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Adding people to an organization or transferring them out changes culture; imparting new knowledge changes culture.  Changes in the structure, environment, or processes of a culture changes that culture.  The point here is that cultures are forever changing, we cannot not make a culture change.  But we can guide the direction of such inevitable change.  This is Evolutionary Leadership, or Leadership by Design.  Functioning as an EGS, enterprise leadership can guide the evolutionary unfolding of an organization.  In precisely this way, leaders can guide the evolution of an organization from one state of culture to another.  This is the best anyone can do.  Think about it.

I have been deeply interested in people having a wonderful life for as long as I can remember.  I like it a lot when things go well for others.  What about you?  I love the feeling of being around happy people, excited people, vibrantly joyful people, successful people.  I like to see people strive, grow, reach, yearn, and yes find satisfaction in the striving, growing, reaching, and yearning.  Being part of a great experience like this is beyond mere satisfaction.  And it is all the more exciting to see people achieve their dreams and become better for it.  Life throws so much at us every day that it takes a lot of personal something for us to strive for achievement in spite of the obstacles that life brings our way.  Think about it.

Compelled by my driving interest in the success of other people, I am very much interested in the nature of leadership and the leaders who attain the heights of leadership, something I identify as Ulthule™, from Ultimate Thule.

Interestingly, over the years, I have found that the great majority of these leaders are unknown, unrecognized, and hidden behind the scene.  For every great leader who is honored by peers and strangers alike, a dozen leaders carry him or her on their shoulders to savor the glory.  This is no accident.  For the hallmark of great leadership is not fame but evolutionary unfolding and design competence.

Contrary to where your prejudices lie, contrary to your opinions, common wisdom, or gut intuition.  Leadership cannot be properly understood as the function of any number of psychological traits or the results of project-oriented behaviors in which the attainment of some goal defines one’s leadership quotient.  Rather, leadership is a constantly evolving something that never reaches its horizon.  It is forever an unfinished expression of the human heart to transcend the current substance and shape of the world.

As such, leadership, authentic leadership, forever remains incomplete and perennially unfolding. Authentic leadership is more about the wonder of evolutionary consciousness and the design of human activity systems than it is about a single success or a collection of personality traits or any number of psychological descriptions.

This book breaks free from the well-traveled path of traditional thinking on the nature of leadership and leaders.  It carries the reader along a new journey that clarifies the wider leadership landscape and the broader method of redesigning this landscape again and again.  As we make this journey from common wisdom to Evolutionary Leadership, we find that the real leader, those people who mastered the test of time, were designers of great human activity systems.

Whether the leader was Thomas Jefferson, Mohandas Gandhi, or someone you personally know, they all were designers of human activity systems, and they all exhibited a taste for evolutionary consciousness.  This is monumental. They all had different I.Q.s, different psychological descriptions and even different personality traits.  Some leaders even failed to achieve their goals in their lifetimes.  Nevertheless, their leadership survived them.

For those of you who know a lot about leadership, I caution that you are about to enter unfamiliar territory.  As you progress in this book from chapter to chapter, you will gain a fresh insight into the nature of leadership and develop a living systems perspective on what it means to be a leader. So, sit back and enjoy the experience ahead.  You are about to build a personal model of 21st Century leadership.  Enjoy the challenge.
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It is long past time to get serious about the future of Leadership.  Problems and challenges abound, even where they once seemed solved.  The record confirms my suspicions: This year's solution is next year's problem.  I remember one pleasant Florida evening back in 1977 discussing the future with Bud Parrish, a close friend, great range manager for the Polaris Submarine Missile Test Range Project, and outstanding executive.  We concluded that if the human race could make it through the 1980s without a nuclear nightmare, we would have it made.  Life would finally become safe, simple, and more than satisfactory.  We certainly were naive - no nuclear nightmare, and the world became a lot more dangerous anyway.

While the world becomes more dangerous than ever, business and government leaders remain hard pressed to understand it all.  In many cases, experts offer opinions as solutions while failing to remind the public that they simply do not know how to solve many of the world's current crop of problems.  For experts and non-experts alike, the complexities of postmodern life are indeed unique.  The fundamental problem for us today is that we have very little experience, if any, with solving the types of problems that urgently challenge us.  Being a human being is difficult.  We are paradoxical creatures - forward living and backward thinking.  We talk about the future but know only the past. 

