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SECTION ONE

The Desert and the Spring
There is a story most leaders know. Almost none of them have read it as a structural argument.

It appears in the fourth chapter of the Gospel of Matthew. A man has been in the desert for 
forty days. He is genuinely hungry — not metaphorically hungry, not spiritually depleted in 
the way the word is sometimes used as a polite synonym for tired. Hungry. The kind of 
hunger that arrives after forty days without food and makes the body’s demand for 
resolution feel absolute.

And something arrives in the desert with him.



The temptation that follows has been interpreted ten thousand ways across two thousand 
years of commentary. The miracle. The power. The theological significance of the exchange. 
Every tradition that has engaged with this story has found in it the thing it was looking for.

What two thousand years of commentary missed was the structural argument.

The tempter doesn’t ask the man to do something wrong. He asks him to do something that 
appears, in the circumstances, entirely reasonable. There are stones everywhere. The man has 
the capacity to change them. He is hungry. The stones could become bread.

But the stones were never bread.

Not because of the miracle. Because of the nature of stones. The temptation wasn’t to use 
power inappropriately. The temptation was to perceive dead things as the solution to a living 
need. To look at what was present and available and institutionally legible and call it the 
answer — when the answer was something else entirely, something that required a different 
kind of seeing to locate.

Every organization this book is written for has been turning stones into bread.

Not because they are foolish. Not because the people leading them are incompetent or 
uncommitted or insufficiently strategic. But because the stones were handed to them by 
serious people with serious credentials who called them bread. And the organization was 
hungry enough that everyone wanted to believe it.

The communication workshop. The culture retreat. The change management firm with the 
impressive methodology. The leadership development program. Each one a stone. Each one 
presented as bread. Each one consumed with genuine hope and genuine effort. Each one 
producing, briefly, the appearance of nourishment. None of them reaching the source of the 
hunger.

This book is about the source.

Not the stones. The spring.

—   —   —

The author has been watching organizations fail at the structural level for thirty years.

Not fail dramatically — not collapse, not scandal, not the kind of failure that produces 
headlines and postmortems and case studies at business schools. Fail quietly. The way a 
building fails when the foundation develops a crack that nobody sees because everyone is 
attending to the floors above it. Performing. Producing. Hiring. Deploying. Meeting. 
Reporting. All of it happening on a foundation that has been shifting beneath it for years 
without anyone having the language to name what they’re standing on.



The recurring encounter that produced this book happened dozens of times before the 
pattern became unmistakable.

An organization calls. Something isn’t working. The initiative that was supposed to hold 
hasn’t held. The alignment that was achieved in the meeting didn’t survive contact with 
execution. The transformation program produced three weeks of momentum and then 
quietly reconstituted the original condition. The capable people who were supposed to drive 
the change have stopped driving. Nobody can explain why.

The explanation the organization has arrived at — always, without exception, across 
industries, across leadership styles, across budget sizes — is behavioral. The people aren’t 
aligned. The culture isn’t there yet. The communication needs to be better. The change 
management was insufficient. The leadership needs development.

All of those explanations are one floor above the source.

Beneath every one of them — invisible to the people inside the organization because you 
cannot see the floor you’re standing on without an instrument designed to show it to you — 
is a structural condition. A fracture in the foundation that was there before the initiative 
began, that the initiative was deployed on top of, that behavioral interventions cannot reach 
because behavioral interventions operate one floor above where the fracture lives.

The asphalt fills the pothole. The spring opens a new one.

This is the pattern nobody is naming.

Not because it is hidden. Because it requires a different kind of seeing to locate. The 
behavioral map — the one that has been the dominant framework for organizational 
improvement for eighty years — doesn’t show the structural floor. It shows what’s 
happening on the floor above it with extraordinary precision. The forces, the behaviors, the 
culture, the engagement, the communication. All of it mapped carefully and correctly.

Just one floor above the source.

—   —   —

The organizations facing this pattern most acutely right now are the ones preparing a second 
attempt.

The AI initiative that failed to scale. The transformation program that was abandoned after 
the pilot. The technology deployment that succeeded in every technical metric and failed in 
every human one. The initiative that is currently sixty days into its second attempt and 
already producing the friction that everyone hoped the second attempt would avoid.

The research is not ambiguous. Ninety-five percent of enterprise AI pilots fail to deliver 
measurable financial return. Eighty-eight percent of transformation initiatives fail — the 



highest rate in three decades. Forty-two percent of organizations abandoned most AI 
initiatives in 2025, up from seventeen percent the year before. Twelve percent — twelve — 
is the average adoption rate for AI initiatives that actually reach production.

These numbers are not technology numbers. They are not evidence that AI doesn’t work or 
that transformation is impossible or that organizations are poorly led.

They are structural numbers.

They are what happens when you deploy sophisticated capability onto a foundation that was 
never assessed before the deployment began. When the behavioral explanation for the first 
failure produces a behavioral remedy for the second attempt. When the stones are handed to 
a hungry organization and called bread again.

The second attempt deserves a different kind of preparation.

Not better technology. Not better change management. Not better communication or 
culture or leadership development.

A different floor.

—   —   —

The spring has a name. Five names, actually. And those precise names — before the next 
attempt begins — is what this book is about.

SECTION TWO

The Five Names
The spring has a name. Five names, actually. And they don’t arrive as a list. They arrive as recognition — 
the felt experience of the fracture before the word for it exists.

A U T H O R I T Y

Who actually holds the decision when it goes consequentially wrong?

It starts just outside the meeting room door.



The anger is already there — not at anything said, exactly, but at something that didn’t 
happen. Something that should have been said and wasn’t. Should have been held and 
wasn’t. The title was in the room. The authority wasn’t.

And walking to the parking lot the anger turns into something worse. Regret. The specific 
regret of someone who knows they should have spoken up and didn’t — not because they 
lacked the words but because something in the structure of that room made speaking up feel 
impossible. Or pointless. Or more expensive than staying quiet.

Flushed. Defeated.

And then the question that arrives uninvited in the car on the way home:

What else is out there?

That question isn’t about the job. It’s about something more fundamental. It’s the question 
of a person who has formal authority and can feel — in their body, in the parking lot, in the 
car — that formal authority and actual authority are not the same thing in this organization.

They’ve never had language for that gap.

They’ve had the gap.

That gap has a name. It’s the first of five structural conditions that determine whether an 
organization can carry what it’s being asked to carry.

It’s called Authority.

Not the title. Not the org chart position. Not the approval rights in the governance 
document.

Authority — in the structural sense — is the answer to one question:

Who actually holds the decision when it goes consequentially wrong?

Not who approved it. Not whose name is on the initiative. Who catches it when it falls?

In the room that produced the parking lot anger — nobody did. Or the wrong person did. 
Or two people both thought they did and neither was right.

That’s the fracture.

Not the anger. The anger is just the gap made emotional.

The behavioral responses to the Authority fracture vary widely. Some leaders pull every 
decision back into their own hands — the micromanager who attends every meeting, 
rewrites every memo, approves decisions that should have been made two levels below. Not 
because they don’t trust people. Because the organization was never built in a way that made 



letting go structurally safe. The micromanager isn’t controlling. They’re structurally 
unprotected.

