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Adventures in Paleo-Leadership

Uncovering the Past to design the Present to Shape the Future. The Legacy of Paleo-Leadership. The road is historical and never ever ends. Let’s take a walk.  Leadership – Yesterday, Today, and Tomorrow.  Leadership is more common than some people might realize because they are busy nurturing the continual success of their followers.  Now that is Leadership - Yesterday, Today, and Tomorrow.


Eagerly Echoing Enduring Leadership Early for Forming Fine Followership Finally and Frighteningly Fatally Friendly



Talk about alliteration, this book has everything to keep you awake and interested. More than a few authors make so many statements and suggestions about Leadership, many of them repetitive, that a reader doubtlessly wonders how deeply these authors think about what they are saying. For example, “Trust” is obviously one of the core themes of discussion in nearly every book written on Leadership. We have to trust him; we have to trust her; we have to trust this, we have to trust that; we have to share trust; we have to learn to trust; we have to teach trust, and we have to spell trust in capital letters, and so forth. Trust is a common theme in Leadership circles. “Just Trust me. If you do not believe me, we can agree to disagree. “Trust me. I wouldn’t lead you astray.”  There is simply too much riding on this seemingly simply two-word statement. “For goodness-sake, you can trust me”. Now that I have got this out of the way, I am feeling better already. Let’s all take a deep breath now and relax and put trust out of our minds for a short while at least. 

Now think about how difficult it is to get to a place in oneself where we can actually trust someone about something important. What is Trust?  We have seen from St. Thomas Aquinas that Trust is not a simplistic concept. It involves Faith and Hope. It consists of Material and Formal Objects. When you choose, for Trust is a choice, to trust another person, you are placing your faith in that person and are hopeful that you are not misguided. When speaking about trust, military psychologist Col. Patrick J. Sweeney stated that trust consists of competence, character, and caring.

Many issues emerge as you choose to trust people even rationally and emotionally. Although the act of trusting other people has a ring of kindness to it, trust really has to be earned. For example, as you trust another person, you certainly hope that your faith in the other person is not misguided. Also, if you trust someone you barely know, you take a risk with your own future. Think about the personal cost if you place your Trust in the wrong person for the right reason or the right person for the wrong reason, and so on and so on and so it goes. Thankfully there is a way out of this Existential Mess. I refer to this as Trust Replacement Theory or simply TRT.  Isn’t this grand, TRT. How simple this is, but it is actually very, very powerful.

Trust Replacement Theory (TRT)

TRT tells us to focus on Continuous Performance Viability (CPV), first in the short term and then eventually in the longer term. In CPV, a leader assigns a brief task to a new team member and then assesses the performance of the person after he or she completes the task. If the team member successfully completes the task, the leader then immediately assigns a task of greater complexity and relative time increase to the follower. The leader continues this process until the leader builds enough CONFIDENCE in this person, based on demonstrated performance, that the leader then, and only then, intellectually accepts the person as a team member or follower. Remember, leaders are leaders because they have followers to lead. If the team member fails to successfully complete the task, the leader then takes appropriate action to either improve the performance of the team member by enabling that person to build his or her skill level or by transferring the team member to another team or a different organization, or by kindly releasing the team member to find a new position in a different company outside the organization.

Did you happen to notice that in Continuous Performance Viability, or CPV, I mentioned confidence rather than trust? Although not everyone knows this, they are indeed different words. Philosophers and Ethicists can explain this quiet clearly. Have you ever thought that you can have confidence in someone but still not trust them? Or perhaps you can trust someone but not have confidence in that person? For example, I can say that I “believe” in the integrity and authenticity of my follower, but I just do not trust him with my secrets. Or how about, I firmly believe in the effectiveness of my new teammate and his ability is obviously outstanding because I see it time and time again. However, for some reason as yet undefined, I just do not feel that I can trust him.  Or, I have faith in her but I don’t trust her to lead that project. Or, I have every confidence that he can do the job but I do not trust him to do it in a good enough way. Therefore, I am still reluctant to promote him. Or I have every confidence that she can do the job, but I am still not certain that she will ever do it right. As you can see in these cases, confidence and trust are not the same. 

Confidence emerges from experience and interpersonal history.  Confidence flows from expectations based on familiarity with a person, a social history of sorts that encourages one to believe that future outcomes will match one’s expectations of a person. Trust actually means that we sometimes rely on a person in such a blind way that we make ourselves vulnerable in that situation of trust.  In this way, trust means that we make another person responsible for our welfare in that trusting situation. In trust we make ourselves directly vulnerable to the other as we lack evidence to do otherwise except to avoid trust altogether. In Leaderships confidence is superior to trust. 

The Philosopher and Theologian, St. Thomas Aquinas, stated it this way many centuries ago: Now confidence denotes a special strength of hope, wherefore it is opposed to fear even as hope is. Since fortitude properly strengthens a person in respect of evil, and magnanimity in respect of the obtaining of good, it follows that confidence belongs more properly to magnanimity than to fortitude. Obviously, for Aquinas, confidence and truth differ in several important ways.  When considering confidence, Father Saint-Jure stated it this way: Confidence “is steadfast, firmly fixed and unalterable in such a pre-eminent degree that nothing in the world can destroy it or even shake it.” Father Saint-Jure was certainly confident about discussing confidence. I put it this way: Remember, since practice makes one perfect, confidence becomes the result of perfecting a task through a considerable amount of effort referred to as practice. This is a kind of self-confidence that builds the confidence of other people.  It is a contagious sort of confidence. 