Today, many talk about the paradigm shift.  They argue that at the dawn of the 21st Century, executives require new models of business organization and styles of leadership to offer hope of human progress.  While some executives transform their enterprises into learning organizations via new models derived from the systems paradigm, others adopt the organic or biological perspective as the preferred metaphor for describing the human condition. Even the most cursory observer understands that "something is afoot," as Holmes would say.

While interested persons encounter a wave of books on the new paradigm in business (about 20 a month), the lack of depth does not satisfy their curiosity in any essential way.  The full scope of today's events is hidden behind a veil of commercialism and under- conceptualism.  The reader is likely to remain ignorant about the more important points of the current paradigm shift and what it truly means to his or her life.  As Phillips once observed, the reader may not be aware that the current discussions over the paradigm shift "are related to those over system theory, over organicism in biology and psychology, over structuralism and functionalism, and over internal relations in philosophy."

When we add to this the conflicts over "the search for meaning in the organization" and the avoidance of depth by most authors of management books, we can readily conclude that confusion is the hallmark of the developed society.  I know of at least one best seller in the management category that never exceeded seven words per sentence.  In fact, the author proudly confided that any sentence with more than seven words was too complicated to reach the minds of the intended audience - business leaders of corporate America.

While a clear statement on the central ideas of the current age is difficult to find, failure, insecurity, instability, anxiety, hopelessness, helplessness, waste, cynicism, and all the rest are consuming this and the generation to come.  In the fray, we continue to miss some great opportunities for human achievement.  Moreover, we will find the worst lessons of history will indeed repeat themselves if we continue to avoid our responsibility to guide our own evolutionary unfolding.  

The concept of paradigm shift is difficult to explain.  We are often imprisoned by the paradigm we need to escape.  Unfortunately, the pundits of the paradigm shift characterization of modern life often fail to explain what it is they mean by paradigm shift.  From what, for example, are we shifting?  And to what?  What are the philosophical challenges and presuppositions implied in this shifting scene?  Moreover, are we merely revisiting well-traveled territory dressed in a new landscape, a repackaging of familiar goods so to speak?  Or, are we really moving into a new dimension of human understanding, and with all that this may mean?  Perhaps the new shift is only the received view obscured by the good intentions of under-conceptualized innovation?  Better yet, maybe the recent shift is ancient thinking rediscovered by amateur exploration and entrepreneurial spirit?

My experience is that the paradigm shift is probably all of these.  For example, the Tribune Meneius Agrippa successfully introduced the organic analogy, an important aspect of the paradigm shift, in his effort to quell an outbreak of civil disobedience long before Miller (1978) wrote his great work Living Systems.  The longer we endure, the more we demonstrate that nothing under the sun is new.  However, should not human life achieve more than simple endurance? 

This book presents a framework for answering many of the questions posed above.  It examines the core issues of emerging thought in evolutionary leadership and clarifies a few of the more significant implications of this thought in modern enterprise.  This book encourages leaders to get serious about a lot of things in their lives, and the lives of those in their care.

Although this book is not large, it covers an enormous body of thought.  I wrote it in the belief that we can discuss the stinging issues of this age while solving important problems that impact business performance, strategic productivity, and human worth.  In its totality, this book presents an organizing perspective termed Vision 21 for thinking about business growth.  It introduces an operational framework and design methodology for changing the essence of leadership and enterprise.  While the systems perspective informs the strategic framework, Vision 21 lays the foundation for the design of state-of-the-art business processes and executive level evolutionary guidance systems.  To keep the book on the path forward, I echo the admonition of Arthur O. Lovejoy who summed up the current age of the paradigm shift:


You may...find much of the thinking of an individual, a school, or even a generation, dominated and determined by one or another turn of reasoning, trick of logic, methodological assumption, which if explicit would amount to a large and important and perhaps highly debatable proposition in logic or metaphysics. – Dr. Raymond Leslie Newkirk, Pleasant Hill, California, April 11, 2006.
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I once wrote that life is a quest for convenience.  Modern human beings participate in this quest by engaging in commerce.  Education, health care, manufacturing, information technology, food distribution, and the optical business among others represent different forms of commercial enterprise geared to an improved quality of life through improved convenience and generation of profits.  Since these industries each surpass billions of dollars in annual revenues, they occupy an influential position of business leadership in the commercial environment.

