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Abstract

This paper presents a comprehensive framework of Leadership, integrating "Employee Engagement", "Team Spirit", "Synergy", "Learning and Un-learning", "Innovation", and "Co-creation".

In Part 1 of this paper, we briefly review the latest developments in science in general and systems science in particular.

In Part 2 we then extend the scientific theories of emergence and downward causation to social systems in general and to teams and organizations in particular. We briefly review the concepts of "Collective intelligence" and "Emergence of a Soul" in complex systems.

In Part 3, we take some examples from the field of team sports, to show how an individual by going deeper within him/her can reach and connect to the soul of his/her team or nation or organization. We see a diagrammatic representation of how the core of an individual is same as the core of the team / nation / organization.

In Part 4, we will discuss, how the "Emergent soul" of an organization or team, working along with the individuals with which it is made of, can co-create an unknown future that initially looks impossible from a narrow individual point of view.

In Part 5, We summarize that leadership is nothing but a process of going beyond one's self and connecting to the "Soul of the whole (Team / Organization / Nation)", thereby allowing the whole to emerge and act through the leader. Leadership is also about leading other members (who are struggling to go beyond their narrow self), and help them "connect to" and "work in sync with" the soul of the whole.
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Part 1: Latest developments in Science

Latest developments in Science indicate that both matter and energy are emerging from a common source field. The serious implications of this as well as other discoveries like "Space-Time relativity", "Curvature of Space", "Quantum Entanglement", "Particle-Wave Duality" and "Observer affects the Observed", are still to be understood by common men and women like us.

While it is beyond the scope of this paper to go in to the details of all these complex subjects, let us summarize what all this means to us in simple terms:

1. We all know that systems are made of parts, parts are made of elements and elements are made of atoms and so on. Science has now discovered that atoms are made of particles and these particles are nothing but energy bundles constrained in space. So we are all energy bundles interacting with each other all the time, even when we are not consciously aware of it.

2. String theory integrates Quantum Physics (that deals with sub atomic particles) and Einstein's General relativity theory (that deals with large planets and galaxies). According to String theory there is a common source field that pervades the entire universe, whose vibration; results in the emergence of particles, atoms, matter etc on the one hand, and energy, force, light, mind etc on the other hand. 

3. So from point 1 and 2 we can conclude that we are all an indivisible and inseparable part of the same all pervading source field. (Like a strand in the spider web)

Part 2: Systems Science

Systems Science says that the Whole > Sum of the parts. It also says that when multiple parts come together, there is something new that emerges; that which cannot be found in the parts. This phenomenon is called as "Synergistic Emergence". 

We all know from personal experience that we are not our body. We are more like a software that is running on this body, and our brain is the equivalent of a motherboard. 

For the sake of convenience let us name this "Newly emerged entity that cannot be found in the parts" as the "Soul of the system". 

We can apply this concept on any system: For example we can verify that the "Soul of the Poem" is something new that has emerged, and cannot be found by analyzing the words with which it is made of. A Law should not be followed in letter but in "Spirit" which is nothing but an emerged soul that cannot be found in the analysis of the various words and clauses. Likewise, dogs and cats, teams and organizations, societies and nations - all have a soul. Even the Earth is a living being that has an "Emergent Soul" that is more intelligent than the sum of its parts.

Scientists have discovered "Downward Causation" even in non-living matter. This means that the higher order system influences or causes the behavior of the lower order parts. We are ourselves aware that "our will" to get up and go for a morning walk, can supercede the "Wish of the body's parts to sleep more and take rest".

Downward Causation in the organizational context or social context is often referred as cultural influence. However, studying culture in a "bottom up" direction does not take us anywhere. It is like searching for beauty of the rose by removing all the petals one by one.

We need to apply "Synergistic emergence" and Systems theory, in order to understand how the Organization or a Team, is a living systemic whole in its own right and this "Soul of the Whole" can and will direct the behavior of its parts.

Here it is important to put "Downward Causation" in its proper perspective:. "I" cannot force my "body parts" to exercise indefinitely for 48 hours", which if I do, "I" may die and cease to exist. So there is a simultaneous "Upward Causation and Dependency". "I" cannot exist without the help of my parts. I cannot eat or walk or do anything without them.

Another example is a scene of a movie running on a computer that causes the audience to laugh. One can scientifically prove that certain electrical signals on the motherboard of the computer caused the audience to laugh. But that does not make common sense. Because the "movie" is a higher order system, which has a downward causation on the electrical signals of the mother board. At the same time, the movie cannot play without the help of those electrical signals. 

One can always argue that the Movie = Electrical Signals" which is a scientifically valid but useless statement.  A better framework will be as below : 

"Movie is a higher order system" that is dependent on the "Lower order systems of Pixels, Numbers, Bits and Electrical currents" to exist and run, but at the same time, the movie being a higher order system - has a downward causation on these pixels, numbers, bits and currents. The movie can also exist in other forms - such as Optical form in a CD or Magnetic form in Harddisk.

Understanding this crucial interdependency between the "Emergent soul" of the higher order system and the lower order parts with which it is made of, is very important for our discussion.

Part 3

A Classic case of "team spirit" achieving the "impossible" is the real story of the US Ice Hockey team that won the Olympics gold in 1980. This was a team of 21 something-amateur college kids, who came together under a coach and went on to win the gold medal. The English Movie "Miracle" beautifully captures this miraculous achievement.

The US team lost to the Russians in a friendly match just 3 days before the start of the Olympics, but won against many top ranking teams and finally the Russians during the Olympics.

