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This book culminates more than 35 years reflection about the application of Systems Thinking to Leadership Development and Enterprise Design. I originally conceived of this book as the Founder of the Systems Management Institute during my studies at the Saybrook Institute in San Francisco, CA. with Bela Banathy, Arne Collen, Dennis Jaffe, and later with my colleague and friend Gene Kerfoot at the Fielding Institute in Santa Barbara.

This work was not completed in isolation. Without a doubt it is a labor of love. First and foremost, I very much appreciate the love, encouragement, and support of my wife Felicisima.  I could not have gotten started on this project without her interest.

I also acknowledge the daily struggles of friends, clients, and colleagues who ignited my curiosity about the contemporary gap in management thinking and executive performance.  Their comments about the emerging trends in Continuous Performance Management (CPM) first caught my attention and sparked an interest in the current problem of enterprise leadership and innovation.  Although they are too many to thank individually, I am grateful for the trust and confidences they shared with me regarding their observations. 

High on my list, I am grateful to my colleague Gene Kerfoot for sharing his insights and friendship the last decade of his life.  I enjoyed our stimulating conversations and will carry them with me the remainder of my life and into the next.  They have become some of my fondest memories of the 1990s. I will always cherish Gene’s encouragement in writing this book series. I especially thank Gene for his insight on the nature of competence and his many contributions in advancing my understanding of adult learning and, of course, for revitalizing my interest in Clinical Psychology as a Psychotherapist.  

I am indebted to all of those who shared their stories with me over the years.  They laid the cornerstone of this work.  I thank all of the many educators, consultants, and employees I have met during my formal education at the Saybrook Institute formerly in San Francisco, California and now in Los Angeles.  I learned a lot about Design Inquiry from them.  I am grateful to the expatriates I worked with in the Kingdom of Saudi Arabia. Their questions encouraged me to become deeply involved in the design of Competency-Based Systems long before the Internet.  Their stories of exhaustion, disappointment, and frustration led to many of the insights elaborated here.  I Thank You All!
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Adding people to an organization or transferring them out of an organization changes the culture of that organization.  Imparting new knowledge changes culture. Changes in the structure, environment, or processes of a culture change that culture. Even the emotional transformation of a single member of a team changes the culture of that team.  Change is everywhere. As the Greek philosopher Heraclitus (c. 500 BCE) told us more than 25 centuries ago, we cannot walk into the same river twice, change is every day. Change is continual. Just like that river of long ago, we cannot walk into the same organization twice.  We and the world we live in, our reality, experience a continuous process of transformation.  Change is inevitable. Even the people who do not like change, change. Learn to take charge of it.

The point here is that cultures are forever in flux.  We cannot prevent a culture from evolving.  However, we can guide the direction of such inevitable change. This is Evolutionary Leadership, or Leadership by Design.  Functioning as an Evolutionary Guidance System, enterprise leadership can guide the evolutionary unfolding of an organization.  In precisely this way, leaders guide the evolution of an organization from one state of culture to another.  This is the best anyone can do.  Think about it. As you do so, learn to leverage the power of change to defuse the treats of Cyber Terror. This will be one change that you can live with comfortably. Life is like a roller-coaster more often than we ever imagine.  

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 success, something I call Ulthule™, my unique expression.

I think that it is interesting to note that 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 it is actually evolutionary unfolding and design competence. This may not be where your prejudices lie, and it may be contrary to your opinions, common wisdom, or even your gut intuition. Nevertheless, it is the reality of leaders that they guide the evolutionary unfolding of their teams and organizations by unleashing the power of their design competence.

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, and involved 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 call UlThule™, an expression I coined for lack of a better word.

Even more Interesting, 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 a design competence that enables organization success even in this Age of Cyber Terror.
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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 success, something I call Ulthule™, my unique expression. For every great leader who is honored by peers and strangers alike, a dozen other 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 it is actually evolutionary unfolding and design competence. This may not be where your prejudices lie, and it may be contrary to your opinions, common wisdom, or even your gut intuition. Nevertheless, it is the reality of leaders that they guide the evolutionary unfolding of their teams and organizations by unleashing the power of their design competence.

One cannot adequately understand the craft of Leadership 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 that are most often discussed by the Leadership “experts” in the many books available today.  

Contrary to where your prejudices lie, contrary to your opinions, common wisdom, or gut intuition, Leadership is paradoxical.  Whenever it is at its closet, it is always far off.  The craft of 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.