Everyone needs good products, and they need them quickly, cheaply and conveniently.  For human beings, efficiency represents the ultimate quest for convenience.  However, with the notable exception of a few mass merchandisers, discount chains, and the all too few innovative grocers who generally sell their goods at approximately 22% less than the average grocery store, the dream for a cheap and efficient supply of products goes unrealized.

This book examines the leadership environment of the postmodern enterprise and examines how it may provide products and services inexpensively and efficiently to everybody while increasing profits. As an approach for working efficiently, modern enterprise only now is adopting a family of strategies as best practices termed Electronic Commerce or simply EC.  Trade experts expect EC to reduce prices to consumers by up to 11% or more in some industries.

The focal point of EC is the consumer.  When best practices achieve critical mass as an increasing number of participants implement this family of strategies, experts expect the EC program to reduce the cost of business operations just as significantly.  Although executives understand the value of less expensive business operations, the thrust of EC consists directly in business growth as an industry response to the end consumer and indirectly the reduction of cost in the supply chain.

After working in a multitude of industries and experiencing the confusion that new initiatives generally cause, I wrote this book to update leaders and executives about the family of EC strategies currently employed globally as defined by several industry-wide joint working committees.  Moreover, I describe the postmodern business environment by locating EC in the wider context of the changes now occurring in management thinking and business practice.

This book constitutes an important work about 21st Century leadership practice. I cannot overstate the critical nature of EC in the economic health and success of your company in the years ahead.  If you wish to remain a serious participant in the evolving business climate, you do well to become comfortable with the EC vision, its mission, goals, and strategies.  This work must become second nature to executives wishing to lead their companies into the 21st Century as serious competitors.

I begin this book by discussing my EC vision termed Effective Business Relationships (EBR).  I then introduce the specific strategies and requirements of the EBR Program that you can use in your organization.  I refer to my own approach for implementing EBR as Vision 21 (TM).

The language, terminology, expressions, and definitions used throughout this book come directly from industry practices, associated trade groups, and the paradigm of General Systems Inquiry.  Although we should become familiar with the official jargon of our own industry whenever we can, I substitute nontechnical expressions wherever feasible.  If you cannot digest the terminology, you should encourage your particular trade group to offer something more appropriate.

EBR via Vision 21 provides my response to the postmodern initiative for Electronic Commerce.  I formed Vision 21 out of more than 35 years of practical experience seasoned with advanced academic work in behavioral and management science, systems inquiry, organization inquiry, clinical psychology, management science, information systems, and the philosophy of science.

Through Vision 21, postmodern organizations offer an ever-improved value to consumers and stock-holders. Vision 21 empowers your organization to provide exceptional products to valued customers by building Effective Business Relationships using evolutionary business practices.

Throughout this book, I prefer the viable concept of Business Intelligence Group (BIG) over Information Services Department (ISD) because success in today's business environment demands much more than the management of information systems and their related technologies.  Today, executives are challenged to become very good at using information as a genuine business asset of substantial worth.  Executives need to move beyond the data, information, and knowledge paradigms to embrace the challenge of executive wisdom.  The Business Intelligence Group paradigm moves beyond the unrealistic task of sustaining competitive advantage by providing the business leverage to succeed in a climate marked by the forces of hypercompetition.

The Business Intelligence Group model directly contributes to the bottom line via the real-time movement and management of accurate, timely, and accessible hyper-information that adds value to the product portfolio.  BIG is more than information technology, management information reporting, data processing, or information management.  BIG offers business solutions, products, processes, relationships, and profits.  BIG enables business strategies, competitive leverage, and growth.  BIG enables the core information process to integrate an entire enterprise while linking that enterprise with its markets.  BIG provides flexibility and connects products with customers.

Business success demands resiliency.  While Information Services, Information Technology, and other applications of technology trends and techniques provide improved management capability via their traditional support roles, they do not ensure resiliency.  BIG moves beyond this by virtue of its charter as the core business process that generates earnings as a component of the information asset.

