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Part I

Introduction Chapters

In the two introduction chapters, the editors explain the purpose and trigger for the
book as a further development of the approaches and experiences previously
published in ‘Three Pillars of Organization and Leadership in Disruptive Times—
Navigating Your Company Successfully Through the 21st Century Business World’
(Wollmann et al. 2020), i.e. on the one hand extending the scope e.g. to the public
sector, and on the other hand stronger focusing on concretization and practical
application in diverse industries.

Furthermore, the editors explain the structure of the book using various categories
of use cases of the Three-Pillar Model (abbreviation: 3-P-Model). They give a brief
overview of the essential contents and results of the various contributions, frame
them and make the mutual links between the articles transparent. It becomes clear
that the application of the model, as described in the previous book, has made
further, important progress.
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From a Retrospective to a Perspective View

Peter Wollmann, Frank Kühn, Michael Kempf, and Reto Püringer

Abstract

The editors explain the purpose and trigger for the book as a further development
of the approaches and experiences previously published in the Three Pillars of
Organization and Leadership in Disruptive Times: Navigating Your Company
Successfully Through the 21st Century Business World (Wollmann et al., Three
pillars of organization and leadership in disruptive times – Navigating Your
company successfully through the 21st century business world. Berlin, Springer,
2020), i.e., on the one hand, extending the scope to the public sector, for example,
and, on the other hand, focusing more strongly on concretization and practical
application in various different industries.

The reason for the desire to continue work on the three-pillar model
(abbreviated in the following as “3-P-Model”) is the success in initial applications
of the model in practice and the encouragement from numerous discussions with
decision-makers and users experienced by the editors and authors of the previous
book. Additionally, the “corona crisis” that happened while writing the book has
underlined the relevance of the three pillars, the strength of the model, its
universal applicability, and its value in finding solutions that work well even in
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extreme situations. This includes learning and developing for future challenges
but also the growing awareness of people of the social purpose of organizations,
the shared willingness to travel under unknown conditions and to experiment
with how we can connect our resources even under unusual constraints.

In this chapter, a detailed recap of the 3-P-Model is documented, especially for
all readers who have not read the previous book.

1 The Starting Point

Some days after the publication of our previous book with Springer (Wollmann et al.
2020) (Fig. 1), a representative number of the community—from this book and the
previous one, all the editors and a large number of authors—met in mid-October
2019 for a workshop in Montalcino to discuss the lessons learned, to exchange first
experiences in application and discussions of the 3-P-Model, and to decide the next
steps (Fig. 2).

The development of the new 3-P-Model (for a quick recap, see below) and the
writing of the book took more than 2 years and a lot of personal and virtual
interactions, explorations, and applications to reach the necessary maturity. What
now seems to be a quite simple and self-evident project was not at all like this in the
beginning. The intensive engagement and the approach to develop the model step by

Fig. 1 The book published by Springer in 2020 and the editor and author community
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step led to constant new insights and understanding as well as to encouraging
experiences concerning application of the model in various contexts.

Though this process was demanding, it created a high level of enthusiasm in the
group which, on the one hand, led to a significant increase in the size of our
community and, on the other, to the strong will to further tackle the topic, which
meant covering a wider range of practical applications, widening the scope beyond
enterprises to institutions, e.g., in the public sector, and further involving the societal
relevance or “public value” (Moore 1995; Meynhardt 2009)—i.e., stressing the

Fig. 2 Impressions from the Montalcino workshop: retrospective on the former book process,
approaching the new book (Photos by authors, used with permission. All rights reserved)
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value-added for society as a whole by all sorts of organizations, e.g., enterprises, the
public sector, global and local institutions, churches, and NGOs.

As a result of the review of the first book and the retrospective look at the process,
all members of the community at the Montalcino workshop agreed that the success
factors from the previous book should be maintained:

• Strong linkage of the chapters and articles of the new book to the daily work and
experiences of people: Which new insights arise from the perspectives of sustain-
able purpose, travelling organization, and connected resources? What lessons
learned and takeaways can be helpful for future situations and the overall
transformation?

• Prevention of too strict, abstract, and dogmatic definition of ideas, concepts, and
terms, but expectation of precise clarification, comprehensibility, and usability,
e.g., through practical cases.