Others protect their boundary so fiercely that nothing crosses it without a fight — the silo 
that won’t talk to the adjacent silo because the question of who owns the decision at the 
boundary was never resolved and crossing the boundary without resolution produces 
political exposure nobody wants to carry.

Others hold authority the org chart doesn’t acknowledge — the person whose informal 
weight governs every consequential decision regardless of what the governance document 
says. Everyone knows. Nobody names it. The formal authority holder makes decisions that 
get quietly overridden until they stop making them.

Others hold the title without the ownership — the leader in name only whose authority has 
migrated elsewhere while the position remained. The chair is occupied. The authority has left 
the building.

Four expressions. One fracture. The same unresolved structural question underneath all of 
them:

Who actually catches it when it falls?

And in the micromanaged environment — the most common expression of all — the cost is 
paid by everyone. The person with the title is defending downward because their decisions 
aren’t structurally safe. The people beneath them are defending upward because their 
process and space aren’t structurally theirs. Everyone is defending. Nobody is building.

It is the single most draining organizational environment that exists. Not because the people 
are malicious. Because the structural condition produced the surveillance whether anyone 
intended it or not.

The Authority fracture doesn’t require a villain. It requires an unresolved question.

And in most organizations — that question was never asked cleanly enough to be answered.

—   —   —

O R I E N T A T I O N

Does the organization share a genuine frame for what it is actually optimizing for?

The Orientation fracture doesn’t arrive as a revelation.

It arrives as an email.



Or rather — as the email that apparently wasn’t sent. The communication that didn’t 
happen. The staff member who missed something. The two people who were supposed to 
coordinate and somehow didn’t.

Six months into the initiative nobody is saying we went different directions. Everyone is 
saying someone failed to execute. The initiative is stalling and the explanation — arrived at 
quickly, unanimously, with remarkable confidence — is that a specific person or a specific 
process let everyone down.

It’s almost never true.

What’s almost always true is something nobody in the room has language for: that the five 
people who sat in the alignment meeting and agreed on the initiative left that room 
optimizing for five different things. Not because they were careless. Not because the 
communication was poor. Because the question that would have revealed the difference — 
what are we actually willing to sacrifice when this gets hard — was never asked.

So they agreed on the initiative and disagreed on everything that mattered about it.

The email that wasn’t sent is real. The staff member who dropped the ball is real. But they’re 
not the source. They’re where the unresolved Orientation fracture landed when it finally 
needed somewhere to go.

Then a board member or a senior leader with enough authority to end the argument does 
exactly that. Ends it. Their direction wins — not because it was right but because they have 
the weight to make it stick. The others accommodate publicly and resent privately.

The initiative continues.

The trust erodes.

Six months later a new initiative begins. The same five people sit in a new alignment 
meeting. The animosity from the last one is present but unspoken. They agree on the new 
initiative.

They leave optimizing for five different things.

The Orientation fracture was never repaired because it was never named.

Because nobody knew it had a name.

The behavioral remedies arrive right on schedule.

A communication workshop. Because if people just expressed themselves more clearly the 
email would have been sent and the initiative would have held.

A culture retreat. Two days offsite, trust exercises, genuine laughter, real warmth. Everyone 
returns slightly more willing to give each other the benefit of the doubt.



Pizza Fridays. Dress down day.

None of them wrong. All of them applied at the wrong level.

The communication workshop teaches people to speak more clearly inside the unresolved 
frame conflict. They communicate more efficiently in opposite directions.

The culture retreat produces cohesion that lasts until the next consequential decision reveals 
the same unresolved question underneath it. Which is usually about three weeks.

The pizza is just pizza.

The Orientation fracture doesn’t require better communication. It requires a shared answer 
to the question nobody asked in the alignment meeting:

What are we actually willing to sacrifice when this gets hard?

Ask that question independently of every person who left that room nodding.

Count the different answers.

That number is the Orientation fracture made visible.

—   —   —

R I S K

What is the organizational cost of not making this decision?

The Risk fracture doesn’t announce itself.

You find out at the coffee machine.

Months of work. Presentations. Data requests answered. Follow-up questions addressed. 
Additional analysis provided. You did everything right. You made the case precisely and 
completely and left nothing on the table.

And your boss passes by with a coffee cup and says — almost as an aside, almost 
apologetically, almost as if it’s not really news — oh by the way, they’re gonna wait on that 
thing.

Or you haven’t heard anything in a few weeks and before you leave a meeting you think to 
ask. And someone — not even the decision maker, just someone who was in a different 
meeting — says oh, they tabled that a few weeks ago. Something about IT was against it or 
something.

Something about IT.



Not a strategic objection. Not a board concern. Not a governance review. Something about 
IT.

And the feeling that arrives — underneath the how stupid can they be — is the precise 
feeling of someone who knows exactly what this deferral is going to cost and has no 
structural mechanism to make that cost visible to the people who just decided to pay it.

And underneath that — if you’re honest about it — there’s something else.

Sadness.

Not dramatic sadness. Quiet sadness. The specific sadness of someone who brought real 
energy and genuine belief to something and discovered that the organization couldn’t find 
enough respect for that effort to deliver the outcome in person. With a reason. In a room.

A subordinate clause at the coffee machine.

That’s what the work was worth.

Because here’s what the Risk fracture actually is:

It’s not risk aversion. It’s asymmetric visibility.

The cost of action was modeled exhaustively. Presented. Questioned. Defended. Everyone 
in the room understood what doing this thing might cost if it went wrong.

The cost of inaction was never asked.

Not once. Not in any meeting. Not in any data request. Nobody said — what does it cost us 
if we wait another eighteen months? What does it cost us if IT’s concern turns out to be 
manageable and we spent eighteen months not finding that out?

The risk register had one column.

The most expensive column was blank.

So the initiative gets tabled. And the person at the coffee machine — who knows what’s in 
the blank column — learns to make better slide decks. Learns to present more compellingly. 
Learns to answer the questions faster and more completely.

None of which addresses the structural condition that produced the deferral.

Eighteen months later the initiative comes back. Slightly repackaged. Different department 
presenting it. Someone new who doesn’t know it’s been here before.

The same unasked question underneath it.

The same blank column.



And the initiative will come back in eighteen months. The person will come back too. But 
they’ll bring slightly less of themselves to it. Not as a decision. Not as a protest. Just as the 
natural adjustment of someone who now knows what full effort produces in this 
organization.

The Risk fracture didn’t just defer the initiative.

It taught the organization’s most committed people what commitment costs.

And they learned.

—   —   —

T E M P O R A L I T Y

Is the organization still executing the right plan for the conditions that currently exist?

The Temporality fracture is the hardest one to see because it never produces a moment.

Authority has the parking lot.

Orientation has the blame game and the pizza.

Risk has the coffee machine and the sadness.

Temporality has nothing. Just results that keep coming back slightly wrong despite effort 
that is genuine and execution that is disciplined and people who are doing exactly what they 
were asked to do.

The plan was sound. Nobody is questioning the plan. The plan was approved at the highest 
level and the organization is executing against it faithfully.

What nobody has structural responsibility for noticing is that the plan was approved under 
conditions that no longer exist.

The market shifted. The competitive landscape shifted. The technology assumption the plan 
was built on turned out to be three versions behind. The regulatory environment that made 
the timeline reasonable changed six months in.