One cannot adequately understand the craft of Leadership 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 that are most often discussed by the Leadership “experts” in the many books available today.  

This book breaks free from the well-traveled path of common 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 authentic leaders, those people who mastered the test of time, designed great Human Activity Systems. It is these great Human Activity Systems that are best suited to neutralize the terrible threats of Cyber Terror. 

Whether the leader was Thomas Jefferson, Mohandas Gandhi, or other persons you personally know, they all designed highly effective Human Activity Systems, and they all exhibited a taste for evolutionary consciousness. This is monumental. They all had vastly different Intelligence Quotients, different psychological characteristics, and of course, different personality traits. Unsurprisingly, a large number of leaders even failed to achieve their goals in their lifetimes. Nevertheless, their Leadership Consciousness survived them.

For those of you who have become quite knowledgeable about Leadership, and there is a lot to know, I caution that some of you are about to enter unfamiliar territory. As you progress through this book, from short chapter to short chapter, you will gain a fresh insight into the nature and promise of Leadership. Hopefully, you will develop a Living Systems perspective on what it means to be a leader. So, sit back and enjoy the experience now presented to you. You are about to build a personal model of 21st Century Leadership designed to neutralize Cyber Terror. Enjoy the challenge. You will discover in these pages what you have probably suspected: Authentic Leadership is as rare as it is challenging. Great Leadership emerges in those who remember that “Repetitio est Mater Studiorum.”

Repetition is the mother of study. Hard earned experience gained over the years has taught me that I generally need to repeat myself three or four times before a C-Level executive hears me for the very first time.  Although we have two ears and only one mouth, many people at the pinnacle of decision making operate as if things were the other way around. Understanding this principle of executive enlightenment, I have designed this book to make full use of my insights into professional communications.  Hoping to get across several important themes, I occasionally repeat myself with all careful deliberation.  Thus, if you come across something that looks vaguely familiar, or if you find yourself wondering whether you have read something very similar elsewhere in the book, don’t get alarmed. I have probably mentioned it earlier. This time, however, I will have gone deeper into the topic or perhaps have mentioned the topic from a different point of view.  After all, this book is designed as a system that engages the dynamics of feedback and feedforward and convergence and divergence.  As you read this book, it will become an extension of your intellectual and conceptual life.

It is 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 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. Guess what? We certainly were naïve; no nuclear nightmare and the world became a lot more dangerous regardless of Bud and Ray.

While the world becomes exponentially more dangerous every year, our national leaders fail to grasp it all. In many cases, experts offer opinions as solutions while failing to remind the public that many of the world's current plate of problems is new to them as well. For experts and non-experts alike, the complexities of contemporary 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. Books are being written about it. 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, and they would be right.  That something is, of course, CYBER TERROR. That’s right, you read me correctly, CYBER TERROR.

While interested persons encounter a wave of books on the new paradigm in business (about 120 a month), the lack of depth about Cyber Security, Insider Threat Prevention, does not minimize the danger of CYBER TERROR. Essentially, the wave of books available today, does not satisfy the curiosity of leaders in any essential way.  They may be interesting; they may be informative; they may even be enjoyable and entertaining, but this does not make them helpful or even useful.  CYBER TERROR is a chilling subject that has Cyber Security managers talking to themselves. After all, who else will listen? The full scope of today's events in Cyber Security is hidden behind a veil of commercialism and under- conceptualisms called “Social Media”. Here, the reader is likely to remain ignorant about the more important aspects of the current paradigm shift, and what it truly means to his or her life. 

Even when they hear about it, they refuse to believe it. 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. Think “CYBER TERROR".

When we add to this the conflicts over "the search for meaning in the organization" and the avoidance of depth by most authors of Leadership and Management books, we can readily conclude that confusion is the hallmark of the today’s 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, someone I personally knew, confided that any sentence with more than seven words became too complicated to reach the minds of the intended audience, business leaders of 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 great opportunities for human achievement. Moreover, we will eventually discover that the worst lessons of history will indeed repeat themselves if we continue to avoid our responsibility through ignorance or choice to guide our own evolutionary unfolding to attain a positive outcome. 

