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Let us assume that your multidisciplinary team, or think tank, has done solid research on one of the most 
pressing, polarizing issues of our time, diagnosing what ailed the economy with depth, objectivity and rigor, 
taking into account the conditions and the huge mistakes that led, in 2008, to the worst financial crisis since 
the Great Depression. Notwithstanding the fact that consumers and producers have the lion’s share in carving 
open capitalist markets, your experts probed the proper role of government in the economy and particularly in 
preventing and addressing serious economic dislocations in the United States, the European Union or any 
democracy; a tall order! They studied the considerable advances in knowledge from Adam Smith, Keynes and 
Friedman to the twenty-first-century economists, notably Paul Krugman and Joseph Stiglitz, and other social 
scientists.  They explored a vast array of options to visualize a better future with: (1) an enlightened, 
transparent and accountable governance; (2) a fairer and more open competition; (3) less devastating systemic 
risk by calling for reliable structural containment1 and more rigorous and conservative measurement of 
potential future exposure of high-leverage positions; (4) a more favorable entrepreneurship climate; and (5) a 
greater participatory democracy.  

Your new framework for thinking about capitalism, markets and firms, in a broader context and perspective, is 
on the leading edge of innovation, pushing out the boundaries of economics, sociology and political science. 
Your draft recommendations make a compelling “business case” calling for a sweeping and massive overhaul 
of corporate governance and regulations which will not only address current issues but prevent large-scale 
crises.  They represent a rare breakthrough in understanding capitalism and its mission in a democratic society, 
far beyond your own team’s expectations. If implemented, they would end the current paradigm trap and be a 
gateway to a greater good permitting more entrepreneurs to make profit and employ more people earning a 
decent living. With some light at the end of the tunnel, the change could reverse the severe disparity of income 
(Gini coefficient) and ultimately the grave decline of the ratio of sovereign debt to GDP of your country; thus, 
providing an opportunity to shape the course of history toward more income security and stability. For the 
transition, your team erred on the side of caution to minimize disruption calling for pilot experiments followed 
by a step-by-step realistic implementation.   

You are wondering what would be looming on the horizon. By challenging the conventional wisdom, you 
expect fierce resistance and attacks. Focusing on its self-interest, the establishment would more likely reject, 
without an open exchange of ideas, your bold recommendations as they currently stand. You remember 
countless instances when science proved the direct links between lung cancer and toxic products like tobacco, 
asbestos and other chemical substances. From these cases and others in many disciplines, you realize that the 
higher the stakes and the resistance from powerful stakeholders, the more likely policy and action will trail 
science by years, if not decades. Although you crave for U.S. leadership, you are mindful of the polarization 
and inertia in Congress on other crucial issues. You do not wish your work to be mired in the harsh polarized 
ideological controversy between right and left.  To gain acceptance, at the very least, by moderate policy 
makers, some of your teammates recommend that you renounce what is extraneous or tangential to your 
contribution and focus on the bare essentials; others suggest a compromise on substance, but your conscience 
won’t let you. 

Where do you go from here? 

Now is not the time to roll the dice and leap into the unknown, after years of research efforts and 
accomplishment on the knowledge front. You realize that a strategic thinking is of paramount importance. 
Identifying and securing the commitment of the critical mass necessary to overcome resistance to change is 
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among your most important tasks. This requires attention to the elements of decision value as a product of 
decision quality (Q) and acceptance (A) less risks (R): 

 
 

For the highest quality decision (first variable), mobilize the best talent and adequate capital. Far more 
complex in a democracy, acceptance, sometimes designated as legitimacy, requires an execution strategy that 
capitalizes on the knowledge of paradigm incubation. The following sections address talent and capital, and 
introduce, at some length, the new paradigm-incubation theory. Risks are important but covered in another 
publication of the author, among others. 
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The first ingredient of success is talent. For a major undertaking such as the role of government in capitalism, 
a team of independent, enlightened and brilliant minds with intellectual rigor is required. Its members must 
have the competence, the commitment, the conscience and the credibility to chart a roadmap to overhaul 
capitalism and strengthen the essence of democracy. They should also have the selfless courage and the 
strategic acumen to help orchestrate such massive paradigm shift throughout and beyond its incubation period. 
Many outstanding thinkers, like Professor Bruce Scott, who recently wrote The Concept of Capitalism2, 
produce seminal work but are deprived of the supporting infrastructure and capital to take it further. 

·  �
�	
������������

Innovative and independent research of this magnitude requires a significant capital to diagnose the current 
situation, distill the knowledge and the lessons learned, explore options, formulate the best recommendations, 
and build the critical mass for change i.e. the minimum number of people whose commitment is necessary to 
provoke and sustain the incubation of a better paradigm, in the face of daunting adversity and resistance to 
change. The scarce funds for seminal research and debates should not be lavishly spent on hasty and passing 
Davos-type encounters.   
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In dealing with large social systems involving powerful stakeholders, high stakes and the livelihood of 
millions of people, sound talent and money for a wide-reaching fundamental research are necessary but not 
sufficient for such global-scale change, without an orchestrated transparent and democratic transition to a new 
paradigm. This is by necessity because vested interest, surprise events, perceptions, adversity, changing 
expectations and traditions tend to play havoc with even the best plans and efforts to address the real needs. 
This requirement is the most neglected by change advocates.  

Predicting the future is nearly impossible. However, if we can pick and correctly read the early leads and know 
the players, we can sketch alternative pathways along which acceptance of a new paradigm may evolve. In the 
complex world of economics or other sciences for that matter, this vital exercise examines the various phases 
that precede the emergence of a new modus operandi. It involves predicting, tracking and orchestrating the 
forces at the root of upcoming issues and breakthroughs before they appear on the horizon.  

These phases constitute the pre-paradigm life cycle. They begin with an embryo and end with the birth of a 
new value-creation paradigm which, in turn, induces the emergence of new innovations, policies, projects, 
educational opportunities and rules, reflecting a new consensus. Being aware of the genesis of a paradigm and 
its characteristics gives leaders and research scientists a practical framework for strategic thinking and a 
roadmap for executing the transition. The fate of a new paradigm, or any large-scale change, depends not only 
on logic and sound arguments in a given context (especially in traditional societies), but also, and in a large 
measure on the orchestration done during the incubation cycle.   
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Even experienced leaders and academics are only vaguely aware of the universal nature of the incubation-
cycle theory which has a profound impact on our lives, in science, technology, business, government, defense 
and geopolitics. By increasing their understanding of this cycle, they will be more equipped to scan for 
upcoming issues and demands relevant to their concerns. By focusing on issues and forces that lead to new 
paradigms, major projects or modi operandi, they can uncover unusual threats and opportunities and assess 
their degree of influence before contemplating major decisions.  