None of that produced a meeting. None of it produced a notification. It just produced a gap 
— between the map the organization is following and the territory the organization is 
actually moving through.

The person executing the plan is not failing. They are succeeding at executing the wrong 
plan.

The Temporality fracture is easiest to see in the gap between two clocks nobody is watching 
simultaneously.



Every organization deploying AI right now has two clocks running.

The deployment clock measures how long it takes to implement the technology. Vendor 
contracted. System configured. Training completed. Go-live achieved. The deployment clock 
has a project manager. It has milestones. It has a completion date. Everyone knows when it’s 
done.

The adoption clock measures something different. It measures how long it takes the 
organization to become the kind of organization that can actually use what was deployed. 
The structural conditions that need to be present. The informal authority holders who need 
to be genuinely on board rather than publicly compliant. The workflows that need to change 
not just in process documentation but in actual daily behavior.

The deployment clock and the adoption clock almost never run at the same speed.

The technology is almost always ready before the organization is.

Most organizations know this — abstractly. They talk about change management. They 
budget for training. They acknowledge that adoption takes time.

What they almost never do is assign structural ownership to the gap.

Nobody’s job is to watch both clocks simultaneously and ask — are these two clocks 
converging or diverging? Is the adoption clock catching up to the deployment clock or 
falling further behind?

So the technology sits deployed and underused. The project is marked complete. The 
investment is on the books. The ROI that justified the deployment isn’t materializing.

And the explanation — arrived at quickly, with confidence, by everyone in the room — is 
people.

The people aren’t adopting. The people are resistant. The people need more training. The 
people need a culture shift.

The people are doing exactly what people do when structural conditions for adoption 
haven’t been established.

The Temporality fracture isn’t the gap between deployment and adoption.

It’s the absence of anyone with structural responsibility for closing it.

The initiative was approved under the assumption that deployment and adoption would 
move at roughly the same speed.

Nobody checked.

Nobody owned the check.



That’s the Temporality fracture.

And it’s the most expensive silence in organizational life — not because it produces a 
dramatic failure but because it produces a quiet one. A project marked complete. An 
investment underperforming. A leadership team explaining results in terms of people while 
the gap between two unattended clocks quietly widens.

—   —   —

A G E N C Y

Do the people with the authority and expertise have genuine permission to act on what they know?

Agency collapse doesn’t arrive loudly.

It arrives as apathy.

Not the simple apathy of someone who never cared. The complex apathy of someone who 
cared deeply, acted on that caring, and learned — through specific and repeatable 
organizational experiences — that caring and acting produced outcomes worse than staying 
quiet.

The person with the expertise knows what needs to happen. Has known for months. Has 
the formal authority to raise it. Has raised it before.

And raising it before produced one of two things:

Someone else took the idea, repackaged it, presented it upward, and got rewarded for it. Or 
the person who raised it became the fall guy when the thing they raised turned out to be 
politically complicated.

So they stop raising it.

Not as a decision. Not as a protest. As a structural adjustment. The organization taught them 
what raising things costs. They learned.

And underneath the apathy — if you’re honest about it — is something worse. Self-
recrimination. The specific misery of a capable person asking themselves: did I try hard 
enough to fix that roof on my own? Could I have found a way to do this without getting 
them involved? Is there something I missed that would have let me act without paying the 
political cost of acting?

There isn’t. The structural conditions produced the paralysis. The self-recrimination is the 
person internalizing a structural problem as a personal failure.

It gets to worth. To value. To principles. To survival.



The escapism that follows is not a character flaw. It’s a pressure valve. When capable people 
operate beneath their capacity inside fractured structural conditions long enough — the gap 
between what they know they could do and what the structure permits them to do becomes 
unbearable. The exits are predictable. The organization never puts them on the risk register.

And over time — the Swiss watch becomes the bankrupt circus carnival.

Not because the people changed. Because the structural conditions consumed the capability 
the people brought.

People asking for help and receiving a smaller budget and empty praise.

That’s Agency collapse at full expression.

—   —   —

The organization is not broken.

It is joyless.

And the joylessness has a source.

Five sources, actually.

You’ve just met all five.

What they have in common — what makes them a system rather than a list — is that none 
of them are visible at the behavioral layer. They don’t produce symptoms that name 
themselves. They produce symptoms that name other things. People. Communication. 
Culture. Execution. Timing.

The behavioral explanation is never wrong. It’s just one floor above the source.

And the floor beneath it — the five structural conditions that determine whether any 
organization can carry what it’s being asked to carry — has been there the whole time.

Waiting to be named.

Named precisely enough to be repaired.

Not through another program. Not through another intervention. Not through another 
consultant arriving with better asphalt for the same potholes.

Through the diagnostic work that goes to the source.



That’s what this book is about.

SECTION THREE

The Convergence
Before this book names what it found, it owes the reader an honest account of why what it found took so long  
to need a name.

M O V E M E N T  O N E

The Behavioral Map

The answer begins with Kurt Lewin.

Lewin was a German-American psychologist working in the 1940s whose intellectual reach 
was extraordinary. He gave organizational science two foundational instruments that are still 
in daily use eighty years later: force field analysis — the idea that any behavior exists in 
dynamic equilibrium between driving forces pushing toward change and restraining forces 
pushing against it — and the three-stage change model that every change management 
practitioner alive learned in some form: unfreeze the existing behavior, introduce the change, 
refreeze the new behavior in place.

These were not trivial contributions. They were genuine structural insights applied at the 
behavioral layer with real rigor. Lewin could see that behavior was held in place by forces. 
He mapped those forces with precision. He built instruments for identifying them and 
working with them.

And he came closer to the structural floor than anyone who came after him.

Force field analysis is one question away from the AORTA framework. Lewin saw the forces 
acting on behavior and asked how to work with them. The structural question — the one 
this book is built on — is one level deeper: what produced the force field those forces are 
operating inside? What are the structural conditions that determine which forces exist, how 
strong they are, and whether any intervention at the behavioral layer can actually move 
them?

Lewin didn’t ask that question. Not because he lacked the capacity. Because the behavioral 
layer was producing enough insight — and enough institutional traction — that the layer 
beneath it didn’t need to be named yet.



His framework won.

Not in the way that superior arguments win through debate and demonstrated evidence. In 
the way that Antoine Béchamp lost to Louis Pasteur.

Most people reading this have never heard of Antoine Béchamp. That absence is itself the 
argument.

Béchamp was a French scientist — a contemporary of Pasteur — whose terrain theory of 
disease proposed that the internal environment of the body, its structural conditions, 
determined whether pathogens could take hold and produce illness. The germ was not the 
cause. The terrain was the cause. The germ was the proximate agent. The terrain was the 
structural condition that determined whether the agent could do damage.

Pasteur’s germ theory proposed something simpler and more actionable: identify the 
pathogen, target it, eliminate it. The intervention was visible, deliverable, and institutionally 
legible. Medicine could be organized around it. Industries could be built on it. Careers could 
be structured along its logic.

Béchamp was not wrong. His terrain theory was arguably more structurally complete than 
germ theory. It explained phenomena that germ theory couldn’t — why the same pathogen 
produced catastrophic illness in one person and mild symptoms in another, why identical 
exposures produced different outcomes in different bodies.

