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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.  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 in San Francisco, California.  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.
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Adding people to an organization or transferring them out changes culture; imparting new knowledge changes culture.  Changes in the structure, environment, or processes of a culture change that culture.  The point here is that cultures are forever in flux.  We cannot prevent a culture from evolving.  But 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. 

Raymond L. Newkirk

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.

Interestingly, 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 design competence.

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.

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.

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 redesigning this landscape again and again.  As we make this journey from common wisdom to evolutionary leadership we find that the authentic leader, those people who mastered the test of time, designed great human activity systems.

Whether the leader was Thomas Jefferson, Mohandas Gandhi, or someone you personally know, 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 even different personality traits.  Some leaders even failed to achieve their goals in 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.”

Repetition is the mother of study. Hard earned experience 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 insight in professional communications.  Thus, 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.
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Raymond L. Newkirk Psy.D., Ph.D., I.O.M. is an entrepreneur, executive, consulting specialist, writer, and award winning athlete.  He holds advanced degrees and certifications in several disciplines including the Psy.D., as well as the Ph.D. with Distinction in Human Science, and the Ph.D. in Behavioral Science and the Philosophy of Science.  Dr. Newkirk is a specialist in Strategic Management focusing on Strategic Enterprise Design, Strategic Value Based Management, and Human Activity Systems. His professional background in competitive leverage, industrial innovation and technological versatility includes a distinguished career in enterprise management, consulting, speaking, executive development, and writing. He has presented the Keynote Address to audiences around the world.  Upon his visits to Europe, the press frequently interviewed him concerning management issues and emerging technology.

Dr. Newkirk has an extensive entrepreneurial background and is an experienced executive having served companies in many diverse industries.  He is the Founder and Chairman of Systems Management Institute and until recently served as Founder and Chairman of Bay University.  Dr. Newkirk was a Senior Fellow of the Monterey Bay Management Group.  Among other appointments, Dr. Newkirk has served as Chief Operating Office of Mindmaker, Inc. of San Jose, California and President and Chief Operating Officer of P.Q. Information Group, b.v. the Netherlands.

Dr. Newkirk led significant initiatives in the Middle East for the Kingdom of Saudi Arabia and in the Far East for the Office of the President, Republic of the Philippines.  Dr. Newkirk has also led significant operational engagements for Bank of America and Dell Computers where his projects contributed to Dell’s growth in revenues from one billion dollars to more than eighteen billion dollars in three years.  In 1992, the Chairman of the CNN World Business Development Congress in Washington D.C. invited Dr. Newkirk as a VIP Priority Guest to discuss problems associated with emerging technology in the Third World.  In 1991, Dr. Newkirk was invited to participate as a visiting Ambassador in Business Development and Technology Transfer to the Soviet Union.  He has been invited to speak at international development conferences in Cairo, Egypt and Oxford, England.  Having received more than two dozen international honors, the World Forum Federation recently invited Dr. Newkirk to attend its Inaugural World Forum at Oxford University as its Ambassador from the United States.  He is a recipient of Winston Churchill Medal of Wisdom and inductee into the International Order of Merit.

As a person of deep social concern, Dr. Newkirk speaks often on the problems facing the elderly, orphaned, and disadvantaged in these quickly changing times.  In the early 1980s, he established several health clinics and medical networks on the East Coast dedicated to ensuring the nutrition of senior citizens.  For private and government agencies, Ray has spoken throughout Florida addressing the health, nutrition, preventive care, and plight of seniors.  He has special regard for the isolation of the elderly in nursing and retirement homes.  He helped establish an orphanage in the Third World, funded fellowships for students in Eastern Europe to travel abroad and engage in professional training,.  He also established a Southeast Asian International Fellowship.

His experiences are as eclectic as they are broad. On a personal note, Dr. Newkirk advocates the intellectual, physical, and spiritual development of the person.  He studied philosophy as a Benedictine Monk in Italy, worked as a deck hand on a Dutch freighter, and studied theology as a Franciscan Friar in Washington D.C.  He participated for many years with the Amateur Athletic Union (AAU) both as a competitor and supporter.  Early in his life, he attained ranking in Olympic Weightlifting.  A few of his many records still stand today.  Currently, Dr. Newkirk is in training to compete in the Masters World Championships in Olympic Weightlifting.

As an amateur explorer, he enjoyed scuba diving in the Red Sea, mountain climbing in Alaska, sailing in the Bahamas, deep-sea fishing in the Caribbean, and other global adventures.  His personal philosophy is:

Life, Love, Leadership, Growth, & Honor.

Live life fully; Love deeply with wisdom;

Lead others to great achievement;

Grow spiritually and intellectually, and

Honor others in all I do.