The concept of paradigm shift is difficult to explain because we are often imprisoned by the paradigm we need to escape. This is one reason Cyber Security is so difficult to address. People experience great difficulty envisioning the state of the new situation. 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 philosophical challenges and psychological presuppositions are implied in this shifting scene? Moreover, are we merely revisiting well- traveled territory dressed in a new landscape, a repackaging of familiar goods so op speak? Or, are we actually moving into a new dimension of human understanding, and with everything this may mean, good and bad? 

For example, perhaps the new shift is only the received view of life obscured by the good intentions of under-conceptualized technological innovation? Better yet, maybe the recent shift is ancient thinking rediscovered by amateur exploration and entrepreneurial spirit? The point here is: Have we been here before? Is this happening again?

My experience tells me 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. Disappointing, right? Should not human life achieve more than simple endurance recycled through the “same old same old”?

This work presents a framework for assisting us with 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 the modern extremely technical enterprise. This book encourages leaders to get serious about a lot of things in their lives, and the lives of those in their care. After all, it is not much of a secret that the first thing many executives forget is their concern for their people.  Surprise, surprise!

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®, to guide our thinking about the impact of Cyber Terror on organization performance. It introduces an operational framework and design methodology to guide us through the challenge of transforming the essence of leadership and management in an enterprise culture assaulted by Cyber Terror. 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, the EGS.

The Modern Triumvirate

In Ancient times, the Romans had their Triumvirates. The First noteworthy Triumvirate included Julius Caesar, Pompey and Crassius, the rich. The second consisted of Antony, Lepidus, and Octavian in 43 BC. Although unofficial, these triumvirates changed History. The moral here, of course, is that it doesn’t take many people to upset the apple carts of history, and it does not take forever either. Today, a few people can spend very little time working on their own agenda and destroy a large corporation.  This is “Executive Life in the 21st Century” because of the toxicity of CYBER TERROR.  Just two words and the hair on my arms stands up. They are indeed frightening words, especially when they are activated by even a single Cyber Terrorist working alone through the cover and protection of carelessly granted unearned “Trust”. What a disguise this is. Simply heart wrenching.

The 21st Century Triumvirate

Today, executives face another Triumvirate that can also become a killer. It might not include Julius Caesar, but it does include Leadership, the Organization, and CYBER TERROR.  I capitalize this third component to ensure that it is not overlooked. Many executives scan so much important stuff so rapidly these days, I simply want you to pause, if only for a few seconds, and reflect on your organization’s Cyber Security and Insider Threat Risk Management situations. 

In developed societies, people generally live their lives as a quest for convenience. On the other hand, biologists would say that life is a quest for energy. Modern human beings participate in this quest for convenience by engaging in commerce. Education, Health Care, Manufacturing, Information Systems and Technologies, Food Distribution, and the Optical Business, among others, represent different forms of commercial enterprise geared to an improved quality of life through improved convenience. The formula here is simple: The greater the convenience, the greater the generation of profits. Since many of these industries each surpass billions of dollars in annual revenues, they occupy an influential position of business leadership in the commercial environment. This is the dream of the many executives who fill Leadership positions, especially in the most influential enterprises.

Today, everyone needs good products, and they need them quickly, cheaply and conveniently. 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 an inexpensive and efficient supply of products goes unrealized.

This work examines the leadership environment of the 21st Century and examines how it may deliver products and services inexpensively and efficiently to everybody while increasing profits. As an approach to working efficiently, business enterprise eagerly adopted or refined a family of strategies as Best Practices termed Virtual Commerce or simply VC. At the time of adopting these “Best Practices”, trade experts expected VC to reduce prices to consumers by up to 11% or more in some industries and rapidly. A number of industries.  For example, a few of the most efficient companies ceased being the most effective companies.  Imagine that!  Surprise, surprise!  It seems that in the drive to become ever more efficient, they adopted Business Process Re-engineering (BPR) to downsize their organizations. Eventually so many companies downsized their organizations that many employees became ex-employees. Information Systems replaced the work that a notable number of human employees formerly earned a living doing. Imagine.  As a result, economic growth of the nation decreased because less people earned an income. In this case, technological progress did not deliver worker progress. Time wounds all heels. So, this was happening during the last couple of decades of the 20th Century. Many people were developing strong attitudes against emerging Information Technologies and the systems they enabled. I wonder why?

So here we are. Time to explore 21st Century Leadership from the Systems Perspective. In an effort to keep this book on the reliability path forward, I echo the admonition of Arthur O. Lovejoy who summed up the current age of the paradigm shift:


"You may—I say it again—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 epistemology".



