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This white paper tracks the progress of leadership thought seekers
and icons through the ages. It tries to unpack common themes
from voices and the timelines against when we first heard them.

The timeline is interesting.

There are large gaps in documented leadership dynamic in the
early ages. Going back as far as Julius Caesar. Julius, Sun Tzu and
Genghis Khan ruled with complete Authority. They are iconic
because their success and decisive strategies still bear relevance
today. “I came.
| saw.
Though we agree that brutality is no longer something to aspire
to. Today we can reflect on some of the principles they used to
recalibrate and recondition strategies we apply in business.

| conquered.”

Julius Caesar

However, it appears that in mapping the timeline we went from
one extreme to the next. We hope to find the middle-ground that
keeps us centred, efficient, profitable and amicable in the
workplace.
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|. Executive Summary

History serves important lessons that we
unpack and build on and innovate from.
Ancient iconic leaders were brutal and ruled

Yet, we still bring them to the future
packaging their successes as learnings we can
adopt today.

with an iron fist.

Leadership Paradigms Through the Ages

“l came. | saw. |

conquered.”
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~100 e Strategic Discipline J UIIUS Caesa r.
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Absolute Authority 1206 . .
Genghis Khan His authority was absolute,
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Mechanics yet we stlll reTlect on
1911 . learnings from the past.
Frederick Taylor The Hard Er. i i
Scientific Management g : TOday, we sit at the ODDOSIte
extreme. We went from
1954
Character ruthless to tolerant.
Peter Drucker
1989 41 Years Objectives
Stephen Covey The Character Era
Character and Integrity The past 25 years have been
1095 layered with culture

1999

Amy Edmondson
Psychological Safety

Feelings

30 Years
The Soft Era

Daniel Goleman
Emotional Intelligence

dynamics promoting
comfort over profit. The
culture adoption led us to

2026 believe that "niceness" and
System )
The Joule Standard™ perks would result in
2026 — Leadership Physics
Emergent The Breakout Era improved employee

Systems over Culture

retention and better
performance.

Simplified timeline of dominant leadership paradigms — not exhaustive

However, it has had the opposite effect.

According to Gallup's State of the Global
Workplace reports, low engagement—fuelled
by a lack of clarity and accountability—has
historically cost the global economy up to $8.8
trillion annually in lost productivity (equivalent
to ~9% of global GDP).

We promised retention, but instead, we faced
the ‘Great Resignation’, where millions walked
away from "comfortable" jobs that lacked
substance.

We didn't build a dynamic culture; we built a
system of high friction. As Adam Grant argues
in his work on rethinking, comfort can be the
enemy of growth.
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We've been layering human-centric goals
and character ideologies onto workplace
leadership practices since 1954. We haven't
had a holistic, physics-based approach to
leadership dynamics since Frederick Taylor
in 1971,

It can be argued that we haven't actually had a
proper view of corporate energy transmission
since. Everything post-1911 has been repackaged,

person-centred practices that amplify the

individual employee over the engine.

The Physics of Drag and Recovery

Culture Boom

Gallup surveys become gospel. Chief
Happiness Officers, Employee
Experience teams scale.
Locked-In Era Ideologies of the ambient workplace
where fun trumps performance.
Company cultures are promoted as
better performance attractors.

Companies ran tight ships. Fewer roles,
flatter structures, direct chains of
command.

Drag widens: middle managers taxed
with role-playing culture guardian,
bottom learns entitlement signals win
rewards. Team building.

Relationships mattered deeply — internal
trust and external stakeholder
partnerships were built on delivery, not
surveys or culture decks.

Early 2000s 2005 - 2012

People » Asset Injection

Early 1990s

HR elevates from admin to strategic.
Performance reviews, competency
models, 360s proliferate.

Strong focus on people pillar and drive
toi ion on
culture for improved performance.

Addition of operational layers

Agile Theatre Peak

Agile everywhere” — squads, tribes,
Scrum Masters, Agile Coaches hired

Remote Bloat

Caution Zone feels the pressure.
External optics programs
outnumber core ones.

Wellness programs run to expand
“distance” engagement.

Consultancy expands creating project
tribes where few take ownership as
delivery is “one team”. Projects roll
over and accountability drags.

Caution Zone under pressure

Accountability Wave

CEOs demand “back to basics”, fewer
but better, real ownership. Bottom feels
consequences again, middle sheds
empathy tax.

The system sheds drag to restore

transmission efficiency — momentum
accelerates for those who calibrate fast.

2026

The Reckoning

Layoffs waves, RIFs quarterly. Severing
non-core roles, flattening, ending low-
ROl initiatives.

Accountability gravity starts
returning.

Drag pressure pivots to accountability.

oowaro L o ourwano

* Stakeholder
Relationships Matter
» Strong focus on vision/

+ Maximum attention internal, comfort creation and culture appeal
« Caution zone in the layer cake takes the pressure - empathy differential decays

L performance
rg'ss"g" . + Caution Zone Peak: Hardest to replace, most pressured, still forced to 'vibe right’ —
+ Core business accountability gravity nearly gone.
emphasis

* Matters Most: Comfort & Optics
* Matters Most:

Relationships

The Result?

