 

form. So, to preserve the Qurô©n as a framework of Muslim conduct, 

the long-time confident and closest friend of Muhammad, Abû Bakr, 

called these Sûrahs in. Then, based on these written passages and óthe 

testimony of those who had the whole Qurô©n at heart,ô Abû Bakr saw 

to the compilation of 114 Sûrahs, which he authorized as óThe Qurô©n.ô  

According to the Sunnis, Abû Bakr emerged as elected leader 

from the group of strongmen that surrounded Muhammad until his 

death. The Shiites, on the other hand, believe that Abû Bakr took the 

rightful place of Ali ibn Abi Talib, Muhammadôs son-in-law who was 

married to his daughter, Fatimah. In effect, the Shiites also dispute the 

claim that Abû Bakr saw to the preservation of the Qurô©n because óhe 

should have accepted a copy of Aliôs written version.ô Nevertheless, 

history shows the indisputable advances that Abû Bakr made in 

preserving and expanding the territory that was under óAllahôs rule.ô  

In spite of a reign that lasted a little more than 2 years until his 

death in August of 634, Abû Bakr invaded both the Sassanid Persian 

Empire (Iraq) and the Eastern Roman or Byzantine Empire (Syria). He 

paved the road that led to one of the largest empires in history a few 

decades later. By relying on an army of volunteers and his brilliant 

general, Khalid ibn al-Walid, he overcame óa deep, unreasoning fear 

which ran in the tribal consciousness as a racial complex and was the 

result of centuries of Persian power and glory.ô The successes of 

Khalid can in part be explained by his strategy of simultaneous multi-
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directional overnight attacks of separate enemy divisions which he 

defeated this way, one at the time. 

The legacy of Abû Bakr goes beyond territorial advances and the 

collection of a written framework of Muslim conduct. He established 

the administrative institutions and procedures needed to govern a 

growing Islamic empire. He also introduced Islamic law, Ijtihad, which 

summarizes the process of making legal decisions. Abû Bakr was the 

first Muslim ruler to establish the óHouse of Moneyô or Bayt al-mal, óa 

financial institution responsible for the administration of taxes,ô 

basically, a royal treasury. With an eye on the future, he bought land 

for óThe Mosque of the Prophetô which eventually became the resting 

place of Muhammad. óHe was also the first [Muslim] ruler to establish 

crown pasture and to nominate a successor.ô 

As a leader, Abû Bakr was a grower who did not only expand 

the Islamic empire but also established the managerial infrastructure to 

repeat early successes ever more efficiently. He sought to balance out 

disparities in standards both by publishing an authorized Qurô©n and by 

founding a body of Islamic law involving specialists (from generals to 

financial controllers) as part of an all-inclusive process. 
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Figure 3   Corporate leadership role models.  

Corporate Leadership Role Model s 

In an article, Temporal Leadership, which was published in 2004 in 

European Business Review,
 9

 I gave an analysis of the role of several 

leaders during the development of their company, an analysis which 

attracted both acknowledgement and surprise.
 10

 From time to time, I 

updated my analysis when developments involving these companies 

would reach the press. As the next reviews illustrate, my appraisal and 

predictions materialized time and again across the companies that I 

monitored. The leaders in question played or are still playing a role 

that agrees with one of the four leadership archetypes. As I explain in 
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the next chapters, there are fundamental reasons why this is so. Below, 

I discuss the different corporate leaders within the context of their 

companyôs history.  

ABN AMRO  BANK  

In April 2007, the biggest bank in the Netherlands, ABN AMRO,
 11

 

was going through a take-over battle. Being taken over rather than 

taking over was on the agenda. On paper, its chairman, Rijkman 

Groenink, had accepted a takeover bid by Barclays Bank hoping to 

prevent óhis bankô from being divvied up and, perhaps, also to secure a 

future position for himself. However, the bankôs shareholders objected 

to his choice favoring a higher bid by a consortium consisting of Banco 

Santander, Fortis Bank, and Royal Bank of Scotland. This odd group 

of banks eventually got the deal and carved up the business.
 12

 The fate 

of ABN AMRO and, for that matter, Groenink, had been in the stars 

since 2003, when I actually wrote my paper.  

The appointment of Rijkman Groenink as chairman of the board 

of management in May 2000 came to many as a surprise. He was seen 

by some outsiders as a hardnosed executive with an often less-than-

diplomatic directness. But after more than 100 years in business, ABN 

AMRO needed someone who would challenge its inward orientation. 

The entrepreneurial spirit of its founders in the colonial past, who 

financed the trade of Dutch explorers across the world, had slowly 

been choked by the bankôs increasingly complex culture. A period of 

stable growth had fostered an excessive need for consensus and a 

burdensome hierarchy. In spite of rather sizeable investment programs, 

the bank experienced problems when adapting its responses to changes 

in the market. Groenink succeeded the grower-type chairman, Jan 

Kalff, who expanded the bankôs commercial banking and finance reach 

through acquisitions in the US, Latin America, Southeast Asia, and 

Eastern and Central Europe.  
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Groeninkôs approach was to confront the bank with its self-

righteousness. To purify the organization, he divided it into business 

units. By instilling a harsh profit-oriented reporting culture, Groenink 

identified loss-making products and activities which he then removed 

from the bankôs business model without noticeable concern for the 

interests of affected clients. Before Groeninkôs appointment, óthe 

bank,ô as it cuddly called itself, wanted to do everything itself. Now, it 

was seeking solutions outside for activities that were considered to be 

ónon-core.ô Groenink turned out to be a leader who confronted, shook 

up, and purified the bankôs operations. It may have been obvious to 

those who knew him personally, Groenink was a confronter. When 

despite his leadership, the bankôs share price failed to gain in value, the 

British hedge fund, TCI, which owned just over 1 percent of the bankôs 

shares, somehow forced Groenink to sell off parts of the business and 

agree to a takeover. Under Groenink, ABN AMRO simply and sadly 

dissipated as history (then re-emerged later by chance).  

The seeds for the bankôs breakup may well have been planted by 

Groeninkôs predecessor, Jan Kalff, whose buying spree of companies 

across the world produced a colossus that could not easily be moved 

when the market conditions changed. The demise of ABN AMRO 

reminds of ITT Corporation, where Rand Araskog fulfilled a role 

similar to that of Groenink when he cleaned up the remnants of his 

predecessorôs hegemony. An instinctive and hardnosed grower, 

Araskogôs predecessor, Harold Geneen, grew ITT into the alleged 

óGeneen Machineô by acquisition and rigorous controls.
 13

  

On the whole, confronters, such as Groenink, establish a level 

playing field, a state in which anything can happen. Having reached 

such a state, companies may either implode (ITT) or disintegrate (ABN 

AMRO). At times, leaders manage to revive such an organization and 

turn it into a new fountain of growth albeit after a painful process of 

restructuring. Apple Computers represents such a remarkable case. 
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APPLE COMPUTERS  

The history of Apple Computers stands out by its transition toward a 

state in which it excels in identifying new product niches once more.  

Steve Jobs, one of the two company founders, establishes his 

reign as a builder who identifies new products ranging from Apple I, 

Lisa, the Macintosh, and the iMac to the iPod, iTunes, and the iPhone. 

The first time around, he manages to achieve annual revenues of about 

600 million dollars with the help of a motivated team of talented, even 

eccentric people.
 14

 Then, when the business runs astray, Jobs is ousted 

and John Sculley, whom Jobs brought into the company, takes over.  

Sculley is a different kind of leader. Bred in the stables of Pepsi 

Cola, Sculley is a grower. He focuses on the optimization of Appleôs 

operational and marketing processes.
 
Whereas the search for product 

niches energized Jobs, the duplication of success made the world of 

Sculley go round.
 15

 Within a decade, Sculley manages to increase 

annual revenues thirteen-fold. Then, when revenue growth declines, 

Sculley runs into a wall. He fails to set off another cycle of growth and 

stumbles over the realization of a new product niche (handhelds).  

After Sculley leaves the company, Michael Spindler and Gil 

Amelio succeed him, one after the other. As a confronter, Spindler cuts 

into the organization hoping to level costs with Appleôs declining 

revenue growth.
 16

 Amelio continues to cut costs. Yet, as a transformer, 

he also invests in the development of new ideas. In the end, he 

manages to convince Jobs to help rebuild Apple.
 17

  

Contrary to his predecessor, Jobs reenters the business with a 

clear-cut vision.
18

 He reduces the number of research projects to a 

handful of novel ones and, again, becomes a motivator to his people. 

He also demands to be involved in everything. Jobs does not only 

introduce the iMac (the network computer), the iPod and the iPhone 

but he also starts selling music through the internet as the first ever to 
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do so (iTunes). Once more, Steve Jobs showed 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 his 

time to go again. At that point, he is likely to make room for a new 

grower-type leader not unlike Sculley was. 

DIGITAL EQUIPMENT CO RPORATION  

As a former employee of Digital Equipment, I observed how its last 

president, Bob Palmer (a confronter), eventually sold off the business 

to rival Compaq in 1998. Compaq was sold itself to Hewlett Packard a 

few years later. Palmer succeeded a grower, Ken Olsen, who increased 

the annual revenues of Digital Equipment to more than 13 billion US 

dollars basically by betting on one line of products (mini-computers). 

Not having broadened Digitalôs business and operational platform (as 

Hewlett Packard had done), Olsen may well have set the conditions for 

Digitalôs future annihilation. Considering that the explosive growth of 

the PC-business crippled Digital, Olsenôs 1977 assertion is unique: 

óThere is no reason for any individual to have a computer in his home.ô  

Ken Olsen started the company with the help of investor, Harlan 

Anderson. Hence, the builder-type leadership of Digital must have 

been provided by the people that surrounded Ken in the early days, 

particularly the remarkably creative inventor, Gordon Bell. Bell joined 

Digital in 1960 straight from MIT then óretiredô in 1983 after a heart 

attack. Whereas the annals blame his physical condition, Bell was 

healthy enough to create several companies after he left. In 1995, he 

even joined Microsoft as senior Research Advisor.  

The first chairman of Digitalôs European Board of Directors, 

Jean-Claude Peterschmitt, vividly remembers the repeated dog fights 

between Olsen and Bell.
 19

 These fights show the collision between a 

builder (Gordon Bell) and a grower (Ken Olsen), a contest which 

Olsen could only win. 
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GENERAL ELECTRIC  

When Jack Welch was appointed CEO in 1981, the value of GE was 

estimated at 12 billion US dollars. Twenty years later, Welch had 

increased the companyôs value to an amazing 280 billion US dollars.
 20

 

Beyond question, Jack Welchôs leadership example is that of a grower.  

In the first years of his reign, the press refers to him as óNeutron Jackô 

after he reduces GEôs payroll by some 100,000 employees as part of a 

strategy to fix, sell, or close GEôs businesses maintaining only those 

ranking first or second on the market.
 21

  

From then on, Welch becomes the driving force behind the 

improvement of people and processes. He commits his entire company 

to a demanding total-quality program, the largest quality initiative ever 

mounted in Corporate America. As part of a ruthless process of natural 

selection, Welch asks his managers to identify 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 disciplined approach of the army, he hires hundreds of junior 

military officers annually. In short, Welch creates a process-focused 

organization that excels in duplicating success ever more efficiently. 

He also buys a record number of companies that fit his comfort zone, 

typically companies with a proven track record that experience stable 

growth and can be expanded.  

When Welch retires in 2001, Jeffrey Immelt takes the helm. 