While others discuss the role of I/T and MIS in support of the core business processes, BIG establishes the business information flow as a core business process directly contributing to the bottom line.  BIG offers more than technology as an enabler of the organization; it offers knowledge and intelligence as an asset with product value.  BIG presents a view of the value of information that is far different from the one commonly understood.  In this work, I outline an EC empowered enterprise model as a business and I/T strategic action tool.

Efficiency is for machines; effectivity is for people.  Although EC empowers core business processes and passes the savings to consumers, in itself it remains insufficient to help you navigate the difficult times of a hypercompetitive era.  Doing the right thing is more important than doing things right.  If you believe that you are protected from the forces of hypercompetition because you are in a slow turn industry, guess again.  EC as an approach to sustaining competitive advantage conflicts with another, and less cooperative, management movement - Disruption.

I am concerned about hypercompetition and what it means to EC business partners.  If it is true that the rule today is that there are no rules, how can any enterprise bank on EC to sustain competitive advantage?  Advancing the vision of EC in today's hypercompetitive world, I developed Vision 21.  While EC focuses on efficiency, Vision 21 concentrates on effectivity.  In a hypercompetitive world, we do not want to do the wrong thing right.

I designed Vision 21 to minimize the risks inherent in EC by helping executives do the right thing right.  This book will help you decide what to do when the strategic practice of Disruption sidetracks your business goals.  With Vision 21 to guide your implementation of EC, your enterprise will enter the world of Virtual Commerce.

Virtual Commerce empowers an enterprise to engage in business globally 24 hours a day, seven days a week while minimizing sunk costs.  Electronic Commerce is the foundation for Virtual Commerce.  Vision 21® is the framework for Effective Business Relationships.  Together, Virtual Commerce and EBR leads to hypergrowth in global competition.



	[image: ]

	 
	[image: ]





[image: ]


About Dr. Raymond Leslie Newkirk






[image: ]




Dr. Raymond Leslie Newkirk is an internationally respected entrepreneur, executive, consulting specialist, and award-winning athlete.  He has earned advanced degrees and certifications in several disciplines including the D.Psy. in Clinical Psychology, the Ph.D. with Distinction in Human Science, and the Ph.D. in the Philosophy of Science and Behavioral Science.  Dr. Newkirk is a specialist in Strategic Management focusing on Insider Threat Prevention Cyber Security, Strategic Enterprise Design, Strategic Value Based Management, and Human Activity Systems Design. His professional background in competitive leverage, industrial innovation and technological versatility includes a distinguished career in management, consulting, speaking, executive development, and writing. He has presented the Keynote Address to audiences around the world.  Upon his visits to Europe, the press frequently interviewed Dr. Newkirk about management issues and technology.

Dr. Newkirk enjoys an extensive entrepreneurial background and is an experienced executive having served companies in many diverse industries.  He is the Founder and Chairman of Systems Management Institute and until recently served as Chairman of Bay University.  Dr. Newkirk was a Senior Fellow of the Monterey Bay Management Group.  Among other appointments, Dr. Newkirk has served as Chief Operating Officer of Mindmaker, Inc. of San Jose, California and President and Chief Operating Officer of P.Q. Information Group, b.v. the Netherlands and as President of the International Association of Information Management.

Working at the highest levels of business and government, Dr. Newkirk led significant initiatives in the Middle East for the Kingdom of Saudi Arabia and in the Far East for the Office of the President, Republic of the Philippines.  Dr. Newkirk has also led significant operational engagements for Bank of America and Dell Computers where his projects contributed to Dell’s growth in revenues from one billion dollars to more than eighteen billion dollars in three years.  In 1992, the Chairman of the CNN World Business Development Congress in Washington D.C. invited Dr. Newkirk as a VIP Priority Guest to discuss problems associated with emerging technology in the Third World.  In 1991, Dr. Newkirk was invited to participate as a visiting Ambassador in Business Development and Technology Transfer to the Soviet Union.  He has been invited to speak at international development conferences in Cairo, Egypt and Oxford, England.  Having received more than two dozen international honors, the World Forum Federation recently invited Dr. Newkirk to attend its Inaugural World Forum at Oxford University as its Ambassador from the United States.

