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• Defining economics 
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• The need for new economic thinking 

• New Economic Models

• What does this mean for you? 
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Defining economics
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What do you think about when you think about economics? 
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Economics is the study of PEOPLE
and CHOICES

• Economics as a field is relatively young 

• Definitions have varied over time

“Economics is the study of how societies use scarce resources to produce 
valuable commodities and distribute them among different people” –
Samuelson 

“Economics is the study of how people choose to use re-sources.” 
“Resources include the time and talent people have available, the land, 
buildings, equipment, and other tools on hand, and the knowledge of 
how to combine them to create useful products and services.” –
American Economic Association

“Economics is the study of how humans use knowledge to identify 
resources and use these scarce resources to create, using knowledge, 
commodities and distribute them among people.” – Khumalo (2012)

Picture: Faisal Khan
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Economic Thinking

• Economic theories are 
constantly proven, disproven, and 
revised. The problem is, when these 
theories are wrong, millions of 
people can be adversely affected.

Picture: Practical Action

“Economics is a ‘derived’ science which accept 
instructions from […] meta economics. As the 
instructions are changed, so changes the 
content of economics.” – Schumacher (1973)

“
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“Old” economic thinking
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Our current economic model is often labelled as 
capitalism

• “We have no better term than 
‘capitalism’ to describe the 
economic system that 
consolidated in the eighteenth 
century and led to such huge rises 
in productivity” – Hodgson, 2015

Take some time to discuss with 
your neighbor: how do you 

understand capitalism? 
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What do we talk about when we talk about…
CAPITALISM

• Hodgson (2015) proposes a definition 
of capitalism that includes private 
property, widespread markets, 
widespread employment contracts 
and developed financial institutions 
that involve credit money and the sale 
of debt

• Important role for property and 
capital to act as collateral for loans
• Capital in a narrow definition of money and 

collateralizable assets 
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Some history on our current economic thinking

• Historical theories build into capitalism

• Current theory builds upon: 

• Adam Smith, Wealth of Nations (1776) 

• John Keynes, The General Theory of Employment, Interest and Money 

(1936)

• Milton Friedman, Capitalism & Freedom (1962) 

• Combination of several theories: 

• Classical economics

• Keynesian economics

• Monetarism

• Supply-chain/ trickle-down economics

• Etc. 

Picture: bigstock-capitalism-word-cloud-78525653/
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Principles of current (?) 
economic economic thinking
• Homo Economics: We are rational, self-serving beings

• Private ownership and a separation between producers and the 
means of production

• Free markets create their own equilibrium through the working of 
self-interest (invisible hand)

• No cap on growth or wealth – accumulation of wealth and money 
to reinvest 

• Economies operate on a global scale to maximize efficiency and 
profit

• Government’s role is to correct market failures

• Growth of GDP as a measure of value the highest goal

• The license-to-operate for businesses is to make a profit

Picture: image bookcover
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We don’t have 
one global economic system

…

… But we do see pressures to 
align with capitalist principles 

from powerful global 
institutions
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The Need for ‘new’
economic thinking

Environmental degradation & Climate Change

Inequality

Photo by Ecosystem Collapse

Photo by Matt Collamer on Unsplash

https://unsplash.com/@breakyourboundaries4?utm_content=creditCopyText&utm_medium=referral&utm_source=unsplash
https://unsplash.com/photos/man-holding-card-with-seeking-human-kindness-text-8UG90AYPDW4?utm_content=creditCopyText&utm_medium=referral&utm_source=unsplash
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The logic of why our economic thinking 
might be the cause of our current problems

• In order for there to be growth, demand much 
exceed supply

• Much effort has been placed to make sure 
there is demand

• In order for there to be profit-growth, revenue 
much exceed costs

• Costs mainly consist of two things: 
• Natural resources (nature)
• Labour (people) 

• … leading to an incentive to exploit
• Environmental degradation & climate change (nature)
• Inequality (people) 
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Is the economy really the problem?
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Technological innovation 
as the holy grail? 

• Scientist have proved a 
“rebound” effect, in which not all 
gains from increased efficiency 
are seen as a decrease of 
resources used.

• The largest rebound is called the 
“Jevons paradox”
• the observation that improvements in energy 

efficiency are often connected with rising, not 
falling, energy consumption. 

Can you come up with a (personal) example of a rebound effect? 
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Car fuel: efficiency gains are eliminated by larger, heavier models

Will technological innovation save us? 