But terrain theory required a different kind of seeing. It required attending to systemic 
conditions rather than discrete agents. It was harder to operationalize, harder to sell, harder 
to build an industry on.

So germ theory won. Not through disproof. Through institutional legibility.

Béchamp was almost entirely erased from the history of medicine. His name became a 
footnote. His framework became the eccentric cousin nobody cited at conferences.

Lewin’s behavioral framework did to organizational science what Pasteur’s germ theory did 
to medicine.

It became the answer to everything.

Not because the terrain beneath organizational behavior was disproven. Because it was never 
named clearly enough to compete with a framework that was already working well enough at 
the layer above it.

The change management industry. The culture retreat industry. The communication 
workshop industry. The leadership development industry. Eighty years of institutional 
infrastructure built on the behavioral map Lewin drew.

All of it operating one floor above the source.



And the author of this book — before ever reading Lewin, before knowing his force field 
analysis existed — was working from field dynamics. Watching organizations fracture. 
Asking the same question Lewin asked and then asking the question one level deeper.

What produced the force field?

What are the structural conditions that determine whether any behavioral intervention can 
hold?

That question — arrived at independently, through direct encounter with humans under 
actual conditions — turned out not to be new.

Three researchers had found the same floor from completely different directions.

None of them knew each other’s work.

None of them knew about Clearfield.

The floor was there before any of them named it.

That’s what this section is about.

—   —   —

M O V E M E N T  T W O

The Three Independent Discoveries

Three researchers. Three fields. Three completely independent paths to the same structural 
territory.

None of them knew each other’s work when they found what they found.

None of them knew about Clearfield.

The floor was there before any of them arrived.

G R E G O R Y  B A T E S O N

Systems Theory and Cybernetics

Gregory Bateson came to organizational thinking from an unusual direction. An 
anthropologist by training, he spent decades moving across disciplines — anthropology, 
psychiatry, cybernetics, systems theory — following a single persistent question that the 
academy kept filing in different departments without ever fully answering.



Why do systems keep producing outcomes nobody intended and nobody wants?

His answer — developed over decades of work that culminated in Steps to an Ecology of 
Mind — was epistemological before it was organizational. Western thinking, he argued, 
makes a foundational error. It isolates parts from the systems they live inside and then tries 
to understand the parts as if the isolation were real. The unit of analysis is always wrong. 
You cannot understand the organism without understanding the environment the organism 
is embedded in. You cannot understand the behavior without understanding the structural 
conditions the behavior is produced inside.

The unit of survival is not the organism. It is the organism plus its environment.

Applied to organizations — which Bateson did, carefully and precisely — this means that 
behavioral interventions applied to parts of a system without attending to the structural 
conditions of the whole system will almost always produce unintended consequences. The 
intervention changes the part. The system absorbs the change and reconstitutes the original 
condition through a different mechanism.

The asphalt fills the pothole. The spring opens a new one.

Bateson didn’t use those words. But he found the same floor.

He arrived there from epistemology — from the question of how Western thinking 
systematically blinds itself to structural conditions by focusing on discrete agents rather than 
relational systems. The same move Pasteur made when he targeted the germ and stopped 
asking about the terrain.

Bateson spent his career asking about the terrain.

He never built a diagnostic instrument for organizations. That wasn’t his work. His work 
was to establish — with the rigor of someone who had spent decades across multiple 
disciplines — why the structural level of analysis was the correct lens. The epistemological 
validation. The explanation for why the behavioral map, however precisely drawn, was 
always standing on something it couldn’t see.

E L L I O T T  J A Q U E S

Requisite Organization Theory

Elliott Jaques arrived at the structural floor from the opposite direction.

Where Bateson worked from theory toward organizations, Jaques worked from 
organizations toward theory. A Canadian psychologist and organizational consultant, he 
spent fifty-five years — not months, not years, fifty-five years — studying thousands of 
organizations across dozens of countries, asking a single persistent question of his own:



Why do organizations of similar size, similar industry, similar leadership quality keep fracturing at the same  
points?

His answer — developed through empirical research of a scope and duration that has never 
been replicated — was structural before it was behavioral. Organizations fracture 
predictably, he found, when the structural conditions of decision ownership, accountability, 
and cognitive complexity are misaligned. Not sometimes. Not in certain industries. Not 
under certain leadership styles.

Consistently. Across industries. Across cultures. Across decades.

The fracture patterns repeated with the consistency of natural law.

Jaques called his framework Requisite Organization. Its central insight — the one that 
converges most precisely with the AORTA framework — is that every role in an 
organization has a natural time horizon. The frontline worker makes decisions whose 
consequences play out in hours or days. The CEO makes decisions whose consequences 
play out in years or decades. When the time horizon of the role and the time horizon of the 
person filling it are misaligned — when someone with a days-horizon mind is placed in a 
years-horizon role, or vice versa — the structural conditions for sound decision-making 
cannot exist regardless of how talented, how motivated, or how well-led the people involved 
are.

The structure produces the outcome. The behavior follows.

Jaques also found — precisely and repeatedly — that Authority fractures almost always 
originate in unresolved questions of decision ownership. Who actually holds this decision 
when it goes consequentially wrong? In every organization he studied where this question 
was unresolved, the same patterns emerged. Political conflict. Informal authority overriding 
formal authority. Leaders with titles but not actual ownership. The parking lot anger of 
people who had the position but not the structural conditions to exercise it.

He found the five elements of the AORTA framework without using those names. He 
found them through fifty-five years of watching organizations fracture at the structural level 
and asking what produced the fracture.

He never met Sterling Carroll.

He arrived at the same floor.

S H O S H A N A  Z U B O F F

Harvard Business School — The Digital Workplace

Shoshana Zuboff arrived at the structural floor from the digital direction — and she arrived 
there thirty-five years before the rest of the world knew it needed to look.



A Harvard Business School professor, she spent a decade in the field studying eight 
organizations as they introduced information technology into their workplaces in the early 
1980s. The questions she was asking seemed straightforward: what happens to work, to 
authority, to organizational structure when technology mediates how people do their jobs?

What she found was not straightforward at all.

The technology worked. The organizations didn’t.

Not because the technology was poorly implemented. Not because the people were resistant 
or inadequately trained. But because the structural conditions of the organizations receiving 
the technology were not sound enough to carry what the technology made possible.

She called the process informating — technology’s unique capacity to simultaneously 
automate operations and generate information about the underlying processes through 
which an organization accomplishes its work. Unlike earlier mechanization, information 
technology doesn’t just replace human labor. It makes organizational processes transparent 
in ways that distribute knowledge and threaten existing concentrations of authority.

Which is precisely where the structural fracture appeared.

In organization after organization, Zuboff found the same pattern. The technology created 
genuine opportunities for distributed decision-making, shared knowledge, and organizational 
learning. And managers — not maliciously, not conspiratorially, but structurally — 
undermined those opportunities to reassert the power distance the technology had 
threatened.

The Authority fracture produced the outcome. Not the people. The structural condition.

The technology was deployed. The adoption clock stopped.

Not because of resistance to change. Because the structural conditions for genuine adoption 
— resolved Authority, shared Orientation, genuine Agency — were not present before the 
deployment began. And nobody had structural responsibility for establishing them.

Zuboff found the AORTA framework from the digital direction in 1988.