Some people believe that authentic confidence is the reward for an honest humility. St. Bernard defined humility as “a virtue by which a man, knowing himself as he truly is, abases [belittles] himself.” The character trait of confidence must first be rooted in humility, knowing our smallness compared to the omnipotence of God. Then, we can understand how we are made in God’s image and for the glory of God. We cannot be authentically confident without knowing our natural, human limits. Humility, then, is an honest pride in actually knowing one’s true self and it is the building block of self-confidence and the confidence that other persons form about us. As St. Augustine would remind us, “There is something in humility which strangely exalts the heart” (St. Augustine).  With all of this being said about the nature of confidence, it is a bit sad to realize that many people still confuse confidence with trust by not truly understanding the difference in their material and formal objects.  This brings me to the Problem of Effective Leadership. If we continue to have so much difficulty understanding the difference between trust and confidence, how will we ever properly understand the operating principles which make Leadership an effective skill?

As we have seen so far, Leadership is a high-impact, formal and informal, high-level skill of substantial inter-personal and intra-personal value that thrives on confidence. While many leaders are highly professional, many more are informal leaders and not professional at all, but they are, nevertheless, still recognized as leaders by their followers. Large enterprises commonly support leaders who lead leaders who actively resist being followers of their leaders. Who would have ever guessed? The impact of leaders can evaporate after a short time or expand and deepen even after the leader has moved on to other teams. This makes sense because some of the efforts of wonderful leaders should probably influence us over our entire lifetimes while some of the effects of the not so wonderful leaders should evaporate much more rapidly. Or, last only long enough to teach us something about what never ever to do as a leader.  You have no doubt met these simply forgettable leaders at one time or another, I am sure. They are certainly more common than the really great leaders among us. 

The problem of Leadership is enough to make a person ask what the difference is between the two classes of leaders, the wonderful leader and the forgettable leader.  The answer is simple: the influence of an Effective Leader will last a lifetime even when such a leader is absent from one’s life. You will remember the really great leaders you have known. Some people actually work on this very quest. The note the leaders they have personally known and study them. They even engage in deep research about the Theory of Leadership and its impact on people and their organizations. People have even written handbooks and guides on Leadership. Some people have even written and delivered courses on Leadership Excellence. Some days I get the feeling that “everyone” has an opinion about the nature of Leadership, even Noel and Ripley our very intelligent Cats. Some people have even derived a few laws that make Leadership more effective. An effective leader is one who continues to impact their followers even after they have moved on to other challenges. In this respect, then, leaders are much like everyone else, for good or bad. Our impacts are remembered by someone somewhere after we move on. For good or bad, someone will remember us. Understanding this and the nature of life, how can we make a positive difference as leaders while on the job and perhaps even after we move on to other teams?  Table 1 below makes a few suggestions about becoming an Effective Leader. I hope these are insightful, potent, and useful suggestions. It’s kind of like being in scouting all over again.

Table 1 below shares 34 of the most common insights passed around by the more notable Leadership authors and commentators. Doubtlessly, a number of these 34 “recommendations” offer some valuable insights (they are doubtlessly mine), while the remainder probably do not. Some of these read well, but probably have limited Leadership value in complex situations where a great deal is hanging in the balance.

Around 1956, W. Ross Ashby developed a deep interest in Cybernetics and Systems Thinking, especially homeostasis. At that time, he became curious about the processes engaged by complex systems that enabled these systems to continuously function in non-static environments by maintaining critical systems variables such as temperature and energy levels within rigidly defined limits. Ashby identified “variety” as a measure of the number of possible states of a system. This led to his "Law" of Requisite Variety which sates: 


In a stable system, the number of states that its control mechanism is capable of attaining (its variety) must be greater than or equal to the number of states in the system being controlled. ― W. Ross Ashby



Table 1: Suggestions for Ensuring Effective Leadership


	What makes a leader a leader? Followers. No followers, no leaders.

	Define the Principles of Effective Leadership. Do you have some? How do you know they are valid?

	Learn to be your own leader before you attempt to lead your followers.

	Understand what you expect from Effective Leadership and hire for that.

	Ensure that you support Leadership rather than negatively impact Leadership

	Empower your leaders to lead their followers. 

	Master the Art and Skill of Communications and Use it Wisely.

	Avoid scheduling large and long meetings.

	Ensure that your Leadership is improving the performance of the team being led.

	Learn to gain and master the details of the job to ensure continuous progress.

	Deliver accurate feedback and recognize exceptional performance, always.

	Set reasonable priorities that encourage excellence among followers.

	Learn to master the toxic behavior of laggards.

	Focus on the high-impact work even when it seems simple.  

	Lead your time to accomplish excellent results consistently.

	Wisely invest in Learning & Development to enhance your team’s performance.

	Continuously seek information and make appropriate and good decisions.  

	Learn to be action oriented. Never become out-of-touch with the team and the assignments.

	Master the priorities by doing the important work first and the shallow stuff last if at all.

	Reward people with breaks when the project can afford it.

	Never be reluctant to pitch in and assist when necessary. Leaders lead by leading in work.

	Align the Leadership Vision with the Executive and follower visions.

	Align the Leader’s and organization’s values. 

	Encourage open communications while sharing news and information whenever possible.

	Do not ignore any follower and actively include everyone on the team to participate. 

	Encourage the strength of adaptability

	Learn to Manage you time appropriately.

	Become a resilient leader

	Continuously improve the interpersonal skills 

	Become an expert problem-solver

	Time Management is a potent skill. Master it, if you have the time.

	Ensure that the leader’s actions reinforce the organization’s culture when it makes sense to do so. 

	Remember that high-performance is the mark of great leadership.

	Remember that anything less that high-performance as a goal is the mark of a weak organization culture.  