 

 

As outlined in the next paragraphs, the 
cycle is evolutionary, akin to the biological 
process, beginning with an embryo phase, 
often one or several isolated events, 
occurring long before the development of a 
mature constituency. However, caution 
should be exerted in using analogies or 
making inferences, since reality is too 
complex to model with perfect rigor. As 
Stephen Hawking has noted about the 
complexity of modeling, we have to “make 
simplifying assumptions and 
approximations – and even then the 
problem of extracting predictions remains a 
formidable one.”3  
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Isolated events form the embryo of most 
opportunities and issues. An isolated event is an 
incident with a marginal impact on the status 
quo. These events tend to go unnoticed by the 
majority of potential stakeholders, and result in 
little or no change. Indeed, resistance to change is 
often high after they occur because, at this stage, 
most decision-makers are either unaware of or 
unwilling to recognize the need for a prompt 
action. Remember how Fed Chairman Ben 
Bernanke assured us, a year before the crash, that 
the housing crisis will be contained. In another 
example, a very few asset managers took notice 
that UBS did not include Dubai in its Middle 
East’s recommended investment portfolio. By the 
same token, major casualty insurers knew about 
the unprecedented volume of claims involving 
Firestone tires and Ford Explorers. But most 

institutional investors kept buying Ford stock. Also, Alan Mullaly’s move from Boeing to Ford was also 
treated as an isolated event by analysts. But anyone who saw The Twenty-First Century Jet, a PBS 
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documentary featuring Mullaly’s exceptional talent and leadership qualities would have thought otherwise.  In 
the case of the 911 tragedies, a greater understanding of the linkages between isolated events, key-player 
profiles and issue incubation could have offered both the authorities and the airlines further insights, as 
revealed by the 911 Commission Report released in July 2004.  In the business world, successful companies 
can turn complacent despite early warnings.5   

In your case, the greatest risk is that your recommendations be treated as an isolated event, i.e. ignored, 
misrepresented by the media, or more likely attacked and quickly rejected, like General Dallaire’s case below 
and most academic exercises.  

In their execution strategy, foresighted policy-makers value isolated events. They build scanners, a 
socioeconomic or geopolitical version of Doppler radar or night-vision goggles. With the help of these 
scanners, they search for isolated events and capture the dynamics between the data and the stakeholders to 
predict the next phase in the incubation period: the surprise event. If no surprise event is on the horizon, they 
craft their communications to ethically orchestrate a constructive surprise event, by necessity not by desire (see 
the Pasteur Institute case on HIV research below). 

·  $�������%�������������
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Africa Watch and a special UN envoy published reports in 1993 detailing the massive distribution of arms to 
militia groups and the massacre of over 2,000 civilians. “From January 1994 onwards, General Roméo 
Dallaire, head of a UN mission in Rwanda, made repeated requests for more troops and equipment as well as 
for permission to confiscate known illegal arms imports to protect civilians. All these requests were denied.”6  
In April 1994, the President of Rwanda was murdered in a plane crash and, within hours, ten Belgian UN 
troops were tortured and killed. These “isolated events” triggered a civil war that claimed over 800,000 
Rwandans in less than 100 days! 

General Roméo Dallaire was courageous. His action was commendable and necessary but not sufficient. As 
evidenced from the insightful interview directed by Romuald Sciora,7 among others, Mr.Boutros Boutros-
Ghali, UN Secretary-General at the time, treated Dallaire’s recommendations as a mere isolated event. He also 
lacked the strategic acumen to secure the approval of powerful geopolitical stakeholders. 

·  &��#��������
��'�������������+�������)
������

In the stock market, the rules governing issue incubation have been at work for centuries. With some slight 
variations, major financial disasters have unfolded in a similar fashion, as demonstrated by a host of crashes 
and major corrections in England and France (1720), the USA (1819, 1837, 1873) and throughout the western 
world (1929, 1987, 2000, 2008). Isolated events, particularly success stories, are magnified by the press and 
biased financial analysts, thereby attracting mass participation into the market, with the result that prices and 
expectations are inflated. Every wave of new entrants, mesmerized by the enthusiasm and gains of its 
predecessors, rushes to invest and further drives up prices, and adding to a speculative spree and ultimately to 
a bubble, be it in biotech, fiber optics, wireless, Internet, defense, energy or housing stocks. The most recent, 
Dubai, “has experienced for most of this decade the craziest construction boom seen in the Middle East since 
the construction of the Great Pyramids.  That boom turned to bust - as booms invariably do.”8  

In such cases, collective wisdom is at odds with reality. Except for a very tiny minority of entrepreneurs and 
nervous buyers who, once warned, discreetly opt out early before the storm, the public at large is oblivious to 
any call for prudence or restraint – treating these calls as mere isolated events.  The speculative adventure 
sooner or later culminates in a painful crash that has frequently been triggered by some surprise event – the 
subject of the next section.  

$�����������
��� #����������

Surprise events are incidents that shake deeply held beliefs or expectations about the status quo.  They signal 
the beginning of the second phase of the long-incubation cycle of a new paradigm or a major issue. This is a 
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period when established perceptions about reliability, safety, security, values, trust or other beliefs are 
questioned within the organization or society at large. 

 

 

Consider the spectacular closure of the European 
airspace, in mid-April 2010, prompted by the 
volcanic ash cloud from the Eyjafjallajökull 
Icelandic volcano.  The cancellation of over 
100,000 flights had devastating consequences on 
millions of stranded passengers. Tourism and 
airlines serving Europe were hit hard losing 
billions of Euros. The event’s volcanic ash cloud 
also triggered a ripple effect across many parts of 
the globe for the perishable-food industries, 
business meetings, and countless enterprises 
trading with Europe. 

 

 

In soccer, Zinedine Zidane is “widely regarded as one of the greatest footballers of all time. He played for club 
teams in France, Italy and Spain, and was the captain of the French national team.”9 Zidane created a major 
surprise event by hitting Marco Materazzi, who verbally provoked him, with harsh insults, during the final 
match of the 2006 Soccer World Cup. Zidane was issued a red card and expelled from the field; thus, 
depriving France of its greatest shooter. Although the offense was inacceptable, it is important to note that 
without adequate training, many superstars are vulnerable to event-driven behavior that can cost them their 
career and their team the mission. While both Zidane and Materazzi were professionally accountable for their 
misconduct, the buck stopped with the coaches who were managerially accountable to prepare and shield their 
team members from reacting to provocation (or acting improperly as in the case of Materazzi) and be mission-
focused rather than event-driven. Alas, neither the French nor the Italian coaches shared the blame. Worse, the 
leadership of the national and international football federations (FIFA) paid a lip service to dysfunctional 
behavior, a core prerequisite of good governance. As an illustration, FIFA and Spain Football Federation have 
not adequately addressed the TV-recorded harsh racist description of Thierry Henry by Luis Aragonés, the 
former national coach of Spain. With respect to the French team, Zidane’s incident and the 2010 defeat were 
part of a long issue incubation centering on the closed dysfunctional dyad of Coach Raymond Domenech and 
Federation President Jean-Pierre Escalettes. Both leaders failed to incorporate bottom-up critiques, on 
substantive training and team-building processes.10 

In finance, consider the failure of Long-Term Capital Management (LTCM) which lost $4.6 billion in 1998, 
just weeks following another surprise event, the Russian financial crisis. This failure has shaken deeply held 
beliefs about the systemic risk of hedge funds. But there was no shortage of serious questions about LTCM, 
beginning with the circumstances surrounding the resignation of LTCM founder, John Meriwether, from 
Salomon Brothers, the fundamental vision of bypassing financial regulations, starting with the incorporation in 
the Cayman Islands, the tax avoidance schemes including the losses disallowed by the Internal Revenue 
Service (IRS), and the ravages of 1997 Asian financial crisis. All these flag-raising questions were treated as 
isolated events. Consequently, “LTCM reportedly managed to borrow so much that it was able to hold 
derivative positions with a notional value of as much as 1300 times its capital.”11 After the collapse of LTCM, 
John Meriwether went on to start another hedge, JWM Partners, raising a quarter billion dollars and operating 
with hedging practices similar to LTCM until it was shut down in 2009. But, the fall of LTCM, was just the 
prelude for downfall of the $500 Trillion derivative trading.  
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The trigger for a surprise event can be small in 
potency when compared to the enormous chain 
reaction it yields. Consider the role played by the 
assassination of Archduke Ferdinand in triggering the 
First World War, or the scrap metal dealers’ brawl 
that ultimately led to the battle over the Falklands. 
Ross Perot’s surprise withdrawal from the 1992 
presidential race gave Bill Clinton an unexpected 
boost, just hours prior to his acceptance speech at the 
Democratic Convention in New York. And the late 
Edward Kennedy’s endorsement of Barack Obama 
one month before February 2008’s Super Tuesday 
was the surprise event that advantaged the Illinois’ 
senator over Mrs. Hillary Clinton, a long-time friend 
of the Kennedy family! Surprise events can also be a 
personal wake-up call.12  

Surprise events turn the quasi-stationary equilibrium of the status quo into a fragile one, resulting in 
uncertainty, and in the worst cases, questioning the governing paradigm and the dominant coalition. Fragile 
equilibrium (instability) can harbor opportunities and risks. It may impede progress for years, as experienced 
in Russia after the breakdown of the Soviet Bloc, the impact of September 11 on commercial aviation and 
cross-border trade between the U.S. and both Canada and Mexico. The economics of the 1970s and 80s 
(double-digit inflation, high unemployment and overwhelming public-sector debt) are another example. 