Soon after, as world-economic conditions worsen, Immelt is pushed 

into a confronter-type leadership role when he sees the companyôs 

growth rate decline. Selling less performing businesses, as Welch did, 

was not always an option.
 22

 Some of GEôs businesses had grown so 

much that no company could afford them. Immelt chose to confront 

and purify the businesses of GE. Where necessary, he created a level 

playing field from which a new cycle of growth might emerge. The 
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renewed interest in the research capabilities of the company (which, 

incidentally, Thomas Edison established) hints at Immeltôs approach.
 23

  

According to some GE employees, Immelt continued to reverse 

GEôs inward orientation, making the company more open to outside 

influences and more focused on innovation, a sea change from the 

approach of his predecessor. Consistent with the forecasted leadership-

archetype progression, Business Week reports in May 2005 about óThe 

Immelt Revolution.ô Apparently, óGE has made a break with its 

promote-from-within policy.ô Then, in a language which defies the 

instinct of Welch: óThe changes are tough on the many who arenôt 

dreamer types.ô 

In May 2007, GE is still heading for a level playing field from 

which anything might emerge. GE might reinvent itself. On the other 

hand, it might be sold off in pieces. Less than a week after I expressed 

this view during a presentation at the Stellenbosch University Business 

School, the Saudi company, SABIC, agrees to buy GE Plastics for 11 

billion US dollars. Bear in mind, GE Plastics is the very division that 

groomed both Welch and Immelt. As stated by Immelt, the business of 

GE Plastics is ótoo cyclical and not sufficiently in sync with GEôs other 

businessesô (meaning that its growth has been declining). The proceeds 

might be used to finance other acquisitions. Ironically, at about the 

same time, gossip about the sale of another division (NBC Universal) 

reaches the surface. However good GE performs under Immeltôs 

leadership, the growth of its share price has been lagging. It is less than 

that of the S&P 500 and far below that of Siemens. As such, the sale of 

GE Plastics did not improve anything. Not surprisingly, at the debut of  

2008, óthe rumor of a more valuable GE when divvied upô persists.
 24

  

MARKS & SPENCER  

In May 2000, the Belgian, Luc Vandevelde, is appointed chairman and 

CEO of Marks & Spencer. An accountant by training, Vandevelde 
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worked 23 years for Kraft Foods in Europe then built a reputation by 

turning around the French food retailer, Promodes, before merging it 

with the supermarket chain, Carrefour.  

Now, his mission is to rebuild the 119-year-old British retail 

institution. He lets go 4000 employees and closes 38 money-losing 

stores on the European Continent. Vandevelde seeks to transform the 

business and raises new capital to do so. He attracts creative young 

executives from outside to help him reinvent the business. Whereas 

Marks &Spencer was specialized in apparel at first, Vandevelde 

concedes that food is central to the success of the business. He 

experiments with a óconvenience store formatô in London which could 

well be rolled out in the United Kingdom if successful.
25

  

After two years, Vandevelde is seen to have óput the spark back 

into Marks & Spencer,ô
 26

 He is recognized as a transformer who 

reinvented the company. Yet, in 2004, the board of directors of Marks 

& Spencer announces the immediate departure of Vandevelde and his 

chief executive, Roger Holmes. As advisor to the prominent Halley 

family (shareholders of Carrefour) and as director on the board of both 

Vodafone and the private equity firm, Change Capital, Vandeveldeôs 

focus simply faltered. The boardôs decision should also be seen in the 

light of a takeover bid by the retail entrepreneur, Philip Green. 

When Vandevelde leaves, the former Arcadia chief, Stuart Rose, 

returns to Marks & Spencer as CEO, having left M&S 17 years ago. 

After painstaking negotiations with the companyôs shareholders, Rose 

manages to prevent a takeover by Philip Green to whom he had sold 

Arcadia before.
27

 Subsequently, he fine-tunes the business model of 

Marks & Spencer, opens shops, introduces new products, and attracts 

talent to manage the different business units. A lifelong retailer, Stuart 

Rose, emerges as an extraordinary builder-type leader. 
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Figure 4   US presidenti al leadership  role models.  

Political Leadership Role Models  

As I write this text early 2008 in South Africa, the US primaries are in 

full swing.
 28

 Both Democrats and Republicans are going through an 

electoral process to decide who their presidential candidate should be 

in the November presidential elections. At the same time, news about 

the pending elections in South Africa and the Russian Federation 

reached us daily as well. These events made me curious about the 

future leadership role of the political leaders that would eventually be 

elected. Here follows an assessment of the historical leadership role of 

US Presidents. It is followed by a review of the succession of leaders 

in both South Africa and the Russian Federation. As an example of the 
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leadership transition in a European country, I included a diagram with 

four recent United Kingdom Prime Ministers in the Appendix.
 29

 Even 

more distinctly as in my review of corporate leaders, the following 

analysis confirms that the leadership role of heads of government 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 the óenvironmentô to hold on to power. 

US PRESIDENTIAL LEAD ERSHIP ROLEMODELS  

My approach here was to identify typical examples of each leadership 

archetype in the presidential history of the United States. I focused on 

transformer-type leaders first because their profile emerged from 

history most perceptibly. Subsequently, I investigated how the role of 

these presidents related to the role of their successors and predecessors. 

The entire process produced the leadership role of the successor to the 

43
rd
 US President, George W. Bush. I included a selection of early US 

Presidents as well as recent US Presidents (starting with Franklin D. 

Roosevelt). On no account should my choice of presidential activities 

be interpreted as a historical brief of the life and functioning of US 

Presidents. I only searched for evidence that would illustrate their role 

as leader. Last but not least, the leadership role of a US President does 

not equate to approval rating. Hence, my analysis comprises some of 

the best and worst presidents of the United States.  

Builder -type  Presidents  

In a builder-type leadership role, US Presidents put into effect the basic 

ideas and initiatives of an earlier transformer-type leader (generally a 

US President, except in the case of George Washington), ideas and 

initiatives that are at the center of a new cycle of growth. Builder-type 

presidents add value by fine-tuning and applying these ideas and 

initiatives, marrying them to the needs of their era. They also help 

create an environment for rising growth. 
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George Washington (in office 1789-1797) 

As the first president and founding father of the United States of 

America, George Washington was a builder-type leader. In 1775, long 

before his presidency, Washington was invited by John Adams of 

Massachusetts as commander-in-chief of the American Revolutionary 

forces. After losing more battles than he had won, the independence of 

the United States was finally recognized in 1783 in the Treaty of Paris. 

About two years before his presidency, Washington was elected to 

preside the drafting of the United States Constitution which was 

adopted in the summer of 1787 and later ratified by all 13 states.  

However, its principle author was James Madison. Generally 

identified as the óFather of the Constitution,ô Madison functioned as 

the transformer whose ideas guided the presidency of Washington. In 

1788, Madison also contributed ómore than a third of the Federalist 

Papers.ô The latter are viewed as the most influential commentary on 

the Constitution.ô Eventually, as the 4
th
 president of the United States, 

Madison would once more fulfill  a transformer-type leadership role. 

By unilaterally proclaiming the neutrality of the United States, 

Washington avoided involvement in foreign conflict and made an era 

of rising growth possible. In 1795, he ensured a decade of peace with 

Britain by signing the Jay Treaty, a treaty that was hotly disputed by 

Jefferson (who continued the treaty as the third US President). óAn 

excellent delegator and judge of talentô and óan able administrator,ô 

Washington supported a strong central government. His sense of ócivic 

virtueô made him an example politician.  

Andrew Johnson (in office 1865-1869) 

Andrew Johnson presided over the first phase of óReconstructionô after 

his predecessor (and transformer), Abraham Lincoln, defeated the 11 

Southern states that wanted to withdraw from the Union. The thinking 

behind the reconstruction of the nation had already begun during the 

civil war and was inspired by Lincolnôs moderate views on the matter. 
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The idea was to unite the nation sooner rather than later by policies of 

compromise. Vice President Johnson was sworn in as President after 

the assassination of Lincoln. He emerged as a builder-type leader when 

he adopted and fine-tuned Lincolnôs conciliatory approach to the 

rebuilding of the nation despite the growing resistance to such a 

course. For example, óhe allowed the Southern states to hold elections 

in which ex-Confederates were elected to the Congress.ô Yet, the 

Congress, increasingly dominated by the Radical Republicans, made it 

impossible for the elected politicians to take their seats. Eventually, 

when the Radical Republicans ruled the House of Representatives, they 

impeached Johnson. 

Lyndon B. Johnson (in office 1963-1969)  

Lyndon B. Johnson served as Vice President during the presidency of 

the transformer-type leader, John F. Kennedy. He was sworn in as 

president promptly after Kennedyôs assassination. Not unlike Andrew 

Johnson, Lyndon B. Johnson evolved to become a builder-type leader 

by fine-tuning and implementing policies and initiatives that were set 

in motion during the reign of his predecessor. For example, he ensured 

that the Congress would pass the Civil Rights Act, which outlawed 

racial segregation. He helped pass the second civil rights bill, which 

allowed African Americans to vote for the first time. He also saw to 

the design of liberal legislation regarding Medicare, Medicaid, aid to 

education, and a óWar on Poverty.ô His popularity tumbled at the end 

of his 2
nd

 term having grown the American involvement in Vietnam 

from 16,000 American soldiers to 500,000, truly convinced that only 

containment would prevent the spread of communism in Asia. 

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

After having served as Vice President during the two terms of Ronald 

Reaganôs presidency, George H. W. Bush was elected US President. 

Not unlike other builder-type presidents, H. W. Bush built on the 

decisions and visions of his predecessor. In his acceptance speech, 
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Bush vowed to continue Reaganôs tax policy. Soon, the self-confidence 

of the nation, which the transformer, Ronald Reagan, helped reinstate, 

was boosted even further by the fall of the Berlin Wall and collapse of 

the Soviet Union. Without a communist threat, Bush envisaged the 

emergence of a óNew World Order, a new era.ô As such, he fine-tuned 

Reaganôs views of freedom, adapting them to the needs of a shifting 

geo-political environment. He ordered the invasion of Panama and 

removed its dictator, General Noriega, who facilitated the trafficking 

of drugs. Together with the Soviet president, Mikhail Gorbachev, he 

declared a US-Soviet strategic alliance, which marked the end of the 

cold war. When Iraq invaded Kuwait and threatened Saudi Arabia, he 

assembled a United Nations coalition and drove the Iraqi forces back. 

Grower -type Presidents  

In a grower-type leadership role, US Presidents inspire a society that is 

more durable, if not robust and capable of sustaining growth. As a rule, 

Grower-type US Presidents put their faith in interventionist federal 

policy making. Their policies vary greatly. Whereas one president 

builds a war economy, another seeks détente.  

John Adams (in office 1797-1801) 

The óColossus of Independence,ô John Adams of Massachusetts first 

invited George Washington as commander-in-chief of the American 

Revolutionary forces and then served twice as his Vice President. As 

successor to Washington, John Adams, a grower-type leader, óstarted a 

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

the Alien and Sedition Acts in 1789,ô essentially in response to óan 

undeclared naval war with the French.ô At the end of his one term as 

US President, Adams appointed a series of Judges. Most of these 

judges were unseated by his successor, Thomas Jefferson. Yet, John 

Marshal remained as óChief Justice of the United States.ô Marshal 

órefashioned the Constitution into a nationalizing force and established 
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the Judicial Branch as the equal of the Executive and Legislative 

branches.ô 

Franklin D. Roosevelt - Harry Truman  (in office 1933-1953) 

A most, if not the most notable grower-type US President, Roosevelt 

created the óNew Dealô during the Great Depression of the 1930s to 

support the unemployed, revitalize the economy, and restructure the 

nationôs economic and banking systems. The recovery took until the 

beginning of World War II. One of the remaining visible legacies of 

Roosevelt today is the óSocial Securityô system. On the threshold to 

World War II, Roosevelt initiated the rearmament of the United States 

and, eventually, developed the nation into the principle arms supplier 

and financier of its Allies. His policy gave rise to óa vast expansion of 

industry, full employment, restoration of prosperity and opportunities 

for African Americans and women.ô From an international perspective, 

Roosevelt turned the nation into the óArsenal of Democracy.ô At home, 

his rule came with ónew taxes that affected all income groups, price 

controls, rationing, and relocation-camps [for people of Japanese, 

Italian, and German ancestry].ô At the end of the war, Roosevelt helped 

shape the post-war world, such as through the creation of the United 

Nations and the Yalta Conference.  