Ray Newkirk
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There go my people.

Now I must find out where they are going,

so that I can lead them. ― The Visionless Leader

For managers guided by a performance driven perspective, I introduce UlThule™ as a way to achieve performance at the highest level attainable. The UlThule™ approach powerfully builds competence and proficiency in designing organizations. It offers an expanded approach for improving individual and team performance as a management response to the four challenges of business success:


1)  Complex challenges of increased global competition;

2)  Need for continually higher profits;

3)  Demand of consumers for improved value in products and services, and

4)  Psychological contract between workers and managers for an improved quality of life.



In the UlThule™ worldview, competence is at the very center of business performance. It is the optimizing factor of the four components of business success mentioned above.  Responding to the modern blight in leadership, UlThule™, achieving performance at the highest level attainable, unifies systems thinking and practice, self-systems psychology, and group dynamics with leadership effectiveness and performance improvement to attain enduring competitiveness through heightened competence.

Expanding upon this optimized approach to leadership, UlThule™ delivers a vision of success that introduces the critical insights, strategies, and prerequisites that populate the leadership landscape and challenge everyone always to do better.  While I refer to the leadership style of UlThule™ as Action Leadership, the language, terminology, expressions, and definitions forming UlThule™ come directly from industry practices, associated trade groups, and the paradigm of systems thinking, especially the discipline of Group Dynamics.
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Roman commanders led their soldiers into battle with the imperative “Ultima Thule,” achieve victory at the highest level attainable. Successful enterprises begin in an atmosphere of exciting noble and in-depth vision. Innovation and growth, however, require the transformation of noble visions into well managed “Ultima Thule”, or UlThule™, enterprises. Successful organizations are champions of innovation and design. They use Information Technologies to gain competitive leverage through the mastery of time.  Organizations at the cutting edge of technology and guided by highly skilled, innovative, and tough-minded executives establish the best practices that others follow.

This book provides a dynamic framework for becoming a tough-minded Ultima Thule Leader, a UlThule™ Leader.  It enables you to establish the exciting visions that your colleagues and teams will follow by arguing that effective leadership requires highly competent individuals grounded in the UlThule™ framework.

The UlThule™ Approach develops highly competent leaders where competence consists of the intellectual and emotional maturity required to leverage the bases of competence to enhance competitiveness. Here, intellectual competence consists of (a) knowledge derived from leadership thinking and (b) leadership practice focusing on the leaders within a specific population.  Intellectual competence further consists of a leader’s general ability to assess, conceptualize, and align strategies with plans for a specific organization facing specific challenges. Beyond these core characteristics, intellectual competence also involves an awareness of competence. Here leaders become aware of their limits and constraints by recognizing what they do not know and their special proficiencies.

Correspondingly, emotional competence consists of the ability to handle, manage, tolerate, or otherwise emotionally contain the management information that emerges during program execution. Emotional competence further requires that leaders enjoy the willingness and skill to detect the intrusion of personal biases into the leadership process.  Finally, emotional competence requires leaders to enjoy an abundant capacity to care for oneself in the context of the challenging work that characterizes leadership. Hence, emotional competence requires leaders to recognize that they cannot work with everyone equally or solve every kind of problem continually. 

Like everyone else, effective leaders have limits. Effective leadership requires highly competent individuals. Arguing that a competent leader is concurrently emotionally and intellectually competent, the UlThule™ approach articulates general ethical standards that define the minimum level of competent professional practice.  For organizations, standardization becomes problematic as disagreements over ways to define leadership specialties, subspecialties, proficiencies, and specific expertise cloud the standardization of leadership competence.

Currently, no consensus exists about leadership competence as an ethical principle.  The challenging issues of training, experience, evaluations, credentialing, insights, emerging leadership domains, organization necessities, self-maintenance, professional roles and responsibilities, intelligence, and personal resilience all contribute to the problem of clarifying the ethical standards and principles of leadership. Irrespective of the above challenges, competence remains a core concept in the development of leadership thinking and practice.  For example, conceptual developments in education and the developmental, social, clinical, and even the psychotherapeutic sciences see the bases of competence as the ability to: (a) mobilize innovation and change, (b) manage tasks and others; (c) manage self, (d) communicate well, and (e) strive for mastery and belonging.  In the sense of leadership, we also view competence as an ethical principle guiding the right and obligation of leaders to lead.  As such, competence consists of several generally recognized indicators. 
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Competence, knowledge, and performance are big words.  Charged with emotion, and loaded with meaning, they cut across the boundaries of important disciplines such as psychology, law, sociology, education, leadership and management. The dynamic UlThule™ Approach digs more deeply into the ancient formula of success to uncover the golden significance of competence achieved through the mastery of group dynamics.  Seizing both the challenge and opportunity of our archetypical question, the UlThule™ Approach fosters competence based programs that energize more completely the team work dynamics of the modern enterprise.  Fostering practical and innovative competence-centered programs to improve human performance, the UlThule™ approach fills the competence gap in the knowledge-performance formula, a gap increasingly recognized by leaders, managers, and educators as impeding the attainment of competence.