Leads to need to be skeptical about what technology can do? 
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Wealth distribution
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Capitalism produces ecological crisis for the 
same reason it produces inequality: because the 
fundamental mechanism of capitalist growth is 
that capital must extract (from nature and 
labour) more than it gives in return" 
– Dr. Jason Hickel (de-growth scholar) on Twitter Sep 30, 2021

“
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At the end of this paradigm 
of economic thinking?

Picture: Mackay cartoons

• Multitude of crises that even transitions 

within sectors seem incremental

• More and more scientific understanding of the 

economic system as root cause

• More and more societal critique on the 

economic system itself (rather than on the 

effects of the economic system)

• Economic thinking not adequate when looking 

at the many challenges our societies face. 
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‘New’ Economic Models
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Different models have different (though 
sometimes similar) aims

Aims to IMPROVE THE EXISTING

• Green growth

• Conscious capitalism

• Stakeholder capitalism

• New enterprise-forms 

Aims to CHANGE THE SYSTEM

• Post-/ De-growth

• Doughnut Economics

• Commons/ Solidarity Economy

• Wellbeing Economics

• Circular Economy

F
O
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The problem isn’t capitalism…
… but what capitalism has become
• There’s a line of economist and business scholars 

who state the problem is the execution of 
capitalism

• “Crony” or “Speculative” capitalism

• We can reform capitalism, improve, take it back 
to the original ideas

• This line of thought is seen in: 
• Green growth
• Conscious capitalism
• Stakeholder capitalism
• New enterprise-forms 

Picture: Illustration by II (Bigstock photo)
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Green growth
Growing without more harm on the planet 

Conscious Capitalism
Four tenets (basic principles) that reflect 
WHY companies exist and HOW they can 

create more value

Stakeholder Capitalism
Companies seeking long-term value creation 
by taking into account the needs of all their 

stakeholders, and society at large

New Enterprise Forms
The creation of hybrid organizations that 

combine financial and social value creation 
(BCorp, social enterprise, not-for-profit 

enterprise, etc.)
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What does all this 
mean for you? 
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Hybridization

(Mair et al., 2012)
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“What is in your hand?” 
- Prof.dr. Alex Edmans 

How can YOU make a meaningful contribution? 
Aka, what is in your hand? 



Classification: Internal

It will be a journey to discover the values and concepts 
underlying new systems and structures. 
We need a multi-perspective inquiry process



FOUR TENETS 
OF CONSCIOUS 
BUSINESS
Jacqueline Scheidsbach
Executive Director
Impact Centre Erasmus 



The foundation of conscious businesses

In the context of "conscious business," being conscious generally refers to an 

approach to business that takes into consideration the direct and indirect impacts 

of business practices on all stakeholders, including employees, customers, the 

environment, and society at large.

Being conscious in the context of conscious business also involves cultivating a 

culture of mindfulness and awareness among employees, promoting collaboration 

and empathy, and encouraging personal and professional growth and development.

Ultimately, conscious business aims to create a more equitable, resilient and 

flourishing world by using the power and resources of business to contribute to the 

greater good.

32

Source: Kofman, 2008



The foundation of conscious businesses

• Companies can do good and be successful at the same time.

• Conscious Business supports the movement of companies that know that profit 
and growth are no longer the main focus. That you are only successful if the 
world around you is also doing well. 

• Conscious leaders therefore take into account all stakeholders who are directly or 
indirectly connected to your company

33



From traditional capitalism to conscious business

34

“The purpose of business is not to create profit. 
The purpose of business is to create profitable 
solutions to the problems of people and planet. 
Not to profit by creating problems for people 
and planet.” – Colin Mayer CBE

“There is one and only one social responsibility of 
business—to use its resources and engage in 
activities designed to increase its profits so long as 
it stays within the rules of the game, which is to 
say, engages in open and free competition 
without deception or fraud.” – Milton Friedman



From traditional capitalism to conscious business

35

… toFrom …

Profit focus

Shareholder perspective

Short-term

Zero sum

Business Perspective

Conflict of interest

Exploitative

Trade-offs

Control

Transaction focus

Efficiency

Homo economicus

Purpose focus

Stakeholder inclusion

Long-term

Win-win-win

Impact Perspective

Harmony of Interests

Balanced

Values

Trust

Transformation focus

Effectiveness first | efficiency second

Homo Florens

Adapted from Mackey, Sisodia (2013)



The four tenets of Conscious Business

36

1st tenet: Purpose

2nd tenet: Culture & Management

3rd tenet: Leadership

4th tenet: Stakeholder inclusion

Context & Transformation

Self-scan



The four tenets of Conscious Business

37

• Interconnected and mutually 
reinforcing
• A clear purpose is needed for conscious 

leadership?