So it was not talent. The success of this team is attributed to the tremendous amount of team spirit, synergy and creativity on the field. A closer look at the events leading up to the finals will show, that the entire success of the team was dependent on their ability to "Go beyond their individual narrow self" in to the "Collective Soul of the Team". Even that wasn't enough to win the Russians who were the most talented and unbeaten team for 20 years. The team had to go beyond their "Team Spirit" and had to "Connect to the Soul of their Nation". 

To say that they won against the Russians by a Miracle is very unscientific. The point is that they allowed the "Intelligence and Emotions of their team and nation" to work through them.

It is almost impossible  : particularly in high speed sports like Ice Hockey and Football : to explain away "team synergy" as a mere summation of individual intelligence and talent.  "Additive upward causation" alone is not adequate to explain such phenomena. We require something more - a "Synergistically Emergent higher order software" that operates from a higher plane - that is capable of contributing something more than what the individuals contribute.

(I show the Movie "Miracle" during my leadership workshops to make the participants realize what this actually means)

In other words we need additional concepts such as "Downward causation" and "Emergent Soul of the Whole" to explain this phenomena of "Team Synergy Contributing more than the individuals" - in a scientifically understandable way.

But connecting to the "Soul of the team or Organization" is not an accident. And it does not look like an external process either.

Terms like "Passion", "Commitment", "Putting your heart and soul" etc are often used to describe this process. Surprisingly these are things that you do within your SELF. 

"Going beyond your narrow self", "Shifting the locus of your awareness to a higher plane within yourself", "Going to this other place within your self" are some of the terms that effective team players, leaders, entrepreneurs and scientists often use to describe what they are experiencing. (Ref "Presence by Peter Senge)

So what they all are referring to, is a process of "Connecting to and feeling the Presence of a higher field; "the soul of the whole". 

Is this an inward journey?. How could the core of my being be same as the core of my team or organization?

The diagram below explains how it is possible.



This is a representation of a Whole made up of  Parts (P1, P2 ..P8). The Center of each  part is also same as the center of the Whole. The dotted circles represent the concept of each part thinking from its narrow "Self" or "Ego". When the part's locus of awareness shifts from the inside of the dotted circle (Narrow self) to the "Center" of the whole, (Seeing from the Whole, seeing holistically, Seeing with your heart), we can then say that the part is connected to the Soul of the Whole. 

This framework can be applied in any systemic context: for example where the Parts are individuals and the Whole is a Family or Team or Organization. 

This framework can also be applied to other system-sub system pairs like "Departments Vs Division", "Divisions Vs Organization" "Organizations Vs Society", "States Vs Nation", "Nations Vs Humanity", "Humanity Vs Earth (Ecology) etc.

According to Peter Senge and Otto Charmer (Ref their recent book "Presence") "Surrendering control is actually a Surrender in to commitment…. Action that originates from the connection with the source appears without control, without the sense of "me" doing it - a spontaneous product of the whole, which is shockingly effective."

Part 4: Co-Creation

But surrendering control in to the soul of the whole does not mean "lethargy", "being fatalistic" or "giving up our individuality". Actually, our responsibility increases. Now we are no longer acting from our narrow self, but acting on behalf of the Whole (Team / Organization or Nation). The Soul of the Whole needs us. The Whole needs our individual intelligence to run certain processes (like higher layer software using lower layer software in distributed computing). Our contribution individually and collectively goes in to the creative processes of the whole.

The Whole is experimenting to bring forth many alternatives through us. This is more like Prototyping. We allow the emerging future of the whole, to unfold "through us". In that emerging future, "we the part" and the "Soul of the whole" are Co-Creators.

Part 5 : Leadership

So is the leader leading the organization, or is the Soul of the Organization acting through the Leader?. 

An effective leader is one who has less Ego and acts less from his / her narrow self. He / She always gets the vision, courage, ideas, creativity etc from somewhere higher than himself / herself. When the leader is connected to the soul of the whole, things fall in place, there is a lot of Synchronicity, the leader often finds himself / herself in the right place at the right time.

Leading that Inward Journey:

But it is easy to learn these concepts intellectually. But in the run up to the inward journey, there are a lot of hurdles - mental blocks, pre-conceived notions, hidden assumptions and static rigidities arising from past experience. There are also emotions and feelings stored from our past that have anchored the "LOCUS OF OUR AWARNESS AT THE CENTER OF OUR NARROW SELF". Moving out of this "Dotted Circle" is very painful.

So a leader has to "SEE" through all this, "Hang his assumptions in front of him", "Dive Deeper", "take the courage to go beyond his narrow self", "Experience the pain of Letting go" and finally arrive at the point of "Feeling and Connecting to the Soul of the Whole". He needs to feel that "Oneness", feel that he is not independent but an interdependent part of a larger whole.

Thereafter, he needs to let the "Soul of the Whole" come and act through him. He has to be always committed, always passionate and always connected to the all pervading presence of the soul of the whole. He should also be always available with his intelligence and hard work to support the whole in the process of Co-creation.

Followers of True leaders, are able to SEE the soul of the whole (soul of the team / organization / nation) manifest in their leader and are able to feel and connect to the Soul of the whole, through the physical form of their leader. And a True leader is able to act as a carrier / a form through which the soul of the whole manifests itself.

There in lies the secret of true leadership.

End Note : 

This framework is a subject matter for a 3 day Leadership Workshop. Which I am currently doing for Middle and Senior level executives. I have tried to condense the essence of this framework in this short paper. 

I am always available for a more elaborate discussion / interactive lecture for 1 or 2 hours on this framework. Better still, I can conduct a 2 or 3 day workshop, where each participant will be made to personally understand as well as experience the true meaning of this framework.
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Core of my being = Core of the whole