Although Ashby framed his Law in the context of his interest in self-regulating biological systems, it was, nevertheless, rapidly seen as having relevance for other systems types. For example, Stafford Beer, adopted it as the basis for his concept of a viable system in organizational design. Today, Ashby’s Law of Requisite Variety is seen simply:


If a system is to successfully respond to the diversity of challenges produced in its environment, the system requires a repertoire of responses which is equal to or more than the problems generated by its environment. Hence, to remain a viable system, the system must successfully manage the variability produced within its environment. To quote Ashby, “only variety can absorb variety”.



Today, in this Internet and Linked Age of Information Exchange, organizations responded to environmental challenges by reducing the variety they continually encountered. For example, prior to the advent of the Information Technology explosion, organizations managed the challenges common to the Mass Production operations by employing product standards and reducing the variety within their environments. Now through the advent of a rapidly expanding social networking capability, “the times, they are A-Changing”. Thanks Bob D. He was right all along.  

The spread of the Internet, yes it can spread, has made variety-reduction strategies quite unpopular, if not plain old insufficient. It seems that social media has become the daily product of choice for billions of consumers as the information ecosystem has transformed the lives of billions of end-users. For example, the inter-communications and interactions between agents have made life both more interesting and complex than it has ever been. Naturally, this increased complexity has increased its variety and made reduction of variety all the more unfeasible. Thus the old systems and the organizations that these systems previously supported have become significantly less viable. This fact, alone, means that it is now a management imperative to increase variety. This is exactly what W. Ross Ashby would recommend.  However, we are talking of Information Technologies here and the Data Management that supports it.  So the significant Leadership question arises: How do leaders lead in the new high technology world that produces and shares information globally on a level that far exceeds 20th Century production methods and 20th Century manufacturing and business in general? 

Beyond this concern, a leader may well wonder how is it possible to build a great workplace culture for the next generation of leaders keeping in mind the Law of Requisite Variety of W. Ross Ashby and its application to problem solving in this Information Technology intensive world. Emotional Intelligence (EQ) may shed some light on this problem and history may have uncovered a few notable suggestions as summarized in Table below.

The Popular Leadership Frameworks for Success

Not everyone is the same. Everyone is really a different person. There are some people who seek work-life balance by working a consistent 12 hours days and loving what they produce or the problems they solve in the time given to them. There are also people who work 16 hours days and wonder why their time passes so swiftly because they thought that their day was only a normal 8 hours day. Then there are also people who work 5 hours days and think that their day was 15 hours long and would never end. Why the difference? There are, of course, plenty of reasons, and we can guess; but only they have the answer. Perhaps the Leadership Framework may make a positive difference in the lives of many “leaders” who struggle through their 5 hour days. The Tables below present a few frameworks for Leadership that may have some relevance to at least a few of the many struggling leaders out there. 

Table 2: Creating a Potent Culture for the Next Generation of Leaders


	Ensure a reasonably open communications environment in which followers feel safe as they share ideas and receive feedback. Here leaders commit to relevant conversations and enforce open door policies.

	Encourage an environment of mutual trust and respect in which followers can learn to trust leaders and respect one another. Here leaders consistently become an example of mutual trust by honoring their commitments and respectfully acknowledging achievements.

	Enforce a collaborative environment by encouraging followers to effectively work together to deliver common goals. Here leaders intelligently build Teamwork by employing specially designed team building processes and introducing cross-functional projects.

	Consistently recognize employee contributions to enable employees share success and gain a sense of value about their performance. Here leaders ensure that their followers understand their value in the success of their organization. Here leaders use a range of methods to acknowledge and reward the accomplishments of their followers.

	Ensure that employees can gain access to a range of career development and training programs and certifications. Here leaders sponsor relevant professional development, learning, and training programs and illuminate opportunities for advancement.

	Encourage an intelligent approach to professional life by enabling followers to maintain a healthy balance between work and personal life. Here leaders encourage flexibility, professionalism, and a mature professional commitment to work that discourages overload and burn-out.



Table 3: Kotter’s 8 Step Frameworks for Leadership Success in Big Organizations


	Urgency

	Coalition

	Vision

	Communications

	Eliminating Obstacles

	Gaining Short-Term Victories

	Build on Change

	Anchor Changes









“Intelligent Engagement is the Key to Success in Big Organizations.”

Table 4: Kurt Lewin’s Change Model


	Unfreeze

	Change

	Refreeze



*N.B: Lewin’s Framework is recommended for well-understood and very clear start-to-end changes most often involved in process and organization redesign projects.  These are the large scale change efforts most often involving the introduction of new or enhanced organization structures or processes. 

Table 5: The Standard ADKAR Framework of Personal Change


	Awareness

	Desire

	Knowledge

	Ability

	Reinforcement




The ADKAR Framework facilitates change at the individual or small team levels. For ADKAR to succeed, every individual must agree and then participate. In this Framework, one person can defeat the team.



Table 6: The Famous McKinsey’s 7-S Model


	Strategy

	Structure

	Systems

	Shared Values

	Style

	Staff 

	Skills



Success requires leaders to align the seven elements forming tis Framework.

Table 7: Bridge’s Transition Framework


	Endings

	Neutral Zone

	New Beginnings




Leaders manage these three stages whenever they face difficult emotional situations in the organization such as the introduction of major cultural shifts or major employee reductions due to technology. 



The Leadership Law of the Three Knows:


Successful Leaders Today Have to Know More Than They Even Know They Have to Know.