When Roosevelt dies of a natural cause just a few months after 

he begins his fourth term, his Vice President, Harry Truman, succeeds 

him. Truman presided over the end of World War II, which involved a 

program to rebuild Europe (Marshall Plan), a reduction of the armed 

forces, and the reconversion of the economy. As a result, Truman ówas 

faced with a renewal of labor-management conflicts, shortages in 

housing and consumer products, and inflation.ô Truman responded 

with a policy of social improvement which he referred to as the óFair 

Deal.ô Truman reintroduced elements of a wartime economy when he 

allowed the nation to be drawn into the Korean War to save South 

Korea from an invasion by North-Korean communists under Kim Il -
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sungôs leadership. Inspired by developments internationally, such as 

the Korean War and the Berlin Blockade, Truman streamlined the 

nationôs military organizations and established new structures, such as 

the CIA and National Security Council. On the whole, the state of 

affairs at the time of Truman reluctantly demanded the prolongation of 

a grower-type presidency. 

Richard Nixon  ï Gerald Ford (in office 1969-1977) 

As presidential candidate, Nixon promised that he would óend the 

[Vietnam] war and win the peace in the Pacific.ô Once in office, Nixon 

embarked on a strategy of replacing American troops with Vietnamese 

troops, a process that took nearly his entire first term to complete. 

Ironically, Nixon expanded the American involvement in the region at 

the same time by secretly bombing Cambodia. His uncontrolled use of 

executive powers in ordering the bombings was later considered as an 

article of his impeachment. His policy initiatives with regard to the 

Soviet Union and China received more acclaim. 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 Brezhnev declared óan era of coexistence in 

which détente (reduction of tensions) would replace the hostility of the 

Cold War.ô Nixon also visited the Peopleôs Republic of China where 

he met the Chinese Party Chairman, Mao Zedong. The fear of a 

possible Sino-American alliance may have contributed to Brezhnevôs 

open-mindedness. 

Nixonôs domestic policies seem more centrist than conservative. 

He introduced wage and price controls, inflation-compensated Social 

Security, and Supplemental Security Income. In addition, he created 

the Environmental Protection Agency and Occupational Safety and 

Health Administration. Although Nixon apparently followed a policy 

of óbenign neglectô when it came to race relations and civil rights, he 

implemented the Philadelphia Program, the first federal affirmative 
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action program of substance. A grower-type leader, Nixon attracted 

formidable personalities in his staff, some of whom played important 

roles in future presidencies. In the end, his near neurotic desire to 

control public opinion pushed his conduct over a legal edge. When 

news reached the surface about the wiretaps and burglaries in the 

Watergate hotel complex that Nixon had instigated (to get hold of files 

concerning people that had allegedly leaked sensitive information to 

the press), his presidency became unworkable. Subsequently, other 

wrongdoings, such as his tax-payment backlog and his acceptance of 

illicit campaign contributions, came to light.  

In 1974, to prevent impeachment, Nixon resigns and his Vice 

President, Gerald Ford, is sworn in as US President. Gerald Ford 

served the remainder of Nixonôs second term and was not reelected. He 

basically kept the shop open and did not prove to be a grower or, even, 

a confronter-type leader. When Ford granted Nixon a much-debated 

unconditional pardon, he engineered the premise of his own defeat in 

the elections that followed. 

Bill Clinton (in office 1993-2001) 

When Bill Clinton became president, several events came together in a 

grand way. At the time, the fate of the American society was floating 

on its (by Ronald Reagan) reinstated national pride, a multi-polar 

world free from a predominant communist threat, the emergence of 

China as supplier of inexpensive products, the influx of cheap labor 

from Mexico, a steady growth-oriented macro-economic environment, 

and, last but not least, the development of the World Wide Web as a 

new source of business. This explains in part why Clinton governed 

óthe longest period of peacetime economic expansion in American 

history.ô At the end of his two terms in office, Clinton left a balanced 

budget and a substantial federal surplus.  

When Clinton became president, he introduced his óThird Wayô 

Not unlike Rooseveltôs óNew Deal,ô the óThird Wayô is a centrist way 
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of policy making, yet it combines market-inspired and interventionist 

tactics. It hinges on the idea that technological development, education, 

and competitive mechanisms are vital to the achievement of economic 

progress and governmental objectives. Polls were used to gauge the 

needs of the nation as well as the feasibility of policy proposals. On the 

whole, the aim was to reform Americaôs welfare system in a way that 

was acceptable to both conservatives and liberals.
 30

 Clinton and his 

Vice President, Al Gore, insisted on bringing all federal agencies, the 

US court system, and the US military to the Internet. As such, they not 

only made the government more accessible to Americaôs citizens but 

also established a feedback-loop mechanism that could be used to 

optimize government services. In 1998, with the óknowledge economyô 

on the horizon, Clinton enacted the Digital Millennium Copyright Act 

which protected intellectual property by making it illegal to reverse 

engineer digital protection measures. At an international level, Clinton 

promoted free trade. In 1993, he supported the North American Free 

Trade Agreement (NAFTA) for ratification by the US Senate. In 1999, 

to stop ethnic cleansing in the former Federal Republic of Yugoslavia, 

Clinton authorized the use of American troops as part of the NATO. 

Later that same year, the UN Security Council adopted Resolution 

1244 which placed Kosovo under UN administration and authorized a 

peace-keeping force. 

Confronter -type Presidents  

In a confronter-type leadership role, US Presidents confront the nation 

and sometimes even other nations with matters of complacency. Their 

aim is to ópurifyô society, for example, by making it more aligned with 

their principles of government. Whereas builder-type presidents revere 

the initiatives of their predecessors, confronter-type presidents often 

try undoing them. At times, their actions may leave the nation or the 

world at large more divided than united. 
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Thomas Jefferson (in office 1801-1809) 

One of the Founding Fathers and principle author of the Declaration of 

Independence, Thomas Jefferson, an intellectual purifier who achieved 

distinction in various fields, became the 3
rd
 President of the United 

States. In the eyes of Jefferson, the yeoman farmer personified the 

republican values. Suspicious of ócities and financiers,ô he believed in 

the sovereignty of the states and in limiting federal government. So, 

when he came into office, he turned back the policies and decisions of 

his predecessor, John Adams, who had óstarted a navy, built up an 

army, levied new taxes, readied for war, and enacted the Alien and 

Sedition Acts.ô In his second inaugural address, Jefferson seeks óthe 

suppression of unnecessary offices, of useless establishments and 

expenses, enabling the nation to discontinue its internal taxes,ô levying 

taxes at the nationôs borders only. Jefferson made sure that one of the 

Alien acts was revoked and set free colleague federalists, who were 

taken prisoner under the Sedition act after the act expired in 1801. He 

also reduced the size of the military, yet created a military academy at 

West Point to groom óa new cadre of republican officers.ô Being 

suspicious of the judges appointed by his predecessors, he ensured that 

numerous courts were abolished. 

Although Jefferson once disputed the Jay Treaty (which claimed 

the neutrality of the United States and kept the nation distant from the 

rivalry between the British and the Frenchïwhom Jefferson favored), 

he extended it when it expired. However, the British continued to 

intercept merchant ships because they sought to disrupt the trade 

between the United States and France. When Jefferson claimed the 

legal rights of the United States under international law, he was largely 

ignored by both the British and the French. An embargo to rebuke 

Britain and France miserably failed as it produced an economic 

malaise in the states that depended on foreign trade. Then again, he 

managed to purchase Louisiana from Napoleon ówho realized he could 
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not defend it.ô In this way, he prevented the possible build-up of a 

French or Spanish empire in America,.  

All in all, Jefferson created a level playing field which gave rise 

to the initiatives of his successor, James Madison (a transformer), who 

would bring about an óEra of Good Feelingô by freeing the United 

States from British intrusions. 

James Buchanan (in office 1857-1861) 

Probably one of the worst US Presidents, James Buchanan did not even 

want to run for president. He was nominated when on a mission in 

England. His nomination was inspired by his absence from the Kansas-

Nebraska debate, which involved the creation of two new territories. A 

problem arose when these two territories were allowed to decide 

whether or not to condone slavery within their borders. The voices of 

Northern states coalesced behind the idea that slavery should be 

forbidden. In the end, the Kansas-Nebraska Act produced a divide 

between the North (Republicans) and the South (Democrats), a divide 

that would in due cause trigger the American Civil War. 

Because Buchanan was in England, he was not seen taking sides 

during the debate. As a result, he appeared to be an acceptable, if not 

impartial candidate for the US Presidency. He reluctantly accepted his 

nomination upon his return, promising not to run for president again in 

his inaugural speech. Buchanan tried to resolve the slavery issue 

through the Supreme Court using his connections with the Chief 

Justice. However, the ruling that the Congress had no constitutional 

power to exclude slavery was believed to have been inspired by 

Buchanan and infuriated the North. 

During Buchananôs term, the government literally ran out of 

money in part because the Democrats had succeeded in lowering the 

tariff (the tax paid before imported goods are landed). The Panic of 

1857, as the situation was referred to, led the Republicans to accuse 

Buchanan of financial mismanagement. When the differences between 
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the North and South escalated, 11 Southern states eventually declared 

that they would withdraw from the Union. Buchananôs unfortunate 

stance was that this was illegal but that it was also illegal to prevent 

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 than by an admittedly painful 

process of democracy. He paved the way for the transformer-type 

leadership role of his successor, Abraham Lincoln, who created a new 

platform for growth by bringing the nation together again. 

Dwight  D. Eisenhower (in office 1953-1961) 

A brilliant military administrator capable of leveling with personalities, 

such as Churchill, De Gaulle, McArthur, Marshall, Montgomery, and 

Patton, Eisenhower became one the 10 highest ranked US Presidents.  

In 1944, as General of the Army, his role was to confront the 

leadership of the enemy trying to undo what they had done. As 

presidential candidate, Eisenhower basically promised to continue his 

confronter-type leadership by focusing his campaign on undoing the 

policies of Trumanôs administration regarding óKorea, Communism, 

and Corruption.ô He vowed to visit Korea himself and to end the war. 

He promised to establish an administration that would be corruption-

free and prudent in its spending. Eisenhower also assured the nation 

that he would maintain NATO as an instrument against Communism.  

As president, Eisenhower kept his promises and did more. óHe 

saw to the cease-fire 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 System.ô Particularly, the 

latter was inspired by the German Autobahn network which proved its 

use during and after the war (when the country was rebuilt). 
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Deep down, Eisenhower showed to be a ópurifierô of high moral 

standards. Just 12 days after his first inauguration, he was baptized and 

became a communicant in the Presbyterian Church being the only 

president so far to have gone through such ceremonies while in office. 

It appears that Eisenhower was behind the decision to add the words, 

óin God we Trust,ô on dollar bills. At one with his conviction, he put a 

stake in the ground on racial issues by vowing to make the District of 

Columbia óa model for the rest of the country in integrating black and 

white public school children.ô 

On the whole, Eisenhower succeeded in creating a level playing 

field from which a new societal wave could rise under the transformer-

type leadership of his successor (John F. Kennedy). 

