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 A new world where time and 

space has become irrelevant 



 
The ageing population 

 
 



 
 

The Peter Pan Generation 
 
 
 
 



 
 

A world with different speeds 



 
 

Personal comfort is paramount in this 
new world 



 
 …where entrepreneurship 

 is democratized 



 
 … in a world of convictions 

and science 
 the purpose of science is to produce useful models of reality. 



 
 

Cost   
or   

value creators 
 
 
 



 
 significant opportunities,  

but also a great deal of uncertainty  
and fear 



 
 

Evolution 

Nostalgia                                                       Experience                                                  Innovation 
The past 

increased complexity  and  more added value  



 
 

What risks or opportunities are you aware of?  
 

What value do you create? 
 
 
 



 
 

INNOCENT 

Goal:   to  be happy 

EXPLORER 

Goal:   a better life 

OUTLAW 

Goal:    to  overturn  what  

isn't working 

CAREGIVER 

Goal:   to  help   others 

LOVER 

Goal:  loving relationships HERO 

Goal:  expert mastery 

RULER 

Goal:   create    a 

prosperous community 

MAGICIAN 

Goal:    to  make dreams  

come true 

REGULAR  GUY /GAL 

Goal:  to belong 

JESTER 

Goal:   to  have a great   

time 

SAGE 

Goal: to use  

intelligence 

CREATOR 

Goal:    to  realize a vision 

“BEING” 



5H Enforce identity of the organization within new context. 
 

5L Define corporate governance, principles and identity of the organization. 

4H Safeguard long term viability. Redefining activities based on strategic intent/ developing completely 
new concepts/ remodeling the business. 

4L Translating strategic intentions into strategy by developing policies. System integration 
Managing a group of functional domains –  Anticipating the future – Scenario planning. 

3H Translate strategy into operational planning. Implementing new context/practices 
Managing an set of heterogeneous processes within one  functional domain. 

3L Managing a set of homogeneous processes/ Managing current context. 
 Focus on continuous improvement 

2H Managing a process/project  - interprets and sets standards – Work within given context. 
 

2L Act as individual (supporting) contributor – Diagnose and support – work within given context. 
 

1H Act as a senior executor within well defined standards/improves output – Strives for Mastery . 
 

1L Act as an executor within strict defined guidelines. 
 

ROLE COMPLEXITY 



 
 

What leadership is all about 

societal progress 

societal  
contribution 

reputation 

differentiation 1 2 

positioning 

service 

quality 
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COMPLEXITY 

CAPABILITY 

KNOWLEDGE  

AND              

EXPERIENCE 

 

 

 

 

 

 

 
3 

 

 

 

 

 
  

BEING 



 
 

CREATE 

fundamental  
transformation 

long  term 
change chaos 

short term  
gain 

incremental 
change 

external  
focus 

Internal 
focus 

Adapted from Quinn, Degraff and Thakor 

stability 

COHESION 

COMPETE CONTROL 

“BEING” 



 
 

“BEING” 
Our Value system 

The origin of our preferences 

Shalom Shwartz – Universal Human Values 

Growth - Anxiety free 

Self-protection -  Anxiety avoidance 

Social  
focus 

Personal  
focus 



 
 



 
 

INNOCENT 

EXPLORER 

OUTLAW CAREGIVER 

LOVER 

HERO 
RULER 

MAGICIAN 

REGULAR  

GUY /GAL 

JESTER 

SAGE 

CREATOR 



 
 

What leadership is all about 

societal progress 

societal  
contribution 

reputation 
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BEING 



 
 

“CAPABILITY” 

Solving a problem  
begins by defining it 

building  an  ecosystem 

contribution to society  

 reputation development 

 

product   or market   development 
 

best practice 

best service  

 best quality 

C O M P L E X I T Y  
ADDED  VALUE 

societal progress 

societal contribution 

reputation 

differentiation 

positioning 

service 
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 Mental models bring structure to the current chaos. 

 

But how do these models get formed? 

 



 
 Quality 

the subject 

the norm 



 
 

Service 

the demand 

the wish 
the norm 

A B C D E F ... 

∞ 

- 

- 

- 

- 

-  

0 

the quality 
standards 

the quality criteria 



 
 

Positioning 

quality 
standards 

situation 1 

& 

- 

- 

-  
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Differentiation 

The     context     of   the     producer,        service-provider    
versus   the     context     of   the     customer. 

 
The    evolution   of   the     context   over  time. 

The    context     in  different  areas. 
 