These are only a few of the models and frameworks I have run into during my career. One interesting model is the Strategic Soothsaying Model of organization change, a different kind of 7-S Model than McKinsey’s 7-S Model. Other models such as D’Aveni’s 7S Hypercompetition Model focuses more on Stakeholder Satisfaction and Strategic Foresight than these here. What model a leader may favor today, depends on what the leader knows about “Transaction Management,” and Economics. Yes, Leadership and Economics are closer than ever in this time of online and instant transaction management.  For example, what transactions are mediated through the markets and what transaction types through Vertical Integration? Strategic soothsaying describes the process of proactively predicting what consumers will want or need in the future at nearly light speed. 


Leadership today is not so much about Leadership. It is more about the grasp of powerful Information Technologies and how to leverage it for ever greater real-time success.



The Quest for the “Just Right” Workplace Culture

Are you a cultured person? Let’s add a little more culture to our organization. Let’s add some culture to our team. Let’s fix our culture. The place is so boring. Only boring people get bored. That’s the culture here and it is enough to put one to sleep. 

Some people believe that workplace culture is the result of Leadership. Obviously, leaders do impact their followers in several different ways. It is worth noting that these ways often turn out to be either good or bad or just plain boring. Interesting, right? Who would ever think that leaders are so influential? Nearly everyone! No surprise here. Boring Leadership forms boring organizations, small or large. In an effort to transform a bored team of followers into inspired agents of success, intelligent organizations go to work developing their workplace cultures. As reminded by Justin Mecham, Table 63 highlights the areas that companies address by priorities to develop their workplace culture. Table 64 highlights the areas that impact the alignment of Leadership Vision.  Beyond these highlights, Table 65 identified the important soft-skills that historically assist leaders with developing their potent Leadership specific careers. Collectively, these tables illuminate the components that can make the Quest for the Just Right Workplace Culture much more than merely a dream.

Table 8: The 11 Focus Areas for Developing a Dynamic Workplace Culture


	68% Mission and Values

	63% Clear Vision

	63% Develop Proper Communications

	63% Develop Clear Communication

	61 % Set Strategy

	60% Model Values

	57% Set Strategy

	54% Cultural Learning and Development

	50% Build culture Into Processes

	49% Hire for Cultural Fit.

	38% Strengthen Internal Feedback



When you examine Table 8 above, some interesting numbers unfold. For example, take a look at Focus Area number 10 in the table – Cultural Fit. I hear and read quite a bit about the importance of developing and refining just the right Workplace Culture to unleash the greatness of Leadership. Yet, this research report lists this concern as the next to last Focus Area of importance in developing Dynamic Leadership. Next to the last - surprise, surprise, surprise.  Considering all the hype out there about Leadership and Culture, who would have ever imagined? It is an interesting curiosity about Leadership that the facts rarely support the assertions. Table 9 is likewise interesting.  Who would dare to argue against the soft-skills presented in this table? For example, Effective Communications is an important skill for anyone in any organization, so why not for Leadership? The same could be said about Creativity and Resilience, or Teamwork and Interpersonal Skills. These soft-skills are important to all of us in many different capacities including follower, and not only Leader. 

Table 9: The 11 Focus Areas for Building Supportive Leadership Practice


	Align the leadership vision. This means that alert leaders clarify the organization values and ensure that every follower (team member) clearly and completely understands the organization’s or team’s vision

	Everything begins with the example of the leader. Remember that leaders live the organization’s values as the actions reinforce the organization’s culture.

	Leaders seek involvement: Leaders encourage the input of their followers during the decision-making process and never forget to celebrate the contributions of their followers at every level in their organization.

	Leaders encourage Open Communication to establish and maintain open and transparent communication channels to regularly share relevant project news and updates.

	Leaders engage in Professional Growth by engaging in continuous learning opportunities and devising supportive career advancement opportunities.

	Leaders encourage Community Engagement by involve followers in local initiatives and encouraging followers to engage in community supportive social volunteering.

	Leader focus on inclusivity by creating a diverse and acceptance-minded environment that provides equal opportunities for everyone.

	Leaders encourage Employee Involvement by celebrating the contributions of everyone and encouraging the participation in followers in general decision-making.

	Leaders deliver Recognition and Rewards by acknowledge and rewarding notable achievements and implementing peer-to-peer sensible and honest recognition programs.

	Leaders attempt to encourage Work Life Balance by encouraging Promote Flexible Work Arrangements whenever possible and respect the Personal Time and Boundaries of followers.

	Leaders deliver Continuous Feedback by installing and maintaining recognized Feedback loops and using well-informed insights for continuously developing and even improving team culture.



Table 10: Soft-Skills that Can Assist with Building a Successful Leadership Career


	Effective Communications

	Adaptability

	Problem-Solving

	Leadership

	Teamwork

	Time Management

	Emotional Intelligence

	Creativity

	Resilience

	Interpersonal Skills



Please not that there is an interesting soft-skill listed here. Take a look at Soft-Skill number 4, Leadership. This is a comprehensive soft-skill that assumes Teamwork, Effective Communications, Interpersonal Skills, Adaptability and all the rest. Can you imagine a potent leader who lacks these soft-skills or perhaps only one or two of them?  What kind of leader would you end up with if he or she lacked only three or four of the crucial soft-skill of career success? Leadership Effectiveness would be out the window and failure would be on the menu for the day, and not well done. Considering this, the Table 64 probably requires a redesign to say the least. Truth be told, though, I have worked with a number of leaders who had mastered Leadership but lacked all the other soft-skills listed in this table. This is why I remember these people so well.  What a contradiction. They carried the titles but lacked the skills. “There go my people. Now I must find out where they are going so that I can lead them.” Welcome to the French Revolution. Now off with your heads. They were leaders in name only who could not lead because they could neither communicate nor solve problems. 