Jimmy Carter (in office 1977 -1981) 

Probably more due to the state of the environment than by fate, Jimmy 

Carter was elected the 39
th
 President. The Watergate scandal, which 

resulted in Nixonôs resignation, and the dismal end of the Vietnam War 

had significantly dented the nationôs faith in its leadership. A pious 

outsider, such as Carter, who had ógovernment reorganizationô at the 

center of his campaign, might well purify the administration. In his 

inaugural address, Carter warned the nation about its ólimits.ô Hence, 

when in office, one of his first decisions was óto reduce the size of his 

staff by one third and order cabinet members to drive their own cars.ô 

No doubt, this represented a highly symbolic act that was meant to 

show his truthfulness. 

The rise in oil prices during his presidency (which followed an 

earlier decision by the Organization of Petroleum Exporting Countries 

or OPEC to reduce the supply of oil) produced not only inflation but 

also declining growth. Moreover, significant borrowing by Nixonôs 

government had kept interest rates high. Shaped by the state of the 

environment into a confronter-type leader, Carter responded in several 

ways. First, he cut billions out of the defense budget. Second, he 
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appointed Paul Volcker as Chairman of the Federal Reserve Board 

(who succeeded in reducing inflation but only after a prolonged and 

painful period of interest-rate increases and rising unemployment). 

Third, he convinced the Congress to establish a Department of Energy 

with the charter to recommend energy-conservation measures. Again, 

Carter chose to set some highly symbolic examples. For instance, solar 

panels were installed on the roof of the White House and Christmas 

decorations were turned off in 1979 and 1980.  

The years of darkness and hardship that followed amplified the 

effect of the assassination of John F. Kennedy, the Vietnam War, and 

the Watergate affair and undermined the self of the nation. When 

Carter learned about this through his pollster, he investigated the 

matter personally and drafted what is often referred to as his ómalaise 

speech.ô In this speech, Carter confronted the American people with 

their ócrisis of confidenceô rather than to uplift the nation through some 

grand scheme. He ended in his familiar way, reminding his nation-

wide audience óto use carpools or public transportation and to set their 

thermostats to save fuel.ô  

Contrary to his predecessors, Carter deemphasized containment 

policies toward the Soviet Union, moving up on his agenda human-

rights policies instead, a topic that continued to get his attention after 

his presidency. Carter turned Congressmen into adversaries when he 

confronted them with a list of projects that, in his view, were not in the 

interest of the nation. Later, when he signed a bill into law which 

included some of these projects, his credibility crumbled for good.  

A confronter-type leader, Carter was not reelected. However, he 

set the scene for the transformer-type leader, Ronald Reagan, who 

would restore the self-esteem of the nation eventually. 

George W. Bush (in office 2001-2009)  

With a lead of just five electoral votes and after a divisive intervention 

by the Supreme Court which barred a third election recount in Florida, 
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the Republican candidate, George W. Bush, was elected President of 

the United States. He was the first president since 1888 to be elected 

without winning the popular vote. During the primaries, when asked 

ówhat political philosopher or thinker he most identified with and 

why,ô Bush replied, óChrist, because he changed my heart.ô His stance 

contrasted the flawed moral example of his predecessor, Bill Clinton. 

He vowed to undo what his predecessor had done by restoring óhonor 

and dignity to the White House.ô Once in office, Bush propped up and 

signed into law a trillion dollar tax cut, one of the largest in the 

nationôs history. Arguing that unspent government funds should be 

returned to the tax payer, he also undid the budget surplus generated 

under his predecessor. 

On September 11 2001, Al -Qaeda terrorists hijacked four jet 

airliners, then blatantly flew one into the ground and three into 

prominent US buildings. These deplorable and tragic events unleashed 

an even more passionate confronter inside Bush. He declared a global 

War on Terror and ordered the bombing of Afghanistan. Next, he set 

off a much debated and near obsessive crusade against terrorist forces 

in Iraq referring to its alleged weapons of mass destruction and 

identifying it as part of the óaxis of evil.ô When the evidence of 

weapons of mass destruction turned out to be flawed, Bush referred to 

the need for democracy in the region as a rationale for the costly 

military intervention. Five years after the US invasion, Iraq was still a 

divided nation with competing Shiite, Sunni, and Kurdish camps. In 

Afghanistan, the Taliban movement had regrouped and the leader of 

Al -Qaeda had yet to be hunted down. Pakistan, a main ally in the 

region, had fallen apart as it was struggling to make democracy work. 

Bush turned out to be a confronter, if not purist in other areas as 

well. For example, his doubts about the threat of global warming and 

climate change created divisions both inside and outside the nation. So 

did his veto of the óStem Cell Research Enhancement Actô which 
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prevented federal funds from being used for research where stems cells 

are obtained through the destruction of embryos. Bush also infuriated 

the Congress when he dismissed seven United States Attorneys in the 

middle of their term, claiming they were fired for performance reasons. 

The Attorney General, Alberto Gonzales, a confident of Bush, resigned 

over the issue. In 2005, when Hurricane Katrina hit New Orleans and 

builder-type presidential leadership was required, the confronter-type 

leadership of Bush was destined to let down the nation. Not unlike the 

Carter era, the end of the era of George W. Bush was marked by a 

dramatic rise in oil prices, declining growth, and growing inflation. 

However sincere the intentions might have been, as confronter, 

Bush left a divided world. Yet, at the same time, he helped create a 

level playing field from which fundamentally new ideas and initiatives 

would arise under a new transformer-type US President. 

Transformer -type Presidents  

In a transformer-type leadership role, US Presidents transform the 

country by a new wave of thinking that enthralls the nation and sets off 

a new cycle of national growth. Such presidents go beyond tradition, 

yet in a way that benefits the nation. Transformers are charismatic 

because, without charisma, they would not succeed in getting their 

message of change across. Transformers do not achieve success easily. 

They often make several attempts before realizing a breakthrough. The 

independent view that distinguishes transformer-type leaders is usually 

rooted in a rather unconventional career. 

James Madison (in office 1809-1817) 

One of the Founding Fathers of the United States, Princetonôs first 

graduate student, a protégé of Jefferson, and the last founding father to 

die, James Madison was the 4
th
 President of the United States. Having 

served as Jeffersonôs Secretary of State, he was well aware of the 

international dynamics when he was elected into office. Once before, 
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Madison had functioned as a transformer when he, as principle author 

of the Constitution, compiled the ideas that guided the presidency of 

George Washington. However, during his first term in office, the 

problems were of another, more practical nature. The British continued 

to intercept unarmed American merchant ships and seemed to ignore 

Madisonôs repeated protests. 

Showing restraint at first, Madison eventually decided to prepare 

for war. His plan was to invade Canada, a venture that seemed highly 

feasible. Madison reasoned that, by taking parts of Canada, he could 

prevent the British from providing aid to hostile Indians. At the same 

time, he would get a bargaining chip. óMr. Madisonôs War,ô as it was 

referred to, was not an easy undertaking. Madison faced many 

obstacles, such as óa lack of unified popular support, a divided cabinet, 

a factious party, a recalcitrant Congress, obstructionist governors, and 

incompetent generals, together with militia who refused to fight 

outside their states.ô Not surprisingly, he suffered defeat after defeat in 

the beginning. However, in 1815, in the Treaty of Ghent, the British 

agreed with Madison to end the war. No territory was gained on either 

side but the independence from Britain was secured and the main 

Indian threats were destroyed. 

At that point, a sense of relief engulfed the nation and an óEra of 

Good Feelingô emerged which would stretch into the presidency of his 

successor, James Monroe. During the time leading up to this era and 

inspired by the state of affairs, Madison had to reconsider many of the 

viewpoints that he once shared with Jefferson. During his second term, 

óhe [eventually] supported the creation of the second National Bank [to 

finance the war], a strong military, and a high tariff to protect the new 

factories opened during the war.ô 

As President, Madison functioned as a transformer-type leader 

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

The 16
th
 President of the United States, Abraham Lincoln, is generally 

regarded as the president who newly founded the nation. A self-taught 

lawyer with a passion for reading and learning (after just 18 months of 

formal education), Lincoln had developed a remarkable command of 

English. He served in the Illinois House of Representatives and later in 

the US House of Representatives. He went back to his law practice 

after he damaged his reputation by making an ill -fated but frank 

observation in one of his speeches.
31

 

During his legal career, he was involved in numerous cases and 

appeared before the Illinois State Court more than four-hundred times. 

He returned to politics in response to the divisive Kansas-Nebraska Act 

which left the decision to condone slavery to individual states. The Act 

strongly challenged Lincolnôs views. óI hate [the Act] because of the 

monstrous injustice of slavery itself.ô óI hate it because it deprives our 

republican example of its just influence in the world.ô  

When the election of Lincoln as President dawned on the nation, 

South Carolina and six other states, well aware of the views of Lincoln, 

announced that they would leave the Union to form the Confederate 

States of America. President Buchanan and President-elect, Lincoln, 

rebuffed the idea because, according to the Constitution, the Union 

could simply not be dismantled. In 1861, most Republication leaders 

adopted a similar stance. Respecting the articles of the Constitution, 

Lincoln took action in April 1861 only when the Confederate States 

attacked the Union, showing restraint at first and resolute action later. 

A fierce war developed which resulted in the death of more than 

600,000 soldiers and an unknown number of civilians.  

In 1863, after one of the bloodiest battles in the Civil War, 

Lincoln went to a dedication at the Gettysburg graveyard where he 

gave his legendary Gettysburg address hoping to revive the morale of 

the Union. óWhat would these men who died for this cause want us to 
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do? Quit now or finish the job?ô In fact, by using the Declaration of 

Independence rather than the Constitution as ultimate charter, Lincoln 

redefined the essence of the nation as a union that is óconceived in 

liberty, and dedicated to the proposition that all men are created equal.ô 

In April 1865, one month after Lincolnôs second inauguration, 

the once celebrated General of the Confederate forces, Robert Lee, 

surrendered to Lincolnôs General-in-Chief, Ulysses S. Grant. The Civil 

War ómade an end to slavery in the United States, restored the Union, 

and strengthened the role of the Federal government.ô To paraphrase 

Lincoln, the nation experienced óa new birth of freedom.ô On April 14 

1865, when attending a play, Lincoln was shot in the head from behind 

by a well-known actor and Confederate spy from Maryland. 

A transformer-type leader, Lincoln was an independent thinker. 

óWhenever this question [of slavery] shall be settled, it must be settled 

on some philosophical basis.ô In line with what this chapter illustrates 

when it comes to leadership, Lincoln observed óI claim not to have 

controlled events, but confess plainly that events have controlled me.ô 

John F. Kennedy (in office 1961-1963) 

John Fitzgerald Kennedy was the 35
th
 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 Prize. When graduating from 

The Choate School (a private pre-university school), Kennedy wrote in 

his yearbook, óMost likely to become President.ô He graduated cum 

laude from Harvard with a degree in International Affairs. Encouraged 

by his father, Kennedy published his thesis which soon became a 

bestseller. Kennedy travelled frequently abroad to Continental Europe, 

to London with his parents (where his father was US Ambassador), 

and, when preparing his thesis, to the Soviet Union, the Balkans and 

the Middle East. 

In 1941, Kennedy first volunteered for the Army then joined the 

Navy. Later, he was assigned for duty in the Pacific Theater where he 
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commanded a patrol torpedo boat. Kennedy received several war 

decorations for his bravery, saving the life of one of his crew. When 

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

joked, óIt was involuntary. They sank my boat.ô In fact, in view of the 

observation by one of his predecessors, Abraham Lincoln, the grandeur 

of Kennedy was in ónot claiming to have controlled events, but in 

confessing that events controlled him.ô 

As just sworn-in President, his inaugural address stands out by 

his appeal to the American people and his appeal to the world at large. 

óAsk not what your country can do for you; ask what you can do for 

your country.ô óWhether you are citizens of America or citizens of the 

world, ask of us the same high standards of strength and sacrifice 

which we ask of you.ô Even today, Kennedyôs speeches are viewed as 

óiconic.ô Kennedyôs charisma and that of his family earned him the 

alias of óCamelot.ô The appeal of the Kennedys was such that their 

fame equaled, if not exceeded that of pop singers. Yet, as leader, the 

visionary Kennedy excelled not only by his decisiveness but also by 

his restraint. 