Guided by a performance driven perspective, the UlThule™ Approach enables management to justify the cost of their employee development, i.e., Human Capital Development, investments by placing them on a business basis.  For this reason, I designed the UlThule™ Approach as a practice-based, real-time, personal growth set of solutions that enable leaders to improve competence while reducing the daily interruptions inherent in the complexities of common performance development approaches.

The UlThule™ approach builds the competence of individuals and their organizations.  These are the beneficiaries of UlThule™. Through its very rich content, and action designed development approach, the UlThule™ Approach delivers a dynamic path to improving individual and team performance.  In doing so, it employs systems thinking to guide group dynamics in expanding upon models of leadership and performance improvement that merely focus on the traits or processes of leadership.

While executives understand the personal value of less costly approaches to leadership development, acceptance of UlThule™ lies in the challenge of improving individual and team performance as a management response to the four challenges of business success: (1)  complex challenges of increased global competition; (2) need for continually higher profits; (3) demand of consumers for improved value in products and services, and (4) the psychological contract between workers and managers for an improved quality of life.

Consulting in a multitude of industries, I witnessed the confusion new development initiatives generate.  Repeatedly I have seen such confusion reduce performance on a grand scale.  The culprit in this mess remains those leadership improvement programs that ignore the formative role of dynamical competence in achieving ever higher levels of effectiveness. 

The UlThule™ Approach uncovers the illusion that knowledge and tools necessarily lead to improved performance, an illusion that ignores the pivotal role of competence in the performance building equation.  The UlThule™ Approach offers a breakthrough in our understanding of leadership by eliminating the problem of mindlessness and leadership confusion associated with previous leadership development programs.  It informs the audience about the real versus apparent management opportunity of UlThule™ anywhere.

The UlThule™ strategies are derived from important insights into the dynamics of groups and how they become teams. They are elaborated to map the landscape of common leadership models. UlThule™ further describes the 21st Century leadership environment by locating itself within the wider context of the developments now occurring in the emerging industry of leadership development and performance improvement, or Human Capital Development, with the goal to raise performance improvement to a practical discipline in the management context.

I cannot overstate the critical role of competence in the improvement of human performance.  In the coming years of the 21st century, competence will increasingly serve as a linking pin to the economic health and success of every company.  I encourage those of you who wish to remain a successful participant in the evolving global management climate to explore the UlThule™ vision of the Systems Management Institute, its mission, goals, and strategies.  Our Vision, with its focus on competence based performance, will become second nature to executives who wish to lead their companies well into the 21st Century as serious leaders.

UlThule™ is above all a vision of leadership that introduces the critical insights, strategies and prerequisites of the leadership landscape which challenge you and your organization to always do better.  I refer to the UlThule™ approach as Action Leadership.
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Action Leadership focuses on leadership execution. It encapsulates a personal response to the rapidly changing trends in Leadership and Continuous Performance Management (CPM). Through the UlThule™ approach, 21st Century leaders and their teams bring unique value in their desire to achieve performance at the highest level attainable.  UlThule™ Leadership requires two preeminent preconditions: (1) followership, and (2) a dynamic model of effective Leader-Follower Relationships that guide the successful execution of actions.

The Action Leadership model provides a framework for improving performance by leveraging action oriented relationships built through the evolutionary leadership practices of the UlThule™ approach.  In this way, relationships become action oriented whenever they focus on team achievement attained through effective, not efficient, execution. They respond to the unique problems of mindlessness in modern leadership and exist only in so far as competence-based virtual leadership occurs through human relationships.  They occur whenever the paths to heightened levels of performance are paved by intelligent team-based execution, the formative action of all authentic leadership.

In Action Leadership transactions, where knowledge and tools are harnessed to achieve effective execution, the seminal variable leading to heightened performance in execution is competence.  It is the Holy Grail of performance.  The Action Leadership vision is formed out of the knowledge gained from more than 35 years of practical experience seasoned with advanced academic work in the behavioral, management, and development sciences.  Through the UlThule™ approach, 21st Century leaders and their organizations gain a roadmap in their desire to achieve performance at the highest level attainable.
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