 

 “Instead of a tendency towards equilibrium, 
financial markets have a tendency to develop 
bubbles. Bubbles are not irrational: it pays to join 
the crowd, at least for a while. So regulators cannot 
count on the market to correct its excesses.”13   
Built on equilibrium theory, traditional economics 
ignores the role of stakeholders’ perceptions (fears, 
rumors, expectations) and behavior in biasing the 
equilibrium of markets, and in rapidly increasing 
volatility, often in the absence of substantive facts.  

 

A tidal wave is either a surprise event powerful in 
scope, scale and intensity such as 9-11, the 2010 
earthquake in Haiti, or a series of surprise events 

occurring during a relatively short time (a year). Like a cyclone incubated by a barely visible surge of tropical 
waves, tidal waves start with isolated events produce a cluster of powerful surprise events that can bring 
unforeseen opportunities, melt billions of dollars in the stock market or trigger devastating adverse 
consequences.  

Most surprise events are territorial. The territory could be disciplinary, socioeconomic, demographic or even 
confined to an entity within an organization. A surprise event in medicine could be a non-event, or, at best, an 
isolated event in the arts. However, the physical territory is no longer a barrier in an interconnected world, 
especially for securities listed in the volatile and fickle financial markets. A surprise-event revelation in Dubai, 
and occasionally a rumor, can send shockwaves in world financial markets and unjustifiably affect unrelated 
third parties overnight. 
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Except for a few enlightened leaders, most policy-
makers only pay a lip service to isolated events and wait 
for a surprise event before considering an issue 
seriously. We are, unfortunately, a surprise event-driven 
society, frequently by negligence, short-memory span 
or survival necessity.  Specifically, the attention of, and 
priority-setting and resource allocation by most policy 
makers, opinion leader and educators are surprise-event 
driven. . The skewed attention and agendas of leaders, 
be they in business, governments or legislatures, reflect 
this fact.  Surprise events are the lifeblood of most news 
media outlets.14 The education establishment also tends 
to be reactive to pressure from outside the tenure 
system. Most case studies and academic papers are 
written after surprise events!  

 

 

An interesting parallel exists between surprise events and the huge untapped energy of singular points in 
thermodynamics described by the great physicist James Maxwell. “All great results produced by human 
endeavor depend on taking advantage of these singular states when they occur”15.  

Beyond accidents, court rulings and scientific discoveries, a host of surprise events are orchestrated by shrewd 
strategists in a conscious effort to influence public policy or expand market share.  Thus, orchestrated events 
can be an opportunity for fundamental change, as illustrated below. 

 

·  "����
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Dr. Montagnier’s team, could not get the funds to conduct research on AIDS until his employer orchestrated 
Rock Hudson’s visit, as a surprise event. The Pasteur Institute skillfully initiated and dramatized Rock 
Hudson’s jouney to its laboratories in Paris to educate the French public about AIDS and secure unprecedented 
financial and political support. Film actor Rock Hudson “was the first celebrity to publicly announce that he 
had the disease. The disclosure of Hudson's condition played a catalytic role in transforming public attitudes. 
Hudson's popularity and celebrity status, at the time, helped to dramatize the threat of the growing epidemic 
within the general population, and it also stimulated greater public sympathy toward people with AIDS. 
Moreover, Hudson's willingness to openly publicize his condition eased the public's early sense of shame over 
and discomfort with the disease. Previously, many individuals had forgone testing and medical treatment 
rather than risk their social reputations, jobs, and housing.”16  

·  ������-$��"�����./���0�

At the February 2010 MacWorld Expo, Apple pundits were predicting the next iPhone, dubbed iPhone HD, to 
be released in July. And in March, a prototype of a secret iPhone was allegedly left by a 27-year old Apple 
software engineer, in a German beer garden, in San Jose’s area of Silicon Valley. Apple is known to jealously 
protect its secrets with locks and ever-changing fuzzy passwords, plus a security team acting as the last line of 
defense. Although unlikely for Apple to work with bloggers like Gizmodo or Engadget, this could be a 
strategically orchestrated surprise event to gauge consumer reaction. “It means Apple doesn't have to pay one 
cent in order to get the promotion going. The second reason is that if people think they are seeing something 
that they shouldn't, it becomes even more of an interesting Internet story. It seems like it could have been a 
brilliant move by the people at Apple to try and pull off.” 17 But even if accidental, the event gave the new 
iPhone substantial publicity. 
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The notion of surprise-event driven societies is universal. It transcends national and cultural boundaries, as 
illustrated throughout this publication. A powerful European example worth noting is the bold move by 
Canalsur of Spain to engage Nuria del Saz, a blind journalist, as anchor for their main newscast and invite 
King Juan Carlos for the first interview. This world premiere event brought the TV station an unprecedented 
audience while serving the cause of the visually impaired throughout the country.18 

·  "��'�����'���
'������������)���������

In advertising and value communication, differentiation is the first stage in incubating value in the mind of a 
target audience. Inspired by Salvador Dali and Luis Bunuel19, Olivero Toscani has, for eighteen years, 
achieved differentiation for Benetton by orchestrating unorthodox and controversial surprise events. Consider 
the provocative hard-core billboard and print campaigns featuring human hearts, newborn babies and 
multicolored condoms. As the chief creative director of the clothing and retail giant from 1982 to 2000, Mr. 
Toscani has produced eye-catching ads charged with strongly opinionated political and social messages on 
war, race, dying AIDS patients and the death penalty. The iconoclastic ads have always attracted strong 
controversy in the media, which helped immensely in drilling differentiation into the minds of the retailer’s 
target audience. Following its differentiation ads, Benetton promoted racial harmony in selected print and TV 
media to strongly inculcate brand consciousness. In advertising parlance, relevance and self-esteem ads are 
synchronized so that they piggyback on differentiation ads20. 

·  ����������
��������'�����!����2���+*��������������� ���3�����������
�,�����"
�����������

Most research papers, feasibility studies, cost/benefit analyses, speeches and audit reports are generally treated 
as isolated events by target audiences (senior executives, media, investors) unless they have been edited by 
skilled authors to bring out a surprise event. Remarkable results can be achieved by rewriting the contents of a 
report and then orchestrating its publication and promotion in a dramatic fashion.  

Although it’s too early to gauge how far the Obama Administration will succeed in overhauling financial 
regulations, consider the following remarks made by the President, in New York, on April 22th, 2010, in a 
major speech designed to promote his government’s proposals on the issue. To summon today’s Wall Street 
establishment to support his proposals, note how he cleverly uses the surprise element by referring to the 
unwise reaction and of past titans.    

[T]here has always been a tension between the desire to allow markets to function without 
interference and the absolute necessity of rules to prevent markets from falling out of kilter. 
But managing that tension, one that we've debated since the founding of this nation, is what 
has allowed our country to keep up with a changing world… So, yes, this debate can be 
contentious. It can be heated. But in the end it serves only to make our country stronger. It has allowed 
us to adapt and to thrive.  