In 1962, in the Cuban Missile Crisis, when American spy planes 

identified Soviet ballistic-missile sites under construction in Cuba, 

Kennedy kept his cool. Whereas many military officials and cabinet 

members 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 Khrushchev, with whom he reached an agreement within a 

week. óKhrushchev agreed to remove the missiles subject to UN 

inspections if the US publicly promised never to invade Cuba and 

quietly removed US missiles stationed in Turkey.ô 

In South East Asia, Kennedy followed the lead of Eisenhower 

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 



 

 

67 

 

was to contain the spread of communism. His successor, President 

Johnson, would eventually grow the involvement of the United States 

in the area into a full-fledged war. Yet, statements made by Kennedyôs 

(and Johnsonôs) Secretary of Defense, Robert McNamara, revealed that 

Kennedy might have pulled out of Vietnam after the 1964 election. 

Domestically, Kennedy introduced his óNew-Frontierô program 

which aimed at federal funding for education, medical care for the 

elderly, and government intervention to halt the recession. Kennedy 

also sought an end to racial discrimination and tax reform including 

income tax cuts. Many of Kennedyôs programs did not pass Congress 

until after his early death (under his successor, Lyndon B. Johnson). To 

leap-frog the Soviet advances in Space, Kennedy committed to a 

visionary space program which was adopted by his successors without 

much alteration. In his usual iconic way, Kennedy declared, óI believe 

that this nation should commit itself to achieving the goal, before this 

decade is out, of landing a man on the Moon and returning him back 

safely to the earth.ô óWe choose to go to the Moon in this decade and 

do the other things, not because they are easy, but because they are 

hard.ô In 1961, Kennedy also instigated a less spectacular, yet vital 

transformation when he signed the Executive Order creating the 

Presidential Commission on the Status of Women. Kennedy effectively 

confirmed the need for a new standard of female dignity and equality 

not only in the US but also beyond its borders. 

The rest of the world experienced the aura of Kennedy nearly as 

much. On June 26, 1963, just about 5 months before his assassination, 

Kennedy visited Berlin where the Berlin Wall was under construction. 

In his speech, he stressed the failures of communism and showed to 

identify with the people in the region. óFreedom has many difficulties 

and democracy is not perfect, but we have never had to put a wall up to 

keep our people in.ô Kennedy ends his speech with a phrase that raised 
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the spirits of citizens across Europe, óAs a free man, I take pride in the 

words, Ich bin ein Berliner.ô 

Assassinated in Dallas on November 22, 1963, Kennedy was a 

formidable transformation-type leader, whose charisma, restraint and, 

yet, resolute action inspired new societal standards both in the US and 

abroad. 

Ronald Reagan (in office 1981-1989) 

A natural communicator and a man with a refreshing sense of humor, 

Ronald Reagan was the 40
th
 President of the United States. At the time, 

he was also the oldest President of the United States. As a youngster, 

Reagan attended the Eureka College, where he majored in economics 

and sociology. After his graduation, he worked in the radio business 

before taking a screen test a few years later which earned him a 

contract with Warner Brothers. Reagan appeared in numerous films 

and produced some 400 training films for the Army Air Force. 

As Vice President and, later also, President of the Screen Actors 

Guild, Reagan gained experience as administrator. An admirer of 

Franklin D. Roosevelt (who dramatically expanded the military) and 

initially also member of the Democratic Party, Reagan supported the 

New Deal. However, after John F. Kennedyôs election, he joined the 

Republican Party because he favored a policy that limited federal 

government. Later, Reagan quipped to a journalist, óI didnôt leave the 

Democratic Party. The party left me.ô Eventually, on the back of his 

views and charisma, Reagan served 2 terms as Governor of California. 

Before winning the election in 1980, Reagan lost the primaries 

twice. Author of his first inaugural address, Reagan named the source 

of the nationôs economic problems. óGovernment is not the solution to 

our problems; government is the problem.ô Often referred to as 

óReaganomics,ô Reaganôs strategy was to cut taxes extensively, reduce 

the growth of domestic government spending, curtail excess regulation, 

and instill a solid monetary policy.  This strategy distinguished Reagan 
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from his predecessors. No doubt, Reagan also stimulated an economic 

recovery by authorizing one of the greatest peacetime defense build-

ups, explaining his policy as ópeace through strength.ô On the whole, 

Reaganôs policies resulted in the creation of 16 million jobs and greatly 

reduced inflation, yet at cost of quadrupling the debt of the nation. 

What is perhaps more important, Reaganomics uplifted the views 

about the ability of the nation to improve the state of its economy. 

Reagan showed to be balanced yet resolute when problems 

arose. Early in his presidency, he fired more than 11,000 Federal air 

traffic controllers who did not report for work after they had called an 

illegal strike. This measure literally bankrupted their union. He also 

declared the War on Drugs and budgeted nearly $2 billion to fund it. A 

transformer-type leader, he identified a change in the direction of the 

Soviet leadership and exploited the opportunity by significantly 

investing in the advancement of the technological state of military art. 

By launching bold ideas, such as Star Wars, his policy eventually 

overstretched the financial resources of the Soviet regime which 

sought to match such efforts. Reaganôs administration also managed to 

convince Saudi Arabia to increase oil production. The drop in oil 

prices that followed reduced the Soviet budget (which depended on oil-

revenues). When speaking at the Berlin Wall, Reagan candidly opened 

the door to negotiations by inviting his Soviet counterpart to the table. 

óGeneral Secretary Gorbachev, if you seek peace, if you seek 

prosperity for the Soviet Union and Eastern Europe, if you seek 

liberalization: Come here to this gate! Mister Gorbachev, open this 

gate! Mister Gorbachev, tear down this wall!ô Eventually, Mikhail 

Gorbachev (a transformer-type leader, see further) agreed to summit 

conferences óoffering concessions on the levels of conventional forces, 

nuclear weapons, and policy in Eastern Europe.ô In 1989, the East 

Germans started to dismantle the Berlin Wall. Two years later, the 

Soviet Union caved in. Reagan showed his courtesy when he expressed 
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concern about Gorbachevôs wellbeing. óIôve still worried about him. 

How hard and fast can he push reforms without risking his life?ô  

Having survived an assassination attempt just 2 months after his 

inauguration, Reagan proved to be an astonishing transformation-type 

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 threat, Reagan 

created a new platform for growth. 

Successor to George W. Bush (in office 2009- ) 

Bearing in mind that George W. Bush is a confronter-type leader, the 

successor to Bush must be a transformer-type leader (Figure 4). The 

history of transformer-type US Presidents involves remarkable 

communicators who are not only charismatic but, also, self-controlled 

and resolute (Madison, Lincoln, Kennedy, and Reagan). Transformer-

type US Presidents tend to have a rather unusual background that is 

ground for an independent view, a view that opens the road to novel 

policy making. In the first quarter of 2008, the remaining candidates in 

the primaries are Hillary Clinton, John McCain, and Barack Obama. In 

July 2008, it is clear that the election in November is going to be  

between McCain (Republican) and Obama (Democrat).  

Obama appears to fit the profile of a transformer best. In his 

book, The Audacity of Hope (2006), Obama writes as a transformer 

when he claims that he wants óto restore a sense of community to a 

nation torn by conflict.ô The Washington Post reports how the previous 

Democratic presidential candidate, John Kerry, referred to Obama as 

the candidate that ócould lead a transformational presidency.ô At the 

same time, a laborer from Oxford, North Carolina, utters óHeôs from 

Illinois, Iôm from Illinois, and he reminds me of Abraham Lincoln [a 

transformer, who came from Illinois].ô
 32

 In July 2008, when visiting 

Europe and the Middle East, senator Obama proves to be in the same 
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league as the transformer-type presidents, Kennedy and Reagan, when 

he whips up the support of 200,000 people in Berlin. 

Nonetheless, as Lincoln already observed, events will control the 

fate of US presidential candidates. Considering the countryôs declining 

growth and budget deficit at the end of George W. Bushôs second term, 

the daunting challenge of the 2008 President-elect will be to identify a 

new platform for growth. In view of the assassination-attempt statistics 

of former transformer-type presidents, the challenge will also be to 

ensure his bodily protection. 

SOUTH AFRICAN LEADER SHIP ROLE MODELS  

The succession of leaders in South Africa reflects the transition from 

one policy platform to another, a transition which resulted in the 

transformation of the óApartheid-era South Africaô into the óRainbow 

Republic of South Africa.ô  

Frederik Willem de Klerk was the last State President of the Pre-

Rainbow Republic of South Africa, a country which until that time had 

maintained the internationally condemned policy of óracial separationô 

or óApartheid.ô Once in the position of State President in 1989, de 

Klerk soon admitted to the need for a non-racist 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 and set free its leader, Nelson Mandela. As a transformer (and 

not unlike US President, James Madison), he guided the redrafting of a 

new constitution, based on the principle of one person, one vote. In 

1993, he received 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 transformer-type leader 

who created a new platform of societal growth and managed the 
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transition to what is sometimes referred to as the Rainbow Republic of 

South Africa (where all colors are equal). 

Figure 5   South African  leadership  role models.  

From Nelson Mandelaôs autobiography,
 33

 a builder rather than 

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 of a policy of reconciliation is evidence of how his 

builder-type leadership facilitated the transition to a stable multi-racial 

democracy. Elected President of South Africa in 1994, Mandela 

prudently built on the ideas behind the new constitution of the country. 

During his time in office, Mandela won international acclaim. At 

home, he managed to reinstate objects of national pride, such as the 

South African rugby team, Springboks. He also ensured the countryôs 

unity when he ordered troops into Lesotho to protect the government 
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of its regional Prime Minister. As a builder, Mandela created an 

environment which made rising growth possible. 

In 1999, Mandelaôs second Deputy President, Thabo Mbeki is 

elected President of South Africa. During his two terms in office, 

Mbeki has presided over a period of stable growth. Mbeki appeared to 

be ófollowing an economic policy that is fiscally conservative, but 

pragmatic, focusing on targeting inflation and liberalizing trade as a 

means to create job growth and household income.ô Yet, voices that 

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. 

Mbekiôs doggedly-maintained 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 and Cape Town Anglican Archbishop, Desmond Tutu, 

criticized Mbeki for surrounding himself with óyes-men.ô In due 

course, other cracks in his policy making appeared. The denial of the 

economyôs remarkable growth led to underinvestment in the electricity 

sector. The power cuts that followed might prevent the country from 

realizing its growth potential.  

In 2007, his former Deputy President, Jacob Zuma, who was 

accused of taking bribes from a French arms supplier, emerged as the 

main exponent of a movement within the ANC that wanted to loosen 

Mbekiôs grip on the countryôs policies. Seemingly, against the odds, 

events brought Zuma to the surface as a leader who confronted the 

South-African government with matters of complacency. Not all of 

Mbekiôs policies were wrong. Some were simply not implemented. As 

a result, Zuma won the presidency of the ANC by a large majority. 

With regard to the partyôs other positions, none of the people supported 

by Mbeki were reelected. If not convicted, Zuma, as president of the 

ANC, is likely to be elected President in 2009. At times, confronters, 



A New Leadership Ethos 

 

74 

 

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 reported that 

the óalliance of frustrated unions, disgruntled party members and an 

ambitious youth league leadership no longer seems to share the unity 

of purpose that brought it together.ô
 34

 There is evidence of people 

jockeying for the position of President of South Africa 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 transformer could arise. 

RUSSIAN FEDERATION L EADERSHIP ROLE MODEL S 

Not unlike South Africa, the succession of leaders in the Russian 

Federation reflects the transition from one policy platform to another, a 

transition that led to the transformation of the Soviet Union into the 

Russian Confederation. 