• Being mindful to involve cultural aspects that determine the success of any
transformation process: How do they influence the way the three pillars are
applied and how should the pillars create impact?

• Interconnecting authors and articles with certain interfaces to cooperate and align
themselves—which means applying the three pillars to our own tasks.

• Keep diversity and freedom for the authors as a precondition for creativity—but
referring to the 3-P-Model should be mandatory to develop joint knowledge from
its application.

• Working on our model and its application needs vivid, regular, and frequent
community discussion. This includes community events to jointly evaluate the
maturity of the articles and align them, which we started to continue at the virtual
level.

At this point, the overarching general purpose of the new book was to place the
3-P-Model in even more concrete terms, extend the number, range and areas of
application, and summarize experiences to date.

This was before the “corona crisis” started, and our global society, not only the
business world, was forced to embark on a challenging journey into the “known
unknown.”Now the purpose of the book has taken on an additional dimension as the
meaning and importance of the three pillars has been underlined and even needs to
be extended:

• Regardless of whether it is for commercial enterprises, public institutions, sci-
ence, or NGOs, these days it seems impossible to reasonably define their purposes
without connecting them to societal concerns or their “public value”(even more
obvious in the Covid-19 pandemic starting in 2020). Nor is it possible to neglect
or ignore intensive discussion about their real purposes in the future and how they
relate to each other, in their ecosystems, and in the global contexts. Additionally,
thinking in risk adjustment and business continuity management categories might
impact on the calibration of purpose definitions. So, it is understood that the
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purpose in general must be rethought in and after the Covid-19 era to understand
potentially necessary changes.

• It is impossible to regard the mindset and concept of a travelling organization only
as a desirable option. A global journey has been started; we have to face it and the
need to manage it in a responsible way, in our ecosystem and its global context.
We are learning that starting journeys into the unknown or even “unknown
unknown” are not preventable, for anybody. Such journeys can take dramatic
turns that many of us could not have imagined so far. In the Covid-19 era, every
individual, group, and organization is part of this journey and should be reviewed
after the pandemic because our past normality will not be our future one. The
global crisis will be—and this is evident—for most organizations, the major
phase in their development and transition for years, even if they only struggle
for survival. In any case, one thing is obvious: crisis becomes a significant part of
the journeys—since other crises, such as climate change or migration, also must
be coped with.

• It is impossible not to redefine connectivity demands and connection points in the
society and in companies’ and institutions’ ecosystems with their world-wide
partners. The new digital collaboration tools and practices or the reconfiguration
of supply chains but also political influences and global crises as described not
only are connected with each other but also highlight the need for joint action over
decades. We have experienced that the connectivity of all our resources is crucial,
going beyond national boundaries and closed-shop mentalities. Strong overarch-
ing global and local communities are more important than ever.

That means that the new book will be able to provide some valuable stimulation
for a broad range of situations, even including coping with disastrous situations like
the climate crisis, the Covid-19 pandemic, and “crises impacting on global and
national economies” even though this was not the initial intention. But we added
considerations to the book’s purpose to increase the applicability, which means to
also consider crises as a test case for the 3-P-Model.

Such crises are often, on the one hand, a catalyst for fundamental thoughts on
recalibrating the 3-P-Model’s application on an organization; on the other hand, they
may act as “accelerators” for existing “hidden or well-known systemic
developments” such as digitalization or social value shifts.

2 The Three-Pillar Model Recap and Further Development

The three-pillar model (3-P-Model), described in the previous book, was created to
cover the urgent need of organizations in the current volatile, uncertain, complex,
and ambiguous (VUCA) world to show adequate solutions to the question of how to
be organized and managed in a dynamic way, how to commit to a clear direction and
belief, and how to develop and connect the valuable resources they need to create
impact and value. This includes embarking on the necessary journey even if all final
clarifications have not been done, which means experimenting, prototyping, and
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piloting ideas and approaches to gradually find the right development path. Now the
uncertainty of the VUCA world has been exponentially increased by the Covid-19
pandemic; experts estimate that its impacts might take a decade to finally get over
(whatever this means) and that, potentially, the world will be different afterward in
terms of the calibration of the relationship between governmental and societal
system, enterprises and public sector, environmental and economic inter-
relationships, etc. Clarifying and balancing this kind of connectivity will be a
journey of its own, challenging new collective processes and practices.

