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ARCHITECTURE
OF HUMAN
SYSTEMS

The mathematical and
structural case for
values-based leadership
in turbulent times.

Based on the research of
Jonathan H. Westover, PhD.
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The Dominance lllusion The Systemic Reality

Business media increasingly valorizes aggressive, When hubris displaces competence, learning systems

certainty-projecting personas. Empathy is framed fail. Cruelty dissolves the psychological contracts

as inefficiency; service is reframed as servitude. binding people to their work. The margin that

(Tourish, 2013; Brown, 2018). separates adequate from exceptional—discretionary
effort—evaporates. (Kahn, 1990; Rousseau, 1995).
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67%: Knowledge workers reporting
their organizations espouse values
of collaboration and safety.

2 The PuUnicieam 31%: Knowledge workers who actually
s / //'/I'/hg,Cynlc/l;// experience those behaviors day-to-day.
» Grqund7 p ro

reeding

/

(McKinsey & Company, 2021).

-

-

Fragmented Implementation: Localized Excellence: Defensive Adoption: Initiatives
Humanistic programs layered atop High-functioning cultures driven by risk avoidance. :
unchanged power structures. isolated in specific teams. Result: Performative,
Result: Perceived hypocrisy. Result: Vulnerability to key f non-substantive change.

<71 departures. G - —
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Competing Logics in the
Modern Enterprise

Dominance-Oriented Values-Based

View of

" Acore diagnostic skill for
Empathy

An operational inefficiency. system health

Decision ~ Decisive action prioritizing speed | Inclusive and curious, prioritizing ”
Style and isolated authority. | collective input and diverse data.

Error - Deflection of blame and i Systemic accountability and
Handling punishment of individuals. | preservation of learning systems.

Primary - Short-term compliance and ] Complex problem-solving, |
Output hierarchy maintenance. innovation, and adaptive capacity.
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Leadership is
Multiplicative,
Not Additive

“| Ring 1: Employee Physiology | +16%
increase in employee health problems
requiring medical intervention per
standard deviation of supervisor hostility
within two years. (Tepper, 2000).

Ring 4: Civic/Communi? Impact |
Substantive shifts towar
stakeholder welfare, civic
infrastructure, and supplier ethics.
(Maak & Pless, 2006).

Leader Behavior |

(Values-based vs. :
Dominance) | ')

7]
" Ring 2: Team Psychological Safety |
.| High-control/low-support environments
/|| elevate cortisol and destroy discretionary
/ U effort. (Nyberg et al,, 20095)./

Ring 3: Customer Experience | +31%
higher patient satisfaction scores and
19% better treatment adherence in

sychologically safe care environments.
?Vogus & Sutcliffe, 2007).
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The Empirical Returns of Humanistic Architecture

+37%

Innovation Capacity

greater innovation output and 26% higher rates of
learning behaviors in psychologically safe teams compared
to control groups. (Carmeli et al., 2010).

ﬂ P

Operational Safety

fewer lost-time injuries in manufacturing (Flin et al., 2000)
and 22% fewer serious safety events in healthcare
speaking-up cultures. (Nembhard & Edmondson, 2006).

Decision Quality

more effective strategic decisions (assessed independently)
when utilizing inclusive processes rather than directive
ones. (Roberto, 2005).

“14%

Talent Retention & Recovery

lower voluntary turnover in high-trust organizations (Great
Place to Work, 2020), and 60% faster market position
recovery during economic downturns. (Cascio, 2002).
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Operationalizing Humanity

Yz —
3. Capability Building
& Investment

& Fair Process T _:_ Models

o 1
1. Transparent = — =
Commqnication  — f 5 Economic
| Strategies ) "' | .‘ ; / Security Provision

(2. Procedural Justice ‘ ) 4 Enabling Operatlng

The 5 Daily Gears

(Upper Level) & 3 P — :
B J A - i 3 ¢ ‘ e J 1
%\ ’ | - L F=N 7 LS A T e G e L]

Connecting Insight: 40% of high-performing organizations demonstrate this systematic
architecture, compared to <15% of underperformers. (Sull et al., 2020)

The 4 Structural 1. Developmental 2. Psychological 3. Purpose- 4. Distributed
Pillars B— Pipeline Contract _ Integrated Leadership
(Foundation) Criteria : Evolution Governance : Structures
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Validating the Daily Geérs (1)

i ‘”Company rCompany

Barry-Wehmiller Patagonia J Atlassian

rCrisis/ChaIIenge ! I—Challenge rChallenge

| r_Company

$30M labor cost deficit during the Maintaining mission alignment Institutionalizing continuous learning
2008 financial collapse. during hyper-growth. and innovation.