As a person of deep social concern, he speaks often on the problems facing the elderly, orphaned, and disadvantaged in these quickly changing times.  In the early 1980s, he established several health clinics and medical networks on the East Coast dedicated to ensuring the nutrition of the elderly.  For private and government agencies, Ray has spoken throughout Florida addressing the health, nutrition, preventive care, and plight of the elderly.  He has special regard for the isolation of the elderly in nursing and retirement homes.  He helped establish an orphanage in the Third World, funded fellowships for students in Eastern Europe to travel abroad and engage in professional training, and established a Southeast Asian International Fellowship.

His experiences are as eclectic as they are broad. On a personal note, Dr. Newkirk advocates the intellectual, physical, and spiritual development of the person.  He studied philosophy as a Benedictine Monk in Italy, worked as a deck hand on a Dutch freighter, and studied theology as a Franciscan Friar in Washington D.C.  He participated for many years with the Amateur Athletic Union (AAU) both as a competitor and supporter.  Early in his life, he attained ranking in Olympic Weightlifting.  A few of his many records still stand today.  Currently, Dr. Newkirk is in training to compete in the Masters World Championships in Olympic Weightlifting.

As an amateur explorer, he enjoyed dividing in the Red Sea, mountain climbing in Alaska, working as a deck hand on Dutch freighter, sailing in the Bahamas, deep-sea fishing in the Caribbean, and other global adventures.  His personal philosophy is: “Life, Love, Leadership, Growth, & Honor.”

“Live life fully; Love deeply with wisdom;

Lead others to great achievement;

Grow spiritually and intellectually, and

Honor God and then others in all I do.”
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Part Two

The New Executive Environment
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The Path to Reconstructed Leadership

I divided this book into seven parts.  Part One, consisting of the first eleven chapters, moves into the 21st Century by describing the new world facing those at "the Pinnacle of Decision Making.  Introducing a new model of leadership action and executive practice, Part One illuminates the path to “Reconstructed Leadership,” the secret ingredient in the recipe of meaningful success.  Part One provides the foundation for Part Two.

The first several chapters of Part One discuss the changing world of the executive and outlines a model of the executive team as an appreciative Evolutionary Guidance System.  It describes the crucial dimensions of executive action and lays the foundation for a renewed experience of executive life.

While chapter one, two and three describe the new executive, his or her vision, and the transition from Electronic Commerce to Virtual Commerce, chapters four, five six, and seven discuss 21st Century leadership strategy, the environment of Electronic Commerce program management, design inquiry, and the relationship between the Chief Information Officer and the Business Intelligence Group.

Part One concludes with chapters eight, nine, ten, and eleven in which the book discusses the transition from manager to leader, the scope of the changing leadership world, the new role of executive life, and finally the need to move well beyond 20th Century executive thinking and management practice.
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1: New Millennium Executive





[image: ]




Management is a difficult profession at best. At its worse, it becomes an unbelievable nightmare.  Recently, I had the misfortune of suffering through an unbelievable nightmare, a really tough experience for me and everyone involved.  It was the proverbial “project from hell.”  You know, the one that compels you to constantly look over your shoulder as you move from one crisis to another. This project reaffirmed many of the principles I had learned throughout my life, re-taught ones that I should have never forgotten, and introduced several new lessons I probably would have never learned had I missed this great experience.  Doubtlessly, I enjoyed the satisfaction of succeeding against all odds.  Our team snatched success out of the jaws of defeat.  My greatest satisfaction, however, came from helping others expand their professional horizons by rethinking how they should design complex projects as we enter the 21st Century.

As with many things in life, the project was not all bad; it had a few redeeming qualities.  For one thing, it contributed to the growth of my team.  We experienced every conceivable management contradiction and tripped through numerous shortcomings disguised as success.  For some of us, life does not get any better than this.  The problem in this situation, of course, is the emotional pain we are forced to endure to enjoy such hard won growth.  In the high-tech industry, emotional pain characterizes the workplace.  Although individuals are resilient, endurable, and capable, believe me when I tell you, organizations are fragile.

Usually, I enjoy visiting book stores.  But lately I have become bothered by the great number of new management titles that come out every year.  How can a society produce so many experts with so little to say?  The glut of ideas sold today discourages me from writing this book.  But I do not offer yet another fad nor do I intend to experiment with you, your organization, or your professional future.