The Impact of Artificial Intelligence in a Leader Driven World

In the Prologue of this book, I briefly mentioned Artificial Intelligence and discussed its potential impact on Leadership in a Virtual Commerce world. It is now time to take a deeper dive into the topic of Artificial Intelligence by saying something that, no doubt, will shock many people. Artificial Intelligence is a myth. This is really true. A/I does not exist. I sat this because all Intelligence is real intelligence. Intelligence is intelligence. Dogs, cats, rats, kangaroos, birds that fly, monkeys, the great Apes, and even we mere human beings are gifted with our own capacities for intelligent reasoning that is appropriate to our specific species. Human are intelligent like humans and dogs possess the intelligence of dogs, and so forth. You get the point. Intelligence is intelligence. Wherever it exists, it exists. Whatever has it has it. It is so simple and nothing hard to understand like Rocket Science. Wherever intelligence is, it is intelligence. Wherever intelligence is, it is really there as intelligence. It is all so redundant. 

In all of this hypothesizing, the intelligence suggested here is never artificial. Wherever intelligence is, it is real. True, it will differ in depth and capacity of potential for sure, but, nevertheless, it is real intelligence. Now when we come to Artificial Intelligence, we are experiencing intelligence of a different order, potential, capacity, and existential host.  This is certainly the case, but, nevertheless, an Artificially Intelligent System is actually intelligent within its actuality. Moreover, within the guiding constraints of its potentiality, such a system can really become very, very intelligent with a real intelligence that is very, very, very real and potentially beyond our understanding and control. Although computers possess the intelligence to solve a wide range of extremely complex problems extremely rapidly, it is a machine that possesses this real intelligence actually. It is not a false or artificial intelligence that solves these problems. It is a machine that it really intelligent. For me, I refer to this machine enabled intelligence as Technology-Seated Intelligence (T-SI). 

Here is my question for the leaders out there. If I use T-SI to generate business intelligence and in the process reduce my need to learn what I am presenting to the people I lead, am I still becoming a better leader who is more intelligent? Or, think about this: By placing my Faith in the results of the super intelligence machine, and in the expanded area of knowledge generated by the T-SI system, I am certainly engaging in a faith-based form of behavior that could reduce my Applied Moral Wisdom by decreasing my range of reasoning over my less informed decision making. More simply, how do I know that the intelligent machine has not failed me? Remember the old warning: Garbage in, garbage out. How do I actually know that the machine generated business intelligence is not false or simply incorrect?  Am I here now becoming less intelligent and more faith-based because I am now depending on the knowledge generated by a probably intelligence machine lacking a values-informed reasoning capacity? A very intelligence machine fully lacking in values is a pathological machine.  Nevertheless, it is a real intelligent machine.  I have met people just like this machine.

So is T-SI the new God? Where does knowledge grow here in this case and how much does the person become a believer in T-SI at the expense of being the master of that person's position in and out of work? You see, T-SI generates a lot of compelling questions that MUST be answered deeply and correctly. Growth is still important for human beings in and out of the workplace. The acceptance of results delivered through and by T-SI are often faith-based leaps of hope. This is a Garbage in-garbage out kind of thing. The T-SI also can use the wrong data to deliver the wrong answers, and does so. In a world where the T-SI is promoted for a large number of reasons, we mere human beings must still validate everything to sleep well.  People argue and discuss many ideas. We see this in the movies, in our churches, in our schools, in our homes, and in our workplaces. It rarely stops and some people live this way. They argue, argue, argue and argue this idea and that idea. They even fight over ideas and people have died over the ideas of others. In all of this, they fail to fully understand that:

The most important idea of them all:

People are more important than ideas.

We all face the new “Challenge of Leadership” in a rapidly unfolding future transformed by a very deep High-Technology that may upset the Applecart, right Apple Computers? Since leaders are still human beings today and not yet replaced by Technology-Seated Intelligence or T-SI, (what I refer to as Artificial Intelligence), this large range of previously identified Leadership skills seem almost sensible. They make some sense, don’t you think? Strange enough, though, when you think about this question for a second or two, but not three, I also see that every single one of these strengths exist in people who do not occupy the “Leadership Space”.  

It is so odd, but the impressive thing about these strengths is that many people, who do not appear to be leading anything at all, except perhaps themselves, possess these strengths. They are intelligent beings. They think thoughts. They think about the future and function within a well-defined context of humanity, and so forth. Many non-leaders apparently possess these same strengths. Imagine that. Why? After all, they are not leaders. How is this possible? Moreover, if non-leaders possess these attributes and even possibly the perceived Leadership strengths discussed in many of the Leadership books, perhaps they are not only Leadership strengths but human capacities. If this is so, then we are back at the beginning of this discussion: What are the specific characteristics, skills, and emotional capacities of Leadership which non-leaders do not possess in any kind of abundance? What is it that leaders possess that non-leaders do not, never ever, and never will possess? What differentiates leaders from non-leaders?  What are the “Leaders Only”, meaning, the leader specific traits? Having followers is just the beginning of the puzzle, but what comes next? 

The Metaphysics of Leadership

As a Leadership Philosopher, I guess I am asking about the Material and Formal Causes of Leadership. Moreover, I am asking this in a way such that the Material Cause of Leadership means that from which Leadership is generated and out of which it is made, such as the leader is generated and made from the humanity of its individual personhood. Moreover, the Formal Cause of Leadership is the specific structure which the human person realizes and in terms of which the human person comes to be something determinate, e.g., the individual Leader, in virtue of which this human being is said to be a recognized leader embodying the accepted characteristics of Leadership that distinguish that singular person as a leader separate from non-leaders, or even other leaders.