And I read a report recently that I think fairly illustrates this point. It's from Time Magazine. I'm going 
to quote: "Through the great banking houses of Manhattan last week ran wild-eyed alarm. Big bankers 
stared at one another in anger and astonishment. A bill just passed… would rivet upon their institutions 
what they considered a monstrous system… such a system, they felt, would not only rob them of their 
pride of profession but would reduce all U.S. banking to its lowest level." That appeared in Time 
Magazine in June of 1933. (Laughter and applause.) The system that caused so much consternation, so 
much concern was the Federal Deposit Insurance Corporation, also known as the FDIC, an institution 
that has successfully secured the deposits of generations of Americans. 

Among the most articulate policy makers, John Maynard Keynes had a profound impact of on economic 
policy and modern government duties. The publication in 1936 of his comprehensive theory of employment, 
interest and money21 hit policy-makers and economists of his time like a shock wave. It became the prevailing 
orthodoxy among government leaders for the next fifty years.  
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Think of other influential books, such as Adam Smith’s Wealth of Nations, Plato’s Republic, and John Locke’s 
Two Treatises of Government. Best sellers such as Ralph Nader’s Unsafe at Any Speed, and Alvin Toffler’s 
Future Shock have benefited from this approach. They combine a dramatic but accessible book title, short 
sentences, down-to-earth vocabulary, an inquisitive writing style, close-to-home illustrations and paradigms 
within reach of the target audience. More controversial, Malcolm Gladwell makes remarkable inferences about 
complex phenomena; thus, producing simple but powerful surprise events with such books as The Tipping 
Point (2000), Blink (2005) and Outliers (2008). Popularized by the media, catchy phrases like the tipping point 
have quietly slipped into our popular dictionary. 

As experienced strategists, conductors either create surprise events or relentlessly scan for upcoming events 
for the purpose of exploiting them, using a coincidence in timing to implement controversial decisions, 
announce unrelated but germane news or identify related opportunities. 

This ability to hitch-hike on surprise events or to use them as cover is a highly valued skill. 

%���������������������

Surprise events lead to the Suspense Phase, a period of uncertainty which tends to grow with the number of 
competing visions of the future. This period is often volatile, sometimes chaotic, and therefore complex to 
manage. The wildcard is the behavior of key stakeholders and changes in the power relationships between 
winners and losers (if any) and their respective constituencies.  

As a product of the dominant paradigm in economics, the 2008 economic crisis is a tidal wave of surprise 
events so powerful in scope, scale and intensity that it has raised the uncertainty about the dominant views of 
capitalism. We are now clearly in the Suspense Phase. 

 

As Michael Hirsch indicated in Newsweek 
(October 27, 2009), “[m]any of those views have 
been discredited by the crisis. But in the absence 
of a new paradigm of economics, confusion still 
reigns in Washington. With no new concept of the 
proper role of government and regulation in the 
economy, of the proper balance between the 
markets and their minders, the old school still 
dominates… [and]  lobbies are moving into the 
vacuum and enjoying some success in watering 
down regulatory proposals…”  Several 
developments are required to channel issue 
evolution toward a given path. Once these 
developments take place, we reach the point of no 
return in the incubation cycle of issues, 
opportunities, or paradigms. 

 

·  �������
�����#�������� ���������)
�� ����
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One of the first requirements during the incubation cycle is the need for one or more issue champions to get 
the issue on the radar screen. The champions are individuals with a high receptivity to change but often a 
limited ability to make it happen. As strong believers, the champions tend to focus primarily on the ultimate 
goal and to devote insufficient time and effort to deal with opponents in a logical and reasonable manner. 
Many champions are idealists who want to change the world for the better or to change corporate practices and 
culture overnight.  

 

 



NEW-PARADIGM INCUBATION ROADMAP                                                                                                                                                                                                                                      12 

 

Copyright © 2010 Alain Paul Martin. All rights reserved. www.executive.org. ISBN-978-0-86502-654-4 

 

The role played by the champion in advancing 
new ideas can be decisive. However, the mere 
presence of a champion, is not sufficient to 
launch a divergent evolutionary path. Think of 
the Polish monk Nicolaus Copernicus, a 
visionary champion whose sound ideas about the 
solar system were not taken seriously until 
Galileo, a Conductor, orchestrated the change a 
century later. Galileo had the know-how to test 
the theory for himself and the strategic acumen to 
wage an underground campaign in favor of the 
new paradigm while publicly acquiescing to 
church doctrine to avoid embarrassing his long-
time friend and admirer Pope Urban VIII, an 
issue rider. He risked his freedom, but not his 
life.  

Closer to home, Mrs. Hillary Clinton tried to 
champion health care legislation during the 
Clinton’s administration, but could not overcome 
the orchestrated and fierce opposition. In finance, 
since 1994, House Representatives Edward 
Markey and Jon Dingell, among others, 
introduced bills to regulate derivatives, but none 

passed. In 1997, Brooksley Born, who led the Commodity Futures Trading Commission (CFTC), warned 
Congress that unregulated over-the-counter (OTC) derivatives contracts such as credit default swaps (CDS) 
were excessively leveraged, lacked transparency, prudential controls and "threaten our regulated markets or, 
indeed, our economy without any federal agency knowing about it." She reminded the Members of Congress 
of CFTC mandate “allow [it] to respond to future developments in the marketplace to avoid disruption and 
promote responsible economic and financial innovation, with due regard for the continued viability of the 
marketplace and considerations related to systemic risk in financial markets.”22 She recommended mandatory 
disclosure, contingency reserves and international coordination.23  But, like any champion challenging a 
powerful establishment’s view, Ms. Born faced implacable opposition, not only from powerful lobbyists and 
Wall Street czars, understandably nervous about regulator’s meddling, but also from Fed Chairman Alan 
Geenspan, Treasury Secretary Robert Rubin, Securities & Exchange Commission (SEC) Chairman Arthur 
Levitt, who, together, warned President Clinton and Congress that Born’s “flawed prescription” could damage 
the US and send the hub of the hedge-fund industry abroad. 

LTCM disaster was the surprise event that should have logically reinforced Ms. Born’s position. But, as we 
will see below, without a critical mass on board, her adversaries, acting as issue riders, led Congress, in the 
opposite direction, to pass legislation, in 1999, stripping the CFTC of any oversight of derivatives. Ms. Born 
left CFTC shortly after. Ten years later, Brooksley Born was bestowed the John F. Kennedy Profile in Courage 
Award, the most prestigious honor for U.S. public servants.  

There is more on champions, conductors and issue riders in a later chapter. 

Some champions can be rule breakers. They are the radicals, the malcontents, the revolutionaries.24 Very few 
rule breakers, however, succeed in achieving their aims. They tend to overestimate their degree of freedom and 
lack the skills to accurately deal with resistance to change.  

Champions are valuable but fragile assets of organizations and society. Even though their behavior can, 
sometime, be misguided, it represents a check on potential abuses of power by issue riders. Think of Sharon 
Watkins, who blew the whistle on Enron’s hedging practices, and of the role played by The New York Times 
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over the Pentagon’s Papers. In ruling for the right of The Times to publish the Papers, Judge Murray I. Gurfein 
supported the champion: “A cantankerous press, an obstinate press, an ubiquitous press must be suffered by 
those in authority in order to preserve the even greater values of freedom of expression and the right of people 
to know.”25 An even more dramatic example was the role of The Washington Post in bringing down the Nixon 
Administration. 

As a group, champions possess tomorrow’s ideas. Although champions may be unpopular today, through 
their commitment to innovation and change, they prepare the way for development and progress in their 
organization. Natural survivors, they manage to stand out against the relentless pressure to conform. Although 
champions are often seen as threats, their individualism is a rare gift in a society that cultivates and maintains 
conformity with an array of reward and punishment schemes. 