 

The     physical   context     versus  the     symbolic     
context, …. 
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Reputation 

OUTLAW 
Goal:    to  overturn  
what  isn't working 

CAREGIVER 
Goal:   to  help   

others 

LOVER 
Goal:  loving 
relationships 

HERO 
Goal:  expert 

mastery 

RULER 
Goal:   create    a 

prosperous 
community 

MAGICIAN 
Goal:    to  make 

dreams  come true 

EXPLORER 
Goal:   a better 

life 

REGULAR  GUY 
/GAL 

Goal:  to belong 

JESTER 
Goal:    to  have 

a great   time 

SAGE 
Goal: to use  
intelligence 

INNOCENT 
Goal:   to  be 

happy 

CREATOR 
Goal:    to  realize a 

vision 
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Societal contribution 

A   

B   
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role 
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drives 
G H ... 



 
 

Societal Progress 

A   

B 

C 
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E 

… 

role 

ecosystem 



 
 

Capability  
Mental model and level of 

consciousness  

societal progress 
societal  

contribution 
reputation 

differentiation positioning service quality 

CONTEXT CREATION 

CONTEXT MANAGEMENT 



 
 

EFFECT ON STRATEGY AND VALUE 
CREATION 

LEVELS OF WORK 



 
 

The process of value creation 

societal progress 

societal contribution 

reputation 

differentiation 

positioning 
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quality 
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HIGH 
price  

/ kg 

60 

46 

- 

20 

2 

services 

new            

experiences 

lifestyle 

Fairtrade 

30 

23 

- 

10 

1 

multiplicator 

level  of  value creation 

COMPLEXITY 

commodity 

goods 

C
 



 
 

“Coherence” as first priority – Moving towards a holistic approach 
 

Value creation as a context for: 
 
- Strategy 
- Organizational design 
- Recruitment 
- Performance management 
- Culture 
- Board Composition 
- Pay 
 

Coherence requires a context definition within which “complexity” can receive meaning 

societal progress 
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Coherence 

Gap                   Overlap               Optimal 
                                                      structure 

societal progress 

societal  
contribution 
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positioning 
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EFFECT ON LEADERSHIP AND 
TALENT DEVELOPMENT 

LEVELS OF WORK 



 
 

abstract conceptual  
integration 

abstract conceptual  
interpretation 

abstract 
conceptualization 

conceptualization 

societal progress 

societal contribution 

reputation 

differentiation 

positioning 

service 

quality 

integration 

interpretation 

observation 

building an  
ecosystem 

ADDED   
VALUE 

MENTAL MODEL ORGANIZATIONAL 
DESIGN 

societal  
contribution 

context 
creation 

innovation 

systems 
management 

process 
management 

task 
management 

Organizations and people as two 

sides of the same coin 



 
 

Role complexity 

societal progress 

societal  
contribution 

reputation 

differentiation 

positioning 
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quality 
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Contribute to societal progress by implementing societal best practices.  Be  a source of  inspiration. Balance value 
systems. Major social institutions affect nations and are created and shaped in relation to  global needs 

Build strong local, national, regional and world-wide presence through sensitivity and responsiveness to cultural 
differences.   Contribute to societal meaning making. Contribute to value systems. 

Ensuring financial and social direction and viability of enterprise, asking  "Where is this business going?".  
"Why are we in it ?“ Manage reason of being and create a context where others want to be part of. 

Achieve overall strategic intent in designated sector or market place in light of  competition and changing social and 
business environment. Add more value 

Manage what is there, by implementing best practices. Operational management  of people, resources,  budgets-
manage costs and improve delivery. 

Bring specialist knowledge to the solution of a particular situation or case.  Choose from a range of known options. Solve 
the problem. Fulfill expectations 

 
Front line, concrete output clearly specified. Execute. 

 
 



 
 

How career potential evolves 



 
 

The thesis developed in this book takes the groundbreaking 
work of Elliott Jaques and others about the complexities of 
work and mental processes to an entirely new level.  It both 

describes and explains the different states of “conscious 
awareness” of people who have different capacities to handle 

complexity.  It then provides powerful insights about what 
the “real contribution or value-added work” is from each 

level of an organization, in order to compete in open systems 
(e.g., marketplaces, geopolitics, etc.).  It describes simply, but 

elegantly what the “magic sauce” is to ensure continuous 
growth and sustainability.  When fully developed, this new line 

of thinking should fundamentally transform the fields of 
strategy, business development, and marketing into more of a 

science than an art. 

 

Gerald A. Kraines 

Chairman and CEO of Levinson & Co, The Levinson Institute 

Faculty Member at the Harvard Medical School 

Conscious Awareness 