• Foundational, not tactics or 
strategies

• Represent the essential elements of 
an integrated business philosophy 
that must be understood holistically 
to be effectively manifested
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Introduction

The four tenets of conscious business

1st tenet: Purpose

2nd tenet: Culture & Management

3rd tenet: Leadership

4th tenet: Stakeholder inclusion

Context & Transformation

Self-scan



Purpose?

39

“Profit for a company is like oxygen for a person. 
If you don't have enough of it, you're out of the 

game. But if you think your life is about 
breathing, you're really missing something.” –

Peter Drucker



What makes a purpose statement?

x

40

What do you think about these statements? Discuss



Purpose statements
• ‘Mission Zero 2020 ‘ (1996), achieved in 2019

• Adaptation to ‘Take Back‘ Program

Tony’s purpose: From ’100% slave free chocolate’ to ‘Making 

100% slave free chocolate the norm’

Also: “why we still don't say we are 100% slave free“

2005: create consciousness

2012: show the way

2019: examples make others follow

2023: Mission lock
41

Info: https://unfccc.int/climate-action/momentum-for-change/climate-
neutral-now/interface



Benefits of purpose
- Dot on the horizon: Offers clarity for all stakeholders, not only internally, but also externally

- Employee motivation & engagement (van Tuin et al., 2020)

- Financial performance -> promise of total performance: "Moving away from THE business case"

Susanne Veldung:

1. Purpose in theory

2. Purpose in reality

3. Purpose in action

42

van Tuin, L., Schaufeli, W. B., Van den Broeck, A., & van Rhenen, W. (2020). A corporate purpose as an antecedent to employee 

motivation and work engagement. Frontiers in Psychology, 11, 572343.
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Introduction

The four tenets of conscious business

1st tenet: Purpose

2nd tenet: Culture & Management

3rd tenet: Leadership

4th tenet: Stakeholder inclusion

Context & Transformation

Self-scan



Culture & Management

44

- Overpromise and underdeliver -> A recent study of more than 6,000 articles on 

sustainability initiatives by large organisations shows that they do not have the 

societal impact they promise.

- (Inherent) Motivation – pressure or external motivation

- Benefits: short term – long term

- Mission drift – mission lock – warm glow effect

“By taking people and human organizing as starting points, we avoid blurring the lines 

between ethics and advertising, between identity and brand, and between meaning 

and bullshit.” – Stephan Ummelen

• Relationships

• Trust

• Values



Consciousness

• What does it mean to be conscious?

• To be conscious means to be aware of our inner and 

outer worlds, to be fully awake. 

• It includes self-reflection on one’s own beliefs, 

emotions, motives, values, goals and impact. 

• Consciousness also includes the capacity for abstraction 

which allows humans to manage complexity.

This Photo by Unknown Author is licensed under CC BY-NC

Key Source:
Kofman, F. (2008). Conscious business: How to build value through values (Vol. 1). ReadHowYouWant. Com.

https://in5d.com/cosmic-consciousness-phenomena-the-overview-effect/
https://creativecommons.org/licenses/by-nc/3.0/
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The four tenets of conscious business

1st tenet: Purpose

2nd tenet: Culture & Management

3rd tenet: Leadership

4th tenet: Stakeholder inclusion

Context & Transformation

Self-scan



Characteristics of conscious leaders

47

Make a positive difference Embed a Shared Purpose

Conscious
Leadership

Help People Grow and Evolve Make Tough Moral Choices

• Choice between “right and right” 
'and' vs 'or' thinking

• Choice based on purpose and core 
values.

• Seek strategies that simultaneously 
fulfill multiple values.

• Treating people with respect, 
regardless of their rank or role.

• Give 'voices' to people
• Appreciation of the uniqueness of 

talents.

• Maintaining the status-quo is not 
the goal but making a lasting, 
positive impact on the world.

• Inspire people not force people to 
do things.

• Merchants of hope and 
entrepreneurs of meaning.

• Telling the stories of “Who I am”, 
“Who we are” and “Where we’re 
going”.

Source: Mackey, Sisodia (2013)



Conscious Leadership

48

False trade-offs Inclusive thinking



Leadership - Inner Development Goals

49

• Based on SDGs

• However, blind spot: Individual angle on skills and 
qualities for sustainable development

• Focuses on what is needed in order to successfully 
work with complex societal issues

• 5 categories, 23 skills

• Including skills and qualities that are important for general 
well-being or for empowering individuals to lead satisfying 
lives.