As such, leadership, authentic leadership, forever remains incomplete and perennially unfolding. Today, authentic leadership is more about the wonder of Evolutionary Consciousness and the design of Human Activity Systems than it is about a single success of a single industry or a collection of personality traits or any number of psychological descriptions that identify Insider Cyber Threats. 

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 safely redesigning this landscape again and again.  As we make this journey from common wisdom to Evolutionary Leadership, we find that the authentic leader, that person who mastered the test of time, designed great Human Activity Systems. Some were quite evolutionary.

Whether the leader was Thomas Jefferson, Mohandas Gandhi, or someone you personally know, or have known, they all were great designers of Human Activity Systems, and they all exhibited a taste for Evolutionary Consciousness.  This is monumental. They all had vastly different Intelligence Quotients, different psychological characteristics, and, of course, even different personality traits.  Some leaders even failed to achieve their goals during their lifetimes.  Nevertheless, their Leadership Legacy survived them.

For those of you who know a lot about leadership, I congratulate you on your good fortune. I also caution you to remember that there is more about leadership that you do not know than you do know.  For the rest of you, I suggest 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.

“Repetitio est Mater Studiorum.”

The focal point of Virtual Commerce (VC) is the consumer. The theory here is that when Best Practices achieve critical mass as an increasing number of participants implement this family of VC strategies, experts expect the VC program to reduce the cost of business operations just as significantly. Although executives understand the value of less expensive business operations, the thrust of VC consists directly in business growth as an industry response to the end consumer and indirectly the reduction of cost in the supply chain. Doesn’t this sound simply wonderful. Here is the fundamental formula: 


Efficient Business Practices (EBP) plus Virtual Commerce (VC) minus Human Resources equals Business Growth (BG).  Or EBP + VC - HR  = BG.  



After working in a multitude of industries and experiencing the confusion that new initiatives generally incite within industries, I wrote this book to update Leaders and other Executives about the problem with this widely adopted Formula. This family of EC strategies currently employed globally as defined by several industry-wide joint working committees is inadequate as it stands.  What Leaders and some Executives commonly fail to do here in this very dynamic 21st Century is quite obvious. They fail to locate this formula in the wider context of the changes now occurring in management thinking and business practice. The changes that I refer to are the ones that embed CYBER TERROR within specific locations and environments within the enterprise. The actual formula would be more accurate:  EBP + VC – HR + IT = CT + IBO, meaning:  Efficient Business Practices (EBP) plus Virtual Commerce (VC) minus Human Resources plus Insider Threats equals CYBER TERROR plus Insecure Business Operations.  

What a difference! Cyber Insecurity is a serious threat to an enterprise. Indeed, the elimination of CYBER TERROR has become a core concern for Leaders and Executives everywhere.  Indeed, CYBER TERROR negatively impacts their budgets, their Business Plans, their hiring practices, their training programs, their internal workplace relationships, their workplace access rules and regulations, employee related personal property controls, their security procedures and processes and systems and Cyber Security standards and procedures, the designs of their various work places, the rules and regulations governing property management and governance, on and on and on. I am sure you get the point. Cyber Security is serious, expensive, elaborate, and life changing. It alters the workplace in many known and hidden ways.  CYBER TERROR is no joke and many people respond to it using inadequate Cyber Security programs.

This book constitutes an important work about 21st Century Leadership practice. I cannot overstate the critical nature of VC and its impact on the economic health and success of your company in the coming years. If you wish to remain a serious participant in the evolving business climate, your time is long overdue for becoming comfortable with the VC vision, its mission, goals, and strategies. The ideas expressed in this book are already becoming second nature to executives wishing to lead their companies well into the 21st Century as serious competitors.  I begin this book by discussing my Electronic Commerce vision termed Effective Business Response (EBR). I then introduce the specific strategies and requirements of the EBR Program that highly competitive executives are presently employing in their organizations. I refer to my own approach to EBR implementation as Vision 21®.  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 non-technical expressions wherever feasible. If you cannot digest the terminology, you should encourage your particular trade group to produce something more appropriate.

EBR via Vision 21® provides my response to the postmodern initiative for Electronic Commerce. I fashioned Vision 21® from 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 with “Foresight” realize now the 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 hyper-competition.
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