Champions are present in every organization. Xerox Corporation is a perfect example of a company 
breeding great champions. Its Palo Alto Research Center invented the personal computer, graphical user 
interface (GUI) and PDL page-description language (now Adobe PostScript). Frustrated, the champions left 
the company and teamed-up with conductors and riders who turned their ideas into successful products.��

In order to become more effective and to make a lasting contribution to corporate performance, champions 
deserve adequate protection, genuine recognition and top management support. They also need sound training 
and coaching in negotiation, team-building and issue-incubation skills. Wearing the champion’s hat should be 
encouraged and rewarded in brainstorming, problem solving and business meetings. Each of us should learn to 
play the role of champion without being offensive. 

- Nobel Laureate Kim Dae Jung: From a Champion to a Great Architect of Change:  
The world of champions is also a fertile training ground for great world leaders. For more than forty years, 
dissident Kim Dae Jung championed democracy, human rights and the rule of law in South Korea while 
enduring torture, appalling prison conditions and forced exile. In speaking against repressive military regimes 
in the Koreas, Burma, Cambodia and East Timor, he faced repeated threats to his life. Coached by leading 
peace advocates and inspired by Confucius and Gandhi, he gradually made the transition from champion to 
architect of change and in doing so, earned the trust of his nation. In 1997, he was elected the first democratic 
President of South Korea. Kim Dae Jung admired the late German chancellor Willy Brandt, who also started 
his career as an ardent champion of democracy and social justice and who dared to work for détente with 
Eastern Europe during the Cold War. Despite the risks, President Jung went on to engage the communist 
dictator of North Korea and ultimately won the Nobel Peace Prize in December 2000.  

·  �������
������

Chernobyl, Tylenol, 9-11, Exxon Valdez and Elf and respectively mean much more than a city, an ethical 
drug, a calendar date, a tanker and an oil company! By referring to surprise events, these issue tags carry a 
powerful additional meaning. 

Issues are usually nameless during the isolated-event phase. They are haphazardly baptized by the media in the 
aftermath of a surprise event. Irresponsible reporters tend to dramatize in order to gain the attention of their 
busy audiences. They opt for titles that add to the drama and trauma of news headlines. Among their favorite 
targets are known brand names, company designations and institutional leaders. 

Naming the issue after a company, its products, or its leaders is a practice that tends to affect corporate 
reputation. For companies with high ethical standards, transparency is the best defense. With this in mind, a 
strategy is required to deter the media from diluting brand equity or abusing corporate names.  

The issue tag picked by the media can be seen as a libelous misrepresentation of the corporate slogan and 
purpose. A geographic tag helps to deflect the focus of attention away from the company involved. However, 
real-estate values in these locations often take a nosedive. Alas, in most cases, someone pays a price for the 
surprise event. 
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Even the word capitalism is becoming an issue tag in many European countries, where political leaders, facing 
bitter arguments, now eschew the word altogether by substituting to it liberalism or neo-liberalism, a 
symptomatic diversion! 

·  ����*����#����
�)��������������

Although the issue champion may come from the universe of victims and beneficiaries, major players often 
emerge from elsewhere. In this context, the beneficiaries include people who can directly or indirectly gain 
from a surprise event  regardless of where it occurs, even when it is unrelated to their sphere of activity.  

The victims, if any, are the people adversely affected by the surprise event, including anyone who is perceived 
to be guilty before being proven guilty. They are unjustly blamed in the aftermath of a surprise event before 
the real culprits are found. 

·  ��������
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Issue evolution and paradigm incubation cannot go smoothly beyond the suspense phase without a conductor 
and beneficiaries (or victims in the case of harmful surprise events). The conductor is the architect of change: 
a pragmatist, an honest broker, and a strategist with a low need for public approbation. 

As the missing link between the champion and the rider, the conductor understands what makes both players 
tick. Conductors possess a critical mind and are blessed with intellectual rigor. “Like jigsaw puzzles, 
communities are difficult to hold or put together, yet the skills of community building are central to the 
survival of civilization.”26 Unlike the rider, who may only be concerned about stability and sits on fence, the 
conductor aims at orchestrating the change while building stronger constituencies. 

Borrowed from classical music, the terms conductor and maestro refer to the architect of change: a pragmatist, 
an honest broker, and a strategist with a low need for public approbation. In both operas and ballets, 
conductors play a vital role in integrating the efforts of performers; oversee protocol, control timing and decide 
who will do what. 

Conductors are corporate stress managers. Large social and corporate change and particularly discontinuity 
produce stress, which, if left unmanaged, can result in community breakdown, lost productivity, absenteeism, 
drugs, turnover, accidents and other problems. Like a big ship, societies and large corporations cannot veer 
sharply in uncharted waters without “collective stress” management. Understanding the dynamics of this stress 
permits the wise conductor to determine a rate of change that is humane, feasible and effective 

The conductors who chart the future are champions at heart. They actually emerge from a few champions 
who got burned several times and subsequently learned the rules of orchestrating social or technological 
change. They are motivated by the internal desire to do a good job and to be of service to a mission they value.  

Conductors are often pluralists, eager to give credit to others or at least to share the rewards equitably. They 
frequently know how to cultivate, preserve and even channel the emotional capital of their constituents. They 
are willing to endure criticism and may readily accept the blame in order to protect their subordinates or an 
issue rider. They can be tough but fair. They demand the best from their people and set an example by doing 
their utmost. They motivate by empathy, role-modeling and positive reinforcement, rather than by 
manipulation. 

Some conductors work best behind the scenes. Although conductors may not be visible (i.e., formal 
leaders), they exercise a profound influence on our society. Think of Chief Engineer A. Scott Crossfield who 
was the first person to fly at Mach 2 (about twice the speed of the Concorde airplane) and survive three times 
the speed of sound. Scott was the driving force behind the development of the X-15 rocket research aircraft 
program, which led to NASA’s Space Shuttle. His aviation career spanned 50 years concluding with the U.S. 
House of Representatives Committee on Science and Technology. Although he has received countless honors, 
Crossfield kept a low profile always giving credit to his peers and the organizations he served. Yet, his talent, 
leadership and character account for his commendable contribution to the progress of his teams. Think also of 
the spouses behind the success of many presidents, artists or authors. Working behind the scenes like opera 
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maestros, these conductors are almost invisible but omnipresent. Good riders dearly value their advice, without 
blindly deferring to their judgment.  

The conductor’s role is a good training ground for future riders.  Unlike champions, both conductors and 
riders have a clear awareness of the degree of freedom within which they can operate. They tend to have a 
harmonious working relationship, each valuing the importance of the other’s contribution to the fulfillment of 
their goals. 

The most seasoned conductors are usually altruistic and discreet. They are most difficult to predict in their 
day-to-day behavior. Their experience and altruism allow them greater latitude than champions and riders in 
their choice of interventions. As resources, they are in very short supply. 

Conductors are essential to teamwork. Conductors help team members ask the right questions, set priorities, 
value creativity, focus clearly on an issue and organize the thinking process to reach greater value. They are in 
even greater demand in a virtual-team environment. Each of us must learn to wear the conductor’s hat and be 
prepared to assume it when a discussion drifts during a meeting, negotiation session or other important event. 