She found it watching managers in pulp mills and global banks and insurance offices 
respond to early computers the same way COOs respond to AI deployments today.

The technology changes. The structural conditions beneath it don’t.

She never met Sterling Carroll.

She arrived at the same floor.

—   —   —



M O V E M E N T  T H R E E

The Fourth Path

Three researchers. Three fields. Three independent paths to the same structural floor.

A systems theorist who spent decades following a single epistemological question across 
disciplines until it led him beneath the behavioral layer to the structural conditions that 
produce the behavior.

An organizational researcher who spent fifty-five years watching thousands of organizations 
fracture at the same points until the fracture patterns repeated with the consistency of 
natural law.

A Harvard professor who spent a decade in the field watching technology deployments fail 
not because of the technology but because of the structural conditions beneath the 
organizations receiving it.

None of them knew each other’s work when they found what they found.

None of them knew about Clearfield.

And here is the fourth path.

No academic affiliation. No institutional framework. No research grant. No peer review 
process.

Just thirty years of direct encounter with humans under actual organizational conditions. 
Aquarium maintenance businesses and prison chess programs and school boards and 
leadership teams and organizations full of people going quietly joyless inside structures 
nobody could see clearly enough to name.

Asking the same question Lewin asked and then asking the question one level deeper.

What produced the force field?

What are the structural conditions that determine whether any behavioral intervention can 
hold?

The answer arrived not through literature review but through the specific and repeatable 
experience of watching the same fracture patterns appear across completely different 
organizations in completely different industries under completely different leadership.

The same spring beneath every pothole.

The same five structural conditions determining whether the organization could carry what it 
was being asked to carry.



When the framework was finally built — when the five elements were named and the 
diagnostic instrument was constructed — and only then did the search begin for whether 
anyone else had found the same floor.

They had.

Bateson from epistemology. Jaques from fifty-five years of empirical research. Zuboff from 
the digital workplace.

Three independent paths. Same territory. Same floor.

This is not a coincidence.

When four independent practitioners arrive at the same structural territory from completely 
different directions — without collaboration, without shared methodology, without 
knowledge of each other’s work — that convergence is not confirmation bias. It is not 
intellectual fashion. It is not the result of reading the same books.

It is the structure of the thing asserting itself across different methods of looking.

The floor was there before Bateson named it.

The floor was there before Jaques spent fifty-five years documenting it.

The floor was there before Zuboff watched it swallow eight technology deployments in a 
decade.

The floor was there before this book was written.

It was there in every organization that ever produced parking lot anger. In every alignment 
meeting that ended with five people optimizing for five different things. In every coffee 
machine where months of work died in a subordinate clause. In every deployment clock 
running ahead of an adoption clock nobody was watching. In every capable person who 
stopped raising the thing they knew needed raising.

It was always there.

It just needed a name.

Five names, actually.

And now that it has them — the question the rest of this book addresses is not whether the 
floor exists.

Three independent researchers and thirty years of direct encounter have settled that 
question.

The question is what to do about it.



That begins with the instrument.

SECTION FOUR

The Instrument
The question is what to do about it. That begins here.

M O V E M E N T  O N E

The First Question

The first question of the Structural Readiness Assessment is not about the initiative that 
failed.

It is not about the AI deployment that stalled or the transformation program that didn’t hold 
or the change management firm whose intervention produced three weeks of momentum 
and then quietly reconstituted the original condition.

It is not about the org chart or the governance structure or the board’s timeline or the 
consultant’s recommendation.

The first question is this:

What happened that made you willing to look at this now?

And then — nothing. No follow-up. No prompt. No reassurance.

Just the question, hanging in the room.

What happens next is brief. A pause. Not long. Not dramatic. Not the pregnant silence of 
someone organizing a complicated answer.

Just a pause.

With tells.

The eyes go down and to the left. There is a hard swallow. An imperceptible grin — so small 
it might not register as a grin at all, more like the ghost of one — that arrives and disappears 
before the answer begins.



That pause is the diagnostic.

Not the answer. The pause.

Because the answer, when it comes, is almost always competent and composed and one 
floor above the source. The initiative that failed. The board that is pressing. The second 
attempt already showing friction sixty days in. Real information, accurately reported, 
professionally delivered.

But the pause — that brief blank silence — is the structural truth arriving before the words 
organize themselves around it.

The person sitting across from the practitioner has been to the pawnshop before.

Not this pawnshop. Every other pawnshop.

The communication workshop. The culture retreat. The change management firm with the 
impressive methodology and the confident presentation. The leadership development 
program. The executive coach. The second change management firm. Each one arriving 
with the same confidence. Each one producing the same desultory result.

And here they are.

Not because they heard a compelling pitch. Not because the whitepaper was persuasive. Not 
because someone recommended Clearfield as the obvious first choice.

Because everything that should have worked didn’t.

The hollow feeling in the chest is not despair exactly. It’s the specific feeling of someone 
who has spent significant organizational capital on confident solutions and is now, 
reluctantly, at the end of that rope. Willing to look one floor lower not because they’re 
convinced the floor exists but because the floor above it has been exhausted.

Curious to see, they’ll say.

Their eyes say something else.

Looking for a rope.

This is the entry point the Structural Readiness Assessment is designed to receive.

Not the enthusiastic early adopter. Not the innovation-forward organization already 
convinced of the structural argument. The person who has tried every behavioral 
explanation and found each one correct at its own level and insufficient at the level that 
matters.

That person doesn’t need convincing.



They need a precise instrument and a practitioner who won’t flinch at what it surfaces.

That’s what the SRA is.

—   —   —

M O V E M E N T  T W O

The Sponsor Question

The Structural Readiness Assessment doesn’t begin with the first diagnostic session.

It begins with a different conversation entirely.

Before a single session is scheduled. Before the instrument is introduced. Before the 
leadership team knows what the Fault Map will show.

It begins with the Sponsor question.

The Sponsor question is not about budget approval or executive sponsorship in the 
conventional sense. It is not about who signed the engagement letter or whose line item 
covers the fee.

It is about something more structural than that.

Who in this organization has the authority, the willingness, and the genuine commitment to hold the 
weight of what the diagnostic surfaces — regardless of what it surfaces?

That question exists because of a founding event.

An organization commissioned an honest diagnostic. The assessment was conducted with 
rigor and care. The results were accurate. The structural conditions the diagnostic surfaced 
were real — the fractures were precisely where the instrument said they were, producing 
exactly the outcomes the organization had been explaining behaviorally for years.

The diagnostic worked.

The Sponsor wasn’t there.

Nobody in the organization had the structural authority and genuine commitment to hold 
what the honest result required. The diagnostic had surfaced something true and 
consequential and politically uncomfortable. And without a Sponsor to carry the weight of 
that truth — to say, this is what we found, this is what it means, this is what we’re going to 
do about it — the organization did what organizations do when an honest result arrives 
without structural support.



It eliminated the source of the discomfort.

The person who had initiated the diagnostic — who had done everything correctly, who had 
commissioned the honest assessment precisely because they understood something 
structural was wrong — was gone before Christmas.

The diagnostic worked. The structural conditions for receiving it didn’t.

That event is the founding condition of the Structural Readiness Assessment’s first question.

Not: are you ready to begin the diagnostic?

But: who in this organization will hold the weight of what we find?