" Humanistic Lever (Communication) " Humanistic Lever (Procedural Justice) % " Humanistic Lever (Capability Building)

Transparent financial disclosure and Cross-functional evaluation Unrestricted $1,000 annual learning
| collective problem-solving (furlough frameworks prioritizing transparent stipends and 24-hour “FedEx Days"
(furlough vs. layoffs). decision explanations over consensus. for autonomous projects.

L L 4 L

" Metric Outcome 2 " Metric Outcome g " Metric Outcome

100% of jobs Sustained >$1B Maintained

| preserved; revenue with <4% top-decile global
catalyzed growth annual headquarters engagement scores
| from $1.3B to >$3B || turnover (industry while scaling to >$40B
annual revenue norm is 4x higher) market capitalization

= J
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Validating the Daily Gears (II)

2

Company

Virginia Mason
Medical Center

The Crisis

High liability claims and
embedded medical
hierarchies suppressing
safety alerts.

The Humanistic Lever
(Control Systems)

Patient Safety Alert
System distributing
‘stop-line’ authority to all
staff without fear of
retaliation.

The Metric Outcome

| -74% decline in serious safety

events; liability claims
dropped from ~175 to <50
annually; patient satisfaction
95th percentile nationally.

I

3

4

Company

Gravity
Payments

The Challenge

Employee survival
anxiety consuming
cognitive bandwidth and
degrading performance.

The Humanistic Lever
(Economic Security)

Implemented a $70,000
baseline minimum wage
across the company,
funded by CEO

compensation reduction.

The Metric Outcome

Revenue grew from $3.8M
to $6.5M in year one;
customer attrition halved;
voluntary turnover dropped
to 33% of industry average.
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System Design: Bureaucracy as a Choice

Control systems based on distrust create adversarial dynamics regardless of a leader’s stated values. (Adler & Borys, 1996).

e ;—

Coercive Bureaucracy Enabling Bureaucracy

- Core Assumption: Distrust and incompetence. ¢ o Core Assumption: Competence and good faith.

Mechanics: ) ) ) - Mechanics:

Extensive surveillance, rigid behavioral scripts, ] - Outcome accountabiﬁt?/ with method autonomy, transparent
punishment-focused enforcement. g performance data available to front-line workers, error-learning
systems (praiseworthy vs blameworthy failures).

Result:
Decreased autonomy, restricted adaptive capacity, compliance : ., Result: s : ; : ;
masking disengagement. Elevated motivation, systemic self-correction, enhanced innovation.
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3 o - e p—— ; , Humanistic Practices:
: Empathy, Listening, Values

Humanistic practices
layered over
unchanged

power structures
generate perceived
hypocrisy, not
transformation.

Synthesis Insight: Culture change without structural change produces temporary enthusiasm followed by
cynical reversion. To build organizations where humans can flourish, the underlying architecture—how
power is distributed, how leaders are chosen, and how contracts are defined—must be redesigned.
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Redesigning Power and Advancement

Centralized Failure

The Hubris
Bottleneck

Centralized Failure

Traditional pipelines reward individual visibility and self-promotion,
systematically selecting for dominance behaviors that later derail when
collaborative complexity increases. (Hogan & Kaiser, 2005).

www.innovativeh

Distributed Authority

The Adaptive
Network
O

Distributed Authority

Authority flows to relevant expertise rather than formal position.

umancapital.com

= Example 1 (Pipelines): Cleveland Clinic
required leadership academy completion
(psychological safety, systems thinking)
for advancement, yielding +23%
engagement in those departments.

Example 2 (Distribution): W.L. Gore
oAo oOperates a lattice organization where
™ ™ |eaders emerge based on followership.
Result: Decades of sustained innovation
and >10-year average tenura

o
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The Evolution of the Psychological Contract

The Legacy Contract The Employability Contract | Mechanics (Microsoft):
(Broken) (The New Standard) <- . = Managers evaluated on ||

direct reports’ skill
Y Tl || development and career ||
1 \ advancement, not just

|
team output.
(Nadella, 2017). /

r H . R
| Terms: Loyalty and steady contribution in exchange for Terms: Acknowledged F Mechanu;s (REI):
| lifetime job security. employment temporariness ~ > L| Cooperative stakeholder l
| combined with aggressive ‘ governance structures
Reality: Eroded into a transactional model demanding mutual development - s pI','O”t'Z'"g mission w
extraordinary commitment with zero security or and reciprocal alignment over quarterly

: e shareholder dominance.
genuine development. : o accountability. (REI, 2020).
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Different Management, Not Looser Management

“Choosing courage, discipline, and kindness in leadership is not
idealism divorced from results. It is pragmatism grounded in
understanding how human systems actually function.”
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Reflexive Practice Purposeful Design | Temporal Patience

The structural capability to Default industrial designs Authentic structural
examine assumptions and assume distrust. Knowledge transformation unfolds
recognize when behavior work requires designs over years, not quarters.
diverges from intent. assuming competence.
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