Conductors are leaders. In Michael Porter’s words, they “possess insights into opportunities and the tools to 
exploit them… They do not accept constraints and know that they can change the nature of the outcomes. 
They are in position to perceive something about reality that has escaped others, and have the courage to 
act.”27 

-  Raoul Wallenberg  
A Selfless Role Model: Among issue conductors, Swedish Diplomat Raoul Wallenberg stands apart as an 
exceptional hero and role model beyond comparison. He did not hesitate to repeatedly risk his life to save 
thousands of Jews from the Holocaust. Wallenberg has demonstrated that one courageous selfless person with 
persuasive skills and diplomatic creativity can inspire a team to make an immense difference. Motivated more 
by a sense of responsibility than by destiny, he was a heroic and inspiring conductor, one worth keeping in 
mind when thinking about serious contemporary issues and paradigm shifts. 

- Greg Watson: Leading Without the Benefit of Authority 
Greg Watson, an unknown 31-year old administrative assistant in Texas, epitomizes the fundamental attributes 
of great maestros. Thanks to Watson’s quiet diplomacy, the 27th Amendment to the U.S. Constitution was 
enacted 202 years after first being tabled by James Madison. At the age of 19, Watson, a student at the 
University of Texas in Austin, wrote a term paper in which he argued that the Congressional Pay Amendment 
of 1789 should be passed. His professor disagreed and gave the paper a “C” . With less than $7,000 of his own 
money and no financial support from external sources, Watson orchestrated a 10-year campaign to have the 
amendment ratified by at least thirty more states to bring the total to thirty-eight as required by 75% rule for 
constitutional amendments. By May 1992, forty states had ratified the 27th Amendment. The achievement is no 
small feat. It prevents Members of Congress from raising their pay, expense allowances and benefits, both 
retroactively and in mid-term, as they have done in the past. Watson proved once again that with wisdom, 
strategic thinking and quiet diplomacy “one person can still make the difference in this country,” after which 
he went “back to normal life.”28 

- Nobel Laureate Jody Williams: A Lifesaver 
After a solid track record in directing humanitarian relief projects and advocating change in U.S. policy toward 
Latin America in the eighties, Jody Williams shifted her focus to helping civil societies ban anti-personnel 
landmines which kill or severely injure more people than any other weapon (24,000 people every year). Most 
victims are innocent farmers, children and travelers in the third world. In 1992, Jody Williams coordinated the 
creation of the International Campaign to Ban Landmines (ICBL), originally a confederation of six 
nongovernmental organizations (NGOs) devoted to address the humanitarian, social and economic problems 
resulting from landmine contamination. In less than five years, ICBL grew to over 1,200 NGOs and formed an 
alliance with the International Committee of the Red Cross and a small coalition of governments led by 
Canada. Banning landmines is not the kind of issue to win votes for candidates of the political establishment in 
most industrialized countries. But thanks to the tireless efforts of Jody Williams and her partners, 122 
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countries ratified, under the auspices of the United Nations, the 1997 Ottawa Convention, a comprehensive 
framework enshrining the ban in international law. Both ICBL and Jody Williams were the co-recipients of the 
1997 Nobel Peace Prize. With the active participation of architects of social change like Dr. Philippe Chabasse 
of France, the effectiveness of ICBL has nowhere to go but up. 

- Maurice Strong 
After a number of entrepreneurial success stories in the energy business, Maurice Strong went on to lead 
Power Corporation at the age of 31, then the Canadian International Development Agency (CIDA) and the 
International Development Research Centre (IRDC) before moving on to the United Nations. In the mid-
eighties, he orchestrated a commendable struggle against the drought and famine in Sub-Saharan Africa. 
Promoted Secretary General of the 1992 U.N. Conference on Environment and Development (UNCED), 
Maurice Strong was instrumental in making sustainable development a global priority. In 1997, he 
spearheaded an in-depth reform of the United Nations. Strong has been a leading force behind the civil society, 
global governance and sustainable development movements that are now in the spotlight. Yet, like most 
effective conductors, he prefers the low-key informal approach.  

In summary, the existence of a conductor, a champion, an issue tag, and either victims or beneficiaries is a 
prerequisite for issue evolution and paradigm incubation from the suspense phase to the critical mass phase – 
the subject of the next section. 

&������'�
�
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In nuclear physics, a critical mass is the minimum 
amount of fissionable material necessary to 
provoke and sustain a chain reaction. In 
management, the late MIT’s Kurt Lewin has 
defined the critical mass as the minimum number 
of people whose commitment is necessary to 
prevent or subdue resistance to change. This phase 
is reached either through orchestration or when the 
champions and their followers have brought the 
level of dissatisfaction with the status quo to the 
point where powerful fence sitters are now 
questioning their own attitudes. It can also be 
reached as a result of a tidal wave of surprise 
events occurring during the suspense phase.  

The critical mass is neither based on consensus 
nor the majority of stakeholders. Actually, the 
majority is fragile without critical mass. Rarely is 
the critical mass more than a couple of people. 
The number of kids interested to meet Pope John 
Paul II in Montreal jumped from 15,000 to 60,000 
when the critical mass, Céline Dion, was invited!  

·  %��!��������)��������������������

Charles Darwin knew that his Theory of Evolution was too explosive and revolutionary for Victorian England. 
Knowing the tragic fate of Lavoisier and other free-thinkers across the Channel, he kept his theory from the 
establishment and the public for twenty years until he built a critical mass by converting his professor and 
fewer than ten other leading scientists, transforming them from fence-sitters (or foes) into allies. Then, he 
wrote thousands of letters to gain a constituency – a journey that took another twenty years, during which he 
was ridiculed by the Church and the press! He was only awarded an honorary degree from his Alma Mater, 
Cambridge, when his ideas became quasi-mainstream, some fifty years after he first shared them with his 
professor. 
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While champions are characterized by their high readiness for change and low ability to implement it, issue 
riders are people with the ability to bring about change but low interest in making it happen. However, their 
behavior may be transformed once the critical mass is on board. Issue riders have the power to block or 
encourage the change and the shrewdness to use or abuse their power in a timely manner.  

The term issue rider was originally introduced in my first book on Proactive Thinking,29 borrowing from the 
movie The Easy Rider. Issue surfers and hitch-hikers are also appropriate terms to describe the people who 
take advantage of the critical-mass momentum. 

Issue riders tend to be clever people unwilling to get involved in the absence of the critical mass. They tend 
either to remain quiet or walk on a tightrope while the champions struggle during the suspense phase. In 
controversial high-stake issues, many champions are perennial lightning rods for riders. 

Some riders position themselves on the right side of the issue when the critical mass commitment is reached. 
During the 1998 German elections, Gerhard Schroeder shifted his rhetoric from an anti- to a pro-European 
position and opposed Helmut Kohl’s much needed tax reforms solely to win votes. As reported in The New 
York Times: [Schroeder] “is not someone whose heart and soul depend on a particular message. He can 
change, and one twist suits him as well as the next. What Schroeder likes is whatever is liked by the public he 
needs at the time.” 

 

For their progress, companies and society in 
general need champions and riders (not 
necessarily of Schroeder’s extreme variety), as 
they play complementary roles. However, the 
champion’s action is rarely the subject of public 
approval, much less of fair or even symbolic 
rewards. It is no wonder that veteran champions 
attempt the transition to the issue riders’ group, a 
move that has been successful for only a very few 
candidates. 

During the eighties and early nineties, Pope John-
Paul II, a champion at heart, acted as a strategic 
rider on several issues. Using diplomacy, 
charismatic power and the moral authority of the 
Catholic Church in targeted countries, he engaged 
the Vatican in a series of well-orchestrated 
initiatives with the active support of the allies to 
help bring democracy to Eastern Europe and other 
regions.  

Unlike champions, who focus on a single issue at a time, riders are multiple-issue people. Given the inability 
of some champions to see the whole picture, the overwhelming problem for honest riders is to allocate scarce 
capital and resources to the endless demands and ideas put forward by the advocates of change. Thus, wise and 
ethical issue riders can act like safety valves or gatekeepers by permitting the allocation of limited human and 
financial resources to opportunities and issues that are sound and have the support of a broader constituency in 
their territory.  