Mikhail Gorbachev, the last head of state of the Union of Soviet 

Socialist Republics (USSR) and also the last Secretary General of the 

Communist Party of the Soviet Union, was a transformer-type leader, 

very much like his American counterpart, Ronald Reagan. Gorbachev 

almost single-handedly created a new platform for growth from which 

the Russian Federation would eventually rise. In an attempt to reform a 

stagnated Communist Party and state economy, Gorbachev introduced 

óglasnostô (openness), óperestroikaô (restructuring), democratization, 

and acceleration of economic development. Whereas his policies were 

experienced as too radical at home, Gorbachev was celebrated in the 

West as a leader 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 Republics 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 hard-line apparatchiks. 

When he finally returned to the scene, Boris Yeltsin had assumed the 

leadership, having defied the rebellion. Gorbachevôs role as President 

of the Soviet Union was formally abolished on December 25, 1991. 

Figure 6   Russian Federation  leadership  role models.  

In July 1991, Boris Yeltsin became the first President of the 

Russian Federation. Yeltsin was a builder-type 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 opposition to his reform policies grew as a result of 

skyrocketing prices, heavy new taxes, and the expanded powers of his 

presidency (which were needed to ensure the implementation of his 

privatization program). In 1993, he forcefully dealt with a rebellion by 

his Vice President and prevented leaders of oil-rich 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 privatization programs, Yeltsin succeeded in 

bridging a by-all-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, he was reelected for a second term. Instantly restructuring the 

country in 7 federal districts, each supervised by a governor, Putin 

fulfilled the role of a grower-type President. He nurtured the óRussian 

identityô by sanctioning a law that changed the national anthem and by 

organizing youth movements with rather nationalist charters. Putin 

addressed the accumulation of wealth and power that Yeltsinôs 

privatization program had produced by shrewdly (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 Federation into a ósovereign democracyô and, reminiscent of 

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 

Putinôs time in office. At the end of his second term, Putin withstood 

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 Medvedev, and continued as his Prime Minister. 

Once Putinôs trusted sidekick, Dmitry Medvedev is of a different 

caliber then Putin. Whereas Putin moved up the ranks as a mover and 

shaker, Medvedevôs background includes an academic track record and 

an ability to lead in politically sensitive positions. Born to a family of 

university teachers, Medvedev studied law. He 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 university, next to his 
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other positions. A ómoderate liberal pragmatic,ô Medvedev worked as a 

legal expert for the International Relations Committee of the Saint 

Petersburg Mayorôs Office which was headed by Putin at that time. He 

also became legal affairs director and shareholder 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 Gazprom, the 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 

the countryôs growth in oil output dropped from 9% a year to 1% in 

2007.
 35

 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 corruption. As one observer writes, 

ó[Russia] will need to dismantle the lawless system that Mr. Putin has 

created.ô Medvedevôs background as lawyer and his proven diplomatic 

qualities fit the profile needed for such challenges. In the end, events, 

such as those above, will shape Medvedevôs confronter-type leadership 

role and force him to challenge the Russian Federation with matters of 

complacency. As confronter, he will try purifying the country, aligning 

it with his more eloquent principles of government, and, no doubt, 

undoing some of the measures of his predecessor. Also, internationally, 

Medvedev is bound to manifest himself as a confronter when trying to 

straighten out the deteriorated relationship with some of the old Soviet-

era allies. 
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3 - A World of Parallels 

The various leadership examples in the previous chapter show amazing 

consistencies. By and large and throughout history, builders, growers, 

confronters, and transformers have all been following similar paths no 

matter whether they were leading a historical movement, company, or 

nation. Why have I been able to compare the development of these 

diverse forms of organization irrespective of their differences both in 

nature and duration? Apparently, the emergence of organization is 

determined by underlying phenomena, phenomena that broadly apply. 

So, in the pursuit of a new leadership ethos, it is crucial to explore the 

bare phenomena of organization first. As the following examples 

illustrate, parallels in the emergence of organization appear in many 

forms of organization not just in human forms of organization. As 

common denominators, these parallels are bound to determine the 

views and role of leaders in the future. 

Parallels in the Emergence of Organization  

Phenomena of óorganizationô appear both in the social sciences and in 

the natural sciences. By investigating cases from the natural sciences 

(such as flames, snowflakes, and convection cells), I arrived at a more 

profound insight into matters that determine the emergence of 

organization in its broadest sense simply because a leader is absent in 



A New Leadership Ethos 

 

80 

 

these examples. Then, by comparing the emergence of organization in 

the world of the social sciences to the emergence of organization in the 

leader-less world of the natural sciences, the net-effect of leaders came 

into sight. When I talk about óorganizationô in this book, I usually refer 

to the most unembellished definition of the verb óorganizeô that can be 

found in any unabridged dictionary, that is, óto form into a whole 

consisting of interdependent parts especially for harmonious action.ô 

Strangely enough, as the following examples of organization clearly  

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

harmonious action determines organization.
 36

  

FLAME  

Curiously, the physicist and inventor of quantum mechanics, Erwin 

Schrödinger, first identified the óflameô as a form of óorganization,ô 

referring to it as a ófleeting stream of orderô (a short-lived stream of 

harmoniously oxidizing molecules).
 37

 Indeed, the órealityô of a flame is 

not in the light that it emits or in the heat that it radiates or even in the 

smoke that it produces but in the harmonious oxidation behavior or 

burning of gas molecules. As such, a flame is essentially a behavioral 

phenomenon because, without the harmonious oxidation of hot gas 

molecules, a flame does simply not exist. By and large, the haphazard 

oxidation of one molecule triggers the harmonious oxidation (burning) 

of other molecules.
 38

 The energy that is released during the oxidation 

process carries oxidized molecules upward. The behavioral space that 

is vacated by these molecules is utilized for oxidation by other gas 

molecules. As such, oxidation behaviors are not only taking place at 

the same time (simultaneously) but, also, geometrically or spatially in 

harmony (congruently). In Chapter 5, The Force of Organization, I 

explore the significance of ócongruent simultaneityô in more detail. All 

in all, when harmonious oxidation behavior traverses a cloud of hot gas 

molecules, it produces a flame with all its known attributes as residue. 
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To mark the parallels between the different manifestations of 

organization, I identified a description of which the sentence structure 

illustrates where forms of organization compare and where they differ. 

In the following description of an organization, the underlined text 

represents the part that is unique to a flame. All that is not underlined 

is shared by all forms of organization.  

Flame  as Behavioral Phenomenon  

Simultaneous and congruent oxidation behavior of hot 

gas molecules inside the behavioral space vacated or 

created by others that are moving in sync emerges 

spontaneously when a specific temperature inequality 

arises. Such behavior leaves a visible residue in the shape 

of a stream of oxidation or flame. 

SNOWFLAKE  

In a process chamber where conditions, such as humidity, water purity, 

and temperature, can be kept within particular limits, the crystalline 

structure of a growing snowflake largely depends on temperature.
 39

 In 

other words, in such a controlled situation, the structure of a snowflake 

changes when the temperature changes. The relationship between 

temperature and snowflake structure rests on the vibration behavior of 

frozen water molecules. In a nutshell, the temperature inside a process 

chamber affects the energy of frozen water molecules and the energy 

of frozen water molecules determines their vibration behavior. In fact, 

vibrating frozen water molecules ósettleô when they can utilize the 

behavioral space vacated by frozen water molecules that have already 

settled and vibrate in sync. As such, a crystalline structure of frozen 

water molecules emerges essentially through self-assembly. Hence, 

when self-assembly of frozen water molecules takes place, their 

vibration behaviors are not just taking place at the same time 

(simultaneously) but, also, geometrically or spatially in harmony 

(congruently).  
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Then again, when the energy levels of frozen water molecules 

differ, their vibration patterns may be incompatible to a degree that 

they start bumping into one another. At that time, repulsion rather than 

self-assembly may occur. Ultimately, the structure of a snowflake is a 

residue of a wholly behavioral phenomenon that involves the vibration 

behavior of frozen water molecules. While the conditions inside a 

process chamber can be sustained, the conditions in nature are usually 

not. When growing snowflakes drift down in winter, the purity of 

water molecules, the electric field, and the temperature may all change 

radically from one atmospheric layer to the next. As a result, in nature, 

each snowflake is unique.  

Figure 7   Molecule vibration behavior determines  the structure  of snowflakes.  

In the following description of an organization, the underlined 

text represents the part that is unique to a snowflake. All that is not 

underlined is shared by all forms of organization. 

 

Vibrating frozen water molecules
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Snowflake  as Behavioral Phenomenon  

Simultaneous and congruent vibration behavior of frozen 

water molecules inside the behavioral space vacated or 

created by others that are moving in sync emerges 

spontaneously when a specific temperature inequality 

arises. Such behavior leaves a visible residue in the shape 

of a water crystal or snowflake. 

CONVECTION CELL PATT ERN  

In a thin layer of liquid that is heated uniformly from below, molecules 

start following orderly paths to transport heat from the bottom to the 

surface more efficiently once the temperature inequality between the 

bottom and surface exceeds a particular value. The heat-transporting 

movement of molecules is generally referred to as óconvection.ô The 

orderly paths of molecules become visible from above as hexagonal 

convection cells (Figure 8).  

Figure 8   Molecular  heat - transportation  behavior produces convection cells.  

 

Molecule Paths inside Convection Cell

Cell Pattern [seen from above]
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In these cells, hot molecules rise to the surface through the 

center while cooler molecules descend along the cell walls. By moving 

sideways, molecules collect heat at the bottom or shed it at the top. As 

molecules start moving in harmony up, down, and sideways, they 

utilize the behavioral space vacated by others while moving in sync. In 

other words, as in the previous two examples, molecule behaviors are 

taking place at the same time (simultaneously) and geometrically or 

spatially in harmony (congruently). The pattern of convection cells that 

emerges persists as long as the temperature inequality between the 

bottom and surface of the liquid is maintained. As such, this pattern too 

is a visible residue of a wholly behavioral phenomenon, a phenomenon 

that involves the reproducing heat-transporting behavior of molecules. 

Generally, these convection cells are called óBénard cellsô after the 

French scientist, Henri Bénard, who first identified them.
 40

  

In the following description of an organization, the underlined 

text represents the part that is unique to a Bénard cell. All that is not 

underlined is shared by all forms of organization. 

Convection Cell as Behavioral Phenomenon  

Simultaneous and congruent heat-transport behavior of 

liquid molecules inside the behavioral space vacated or 

created by others that are moving in sync emerges 

spontaneously when a certain temperature inequality 

arises. Such behavior leaves a visible residue in the shape 

of a convection cell or Bénard cell. 

FLOCK OF BIRDS  

When the days shorten and the temperature drops, certain bird species 

migrate to other areas usually for energy-related reasons. For example, 

less energy is needed to sustain a birdôs body temperature in warmer 

areas and the chance of finding energy-rich food is also greater when 

the days are longer. When migrating, particularly larger birds often fly 

in flocks to minimize the flapping energy needed. Energy savings from 



 

 

85 

 

12% to 20% can be realized by flying in V-formation. Birds have also 

been shown to increase their speed by as much as 5 km per hour.
 41

  

Birds achieve these efficiencies by utilizing the low-pressure pockets 

of turbulent air that are produced by the flapping wings of the bird 

flying directly in front. V-shaped flocks self-assemble when birds seek 

to utilize the low-pressure behavioral space vacated or created by 

others while moving in sync. Apart from overnight breaks, a flying 

bird formation continues as long as a daylight inequality between the 

region of departure and region of destiny exists. The behaviors in a 

flock of birds are taking place at the same time (simultaneously) and 

geometrically or spatially in harmony (congruently). As such, a flock 

of birds is a visible residue of a behavioral phenomenon that involves 

efficiency-inspired flying behaviors.  