In this book, I simply present an executive model for effectively, efficiently, and profitably engaging in business at the dawn of  the 21st Century.  Unlike the trends and fads of the last few years, I do not advocate re-engineering, downsizing, business partnering, jumping the curve, estimating the cycles, riding the wave, challenging the boardrooms, or inflicting chaos.  Rather, I merely encourage executives, and others within their sphere, to take care of the basics effectively to successfully guide and grow their businesses.  With the advent of modern information technologies and their networks, and the rapid commercial acceptance of the Internet, executives gain a very much improved opportunity for success than ever before - if they would but understand the strategic value of these new business tools.

Hypergrowth Through Virtual Commerce

Recently, a few highly influential business leaders have begun to seriously discuss the fallacy of re-engineering, downsizing, and right sizing.  Echoing Andy Grove, the former Chief Executive Officer of Intel, they realize that a great company cannot shrink to regain leadership success but must stay on top to remain great.  You are a rare executive if your company loses its leadership position only to regain it later.  Too many competitors hunger to replace you. Great executives understand that, regardless of the short-term euphoria associated with downsizing, companies must grow to enjoy success.  Rapid growth challenges the entire organization.  Over the last ten years, Dell Computers has grown phenomenally.  But working there could easily shorten your life.  The current Chief Executive Officer is beginning to appreciate this as he moves his company to adopt less painful approaches to management practice and seek new insights into leadership.

It is not lost on me that top flight companies, especially in high technology industries, produce even more stress than revenues.  Paradoxically, if the Chief Executive Officers of such high stress organizations guided their enterprises as appreciative systems, they could possibly achieve even higher profits while simultaneously reducing stress.  It all comes down to vision.  Guided by an innovative, noble, and in-depth vision, your enterprise will move from growth to hypergrowth, the golden apple of only a few.  Lacking such a vision, your success will overtake you.  For the uninspired executive, success ultimately breeds personal and business failure, if they attain any success at all.

Thought Break One

Occasionally people can be difficult to get along with, even when their managers looking out for them.  Implementing an appreciative human systems environment does not mean that staff appreciation will follow.  On the contrary, if the design of the human activity system is under-conceptualized, the executive insight over idealistic, or the political acumen inexperienced, the appreciative human activity system will be anything but appreciative.

It is worth remembering that regardless of one’s intention to implement the most exciting and responsive work environment possible, people will be people.  Remember Agency Theory? It reminds us that people work in an organization for many different reasons and often for competing values. While management may project goodwill and a sense of appreciation for those in the organization, management would do well to remember that some of the best people may care less about the management vision of an organization than their own hidden wishes which may conflict with those of management.  In this situation, management needs to realize that organizational influence may reside elsewhere than in the Boardroom.  While individuals are very strong, organizations are indeed very fragile.  It is vital that management engage in an appropriately developed design inquiry during the design of the appreciative HAS. Think about it.
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2: The New Millennium Vision






[image: ]




Your Vision

The concept of Vision remains controversial even today.  Probably we all have heard about the supposed comments attributed to President Bush the Elder regarding this “vision nonsense.”  I do not know if he really uttered such words, but I know from experience that some executives just do not get it.  They speak of values but ignore vision.  In doing so they reveal their personal limits.  True enough that values are the foundation of vision, but lacking vision as an instrument of action, values remain disconnected from action and are relegated to become the mere fuel of corporate discussion groups.

Vision illuminates both the mission and goals of the enterprise.  Vision grounds the mission by clarifying what the organization aspires to be.  It defines the goals by identifying the achievements that form the numerous action plans. Thus, from the vision emerges the components of all organization processes for which strategies and tactics are the drivers.  Constrained by the vision, strategies define how management is to achieve long term goals and tactics outlines how management is to achieve short term programs to support the related strategy.  In this sense then vision represents the synthesis of all tactics since it is both long term and strategic.

Vision conveys values, illuminates the mission, and defines the goals.  It introduces strategy and enables tactics.  Without vision as an organizing framework for executive success, management drifts and lacks guidance.  Arbitrariness, negative chaos, ineffectiveness, and growing inefficiency results.  Thus, lacking an in-depth and noble vision, companies are forced to retort defensively that “we are at our best, when things are at their worst,” as I have  heard so often that I cannot forget even though I would like to. 
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