This more or less explains Material and Formal Causes of Leadership. Now we come to the problem of understanding the Efficient Cause of Leadership. This is the agent most responsible for the human person’s coming to be informed as a leader by moving from the potential for leadership to actually becoming a leader, e.g. the person who educated, shaped, influenced, and formed the intellectual characteristics of the person into his or her current actuality as a leader. Hence, the Efficient Cause of Leadership is that cause that is most responsible for influencing the person to realize his or her potential for leadership by actually moving from potential for being a leader to actually being a leader, that is moving from the potential for becoming a leader to the act of being a leader. This could be oneself if the leader was self-motivated lacking all intervening influencers such as other leaders.

Now we have viewed Leadership from its Material, Formal, and Efficient Causes. Great! You rarely see anything about this in any of the popular books about Leadership do you? Now we come to the Final Cause of Leadership. This concerns the Purpose, Goal, or the compound of the Form and the Matter of Leadership, or the purpose of becoming a leader in the first place, meaning the range of the Potency and Act of any leader. Aristotle would love us. St. Thomas would pray that we get it right.

Beyond all of the foregoing is our common sense about Life and Leadership. Common Sense is a kind of personal wisdom, meaning understanding, about the life we experience individually and sometimes shared communally. Often, common sense is just there and cannot be proven scientifically to be true without first proving other things perhaps associated with it as also true, ad infinitum. This is a constraint on all genius, time and effort. The evidence of our common sense tells us that things of our everyday experience such as Leadership and Leaders are real and come in many different ranges and depths of skills, knowledge, and capacities. Obviously, every leader is different from every other leader as far as we can reason because we have not met every leader that ever lived or will ever live. As we have seen earlier, the interplay between wisdom, knowledge, and faith always exists. Se la vie. 

Whenever we are thinking about a specific Leader in any organization that is also real, and belongs to a specific kind of real enterprise, and is irreducible to anything else, Aristotle and Aquinas would tell us that that particular Leader is a primary substance because of their substantial forms. What all leaders have in common is that they possess primary substances and what all primary substances have in common, and what makes each of them irreducible to anything else, is their substantial form. Thanks to their substantial forms constituting many Leaders of all capabilities, from insignificant to outstanding, we cannot say about Leaders that what is really real is merely particles and forces and that everything else is reducible to them.  The difference between the capacities and skills of the leaders is a function of three things: 


	That which the leader organizes or configures;

	The kind of change that is produced somewhere or for someone by the wisdom, skills, knowledge, and capacities of each Leader.

	Philosophically, therefore, we can say that:




	Leaders become leaders through the path they take to develop, organize, and apply their wisdom, knowledge, skills, and leadership capacities. 

	Leaders become leaders by the solutions they create, design, organize, and apply. 

	Leaders become leaders by the change they generate within themselves and for their environments and communities within these.  



The Matter of the Matter is the Matter of Leadership and Whether It Matters

Philosophically speaking, at the fundamental level of being, leaders consist of Primary Matter and Substantial Form. We can conceptualize this as body and form, meaning body and soul. It is the soul which forms the primary matter into substantial form.  It is Substantial Form that always informs primary matter to become signate matter, meaning Secondary Matter.  This is the class of Matter that we recognize as external to ourselves as the persons we encounter or the things we engage. When Primary Matter becomes infused with the Substantial Form that is unique to each of us that experience of infusion brings our lives to full existence so that we can live and enjoy our existence as a rational human being. This Hylomorphic Union, then, brings a new substance into existence. It is Accidental Form that simply informs the presently existing substance, an already existing composite of Substantial Form and Primary Matter, into what it has become. In doing so it simply forms the now existing being into a more complex entity that contains new powers that were previously absent. Thanks to Training and Development programs, this now more complex entity continuous builds new capacities using skills that were previously absent.  This is the legacy of Leadership oriented Training and Development programs.

Collectively, the Primary Matter, Substantial Form, Secondary Matter, that forming the sign of the Being, and the Accidental Form all actively come together to bring into existence the human person, leader or not. As the person lives life, the person experiences both Substantial and Accidental Changes that either generate or perhaps corrupt the intelligence, skills, experiences, and wisdom that work together to form or diminish the person as leader. Leaders grow, continually develop or fail whenever these Hylomorphic events occur. They are, after all, changes in the concrete states of affairs or facts that can build a person’s leadership capacities. They can also negatively impact a person’s leadership capacities to such an extent that the leader becomes so ordinary that leaders completely lose their leadership capacity to be recognized as a leader in any situation.  Remember this: Leadership is continually in flux because leaders come and go, and most of them often go unremembered because they were unrecognized during their tenures, although they were vitally important leaders nevertheless. Now throw into this pot of possibilities the challenge of Artificial Intelligence and try to imagine its potential impact down the road on Leadership for good or bad. I have done it. Tables 11 thru 14 provide a few examples of how Artificial Intelligence (AI) will impact the range and depth of the knowledge expected of our future leaders.  

Table 11: Deep Learning


	Convolutional Neural Networks (CNN) is a class of artificial neural networks that assists image recognition and processing through its capability to recognize image-based patterns. Although CNN is a powerful tool, it nevertheless requires millions of labelled data points to enable training.

	Recurrent Neural Networks (RNN) enable sequential data processing. Unlike feedforward neural networks, which process data in a single pass, RNNs process data across multiple time steps. These are well-suited for modelling and processing text, speech, and time series applications.

	Generative Adversarial Networks (GAN) consists of deep learning specific architectures. They train two neural networks to compete against each other to generate more authentic new data from a given training dataset. For instance, they enable people to generate new images from an existing image database or original music from a database of songs.

	Long Short-Term Memory Networks (LSTMN) form a class of recurrent neural networks (RNN) which enable learning order dependence in sequence prediction problems. LSTM can store knowledge of previous states to facilitate the solution of memory-based problems.