The three main design principles for future organization and leadership can be
described in detail as follows:

• Sustainable purpose
The employees and teams in the organization but also its key stakeholders in the
entire ecosystem and business environment must know what the organization
stands for and what entrepreneurial value and societal contribution it creates. This
includes the reciprocity of enterprises, public and social institutions, science, etc.

The purpose must remain sustainable, reliable, and consistent, supported by
leaders, employees, and stakeholders and lived by important representatives of
the organization. The purpose aligns, convinces, and inspires the people involved
in the joint endeavor, making them confident and proud to be a part of it and to
contribute to it. Employees and team leaders can then take this overall purpose
and translate it into what it means concretely for their teams and for them
individually. Even—or especially—in crises, it proves its ability to provide
orientation and energy and to keep the organization together on its way.

• Travelling organization
Business consistency, strategic stability, and structural continuity with some
episodic change projects from time to time. This has long been an illusion in
disruptive and crisis-ridden times. Now, we must understand that organizations
are continuously on a journey, experiencing twists and turns, following their
purpose or even striving for survival, and always looking for the best way
between poles, alternatives, and options. If the teams do not know what to expect
around the next bend, they must take smaller steps and explore the terrain. Even if
they don’t know in advance what the best result will be, they will achieve it: they
believe in their motivation and ability to manage the journey and to rely on their
agile mindset, self-reflection, readiness to embrace change, and willingness to
deliver. People in a travelling organization are curious, open, courageous, and
keen to experiment, and they deal well with uncertainty, stress, and unforeseen
incidents—and they are empowered to take decisions swiftly by themselves and
to operate on their own.

In the Covid-19 pandemic, the journey has become part of a global endeavor
of the entire states, economies, financial systems, social systems, etc., all of them
overwhelmed and stressed—there is no chance of being unable to cope with the
dynamics.

• Connecting resources
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The organization has to be aware that impact, value, and efficiency but also
survival need multiple connectivity between humans, organizations, and
ecosystems; between expertise and influence; between different political and
social systems and cultures; between enterprises, scientific research, and public
sector; between customer satisfaction and economic needs; between strategy,
processes, and skills; and between risk management and business continuity.
This means managing connectivity; preventing unconnected structural silos,
boxed competencies, and echo chambers; and inspiring and supporting multilat-
eral behaviors and initiatives in global and local professional communities,
balancing the various, often contradictory, interests between the stakeholders.

All three pillars are key assets of systemic dynamics and high organizational
effectiveness: They provide orientation and inspiration, giving fundamental
impulses to start the journey and to connect the resources for joint success. Based
on these findings, the 3-P-Model was created and its application tested, and mainly
described, with reference to the business world. Now, a number of months later, after
intense discussion and experiences, we have been struck by how well the model can
also be applied to the current Covid-19 pandemic and to the public sector, including
international institutions such as the UN, GIZ, etc.

3 Maturity Check for Your Organization: The 3-P-Model
Questionnaire

In the previous book, a questionnaire was developed to check the 3-P-Model
readiness of an organization in a simple way. For a focused application of the 3-P-
Model to a specific organization, program or project, a tailor-made approach should
be chosen, so the evaluation questions must be flexibly tailored to the concrete
situation and setting. A more detailed version is documented in the appendix. You
can explore the evaluation questions via three meta-questions:

• What are your needs, goals, and visions for each of the questions—and how do
you share them with your team and in your organization?

• What have you achieved so far—and how do you get common evidence on this?
• What are the next steps on your journey—and how will you create commitment?

The result is a common understanding of the journey and its purpose, where you
are on the journey and what the tasks are and next steps you will have to take. This
will also lead to decisions concerning structural, processual, and practical questions.
The purpose of this book is not to provide you with perfect recipes but to deliver
helpful questions and inspirational examples. The key is to regularly check the
organizational setting against the questions, underlining the relevance of sustainable
purpose, travelling organization and connected resources.