Operational Drag, stagnation and an
innovation Flatline

The Solution?

We shift.
To Operational Thermodynamics™.
Leadership is not about feelings. It is

the calculated transmission of energy

from Core Purpose to External
Accountability.
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Accountability Rebound

« Business Reset

« Back-to-Basics

« Cutting the operational drag
* Matters Most: Performance




ll. The Layering of the Individual
(1999-2025)

In 1999, psychological safety became the gold This continued to build until we substituted

standard in leadership dynamics. It was kindness with tolerance. Leading with
necessary coming out of a process-system kindness was weaponised into conflict

design that treated employees as mechanistic avoidance. The Era of “Nice” has left us with 25-

. Genghis Khan S .
N Tzt ephen Covey .

Su = Meritocracy over Aristocracy. SOy Dalfuel Go_leman The

Strategic Discipline. Leadership based on ability, not G Emotional Intelligence Joule Standard™
14 Inside-Out* leadership. Personal | e he fi -

Leadership is a calculated birth. Absolute decisiveness and ey i ‘Smart" isn't enough. The first major injection of "
(¢} system of logistics, terrain, unity of purpose through Force, accountability and principles “Feelings" into the mechanics of leadership. Accountability & Purpose
< and psychological warfare. . over quick-fix techniques. The Newtonian mechanics
g Structure over Emotion. e s e . applied to leadership
2 ‘ Peter Drucker principled on system.

Julius Caesar
Absolute Authority.
The Great Man.
Decisiveness. "l came,
I'saw, | conquered.

MINOR

Frederick Taylor
Scientific Management
Humans as components

of a machine. Efficiency is
the only metric. The birth

of the "Cog."

Management by
Objectives
Alignment. Clear
targets define the role.
The first shift from
"Process" to "Purpose.

Robert Greenleaf

Servant Leadership
Serve the team first.

James MacGregor Burns
Transformational Leadership

Lead via vision and inspiration, not

just transactions.

Amy Edmondson

Psychological Safety
Make it safe to fail. The official
beginning of the “*Safety Era™.
Friction is bad; Harmony is good.

Simon Sinek

The Why
Repackaging
Vision Era.
Purpose >
Profit

Kim Scott

Radical Candor

(Challenge Directly).
Frederic Laloux
]

Teal Organizations
Self Management

Repackaging of EQ (Care
Personally) + Accountability

Emergent

Back-to-Basics
Systems over Culture
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I 2026

System

~2400 Years 43 Years

Leaders are burning out because they are
carrying the load of broken transmission. The
system is buckling.

We added more software, more 'engagement’
surveys, and more perks. Yet the engine has
run out of steam. This is the definition of
Artificial Drag—increasing input (Force) with
decreasing output (Performance). The
management layer is conflicted. They cannot
manage performance and be “Nice”, so the
level of tolerance for poor performance has
increased.
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41 Years

30 Years

Despite the digital revolution, US productivity
growth has averaged roughly 1.3% since 2005,
down from ~3% in the post-WW]I era.

Our productivity levels are lower, despite
better technology since WWII.

Only ~23% of employees, globally are actively
engaged. ~62% are not engaged; they are
‘quiet quitting’ (Gallup). They are
psychologically detached, yet we continue to
amplify culture. If culture is working, why are
59% watching the door?

For 25 years we ran the opposing dynamic to
Absolute Authority and installed safety and
kindness. Yet , it resulted in a workforce where
the majority are detached. Safety did not
create energy; it created a vacuum.




lll. The Diagnosis: Why the Old
Model is Buckling the System

For 820 years we fought our way out of

brutality. We then tried to right-set one

extreme by implementing another.

1206

The Brutal Era

Genghis Khan

The Warlord Paradigm

Brutal force and unity.

Structure

Top-down, brutal and
meritocratic. Authority was
absolute.

Focus

Survival and Conquest

Why it Matters

It was the last time Leadership
and Accountability were
perfectly fused.

We quote him because we
miss the clarity.

1911

The Hard Era

Frederick Taylor
The Industrial Paradigm

Scientific Management.

Structure

Scientific approach where
people are part of the
machine.

Focus

Efficiency and Process.

Why it Matters

Birthed the modern
corporation. It was the first time
leadership was treated as a
system.

Mechanics over feelings.

1954

Only it didn't solve the problem we had hoped

it would. We encouraged improved integration

with a human-first centred approach.

1989

The Character Era

Peter Drucker

Stephen Covey

The Mar

Goal based mission and
vision alignment.

Structure

Management by objectives.

Focus

Alignment and Goals.

Why it Matters

Introduction that employees
have minds not just hands.

Shift toward human-centric
leadership.

Performance = Force x Accountability

Increased tolerance has diluted accountability

and effort, which destroys performance. When

Accountability drops to zero, performance

drops to zero no matter how much force or
effort you put behind it.

The

Brutal force and unity.

Structure

Private victory precedes
public victory supported by
leadership habits.

Focus
Integrity and Proactivity.

Why it Matters

Shift from time management
(efficiency) to personal
leadership (effectiveness).

We quote him because we
miss the clarity.