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

In the following definition of an organization, the underlined 

text represents the part that is unique to a flock of birds in V-formation. 

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 vacated or 

created by others that are moving in sync emerges 

spontaneously when a specific day-time inequality arises. 
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Such behavior leaves a visible residue in the shape of a 

bird migration order or flock of birds. 

BUSINESS  ORGANIZATION  

An emerging need in the market that is triggered by either a supply 

inequality or a demand inequality is bound to trigger entrepreneurial 

initiatives when it reaches a level where the reward for tackling it is 

high. Whereas an inequality in supply equates to the short supply of 

either products or services, an inequality in demand refers to a level of 

unfulfilled customer demand. A successful entrepreneur improves the 

efficiency with which such an inequality is minimized by attracting a 

network of people in various roles (such as marketing, selling, and 

sourcing), a network that bridges supply and demand. In the end, a 

business organization materializes when people repeatedly utilize the 

behavioral space vacated or created by others in specific roles while 

moving in sync. These behaviors are not only taking place at the same 

time (simultaneously) but, also, geometrically or spatially in harmony 

(congruently). Such a human network persists as long as the supply- or 

demand-related inequalities that triggered it remain. Hence, business 

organizations are the visible residue of a behavioral phenomenon that 

involves the efficiency-inspired activities of people in different roles.  

In the following description of an organization, the underlined 

text represents the part that is unique to business organizations. All that 

is not underlined is shared by all forms of organization. 

Business Organization as Behavioral Ph enomenon  

Simultaneous and congruent role-inspired behavior of 

people inside the behavioral space vacated or created by 

others that are moving in sync emerges spontaneously 

when a specific supply or demand inequality arises. Such 

behavior leaves a visible residue in the shape of a network 

of human activity or business organization. 
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The Universality of Behavior al Phenomena  

The above examples of emerging organizations are all remarkably 

consistent. Evidence is in the rather large section of each summary 

description that these forms of organization have in common ï the text 

that is not underlined. I have come across many other examples where 

the same parallels apply, such as phase transitions (for example, from 

liquid to gas), the process of theory development, the rise and decline 

of civilizations, and the emergence of thought.
 42

 On the whole, forms 

of organization are bound to emerge when a particular inequality in the 

environment reaches a certain level. Leaders are not a precondition. 

Yes, leaders do play a role in human organizations. However, their 

advent is inspired by the nature of an inequality to the same extent as 

the advent of other roles. This fits the observations by Abraham 

Lincoln and John F. Kennedy who became aware that their fate was 

controlled by the state of the environment. 

All in all , behavioral phenomena are at the heart of all forms of 

organization. More importantly, all behavioral phenomena involve the 

ruthless utilization of the efficiency-inspired opportunities that come 

with each environment. As such, every form of organization, including 

the form that involves leaders, is an unavoidable feature of the world 

that we live in. Literally, when the conditions are ripe, forms of 

organization ï whether it concerns snowflakes, life forms, business 

organizations, or terrorist movements ï are bound to emerge including 

the leadership that might be required. Before discussing how this might 

change our perspective of leadership, here is a summary of the most 

striking commonalities between the different cases of emerging 

organizations. The idea is to distill the universality of the behavioral 

phenomena that I identified and, at the same time, to refine our grasp 

of the dependency between behavior, organization, and leadership. In 

line with the examples so far, the emergence of organization involves 
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four universal behavior-related states (the bottom row, Figure 10). By 

the way, in the Epilogue, I motivate why I identified four states only. 

Figure 10   Behavior  patterns are at the hear t of all  forms of organization.  

First State  (Undetermined Environment)  

An undetermined environment functions as a level playing field for 

newly emerging forms of organization, organizations that are triggered 

by arising inequalities. Needless to say, inequalities themselves are the 
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outcomes of behavior-inspired phenomena. Each inequality refers to a 

difference in the distribution of energy, such as a shortage or surplus 

(depending on your angle of view). A root cause of behavior patterns, 

inequalities are at the heart of the subject matter in the next chapter. 

Second State (Amplification/Transmission)  

When an inequality exceeds a certain level, a trigger of some sort sets 

off the development and selection of a particular behavior pattern that 

best exploits the environmental conditions. A haphazardly oxidizing 

gas molecule might trigger collective oxidation behavior. A dust 

particle might function as a settling spot for vibrating frozen water 

molecules. Temperature perturbations at the surface of a layer of liquid 

might trigger molecule movement that fosters convection cells. A 

leading bird might trigger the self-assembly of a flock of birds in V-

formation. An entrepreneur might trigger the development of a 

network of people that bridges supply and demand. As a rule, these 

trigger signals develop locally. Once a trigger event unfolds, the global 

state of inequality may transmit its effect throughout the broader 

environment where it incites similar patterns of behavior. 

Third State (Emergence/Selection of Behavior Pattern ) 

Whether it concerns vibrating frozen water molecules, molecule 

movement in heated liquid, flying birds during migration time, or the 

activities of people in an emerging network of roles, behavior patterns 

that best fit the circumstances do not come about right away. Initially , 

stimulated by local inequalities, several behavior patterns emerge. 

These patterns start competing with one another until one pattern 

outnumbers the others because it utilizes the common circumstances 

and behavioral space best (Chapter 5, The Force of Organization). In a 

process chamber where the conditions are kept constant, frozen water 

molecules with various energy levels and, therefore, different vibration 

patterns compete during the process of snowflake assembly until one 
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vibration pattern dominates in the snowflake make up. Molecules that 

move in a certain pattern up, down, and sideways to transport energy 

from the bottom to the surface in a thin layer of liquid compete with 

molecules that follow differently timed patterns until one pattern out-

reproduces the others. Migrating birds fly in slightly varying patterns 

until each bird finds a steady pocket of least resistance. People in a 

network of roles vary their role and timing of activities until they arrive 

at a behavior pattern that reproduces best. 

Fourth  State (Behavior -Pattern Reproduction)  

Once a behavior pattern outnumbers other patterns, distinct features of 

organization become visible. Congruently oxidizing gas molecules 

feature as a flame. Congruently vibrating frozen water molecules shape 

and sustain the crystalline structure of a snowflake. Congruently 

moving molecules in a thin layer of liquid that is heated from below 

shape and sustain a convection cell pattern. Congruently flapping birds 

shape and sustain a flock in V-formation. Congruently working people 

in different roles shape and, also, sustain a business organization. 

Organizational features remain visible as long as an inequality upholds. 

In other words, a flame subsists provided that adequate supplies of gas 

and oxygen are in place. A snowflake persists unchanged as long as the 

temperature conditions that produced it are maintained. A pattern of 

convection cells endures as long as the temperature difference between 

the bottom and surface of a thin layer of liquid is maintained. A flock 

of birds continues as long as the region with the target daylight 

duration has not been reached. A business organization continues as 

long as the supply-demand situation that induced it continues. In short, 

the inequalities in an environment inspire and sustain forms of 

organization.  
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Conclusion  

All that we observe are residues of successfully reproducing behavior-

pattern species, behavior patterns that best utilize the environmental 

conditions both geometrically and time wise. As a rule, behavior 

patterns emerge spontaneously to minimize inequalities at the fasted 

rate possible.
 43

 The universality of behavior-pattern emergence is at 

the heart of any manifestation of organization and, in this respect, 

human forms of organization compare not just with a flock of birds 

but, also, with the leaderless organizations of flames, snowflakes, and 

convections cells. Aroused by inequality until self-assembly follows, 

behavior patterns deal with the practical and philosophical question as 

to how the realities that we observe arise without the visible hand of a 

leader or designer.  

What Distinguishes Human Organization s? 

According to the above conclusion, human organization does not differ 

fundamentally from other forms of organization. It is not unique in 

terms of its complexity which, for one, is less than that of the human 

body. The phenomenon of leadership in human organization is not 

unique either. óLeadersô appear in other forms of organization, such as 

in a flock of birds that flies in V-formation. Moreover, human forms of 

organization are driven by inequality as much as any other form of 

organization. Then, what distinguishes human organization? 

First, the ability rapidly to respond to a rather broad range of 

external and internal inequalities is a matter that human forms of 

organization have uniquely in common. The speed of response to 

changes in the environment is made possible by learning. In fact, 

human organizations transmit new findings and the related behavior-

pattern species by learning. The effect of learning in human forms of 

organization is boosted by human organizations that specialize in the 

transmission of behavior-pattern species, such as communication and 
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consulting fi rms, and institutes of education.
 44

 As a result, human 

forms of organization experience a high degree of adaptive freedom. 

This might explain why human forms of organization have been shown 

to expand at the cost of other forms of organization. 

Figure 11   Behavior - pattern  emergence explains leadership needs . 

Second, in view of the argument in this book, the awareness of 

óselfô is the most distinguishing feature of human organizations. The 
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still largely latent ability of human forms of organizations to identify 

and evaluate their own state of existence allows them to acknowledge 

not just external but, also, internal development-related inequalities 

that need responding to. This is where organizational development 

states and leadership archetypes start playing a crucial role. A different 

leadership archetype is needed for each state in the emergence of 

human organizations because their internal inequalities evolve in step 

with the 4-state universality of behavior-pattern emergence.  

Mi rror Images  of Behavior -Pattern Emergence  

Organizational development states and leadership archetypes are 

essentially mirror images of the 4-state universality of behavior-pattern 

emergence. This explains why the different leadership archetypes 

predictably relate to the four states of emergence in the examples of 

Chapter 2, Leadership Role Models. In fact, each state of behavior-

pattern emergence has its own array of internal inequalities which 

invokes behavior patterns that are specific to its success. For this 

reason, an organization that seeks óa new platform for growthô relies on 

another complex of behavior patterns than an organization that hopes 

óto repeat success ever more efficiently.ô On the whole, when a human 

form of organization becomes aware of its own state of development, it 

can optimize its functioning in that state. This involves attracting a 

leader with the comfort zone (leadership archetype) needed to trigger 

the state-specific optimization that is ultimately possible. 
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4 - The Source of Organization 

Whether  it concerns flames, snowflakes, convection-cells, bird flocks, 

or business organizations, the appearance of organization involves a 2-

stage inequality-minimization process. First, inequality triggers the 

emergence of behavior patterns. Second, behavior patterns give rise to 

organization when a behavior-pattern species starts out-reproducing 

others because it fits the conditions best. Although this 2-stage process 

unfolds at a local scale, its outcome overflows from one scale to the 

next by the inequalities induced. For example, a day-light inequality 

between two geographical regions may inspire a bird to commence a 

migration journey. The flapping of this bird generates low pressure 

areas behind each wing, local inequalities that can be responded to (or 

utilized) by two other birds. In turn, the flapping of these two birds 

generates low pressure areas for four more birds, and so on, until a bird 

flock is formed that, as a whole, minimizes the óday-light inequalityô in 

the most efficient way possible. As such, local behavior patterns serve 

as interdependent parts in the minimization of inequality at higher 

levels. Similarly, an employee serves the inequality-minimization 

process pursued by a company, as a whole, by engaging in a behavior 

pattern that best minimizes local operational inequalities. Comparable 

examples can be identified that illustrate how the effect of behavior-

pattern species cascades from subatomic and molecular levels to 

biological, human, and cosmic levels of organization and, therefore, 

reality.
 45

 In other words, the 2-stage inequality-minimization process, 
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which produces best-fitting behavior-pattern species, applies across all 

phenomena. Because it is a process that acts everywhere or at a global 

level, it embodies a case of óglobal gauge symmetry.ô
 46

 Global gauge 

symmetry refers to parallels between processes of emergence at all 

scales but not necessarily to parallels between the behavior patterns 

that these processes produce. Inspired by the local conditions, behavior 

patterns may vary broadly. In fact, behavior-pattern symmetry ensues 

only when the local conditions compare. In other words, to be similar, 

behavior patterns require ólocal symmetry.ô These symmetry cases are 

further explored in Chapter 11, Connecting through Meta-Awareness. 