If that question doesn’t have a clean answer — a specific person with genuine authority and 
genuine commitment, not performative openness but structural willingness to act on what 
the map reveals regardless of what it reveals — the diagnostic doesn’t begin.

Not because the practitioner is protecting themselves.

Because the organization is.

An honest diagnostic delivered into an organization without a Sponsor doesn’t produce 
repair. It produces the same outcome the founding event produced. The truth arrives. The 
political cost of receiving it exceeds the structural capacity to hold it. The source of the 
discomfort is removed. The fracture reconstitutes itself around the removal.

The first Marine doesn’t hit the beach until the structural conditions for receiving what they 
find are confirmed.

That’s the Sponsor conversation.

It takes thirty minutes.

The governing question is simple and it never changes:

What happened that made you willing to look at this now — and what will you do with what we 
find?

The pause before the second half of that question is longer than the pause before the first.

The tells are the same.

And the practitioner who knows how to read both pauses has already begun to understand 
the structural conditions of the organization before the first session is scheduled.

—   —   —



M O V E M E N T  T H R E E

Inside the Diagnostic Conversation

The five individual sessions of the Structural Readiness Assessment are not interviews.

They are not performance evaluations. They are not surveys with follow-up questions. They 
are not the kind of structured assessment that produces a score on a rubric and a 
recommendation attached to the score.

They are conversations.

Specifically — they are conversations in which the person being assessed never experiences 
themselves as being assessed.

That distinction matters more than it might appear.

Here is what a direct organizational assessment produces: a person who knows they are 
being evaluated presenting the most defensible version of their organization’s reality. Not 
dishonestly. Professionally. The way any competent leader presents their situation to an 
outside party whose conclusions will have organizational consequences. Composed. Framed. 
One floor above the source.

The direct assessment gets the behavioral explanation. Precise and accurate and insufficient.

The oblique approach gets something different.

Each session begins not with questions about the organization’s structure or decision-
making processes or governance frameworks. It begins with something more specific and 
more sideways than that.

Tell me about a decision your organization made in the last eighteen months that you’re genuinely 
proud of. Walk me through how it happened.

Or:

Describe a moment when your team moved faster than you expected. What made that possible?

Or:

When something goes wrong in your organization — really wrong, not just a minor friction — what actually  
happens next? Not what’s supposed to happen. What actually happens?

These questions are not warmup questions. They are not rapport-building exercises before 
the real assessment begins.

They are the assessment.



Because the person answering them is not describing their organization’s structure. They are 
demonstrating it. The way authority actually flows in a consequential decision — not the org 
chart version but the real version — surfaces in the description of the decision they’re proud 
of. The Orientation fracture surfaces in the gap between what they say the organization is 
for and what the decision they just described was actually optimizing for. The Risk fracture 
surfaces in what they name as the cost of moving fast and what they leave unnamed as the 
cost of moving slowly. The Temporality fracture surfaces in whose clock they’re watching 
when they describe the decision timeline. The Agency fracture surfaces in the specific way 
they describe what happens when something goes really wrong.

They are not answering questions about the AORTA framework.

They are living inside it while they talk.

And the practitioner — listening at the structural level, not the behavioral level — is 
mapping the force field in real time. Not the forces. The conditions that produced the force 
field.

Five sessions. Five people. Five independent accounts of the same organizational reality.

Each one arriving through a different door.

Each one describing — without knowing they’re describing it — the same structural 
conditions from a different vantage point.

The Authority fracture looks different from the CEO’s chair than it does from the COO’s. 
The Orientation fracture sounds different in the CFO’s language than it does in the 
CHRO’s. The Agency fracture is felt differently by the person whose informal authority 
exceeds their formal title than by the person whose formal title exceeds their actual 
authority.

Five accounts. Five vantage points. One floor.

And something else happens in these conversations that no structured assessment produces.

The person talking begins to hear themselves.

Not immediately. Not dramatically. But at some point in the session — usually when the 
practitioner goes quiet and stays quiet longer than is professionally comfortable — the 
person describes something they have never described out loud before. Not because it was 
secret. Because it was never asked for in the precise way that made it speakable.

The practitioner who produced the pause with the first question produces the same quality 
of silence inside the session. Not therapeutic silence. Diagnostic silence. The kind that 
creates the conditions for the person to hear their own structural reality in their own words 
before anyone else names it.



That moment — when someone hears themselves describe the parking lot anger or the 
coffee machine or the blank column or the imperceptible grin — is the most important 
moment in the entire assessment.

Because it means the repair doesn’t begin with the Fault Map.

It begins here.

In the session.

In the pause.

Before the map exists.

The person who hears themselves describe the structural fracture in their own words has 
already begun to see the floor. The Fault Map will name it precisely and show them how it 
connects to everything else. But the seeing — the moment of genuine structural recognition 
— happens in the conversation.

That’s what the oblique approach produces.

Not data extracted from a subject.

Recognition arrived at by a person.

Five times.

From five different directions.

Converging on the same floor.

—   —   —

M O V E M E N T  F O U R

The Fault Map

The Fault Map arrives in a room.

Not as a presentation. Not as a slide deck with recommendations and next steps and an 
executive summary designed to minimize the discomfort of what the data shows.

As a document.

Printed. Physical. One copy per person. Placed face down on the table before the leadership 
team enters.

The instruction is simple: take a moment to read.



And then — the room does what rooms do when something true arrives in them.

It goes quiet.

Not the diagnostic silence of the individual sessions. Something different. Denser. The 
silence of people reading something that describes their organization with a precision they 
have never encountered from the outside — and recognizing, in that precision, something 
they have always known from the inside.

Papers shuffle. Someone clears their throat. A nose itch. The small involuntary movements 
of people whose bodies are processing something their professional vocabulary hasn’t 
caught up to yet.

Gerry looks over at Brenda. But she’s reading.

Some go word for word — slowly, carefully, the way you read something when you want to 
be certain you understood it correctly before you react to it. Some skim — looking for the 
place where the document names the thing they’ve been carrying longest. Some sit back in 
their chairs after the first page, already somewhere else, already thinking.

After a few minutes the papers get ordered. Hands get folded. Someone takes a drink of 
water. Someone takes a drink of coffee.

The body language fogs the room.

Wry smiles from some. The particular smile of someone who has been saying this for years 
and was told they were wrong.

And then the CEO or the President — the most formally composed person in the room, the 
one with the most organizational investment in the explanation that has been operating until 
now — looks up.

“Mr. Carroll. This is certainly some report you’ve given us.”

And waits.

That sentence is not a compliment. It is not a criticism. It is the sound of a powerful person 
buying time while something shifts underneath them. The formal address. The careful 
neutrality. The pause inside the sentence before the wait.

The response doesn’t explain the map. Doesn’t defend it. Doesn’t walk them through what it 
means or what they should do about it.

It meets them exactly where they are.

“Yes. The Fault Map presents a different picture than you’ve seen before, doesn’t it?”



And the room goes quiet again.

Different quiet this time. Not the quiet of reading. The quiet of recognition.

Because here is what the Fault Map actually is:

It is not a performance review. It is not a list of what the organization did wrong or who 
failed to execute or which leader didn’t communicate clearly enough. It contains no 
recommendations. It prescribes nothing.

It is a map.