Such riders are concerned with the comparative advantage of champions’ ideas and their earned value. They 
are sensitive to a host of variables including costs, quality, risk and issue interdependence. They cannot ignore 
the attitudes of consumers, employees, suppliers, legislators and other constituencies. What a champion may 
perceive as a rider’s resistance or an impediment can be a genuine effort to prevent or manage risk.  
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Public-sector riders are more vulnerable in an election year. In order to survive, they have to pay greater 
attention to champions than they might at other times. In this context, President George Bush Sr., a powerful 
rider after the 1991 Gulf War, ignored the demands of grass-root champions like Ross Perot, who ultimately 
contributed to his defeat. Likewise, Ralph Nader, a champion, helped a foe, George W. Bush, defeat Al Gore, 
a pro-environment candidate, and John Kerry! 

Although each needs the other, riders and champions rarely cooperate on their own. Their interactions tend to 
yield greater harmony and synergy when orchestrated by a conductor – a sort of catalyst or mastermind in 
issue evolution who is apt at converting negative energy into progress. On the Iraq War, the presence of such 
maestro could have bridged the gap between inexperienced geopolitical champions like George W. Bush and 
Tony Blair, on one side, and seasoned veteran riders like Jacques Chirac, Gerhard Schroeder and Jean 
Chrétien, who preferred to let the International Atomic Energy Agency (IAEA) complete its inspection before 
deciding on the next move, including a war supported, as in the 1991 Desert Storm, by a broader constituency 
– the subject of the next section. 
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The commitment of issue riders signals the formation of a constituency, i.e., the majority of the people have 
now migrated from the fence-sitter group to become one of two other classes of players (allies or adversaries). 
This polarization phase is characterized by intensive surveys. It is the time when Dr. Gallup et al hit the streets 
and policy-makers are confronted by a new reality.  

 

Prior to the surprise event, the frequency 
distribution of the players was more-likely single-
modal and highly clustered around the center or 
fence-sitter group. It now evolves toward either a 
skewed or a bimodal distribution between those 
for and those against the change. A symmetrical 
bimodal distribution indicates a deadlock and 
points to the need for cautious symptomatic or 
laissez-faire interventions, at least in short term. 
A skewed distribution supporting the change calls 
for substantive (etiologic) action, the sooner the 
better. A distribution skewed in the other direction 
will be used to justify the status quo or to do the 
minimum to get by (i.e., the compliance option) at 
least temporarily.   
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The existence of a solid constituency backed by 
issue riders will sooner or later lead to a new 
consensus. This initiates a new modus operandi, 
or a new quasi-stationary equilibrium… until the 
next surprise event! In the meantime, some 
defeated players will look for new capabilities, 
innovative ways and alliances to counter the 
change by seizing vulnerabilities, particularly 
neglected risks, controversial decisions and 
reversible policies. Thus, without a powerful and 
broad constituency around the new equilibrium 
and a poison pill deeply embedded in the new 
paradigm, a repetitive and potentially more 
hostile cycle of events is bound to arise, perhaps 
even compromise progress or completely reverse 
its directionAs illustrated by the above sections, 
the formulation of new policies, regulations and 
projects is an outcome of the incubation cycle 
and a significant milestone in the creation of 
value and communication. Conventional wisdom 
in management theory, however, ignores the 
value-incubation cycle.   

�
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This framework on issue evolution and paradigm incubation helps policy analysts and decision-makers scan 
for threats and identify opportunities beforehand. The objective is to gain a valuable head start. Policy and 
strategy are best formulated with a clear head. Leaders are also in a better position to influence the volatile and 
unstable period following surprise events and to orchestrate the outcome. 

If the potential for an opportunity exists, an elegant process of orchestration undertaken at exactly the right 
moment can create and communicate value. Each of its phases exerts a significant impact. Prudence suggests 
that controversial policies and major projects should not be officially instigated without surprise events, 
critical mass, issue riders, a solid constituency and, in rare instances, poison pills to make the change 
irreversible. Otherwise, decision-makers would be turning their corporations into second-class citizens, 
operating at the mercy of surprise events, budget squeezes and leftover resources (if any). Surprise events and 
poison pills should never be orchestrated without protecting the innocent and the vulnerable, and addressing 
the underlying ethical dilemma.  

Moreover, the best and most desirable change endeavors, projects and policies tend to suffer when the value 
incubation phases are cut short, even if backed by solid cost/benefit analyses. Their future is akin to 
prematurely born children who need intensive care at birth. 

Regardless of our job and role in society, an understanding of the incubation cycle permits us to raise new 
questions about our current and forthcoming assignments and to gain further insights into the past. 

Without a roadmap to appropriately navigate the incubation cycle, a flawless implementation of change and 
transitions to new paradigms will continue to elude us.  

 



NEW-PARADIGM INCUBATION ROADMAP                                                                                                                                                                                                                                      20 

 

Copyright © 2010 Alain Paul Martin. All rights reserved. www.executive.org. ISBN-978-0-86502-654-4 

Since powerful tools can be abused, however, it is hoped that planners, policy- and decision-makers will apply 
this framework to create and communicate value by advancing substantive issues and finding a graceful exit 
from the phony ones. Unfortunately, the same instruments can be used to propel a frivolous issue to the top of 
the organizational agenda. Neglecting this threat is hazardous, particularly for anyone on the “receiving side” 
of issue management. They include auditors, judges, mediators, negotiators, members of Congress, governors, 
corporate board members, and other leaders whose role is often to examine, approve or veto rather than initiate 
or recommend. Acquiring these skills cannot help but improve their ability to evaluate the merits of the issue 
at hand. Even in public-policy research and management literature, hidden agendas are frequent and readers 
should always keep in mind the consumer-beware principle. 

With respect to leadership, we have also defined the three pillars (champions, riders and conductors) of change 
and their characteristics. Each change-maker makes a unique contribution to charting the future and should 
enter the transition stage in a timely manner, as outlined in the incubation cycle. It is also important to keep in 
mind that these change-agents are territorial and transitional. We may be a rider in the office and “a nobody” at 
home! 

In considering change makers, our objective was not to judge these players as good and bad, or as leaders and 
followers. Nor should we elevate maestros or riders over champions. Our intent is simply to look at the 
strategic roles taken by key players if the process of change is to occur. Those interested in championing 
change can indeed be effective, providing they act skillfully using humility, vision and logic; and team up with 
enablers who possess the skills and alliances they lack. Those who wish to act as riders should consider 
whether they are sufficiently empowered to make change happen and if not, get the support of conductors and 
real riders. By the same token, aspiring conductors should understand the harmony of opposites and build the 
talent needed to reach out to others, regardless of their beliefs. Last but not least, conductors should keep a low 
profile and not be motivated by a need for public approbation. 
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1    The engineering and architecture worlds, and in particular the nuclear industry, offer ample examples of safety valves and 

measures to contain system risk. Take the near collapse of AIG, the application of reliable structural containment would 
have either prevented, or, at the very least, provided corporate boards and regulators with sufficient early warning signals 
about the huge bets the insurer was placing on mortgage backed securities (credit default swaps and other exotic derivatives) 
between short sellers and hedge funds. AIG bets were recklessly bullish (shorting short-seller cash up to $100 billion) yet 
could not be hedged due to the insufficient margin of 0.2% yield. AIG kept building its position despite internal warnings. 
For more on AIG only, read How AIG Lost Billions By Helping Short-Sellers by John Carney at 
http://www.businessinsider.com/2009/2/how-aig-lost-billions-by-helping-short-sellers  