	Transformer Models (such as BERT, GPT) form neural networks that can process sequential data, such as text or speech, by using attention mechanisms. Attention mechanisms enable networks to focus on the most relevant parts of the input and output sequences and to capture long-range dependencies and contextual information. 

	Deep Reinforcement Learning is a method for learning how to make a series of good decisions over specific periods of time. This learning mimics how human beings negotiate the world from the very moment they are born. DRL is a type of machine learning that combines reinforcement learning (RL) and deep learning. DRL considers the problem of a computational agent learning to make decisions by trial and error. DRL incorporates deep learning into the solution, enabling agents to make decisions from unstructured input data without manual engineering of the state space.

	Deep Autoencoders refer to a category of Artificial Neural Networks that uncover and represent essential data features in an unsupervised method. These powerful tools are valuable in healthcare, anomaly detection, information retrieval and recommendation systems.

	Deep Belief Networks (DBNs) are Artificial Neural Networks that enable unsupervised learning tasks such as feature learning, dimensionality reduction, and generative modeling. DBNs consist of multiple layers of hidden units that learn to represent data in a hierarchical manner. A DBN is a stack of multiple Restricted Boltzmann Machine (RBM) structures that enable the foundation of deep architectures. Each RBM consist of visible and hidden layers. The visible layer accepts the input from the previous layer while the hidden layer stores the processed outputs.



I once thought that I was wrong. I wasn’t.

So much for perfection! I can’t win for losing.

Table 12: Artificial Intelligence Explained


	Natural Language Process (NLP) combines computational linguistics, machine learning, and deep learning models to process human language. 

	Computational Linguistics refers to the science of understanding and constructing human language models using computers and software tools.

	Visual Perception refers to the brain's ability to interpret visual information. It includes recognizing shapes, colors, depth and interpreting spatial relationships between objects. Visual Perception is vital for understanding surroundings and safely and intelligent interacting with the environment.

	Intelligent Robotics function as intelligent machines. We can program these machines to act in specified ways and use their sensors to make selections and choices. Choice governance s is related to the intelligence built into it through prior machine learning or deep learning and the inputs received by the robot from its input sensors.

	Automated Programming is an approach to computer programming that uses a specified process to generate a computer program that enables human programmers to produce high abstracted code.

	Knowledge Representation or KR is a surrogate of knowledge, or a substitute for the thing itself. We use KR to enable an entity to determine consequences by thinking rather than acting. Through KR, we reason about the world rather than take action in it. KR is a central, and possibly, most familiar concepts in AI.

	Expert Systems solve complex problems by reasoning through bodies of knowledge that is represented fundamentally as “if–then” rules rather than using the usual procedure-based, programming code.

	Executive Support Systems (ESS) are a Decision Support System designed to assist senior executives and decision-makers in organizations. An ESS delivers access to key data, critical analyses, and strategic information to enable and refine decision-making processes.

	Planning and Scheduling: While Planning refers to the identification and selection of the most appropriate policies and procedures to achieve program or project objectives, Scheduling refines the scope, time, cost, and quality of the Project Action Plans into a functional and responsible schedule. While Planning addresses a range of forecasts including long-term orders, Scheduling considers detailed information about the demands on production. In this sense, Scheduling is predictive and also considers the effects of changes in production through interruptions, machine irregularities, scraps and other non-planned events.

	Speech Recognition, also called Speech-to-Text, refers to the ability of a machine or program to identify spoken aloud words and convert them into readable text. Speech Recognition has become an interdisciplinary subfield of Computer Science and Computational Linguistics. It consists of methodologies and technologies that enable the technology to recognize and translate spoken language into text by computers. It is often referred to as Automatic Speech Recognition (ASR), Computer Speech Recognition or Speech-to-Text (STT). Commonly, it uses knowledge and research in Computer Science, Linguistics and computer engineering fields. The reverse of Speech Recognition is referred to as Speech Synthesis.

	Problem Solving consists of problem definition; cause determination; identifying, prioritizing, and selecting alternative solutions; solution generation and implementation. 

	AI search strategies are structured processes designed to solve issues. Rational or Problem-Solving Agents in AI employ these search strategies to solve problems and deliver the best solution.



“It is the mark of an educated mind to be able to entertain a thought without accepting it.” ― Aristotle, Metaphysics

Table 13: Machine Learning


	Linear/Logistic Regression systems are Supervised Machine Learning Models that require labelled datasets to deliver predictions.  Although they are employed as a set, we use them for different reasons. We use Linear Regression to resolve Regression problems and e use Logistic Regression to solve classification problems.

	In Machine Learning, Support Vector Machines (SVM), also referred to as Support Vector Networks, function as supervised max-margin models with associated learning algorithms to analyze data for classification and regression analysis. They are based on the statistical learning frameworks of VC theory. 

	K-Nearest Neighbors (KNN) algorithms are a non-parametric, supervised learning classifier. K-NNs use proximity to make classifications or predictions about the grouping of an individual data point. It may be the most popular classification and regression classifiers used in machine learning today. Probably because it is so easy to use. 

	Decision Trees function as a decision support hierarchical model. They deliver a tree-like model of decisions and their possible consequences, including chance event outcomes, resource costs, and utility. Decision Trees present a reliable way to display an algorithm that only contains CCS, Conditional Control Statements.

	K-Means Clustering (K-MC) is derived from signal processing. It is a common vector quantization technique. We use K-MC to divide a set of n observations into k clusters, with each observation assigned to the cluster whose mean (cluster center or centroid) is closest, thereby acting as a representative of that cluster.