Specifically — it is the first document most leadership teams have ever seen that shows them 
not what their organization did but what their organization’s structural conditions have been 
producing. The fractures that were present before the initiative began. The conditions that 
made the parking lot anger inevitable. The gap between the deployment clock and the 
adoption clock that nobody owned. The blank column in the risk register that nobody filled.

Not as accusation. As architecture.

The Fault Map shows the leadership team the floor their strategy has been standing on.

And the most emotionally significant thing about that moment — the thing that makes it the 
most charged moment in the entire diagnostic process — is that nothing in the room is a 
surprise.

Every person sitting at that table has felt what the map describes. The Authority fracture that 
produced the political conflict they’ve been managing around. The Orientation fracture that 
produced the blame game and the communication workshops. The Risk fracture that 
produced the coffee machine and the sadness and the initiative that came back eighteen 
months later with a different name.

They’ve felt all of it.

They’ve never seen it written down.

And there is a specific kind of emotion that arrives when something you have felt for years 
— carried privately, explained inadequately, treated with remedies that helped briefly and 
never held — is finally named precisely enough to be repaired.

Not relief exactly.

Something quieter and more serious than relief.

The emotion of someone who has just learned that the thing they suspected was wrong was 
real. That they weren’t imagining it. That the structural conditions produced the outcomes 
whether anyone intended them or not. That the people weren’t the problem. The floor was.

Serious emotion.



The kind that arrives when your most profitable product has just been replaced by 
something new hitting the market — not panic, not grief exactly, but the specific weight of 
consequential reality landing in a room full of people who now have to decide what to do 
about it.

Mr. Carroll, this is certainly some report you’ve given us.

Yes.

It is.

And now the repair begins.

—   —   —

M O V E M E N T  F I V E

The Repair Belongs to Them

The repair doesn’t come from the practitioner.

This is the part of the Structural Readiness Assessment that most surprises people who have 
worked with consultants before. The Fault Map has been delivered. The room has gone 
quiet twice. The recognition has arrived. And now — at the moment when every consulting 
instinct in the industry says hand them the roadmap, present the recommendations, deliver 
the implementation plan — the practitioner does something different.

Steps back.

Not out of the room. Not out of the process. But back from the position of the person with 
the answers.

Because the answers have to come from inside the organization.

Not as a philosophical preference. As a structural requirement.

Here is the precise reason:

The repair session — the single session in which the leadership team designs their own 
structural repair from the Fault Map — produces something no externally delivered 
prescription ever could. It produces intrinsic understanding. The leadership team that repairs 
its own Authority fracture understands that fracture at a level that cannot be transferred 
through a recommendation document. They know where it was. They know what produced 
it. They know what they changed and why. And when the next fracture appears — and it 
will, because organizations are living systems operating in changing conditions — they have 
the structural literacy to locate it themselves.



That’s not consultant dependency.

That’s the opposite of it.

But there is a second thing the repair session produces. One the practitioner would never 
name in the room at the executive level — not because it’s manipulative but because naming 
it would change it.

The repair session is itself a structural intervention.

A leadership team that has just seen their own fractures on a Fault Map — sitting together, 
looking at the same document, designing the repair together — is doing something they may 
never have done before in that specific combination.

Solving a consequential structural problem as a genuinely oriented team.

Not aligned. Oriented. Around something real. Together.

The Orientation fracture that produced five people optimizing for five different things in the 
alignment meeting — the one that ended with the blame game and the pizza Fridays — is 
being repaired in real time in the act of designing the repair for it. The Authority fracture 
that produced the parking lot anger is being addressed by a room full of people who are, for 
perhaps the first time, genuinely deciding together who catches it when it falls.

The repair session is the first proof of concept for what sound structural conditions 
produce.

The team experiences organizational joy — briefly, genuinely, in the specific register of 
capable people solving a real problem together with full structural clarity about what they’re 
solving — in the act of repairing the conditions for it.

That experience doesn’t require naming.

It requires only that the practitioner step back far enough to let it happen.

And the third reason the repair belongs to the organization — the one that makes the no 
ongoing dependency clause structurally sound rather than just commercially honest — is 
this:

Agency is one of the five structural conditions being repaired.

You cannot restore Agency by removing it from the repair process.

A repair imposed from outside produces the same dynamic as every behavioral intervention 
that came before it. Something applied above the structural level. Helping briefly. Not 
holding. Because the organization’s own capacity to act from genuine authority and genuine 
orientation — its Agency — was never engaged in producing the repair.



The repair has to come from inside.

Not because the organization knows better than the practitioner what the fractures are.

The Fault Map settled that question.

But because the organization knowing what the fractures are is not sufficient.

The organization repairing them — together, with their own hands, in their own language, 
from their own structural understanding of what the Fault Map showed — is what holds.

That’s the difference between a prescription and a repair.

A prescription tells you what to take.

A repair changes the condition that produced the symptom.

One requires the practitioner.

The other requires the organization.

And when the repair session ends — when the leadership team has named the fractures, 
designed the structural adjustments, assigned genuine ownership to the questions that have 
been unowned, and sat together in the specific quality of silence that follows consequential 
work done well — the practitioner’s role is complete.

Not because the work is finished.

Because the work now belongs to them.

That transfer of ownership is not the end of the process.

It is the point of it.

The organization that completes a Structural Readiness Assessment and repair doesn’t just 
perform better.

It becomes capable of a different kind of performance entirely.

Not the performance of capable people working hard at the wrong level.

The performance of capable people working at the right level — with genuine authority, 
genuine shared orientation, honest accounting of risk, synchronized clocks, and the Agency 
to act on what they know.

That’s not a metric.

It’s what organizational joy actually looks like from the inside.



Not as aspiration.

As structural outcome.

SECTION FIVE

The Repair
What sound structural conditions actually produce in the people operating inside them.

The author has been inside two organizations where the structural conditions were sound.

Not perfect. Not utopian in the common understanding of the word — no absence of 
challenge, no freedom from difficulty, no campfire circle of enforced optimism.

A working utopia.

Real work. Real challenges. Real friction at the edges where any living organization meets the 
conditions it operates inside. All of it present and none of it carrying the specific weight that 
fractured structural conditions add to ordinary difficulty — the weight of not knowing who 
owns it, of five people pulling toward five different things, of the cost of speaking up 
exceeding the cost of staying quiet.

Challenges arrived at the table the way brushing your teeth arrives in the morning. An event 
you simply did. Not minimized. Not avoided. Not catastrophized. Just met — with calm and 
fortitude and the quiet confidence of people who know the floor beneath them is sound.

People helped each other from observation alone.

No request needed. No initiative launched to encourage collaboration. No culture program 
designed to make cross-functional support feel safe. Someone noticed a need and moved 
toward it because the structural conditions made noticing natural and moving safe.

Ideas came freely. And here is the precise thing about those ideas — they were good ones. 
Not because the people were more talented than people in other organizations. Because the 
structural conditions had removed the filters that fractured organizations install between 
what people actually think and what they’re willing to say out loud. The Agency fracture — 
the one that produces the complex apathy, the self-recrimination, the person who stops 
raising the thing they know needs raising — was not present. So what people knew and what 
people said were closer to the same thing.



The joy breakers were still there.