 
2    Bruce R. Scott: The Concept of Capitalism, Springer Verlag, 2009, ISBN: 978-3642031090.  
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      Note my review of Professor Scott’s book and the feedback about it at http://www.amazon.com/gp/cdp/member-

reviews/A1VOMPW5Z22MV5/ref=cm_pdp_rev_title_1?ie=UTF8&sort_by=MostRecentReview#R5I7TV4166PMT  

     and 

     http://www.amazon.com/review/R5I7TV4166PMT/ref=cm_aya_cmt?ie=UTF8&ASIN=3642031099#wasThisHelpful  
3   Stephen Hawking, A Brief History of Time, From the Big Bang to Black Holes, Bantam Books, June 1990 edition, New 

York, p.137. This citation by Hawking referred to the complexity of any model attempting to describe the universe. 
4   For more on this paradigm, stakeholders’ analysis and psychograhics, consult: Alain Paul Martin: Harnessing the Power of 

Intelligence, Counterintelligence & Surprise Events,  2202. ISBN: 978-0865029248. http://www.executive.org/intelligence  
5   Alain Paul Martin: IBM: Then and Now, Strategic Intelligence Briefs, 2003. www.executive.org/ibm  
6    Peter Uvin: The Failure of the International Community to Prevent Genocide in Rwanda. Excerpts from Peter Uvin: Aiding 

Violence: The Development Enterprise in Rwanda, Kumarian Press, West Hartford, 1998. 
www.globalpolicy.org/security/issues/uvin.htm 

7    Romuald Sciora: At the Glass Building - The story of the UN told by its Secretary Generals, 2005, DVD, Films for 
Humanities. www.europeimages.com/en/programmes/4093-at-the-glass-building-the-story-of-the-un-told-by-its-secretary-
generals  

8     Willem Buiter : Polite suggestion to the Dubai sovereign that creditors of Dubai World not be bailed out, The Financial 
Times, November 27, 2009. http://blogs.ft.com/maverecon/2009/11/polite-sugggestion-to-the-dubai-sovereign-that-
creditors-of-dubai-world-not-be-bailed-out/  

9    Excerpts from Zinedine Zidane, Wikipedia, http://en.wikipedia.org/wiki/Zinedine_Zidane  
10  Nicholas McAnally: Henry mène la fronde, http://www.football.fr/footballfr/cmc/equipe-de-france/200937/henry-mene-la-

fronde_73079.html  
11   Testimony of Brookley Born, Chairperson of the Commodity Futures Trading Commission concerning Long-Term capital 

Management before the U.S. House of Representatives Committee on Banking and Financial services, October 1, 1998.   
http://www.cftc.gov/opa/speeches/opaborn-35.htm  

12   Think of Craig Kielburger who, “at the age of 12, read about a Pakistani youngster of the same age, who was murdered for 
giving insider details of the harsh conditions of exploited children working in carpet factories in Pakistan. In order to 
eradicate the practice of child labor, Craig went on to found Kids Can Free the Children (KCFTC)”   , a global network 
currently mobilizing one million volunteer youth helping children in need in 45 countries. KCFTC has built thousands of 
primary schools, and delivered a million school and health kits and medical supplies to children in developing countries.”  
At the age of 19, Mr. Kielburger was the youngest nominee to the 2002 Nobel Peace Prize. Note The excerpt between 
quotation marks is from: Children Can Free the Children: www.freethechildren.org 

13   George Soros: Do not ignore the need for financial reform, Financial Times, October 25, 2009 
http://www.georgesoros.com/articles-essays/entry/do_not_ignore_the_need_for_financial_reform/  

14   Except for PBS, the National Film Board, the BBC and other broadcasters who go beyond the drama and traumas of the 
daily headlines to analyse the issues and distill meaning, context and relevance. 

15   James C. Maxwell, Science and Free Will cited in The Life of James Clerk Maxwell by L. Campbell and W. Garnett, 
Macmillan, London, 1882. Excerpts:  

     “In all such cases there is one common circumstance – the system has a quantity of potential energy, which is capable of 
being transformed into motion, but which cannot begin to be so transformed till the system has reached a certain 
configuration, to attain which requires an expenditure of work, which in certain cases may be infinitesimally small, and in 
general bears no definite proportion to the energy developed in consequence thereof. For example, the rock loosed by frost 
and balanced on a singular point of the mountain side, the little spark which kindles the great forest, the little word which 
sets the world a fighting…Every existence above a certain point has its singular points: the higher the rank, the more of 
them. At these points, influences whose physical magnitude is too small to be taken account of by a finite being, may 
produce results of the greatest importance. All great results produced by human endeavor depend on taking advantage of 
these singular states when they occur.” 

16   Gregory Gibert: Artists and Entertainers, from The Encyclopedia of AIDS: A Social, Political, Cultural, and Scientific 
Record of the HIV Epidemic, Raymond A. Smith, Editor, Fitzroy Dearborn Publishers, 1998. 
www.thebody.com/encyclo/artists.html 
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17  Ryan Christopher DeVault: New iPhone Gizmodo Planted? Rumors Abound that New 4G iPhone was Left at Bar on 

Purpose, April 20, 2010 

 www.associatedcontent.com/article/2913024/new_iphone_gizmodo_planted_rumors_abound.html?cat=15  
18   Nuria del Saz : Informativos - Gala 10 años de CanalSur 2: June 5, 2008, on Canalsur 2. www.youtube.com/watch?v=-

eLmHHfXSl0,  
 
Nuria del Saz: U, www.youtube.com/watch?v=FFeJ6lQWdSU 

19   Luis Bunuel: An Andalusian Dog is a legendary surrealist movie produced in 1928. 
20   Titled “We, On Death Row” and featuring 26 death-sentenced inmates, Benetton’s $20 million global anti-capital 

punishment campaign launched in the Year 2000 was the last to be crafted by Toscani. Its billboards and 96-page brochure 
brought the controversy to an unprecedented plateau. Pressure from City Hall in Sears’ hometown of Chicago, forced Sears 
to sever its long-standing relationship with the Italian company. Within a year, CEO Luciano Benetton apologized about the 
adverse consequence of the campaign and terminated the long tenure of Toscani. 

21   John Maynard Keynes: The General Theory of Employment, Interest and Money, Harcourt Brace Jovanovich, New York, 
1936. 

22    U.S. House of Representatives  Conf. Rep. No. 102-978, 102d Cong., 2d Sess. 81 (1992) 
23   Testimonies of Brookley Born, Chairperson of the Commodity Futures Trading Commission concerning Long-Term capital 

Management before the U.S. House of Representatives Committee on Banking and Financial services, July 24, 1998 
(www.cftc.gov/opa/speeches/opaborn-33.htm#n_31_), and  October 1, 1998 (www.cftc.gov/opa/speeches/opaborn-35.htm). 

24   The term Rule Breaker is borrowed from Gary Hamel: Strategy as Revolution, Harvard Business Review, July-August 1996, 
pages 69-82. 

25   The Pentagon Papers: Secrets, Lies and Audio-Tapes, The National Security Archives, George Washington University, 
www.gwu.edu/~nsarchiv/NSAEBB/NSAEBB48/nixon.html 

26  Borrowed from an excellent book by Jamie McKenzie: Parenting for an Age of Information: Preparing Your Daughter or 
Son for the Next Century, Chapter 3: Puzzling, Educational Technology Journal, Bellingham, WA98225. Tel. (360) 223-
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27   Michael E. Porter:  The Competitive Advantage of Nations, The Free Press, New York, 1990. 
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Strickland: The Twenty-seventh Amendment and Constitutional Change by Stealth, PS: Political Science and Politics 26, no. 
4, pp.716-722, December 1993. Quotations in italic from People Magazine, June 1993. 
www.usconstitution.net/constamnotes.html#Am27 
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