• Dorianne Cotter-Lockard:

• Inner Compass

• Paradox & Ambiguity



50

Introduction

The four tenets of conscious business

1st tenet: Purpose

2nd tenet: Culture & Management

3rd tenet: Leadership

4th tenet: Stakeholder inclusion

Context & Transformation

Self-scan



Differences of stakeholder inclusion between 
traditional and conscious businesses

51

Conscious businessTraditional business

• Making trade-offs among
stakeholders

• Managers who make trade-
offs advantageous to the 
investors are seen as good 
managers

→ Zero-sum thinking

• Goal: Making all 
stakeholders better off

• Business is the ultimate 
positive-sum game – even 
among competitors

→ Positive-sum thinking

Conscious business: “If we look for trade-offs, we always will find them. If 
we look for synergies across stakeholders, we can usually find those, too.”

Source: Mackey, Sisodia (2013)
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Stakeholder inclusion

A poster of the Grandparents for Climate's 'Chair of the Future' / 
'Toekomststoel' van de Grootouders voor het Klimaat.
© Greetje de Haan



Stakeholder inclusion

53

Source: World Press Photo 2017, Francis Pérez, category: nature



Stakeholderinclusie

54

Two Na’vi protested outside Vedanta’s AGM. © Survival 



Stakeholder inclusion

- (Common) Challenge is the centre, rather than the company

- Inclusion vs. management
- ‘Management’ is based on control

- To communicate ≠ include

- Prof dr Karen Maas - 6 aspects: UN Global Compact

- Motivation

- Goalsetting

- Types of stakeholders

- Approach

- Outcomes

- Disclosure | Transparency

55
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Introduction

The four tenets of conscious business

1st tenet: Purpose

2nd tenet: Culture & Management

3rd tenet: Leadership

4th tenet: Stakeholder inclusion

Context & Transformation

Self-scan



Context & transformation
• The pillars must be aligned

• Inclusive thinking instead of trade off

• Not a one-time exercise

• No fixed step-by-step plan

Depending on the context:

• sectors require different types of transformation

• country-specific & industry-specific legislation

• type of organization ( healthcare company vs. service platform vs. manufacturing company)

57



Self-scan
Developed by consultants of Conscious Business Netherlands (consultancy).
No involvement of Impact Centre Erasmus!

58

https://scan.consciousbusiness.com/assessment/



Purpose

Dr Susanne Veldung
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Modules

Purpose in theory

Purpose in reality

Purpose in action

1

2

3
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1
Purpose in theory
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Purpose of purpose

Source: EY (2015)

“Purpose is certainly not just a marketing issue 
or positioning of your brand image. Purpose 
should impact every aspect of the firm.”
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The tenets of a Conscious Business

Source: Impact Centre Erasmus
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Question #1
Do you have a purpose statement in your organization?

No, we do not have 
a purpose statement

Not yet, but we are 
working on a purpose 

statement

Yes, we have a 
purpose statement

Source: EY (2015)

44% 46%10%
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Types of purpose

Source: Gartner (2021)

Compliance Optimization Transformation
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Question #2
What is your purpose statement about?

Our purpose statement 
is about compliance

Our purpose statement 
is about optimization

Our purpose statement 
is about transformation
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From compliance to impact

Source: Impact Centre Erasmus
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The tenet of Higher Purpose

Source: https://www.consciouscapitalism.org
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The four categories of Higher Purpose 

Source: Mackey/Sisodia (2013), p. 59

The 
Heroic

The 
Good

The 
True

The 
Beautiful

Service to others – improving health, 
education, communication, and quality of life 

Discovery and furthering 
human knowledge

Excellence and the 
creation of beauty

Courage to do what is right to 
change and improve the world
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Examples for the four categories of Higher Purpose

Source: Mackey/Sisodia (2013), p. 59

The 
Heroic

The 
Good

The 
True

The 
Beautiful
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Reach of purpose

“If a company starts with a clear purpose, it is 
much more able to form authentic customer 
relationships and attract like-minded 
customers, those who share its passion.”

Source: Mackey/Sisodia (2013), p. 77
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External engagement

Source: Grewal/Roggeveen/Sisodia/Nordfält (2017), p. 55-64
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Internal engagement

“For great workplaces, the way to inspire, 
engage, and retain their people lies in 
purpose: providing employees with work that 
is more than “just a job”.”