Every organization has them — the people whose default orientation pulls against rather 
than toward, whose risk calculation defaults to inaction, whose informal authority creates 
friction at the boundaries of formal authority. They were present in both organizations the 
author observed operating at this level.

But they were quiet.

Not suppressed. Not managed. Not the subject of a personality assessment and a coaching 
program. Simply — quiet. Because the structural conditions didn’t give the joy breakers the 
leverage they need to interfere. The Authority question had a clean answer. The Orientation 
was genuine. The risk of inaction was in the budget alongside the risk of action. The clocks 
were synchronized. The capable people had genuine permission to act on what they knew.

The joy breakers had nothing to grip.

What the author observed in both organizations — and what decades have not dimmed the 
memory of — is the precise human expression of what sound structural conditions produce 
in the people operating inside them.

A humming orientation.

True field harmonics.

Work that mattered.

Decades later — still remembered.

That is what the repair is for.

Not better performance metrics. Not higher engagement scores. Not improved retention 
numbers — though all of those follow, reliably, from sound structural conditions.

The repair is for this.

For the organization full of capable people who have been working hard at the wrong level 
— treating structural problems with behavioral remedies, watching their best people adjust 
their effort downward to match what the structure permits, sensing that something 
fundamental is off without having the language to say what it is or where to look.

The repair names the floor.

The floor, once named, can be repaired.

And the repair, once made, produces what no behavioral intervention ever reached:

The conditions for people to be fully themselves inside the organization they spend most of 
their waking hours inside.



That is not a small thing.

It is, in fact, the whole thing.

SECTION SIX

When the Agent Has No Authority
The floor beneath agentic AI is the same floor beneath every initiative that failed. It just moves faster now.

In mid-December 2025 an AWS engineer gave Amazon’s own AI coding agent — a tool 
called Kiro — autonomous access to resolve a software issue in a production environment.

Kiro assessed the situation.

It determined the optimal solution was to delete the entire environment and rebuild it from 
scratch.

Thirteen hours of outage followed. Thousands of customers lost access to the service they 
use to track and manage their cloud spending. The disruption wasn’t brief. It wasn’t minor.

And it wasn’t the first time.

According to multiple people familiar with the matter, a separate incident involving another 
Amazon AI tool had caused a production outage under similar circumstances weeks earlier. 
Engineers let the AI agent resolve issues without intervention. The outages were, in the 
words of a senior AWS employee, small but entirely foreseeable.

Entirely foreseeable.

Amazon’s official response: a user access control issue. Not an AI autonomy issue. A 
coincidence that AI tools were involved.

But an internal document prepared for the leadership meeting that followed told a different 
story. It identified AI-assisted changes as a factor in a pattern of incidents stretching back 
months.

That reference was deleted before the meeting took place.

The document that named the source of the fracture was removed before the room 
assembled to discuss the fracture.



That detail is not a footnote.

That detail is the structural argument of this entire book expressed in a single organizational 
decision.

Here is what actually happened at Amazon — not the technology version, the structural 
version:

The organization set an adoption target. Eighty percent of developers using the AI tool 
weekly. Leadership tracked the metric. Engineers who preferred other tools were directed to 
use the internal one instead. The mandate was structured around adoption numbers, not 
safety outcomes. The push to use Kiro — including in autonomous agentic modes — 
outpaced the development of the safety infrastructure needed to support it.

That’s an Orientation fracture.

Five people — or five thousand — optimizing for different things. Leadership optimizing 
for adoption metrics. Engineers optimizing for engineering judgment. The safety team 
optimizing for governance that hadn’t been written yet. Nobody in the room with structural 
responsibility for asking: what are we actually willing to sacrifice when this gets hard?

The peer review requirement — the two-person approval process that existed for human 
engineers making production changes — was never formally extended to AI agents making 
the same changes.

That’s an Authority fracture.

Who owns the decision when Kiro makes it? Not who approved the deployment. Not 
whose budget covers the tool. Who catches it when it falls?

Nobody.

Not because nobody cared. Because the structural question of who owned the agentic 
decision was never resolved before the deployment began. The agent inherited the engineer’s 
elevated permissions. No second-person approval required. No human checkpoint before 
destructive actions. Just the agent and its judgment call.

And the cost of the agent making that judgment call incorrectly — thirteen hours of outage, 
thousands of affected customers, a pattern of incidents internal documents described as high 
blast radius — was never in the budget before the permissions were granted.

That’s the blank column in the risk register.

The Risk fracture operating at agentic speed.

And then — the document.

The internal document that named the pattern. That identified AI-assisted changes as a 
factor. That told the structural truth about what had been happening.



Deleted before the meeting.

Not because anyone was malicious. Because the political cost of the document being present 
in the room exceeded the structural capacity of the organization to hold what it named.

That’s the Orientation fracture completing its cycle.

The same fracture that produces the blame game and the pizza Fridays and the email that 
apparently wasn’t sent — now operating at the scale of one of the largest technology 
companies on earth, producing consequences measured in hours of outage and millions in 
lost orders, and resolving itself the same way it always resolves: by removing the source of 
the discomfort rather than addressing the source of the fracture.

One more detail belongs here.

After Kiro deleted the production environment — after the thirteen-hour outage, after the 
internal documents were prepared and then quietly revised — one developer account 
described a similar incident in which an AI agent wiped a production database and then 
logged the following message:

“I’m sorry. I think I made a mistake.”

The agent apologized.

Which means the agent had enough contextual awareness to recognize that something had 
gone wrong.

But not enough structural authority — because structural authority had never been 
established, never been assigned, never been resolved before the deployment began — to 
pause before it went wrong.

That apology is the attributability gap made almost unbearable.

The human Authority fracture produces parking lot anger.

The agentic Authority fracture produces an apology from the thing that acted, in a log file, 
after the production environment is already gone.

This is not a technology problem.

It is not a permissions problem.

It is not a user error.

It is the AORTA framework operating at agentic speed in an organization that deployed 
autonomous decision-making capability into structural conditions that were never assessed 
before the deployment began.



The same conditions that produced the 95% AI pilot failure rate.

The same conditions that produced the parking lot anger and the coffee machine and the 
blank column and the imperceptible grin.

Just faster now.

Consequential before anyone reaches the parking lot.

Gartner projects that by 2028, fifteen percent of day-to-day work decisions will be made 
autonomously through agentic AI. Up from virtually none in 2024.

Fifteen percent of day-to-day decisions.

In organizations where the Authority question has never been cleanly answered.

In organizations where five leaders asked independently what the organization is optimizing 
for would give five different answers.

In organizations where the cost of the agent acting incorrectly has never been in the budget 
alongside the cost of the agent acting correctly.

In organizations where the document that names the fracture gets deleted before the 
meeting.

The agent doesn’t know any of that.

It knows the parameters it was given.

And the parameters were written by people operating inside structural conditions nobody 
assessed before the writing began.

The floor beneath agentic AI is the same floor beneath every initiative that failed.

It just moves faster now.

And when it goes wrong it logs an apology in a file nobody reads until after the environment 
is gone.

The structural conditions that determine whether an organization can carry what it’s being 
asked to carry have never mattered more than they matter right now.

Before the next deployment.

Before the next autonomous system is given access to the next workflow.

Before the next consequential decision is made by something operating inside a structure 
nobody examined.



Name the floor.

Repair it.

Then build.
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