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

From Inequality  to Behavior Patterns  

What is inequality, really? The examples in the previous chapter range 

from temperature and daylight to matters of supply and demand. These 

are measures either of a surplus or shortage of something depending on 

where you stand. When it comes to human organization, inequality or 

disparity might involve food, wealth, knowledge, jobs, and chances. It 
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refers to an unequal distribution among players. Not surprisingly, 

founders of business and terrorist organizations equally feed on it.  

To illustrate how inequality (or disparity) is translated into 

behavior patterns, a more universal description of inequality is required 

that is valid across all forms of organization, not just human ones. In 

fact, as an unequal distribution among players, inequality refers to the 

imbalanced, asymmetrical, or irregular distribution of energy at the 

many different scales of our world. The unequal distribution of food, 

wealth, knowledge, jobs, and chances are derivatives. As the examples 

in the previous chapter show, at every scale, nature tries to minimize 

inequality by involving various roles. Roles help transfer energy from 

areas of surplus to areas of shortage by some form of transformation.  

Organizations and individuals play roles in the transfer from 

areas of surplus to areas of shortage, for example, by conversion at the 

level of products and services. At the scale of a thin layer of liquid that 

is heated uniformly from below, the role of the whole constellation is 

to transport heat from the bottom to the surface. As part of the process, 

the energy is transformed from heat into a diffused form of energy that 

cannot be utilized.
 47

 At a lower scale, inside such a thin layer of liquid, 

molecules assume roles in the transfer of energy due to the irregular 

distribution of energy locally. In other words, at every scale, the 

situation boils down to roles that emerge to transfer and transform 

energy from areas of surplus to areas of shortage.  

Because matters of energy are involved, the emergence of roles 

satisfies two basic laws that describe the transfer and transformation of 

energy.
 48

 One of these laws describes how inequality is minimized. 

Roles inevitably emerge when components or players are drawn into 

this minimization process because they happen to be there at the right 

time. This explains why the fate of people and, also, organizations is 

controlled by the environment.  
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But, what happens when a certain level of inequality is being 

minimized? Interestingly, other forms of organization continue to 

emerge. This can be explained by another basic energy law, which 

dictates that the level of inequality before and after transformation 

remains the same just as the sum of energy. In effect, the inequality 

that emerging roles help minimize is compensated by new inequalities 

in-between these roles. In other words, whereas the level of inequality 

remains unchanged, the distribution of inequality changes tirelessly 

when new inequalities actually replace old inequalities. Therefore, the 

emergence of role-inspired behavior patterns is a marvel of nature that 

persistently minimizes inequality by creating it.  

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

As roles emerge to minimize inequalities between other roles, 

the network of roles and inequalities becomes progressively fine-

meshed. Thus, while the sum of inequalities remains the same, the 

number of roles increases. The resulting multiplication of roles is 

compatible with the growing complexity of our world and remains 

within the boundaries of the basic energy laws that allow and predict 

an increasingly scattered, if not fragmented state of energy. The 
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emergence of roles that deal with inequality is generally referred to as 

the ódivision of labor.ô As such, the division of labor rather than 

óinequalityô is the never-ending source that keeps the emergence of 

organization going. It consumes inequality to produce roles at one end 

and generates inequality between these roles at the other end. 

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 I explore in 

more detail in the following chapter). It is broadly acknowledged that 

the division of labor results in productivity increases.
 49

 Plato already 

identified that the origin of a nation ólies in the natural inequality of 

humanity that is embodied in the division of laborô For example, he 

observed that óto supply our bodily needs, a farmer, builder, weaver, 

shoemaker and one or two others are needed.ô In 1776, Adam Smith 

eventually recognized that the division of labor supports óa qualitative 

increase in productivity.ô What is more, he argued that the emergence 

of roles ówas as much a consequence of the division of labor as its 

cause.ô This is consistent with the previous discussion, which arrives at 

the notion that the division of labor minimizes inequality by creating it, 

a role-producing process that goes on forever.  
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The discussion in this chapter brings the subject matter to an 

underlying level of explanation where the basic laws of energy as well 

as Darwinian notions are employed to explain in practical terms the 

emergence of organization across a broad range of phenomena. At this 

level, the division of labor gives rise to behavior patterns to satisfy the 

fundamental preference of our world to minimize inequality at the 

fastest rate possible in harmony with the basic energy laws.
 48

 As such, 

the emergence and effect of organization can be expressed as an 

improved rate of inequality minimization or simply as an efficiency or 

gradient improvement (Figure 14). On the whole, at every scale and 

across all phenomena, the effect of organization boils down to an 

improvement in the rate of inequality minimization. When it comes to 

leadership, matters of inequality minimization and efficiency explain 

the role of leaders as much as any other role. 
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5 - The Force of Organization 

Behavior patterns are made up of roles but not all behavior patterns 

and, thus, roles necessarily survive. In other words, the first stage of 

the 2-stage process of organizational emergence, which tries to 

minimize a state of inequality by creating it, is not enough. Another 

stage is needed that sorts out or selects those roles that utilize the 

conditions of the environment best when minimizing a predominant 

inequality. Hence, the question in this chapter is what the selection of 

behavior patterns involves. Charles Darwin indicated that surviving 

species best fit the conditions of the environment. But, what exactly is 

a best-fitting behavior pattern? In other words, what does a surviving 

behavior pattern offer that extinct behavior patterns didnôt?  

In the early hours of the history of life, nature provided a 

remarkable clue. Millions of years ago, when amphibians started living 

on land, they became subject to more and, also, greater temperature 

variations than their forebears who lived in water. Because of these 

temperature fluctuations, their bodily chemical reactions were not 

always optimally attuned.
 
Creatures with poorly synchronized bodily 

chemical reactions respond less effective and, also, slower to threats. 

Over time, creatures with a more steady body temperature proved to 

have a better chance of survival. In fact, a stable body temperature 
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allows bodily chemical processes to accommodate to a specific 

temperature environment and keep in sync.
 50

 To achieve a stable body 

temperature, nature experimented with a broad range of attributes. For 

example, some 260-million years ago, a large carnivorous mammal-

like reptile or Dimetrodon appeared with a distinctive spinal sail. Early 

in the morning, this sail would function as a heat collector. As it raised 

the creatureôs body temperature, it raised its alertness (and its ability to 

take action) at the same time. During the day, when chasing prey, the 

spinal sail would emit surplus body heat which allowed it to sustain its 

pursuit. The capacity to let bodily chemical processes function in sync 

was crucial to the Dimetrodonôs survival. It improved its effectiveness. 

This capacity hinged on the strange sail-like spinal limb which kept the 

creatureôs body temperature in check. As a result, the Dimetrodon 

grew in numbers and gave rise to the development of a warm-blooded 

line of species: mammals. In mammals, nature realized physical and, 

also, behavioral configurations
 51

 that keep bodily chemical processes 

accurately attuned within a whole range of external temperatures and 

during various stages of activity simply by maintaining the body 

temperature at a certain level.  

To conclude, an environment that fosters synchronization is key 

to a faster and efficient response. In other words, whereas the capacity 

to maintain the body temperature at a certain level helped survival, 

efficiency improvements through the synchronization of chemical 

processes were the rationale behind natural selection. As the following 

examples illustrate, the natural selection of behavior patterns in a broad 

range of organizational phenomena also involves ósynchronizationô to 

ensure the highest level of efficiency possible. 
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Figure 15   Self- assembly of water molecules involves least - energy matching.  

THE EMERGENCE OF SNOWFLAKE S 

The self-assembly process that produces snowflakes in a controlled 

environment requires more than the indiscriminate vibration behavior 

of frozen water molecules. Only frozen water molecules that have a 

level of kinetic energy
 38

 that sufficiently reflects the energy inequality 

or temperature of the environment have the best chance to settle simply 

because they outnumber frozen water molecules that donôt. In fact, 

variations in the vibration behavior of water molecules produced by 

differences in their energy may prevent self-assembly and, even, result 

in collision and repulsion.  

When molecules try settling on a growing snowflake, only the 

most efficient, least-energy settling attempts survive. Such attempts 

involve synchronization to minimize the energy involved particularly 

by means of vibration behaviors that take place at the same time 

(simultaneously) and geometrically in harmony (congruently). Thus, 

molecules of which the vibration behavior is both congruent and 
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simultaneous (relative to the vibration behavior of molecules that have 

already settled) can óutilize the vibration space vacated or created by 

others that are moving in sync.ô  

On the whole, the emergence of a snowflake organization 

involves the natural selection of behavior-pattern species at the level of 

frozen water molecules. A behavior-pattern species (a molecule with a 

certain degree of vibration energy) is selected that requires the least 

energy to jog together with. Synchronization in the form of congruent 

simultaneity is at the heart of this selection process. It demands that 

molecules share the energy inequality of the environment because that 

determines their behavior. The natural selection of a best-matching 

behavior-pattern species is a dynamic phenomenon that has a rather 

stable physical marvel (in the shape of a snowflake) as residue. 

 

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

THE EMERGENCE OF A FLOCK OF BIRDS  

The self-assembly of a flock of birds in V-formation is not fuelled by 

indiscriminate bird behavior either. Birds join a flock only when they 
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share the same urge to minimize the daylight inequality between a 

region of departure and a region of arrival.  

Needless to say, birds with an incompatible urge may be in the 

way of self-assembly and, even, bring about collisions. When birds try 

joining a growing flock, only the most efficient assembly attempts 

survive. Such attempts involve synchronization to minimize the 

flapping energy needed, particularly through flying behaviors that take 

place at the same time (simultaneously) and geometrically in harmony 

(congruently). Birds of which the flying behavior is both congruent 

and simultaneous (relative to the flying behavior of birds that have 

already joined the flock) can utilize the pockets of low pressure behind 

each wing vacated by others while moving in sync.  

On the whole, the emergence of a bird-flock organization in V-

formation involves the natural selection of behavior-pattern species at 

the level of flying birds. The selected behavior-pattern species requires 

the least energy for birds to fly together. Synchronization in the form 

of congruent simultaneity is at the heart of the selection process and 

demands that birds share the same urge to minimize the daylight 

inequality between a region of departure and a region of arrival. Also 

in this example, the natural selection of a best-matching behavior-

pattern species is a most dynamic phenomenon which has a rather 

stable physical marvel (in the shape of a bird flock) as residue. 

THE EMERGENCE OF BUS INESS ORGANIZATION  

The self-assembly of a business organization involves more than the 

indiscriminate behavior of people as well. Ideally, people join an 

organization only when they share the same urge to minimize a certain 

supply or demand inequality. People with an incompatible urge may be 

in the way of self-assembly and, even, bring about collisions.  

When people try joining a business organization, only the most 

efficient assembly attempts generally survive. Such attempts involve 
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synchronization to minimize the working energy needed, particularly 

through role-inspired behaviors that take place at the same time 

(simultaneously) and geometrically in harmony (congruently). People 

of whom the role-inspired behavior is both congruent and simultaneous 

(relative to the roles of people that have already joined) can utilize the 

favorable conditions created or vacated by others (leaders and peers) 

while moving in sync. 

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

On the whole, the emergence of business organization involves 

the natural selection of role-inspired behavior-pattern species at the 

level of employees. The selected behavior-pattern species requires the 

least energy for people to work together. Synchronization in the form 

of congruent simultaneity is at the heart of the selection process and 

demands that employees share the same urge to minimize a supply or 

demand inequality. In this example again, the natural selection of a 

best-matching behavior-pattern species is a most dynamic phenomenon 
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