How should this challenge be approached in practice? In our experience, it is best
to use simple tools and formats. We have very good experience with, for example,
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backlogs, feedback practices, reviews, and forums. This means that you have a
physical and digital board where you can collect, view, prioritize, organize, and
track tasks. Continuous feedback loops and reviews help to create a common
understanding of where you can strengthen, reduce, cancel, start, and keep the
activities that are essential on your journey. Activities and tasks are key, as are
their relevance and priority in the joint journey. Physical or digital forums are the
communication hotspots that can take place at different physical or digital sites in the
organization and its ecosystem, thus standing for the journey, its issues, and places:
central marketplaces, IT working places, customer workshops, management
discussions, meetings in the new factory, leadership and community conferences
provide transparency, understanding, exchange, feedback, and new impulses.

After having given a first, quick feeling of how to proceed, the questionnaire is
presented in which we have summarized the results of our previous book. This way
you can get a good overview in a manageable format. This questionnaire will be
further developed based on the following chapters and then presented in its new
version in the final chapter.

The evaluation questions are listed along the phases of the journey:

• Awaken for the journey
– How far did you explore the VUCA world with your team?
– Were you able to create a shared understanding?
– Is there a real commitment to a sustainable purpose?
– Is the transition process toward becoming a travelling organization sufficiently

prepared?
• Interlink for the journey

– To what extent are teams and individuals involved and convinced?
– Could an agile mindset be developed? To what extent?
– Are differences in opinion and working styles used as learning opportunities?
– How is exchange on the route and impact of the endeavor organized?

• Practice the future
– Are all resources with each other effectively and efficiently connected?
– To what extent is silo thinking overcome in favor of collaborative solution

working?
– Are the different working styles in your teams well connected?
– What is the outcome of exploring various mindsets, experiences, and

expectations?
• Lead on the journey

– How is leadership as a servicing function realized and distributed?
– To what degree is leadership practice connected to the purpose?
– How is the communication about new policies and daily work organized?
– Is there sufficient care for psychological safety from collective behavior?

• Establish new practices
– To what extent are your portfolios, roadmaps, programs, and projects aligned

to the purpose?
– Has an agile communication platforms and practices been set up?
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– To what extent are liberating interventions applied?
– How is success evaluated and how are new practices calibrated?

• Empower your people and organization
– Is your recruiting focus on people with curiosity, openness, and agility?
– Is there a climate of encouraging staff to take on roles and manage processes?
– To what extent are feedback and learning procedures in place and working?
– Is there a concept in place to evaluate success and calibrate development?
Working on such questions leads to an intensive discussion, to a valid check of
the maturity degree in terms of the 3-P-Model of an organization, and to some
lessons learned along all phases of a travelling organization. It is a kind of
concrete walk through the transformation (as in a movie). It ranges from the
start phase to the continuation into a new quality of agile organization.

If the questions are asked regularly, we can see how the learning processes and
the capabilities of the organization develop, which they need to do in an uncertain,
disruptive, and crisis-ridden environment. Feel free to adapt the questionnaire to the
situation in your organization and prototype it together with your employees. A
company, its teams, and the people who conduct this kind of continuous evaluation
are less prone to assuming obstacles, having perception biases, postponing conflict,
and experiencing frustration due to the lack of connectedness in the journey.

First experiences and success stories show how the collective work on the three
pillars, their questions, and impulses create a shift in the organization and leadership,
from the illusion of stability and energy invested to stick to it toward the reality of
travelling and the need to navigate the journey. The implementation strategies are
different whether you want to discuss them regarding the entire organization or start
with progressive units or test them in strategic programs or projects, then spread it
into the organization. Thus, you have a dual, but closely connected, line of discus-
sion: one on the content (see above) and one on the transition process, as described
below.

4 Development of Your Organization: The 3-P-Model
Concept Application Options

In addition to the questionnaire, the 3-P-Model community has created a rough
development and consulting concept. The focus is on scalable flexible interventions
based on the 3-P-Model. The process includes creation and learning loops, with
regular progress and setting checks (Fig. 3). The concept is combined with an
understanding of external, complementary support: In most cases, all necessary
resources are in the organization, but externals can facilitate to connect them for
new effectiveness—which results in the practical experience of a new quality of
connectivity.
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