Source: Great Place to Work (2023)
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Most executives believe purpose matters…

Source: EY (2015)



Classification: Internal

Question #3
How relevant is it for your decision-making to have a purpose 
for your organization?

Not relevant
Neither not relevant 

nor very relevant
Very relevant
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2
Purpose in reality
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…but only a minority said their company currently runs 
in a purpose-driven way.

Source: EY (2015)
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“Although 90% of executives surveyed said 
their company understands the importance of 

such purpose, only 46% said it informs their 
strategic and operational decision-making.”

Difference between purpose in theory and in reality
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Question #4
Is the purpose articulated and understood in your organization?

Purpose not well 
understood or 

articulated

Purpose understood by 
some areas better than 

others

Purpose clearly 
articulated and 

understood

48% 39%13%

Developers PrioritizersLaggards

Source: EY (2015)
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Question #5
But do you activate the purpose in your organization?

No, we do not activate 
the purpose

We try/tried to activate 
the purpose, but failed 

so far

Yes, we activate the 
purpose 
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Question #6
What are barriers regarding purpose activation?

No, we do not activate 
the purpose

We try/tried to activate 
the purpose, but failed 

so far

Yes, we activate the 
purpose

What are the
barriers? 

What are the
barriers? 
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Barriers for purpose activation

Source: EY (2015)

Poor communication 
from leadership

Short-term pressure 
hinders management‘s 
ability to focus on long-

term value creation

Staff performance 
targets/incentives not 
aligned with purpose

Systems/infrastructure 
not aligned with 

purpose

Lack of meaningful 
metrics to capture/track 

long-term value 
creation

Insufficient buy-in 
across the organization
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Question #7
What are success factors regarding purpose activation?

No, we do not activate 
the purpose

We try/tried to activate 
the purpose, but failed 

so far

Yes, we activate the 
purpose

What are the
success factors? 
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Areas for purpose activation
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3
Purpose in action



Classification: InternalSource: EY (2015)

“53 % of executives who said their company 
has a strong sense of purpose said their 
organization is successful with innovation and 
transformation efforts.”

Companies with a strong sense of purpose are able to 
transform and innovate better.
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Impact of purpose

Source: EY (2015)

Generating financial 
returns for shareholders

Inspiring innovation and 
positive change

Providing employees 
with a sense of meaning 

and fulfillment

Positively impacting 
wider society/the 

community

Contributing to a 
sustainable world

Galvanizing employees 
to persevere through 
challenging situations

Reducing negative 
impact on the 

environment while 
reducing costs

Creating value for the 
customer
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Impact of purpose on revenue

Percentage who indicated how their revenue has changed in the past three years

Source: EY (2015)
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Impact of purpose on brand value growth

Source: Kantar (2021)
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Three steps to become a purposeful brand

…for something they 
believe will deliver 
true value and 
improve the lives of 
their customers.

…from competitors by 
intentionally 
delivering a distinctive 
customer experience 
across all channels, 
that is consistent with 
their promise.

…by creating the 
appropriate culture to 
ensure sustainable 
and authentic delivery 
over the long term.

Stand up Stand out Stand firm

Source: Smith/Milligan (2015)
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“An organization’s culture of purpose answers 
the critical questions of who we are and why 
we exist through a set of carefully articulated 
core beliefs. A culture of purpose guides 
behavior, influences strategy, transcends 
leaders–and endures.”

Culture of purpose
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Management &
Culture

Stephan Ummelen



Relationships are about trust.

Successful organizations are about relationships.

Trust is about sharing values.

The main message





Management
/ˈkʌltʃə/

To lead the horse through its steps.



Culture
/ˈkʌltʃə/

To cultivate, tend and grow.



I have some questions.

- why does half of Holland mistrust organizations?
(Source: Adformatie)

- why does 1 out 3 Dutchies have little to no confidence in leadership?
(Source: Great Place to Work)

- why is Holland doing so poorly when it comes to employee engagement?
(source: Gallup)

How does this relate to culture and management?



Organizations are about relationships.





‘The biggest economic question ever 

is how we can successfully work 

together with complete strangers.’ 

- Yuval Noah Harari



Creating a tribe (or an organization):

who are we, and what do we stand for?

Collaborative Fictions



(Enthusiastic)

(Empathetic)
(Real)



values

expectation experiencerelationship

promise



values

experience

expectation

overpromise

underdeliver



Values Culture Clients General Public

relationships



How does your 
company culture 
improve 
human 
relationships?



Relationships are about trust.





Mea Culpa





‘Puffery’



More than 90% of Dutch organizations has gone 
through the trouble of defining their ethics.