1999

The Soft Era

Amy Edmondson
The Social Paradigm

Leading with Kindness.
Structure

Emotional intelligence and
psychological safety.

Focus

Feelings, Safety and Harmony.
Why it Matters

When the system was
abandoned for the vibe.

Tolerance over
performance.

2026

The Breakout Era

The Joule Standard™

The Accountability Paradigm

Physics within the System.

Structure

Newtonian mechanics applied
to leadership and business
within an integrated system.

Focus

Accountability and Purpose.

Why it Matters

Tech and reality demand
results without abandoning
cohesion.

You cannot "motivate" your way out of a mechanical failure.
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V. The New Science:

Operational Thermodynamics™

In business and leadership, energy

transmission is calculated and purpose driven.

The energy dynamic is measured and
calibrated for optimal performance.

We need to move from Alignment to
Transmission. The probability of complete
alignment is unlikely, so the continuous effort
on forcing it is artificial drag. Energy
expenditure that can be better served
elsewhere.

The system outperforms its components.
In mechanics each part of the system has
equal weight.

Drag is nothing but the energy we are not
harvesting. We allow it to leak because we are
ignorant of the Physics of Accountability.

In Operational Thermodynamics, 'doing the
right things' means aligning with the Core
Purpose. Anything else is just friction.

St

T
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“"A bad system will defeat a

good person every time.”

W. Edwards Deming

The Second Law of
Thermodynamics

Entropy in a closed system always increases.
Businesses are closed systems. Without the
external force of Accountability, they naturally
drift toward chaos (Entropy). The 'Kindness
Cult' tried to fight entropy with empathy.
Physics determines that you fight entropy with
Effort (Force x Distance).




V. The Blueprint: The Purpose
to Accountability Paradigm™

Transmission Originates at the CORE

The entire business is derived from its intent or CORE is the central point from which
purpose. Anything within the system that everything else is mastered. Without intent
detracts from the core is operational drag. there is no reason to exist.

Each requires a business CORE driven The entire system is built around the core

definition to attach meaning.

Accountability as a Law of
Physics

Leadership Physics is a transmission
system. The entire system needs
calculated and calibrated
transmission from the core to the
outer rings.

Each cog is a part of the system that
needs equal weighting for optimal
performance.

The Blueprint

The Core holds the Purpose: It is the
generator. The energy source. It
codes the reason for the business to
exist in the first place.

The Transmission Rings

giving each part intent and purpose.

Product or Service Offering.
The service or object that
results in tangible value for
someone else.

Inside

The people who deliver the
value through the structure.
&

The people who support the
people.

The physical components

that allow the system to CORE

function.

Purpose

The solution the business,

product or value aims to

solve. —-— Outside

The components that allow
the value to exist. Includes

The people who receive the

information resources, value through the structure.
innovation and historical &
research. The people who provide the

resources.

The parts that allow the
system to function.

These six cogs carry equal weight. Amplifying The result: One underperforming cog impacts
one over the other will dilute energy. If facilities the others and the system is uncalibrated and
are problematic, the joules lost on the unregulated.

functional operating system are lost so that

cog cannot perform well.

Stop managing feelings.
Start managing physics.
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VI. 2026: The Accountability
Wave

The market is regressing to "brutal efficiency". The market is swinging to the extreme right—

We're back to quoting Genghis Khan as a favouring brutality and 'Genghis Khan' tactics

leadership icon because the middle is broken. —because the middle (Kindness) failed. But
brutality is just another form of Drag (high

We don't need brutality; we need Calibrated pressure, low transmission). We need a Third

Accountability. Way: Calibrated Accountability.

From Operational Drag to Clear Transmission

The Reckoning Accountability Wave

PAST PRESENT FUTURE

People-as-Asset and Culture Caution Zone Peak and Accountability Wave and
Boom Operational Drag Evident Gravity Restoration

25-year inward focus, attention Retention crisis peak, Caution Zone Accountability wave sets in,
diverted to creating comfort. Focal ‘Burnout’ raises alarm, business fat leadership and performance physics
shift away from mission and vision. over ROI questioned. takes precedence.

People Pillar Explodes as Operational Drag becomes

Employe Experience Teams noticeable, drift fromn mission
Scale evident

Performance and
Accountability metrics

Inclusion of non-core Sensible calibration Business innovation and

business deliverables, diagnostics directives aligned with core
depleting business attention

Fantasma programs replaced Purposeful projects,
with back-to-basics employees add performance-
fundamentals based value

Feeling, sensing surpasses
performance, empathy builds,
offices mirror social need over
accountability

Attrition rate diagnostic over Transmission and clarity
fire fighting. restored

P=FxA

a Performance = Effort (Force)
multiplied by Accountability

The leaders who survive 2026 will be the
ones who can measure and minimise
Operational Drag.

Stop quoting history.
Start calculating momentum.
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No Fluff. Just Physics.

A system with zero drag moves at the speed of purpose.
Now physics demands the correction.
If your system is still bleeding talent, momentum, or meaning —

don'’t wait for the next wave to force the conversation.

The Joule Standard™ starts here.

Image: Pixabay
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