	We use Principal Component Analysis (PCA) as a dimensionality reduction method that to reduce the dimensionality of large data sets. PCA transforms a large set of variables into a smaller one that still contains most of the information in the large set.

	The focus of Automatic Reasoning, specifically in knowledge representation, reasoning, and metalogic, is dedicated to understanding the different elements of reasoning. Automated Reasoning enables computer programs to more completely and automatically expand and deepen the reasoning capacity of computers.  Although Automated Reasoning is a discipline within Artificial Intelligence, it also is an area of serious interest within theoretical Computer Science and Philosophy.

	Trademarked by Leo Breiman and Adele Cutler, the machine learning algorithm, Random Forest, combines the output of multiple decision trees to achieve a single result. It is easy to use and flexible.  Many people use it because it resolves both classification and regression problems. The algorithm supports data visualization and enables end-users to make fairly accurate predictions.  The advantages offered by Random Forest over competing software is that firstly it prevents overfitting and secondly it produces  more accurate predictions.

	The Ensemble Methods techniques aim for accuracy of results in models by combining multiple models rather than using only a single model. The combined models increase the accuracy of the results.

	Using Principles of Probability to perform classification tasks, the Native Bayes Classification is a supervised machine learning algorithm that is great for classifying tasks such as the work of classifying text.

	Anomaly Detection, or outlier detection, identifies observations, events, or data points that deviate from the norm and what is usual, standard, expected, or inconsistent with the rest of a data set.

	Reinforcement Learning is powerful. It is a machine learning (ML) technique that trains software to make decisions to achieve the most optimal results. It mimics the trial-and-error learning process that humans use to achieve their goals.

	A Large Language Model (LLM) is an Artificial Intelligence (AI) program that recognizes and generates text. We train LLMs using huge data sets and machine learning that uses a neural network known as a Transformer Model.




Above all, moral leadership is about how leaders touch hearts, not just minds. Only moral authority can build trust, inspire others, create meaning, and help people imagine a different and better future.”  -Dov Seidman 



Table 14: Neural Networks


	Boltzmann Machine is a directionless, unsupervised, generative, deep learning network. The basic structure of BM consists of visible nodes & hidden nodes. It has no output nodes. Here every node is connected to every node.

	Multilayer Perceptrons (MLP) is a name for a modern feedforward artificial neural network, consisting of fully connected neurons with a nonlinear activation function, organized in at least three layers, notable for being able to distinguish data that is not linearly separable. MLPs grew out of an effort to improve single-layer perceptrons, which could only distinguish linearly separable data. 

	Self-Organizing Feature Maps (SOFM) is an unsupervised machine learning technique that produces a low-dimensional representation of a higher-dimensional data set while preserving the topological structure of the data.

	Radial Basis Function Networks (RBF), an Artificial Neural Network, are designed for function approximation problems. Their learning speeds distinguish them from other neural networks.  

	Recurrent Neural Networks (RNN) is a type of artificial neural network which uses sequential data or time series data. The recurrent unit is the fundamental building block of an RNN. The RNN are commonly used for ordinal or temporal problems, such as language translation, Natural Language Processing (NLP), speech recognition, and image captioning. They are incorporated into popular applications such as Siri, voice search, and Google Translate.

	Autoencoders copy its input to its output. Given an image of a handwritten digit, an autoencoder first encodes the image into a lower dimensional latent representation and then decodes the latent representation back to an image.

	Hopfield Networks are recurrent neural networks with dynamical trajectories converging to fixed point attractor states and described by an energy function. The state of each model neuron is defined by a time-dependent variable which can be chosen to be either discrete or continuous.

	We characterize Modular Neural Networks (MNN) as a series of independent neural networks moderated by some intermediary.  MNN are often a combination of multiple unimodal neural networks. For example, an audiovisual model might consist of two unimodal networks, one for visual data and one for audio data. These unimodal neural networks usually process their inputs separately. This process is called encoding.

	Adaptive Resonance Theory (ART), developed by Stephen Grossberg and Gail Carpenter, describes how the brain processes information. ART describes Artificial Neural Network models which use supervised and unsupervised learning methods. ART addresses the challenges of pattern recognition and prediction. Primarily, the ART model argues that Object Identification and Recognition occur through the interaction of 'top-down' observer expectations with 'bottom-up' sensory information. 




“It is impossible that there should be demonstration of absolutely everything; [for then] there would be an infinite regress, so that there would still be no demonstration.” ― Aristotle, Metaphysics



The Reach of Leadership

In this chapter, we have traversed an expansive territory of ideas about Leadership. Throughout this chapter, we have considered a few of the most salient concerns of Leadership such as the role of Trust, and the relevance of Systems Thinking, the centrality of the influences of Philosophy, Psychology, and Behavioral Science, especially the role of Virtue, Ethics and Morals in Leadership Development, and even the challenge of Artificial Intelligence in the current expansion of the influence of advanced technologies in the design of Leadership environments. Obviously, advanced technologies have not done much to simplify our contemporary Leadership environment. When we speak about Leadership and technology, we are wise to keep one word in mind, “Caution”.  High Technology can certainly increase the potential of leaders to become great leaders. Or, it can also deliver the potential to replace leaders with algorithms. No doubt that very powerful algorithms are continually emerging that can change much of what human beings do personally and even interpersonally. However, as accurate as this fact may very well be, it does not necessarily mean that this is a good thing or a preferred strategy.  I am told quite regularly now that everything has it place in life, and everything has its time. WOW! This is simply brilliant insight. I am speechless.  I can actually remember my third- grade teacher telling me the exact same thing way back in the 20th Century. Simply amazing!  What an impact she seems to have made on future generations.
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