What percentage of employees at these companies feel truly 
engaged with the company they work for?

<14%



Actual
Identity

Desired 
Identity

Communicated
Identity

Measuring Authenticity

ACID test of corporate identity 
(Balmer)



Most company values are marketing-driven.

The Problem

‘Who do we have to become 
in order to be successful?’



What do we actually stand for and 
how do we form sustainable 

relationships?

Values-Driven



How does your 
management style 
inspire trust?



Trust is about sharing values.





Can companies satisfy the 
search for meaning 

which churches no longer serve?
(for most of us)



Karl E. Weick, Kathleen M. Sutcliffe, David Obstfeld, (2005) Organizing and the Process of 
Sensemaking. Organization Science 16(4):409-421.

Meaning in complex environments like 
organizations, is socially constructed.

Sensemaking

https://pubsonline.informs.org/action/doSearch?text1=Weick%2C+Karl+E&field1=Contrib
https://pubsonline.informs.org/action/doSearch?text1=Sutcliffe%2C+Kathleen+M&field1=Contrib
https://pubsonline.informs.org/action/doSearch?text1=Obstfeld%2C+David&field1=Contrib


That means that written value statements and their 
behavioral codes are useless…

…unless they are grounded in personal experience
and given meaning together by sharing stories, 
symbolism and rituals.



How does your 
company share values?



What does conscious business ask of culture and management?



(Edelman Trust Barometer)

Business is now the ONLY force for good 
that can meet social challenges



A new generation is looking for meaning 
(work is no exception)



The role of leadership is to guide 
this process of sensemaking.

Meta-analysis: leadership by 
example is the key factor for 
cultural change.





-Values ​​play a key role in predicting repeat purchases

-Brand messages with self-transcending values ​​(such as social involvement) perform better when it  
comes to attitude towards the brand, quality and intention to purchase.

-Brand values ​​are more important than personality traits for long-term relationships

Strong values, loyal relationships, better results

2023 Dissertation Ronald Voorn, PHD



How does values-
based leadership 
lead to a 
meaningful and 
credible culture at 
your company?



Pitch Exercise



Your horizon 
story

o "Those who tell the story rule society" - Plato

o "Stories are much more powerful than statistics" - comment under a 
youtube by Simon Sinek

o Science showed: The brainwaves of the person telling the story and 
those listening synchronized.

o "Make things as simple as possible, but not simpler" - Albert Einstein

o "Simplicitiy is the ultimate form of sophistication" - Leonardo Da Vinci

o "Communication becomes more powerful when you visualise it" -
visual author Kim Ravers

131



https://www.youtube.com/watch?v=Hhk4N9A0oCA 

Template 'Hero's Journey'
'The Hero with the Thousand Faces' by Joseph Campbell



Leadership
Dr. Dorianne Cotter-Lockard



Conscious 
Leadership
“A new type of leadership is 
emerging. It turns the current 
business leadership paradigm 
of fear-based motivation on its 
head, creating a dynamic 
approach that is more 
purposeful, compassionate and 
humane.”

Olafsson, Allenby, & Tuck (2022). Beyond Ego - The 
Inner Compass of Conscious Leadership. 



Reflections on 
Day 1

• What surprised you about 
yesterday’s program, activities, or 
conversations?

• What did you learn about yourself?

• What is one thing you did not say 
yesterday that you want to say 
today?

(keep confidential what your partner 
tells you)

This Photo by Unknown Author is licensed under CC BY-SA

https://www.the-vital-edge.com/virtual-personal-assistant/
https://creativecommons.org/licenses/by-sa/3.0/


Visioning Process

Photo by Drew Beamer on Unsplash

https://unsplash.com/@dbeamer_jpg?utm_content=creditCopyText&utm_medium=referral&utm_source=unsplash
https://unsplash.com/photos/xU5Mqq0Chck?utm_content=creditCopyText&utm_medium=referral&utm_source=unsplash


Consciousness

What does it mean to be 

conscious?

To be conscious means to be 

aware of our inner and outer 

worlds, to be fully awake. 

It includes self-reflection on one’s 

own beliefs, emotions, motives, 

values, goals and impact. 

Consciousness also includes the 

capacity for abstraction which 

allows humans to manage 

complexity.

This Photo by Unknown Author is licensed under CC BY-NC

Key Source:

Kofman, F. (2008). Conscious business: How to build value through values (Vol. 1). ReadHowYouWant.Com.

https://in5d.com/cosmic-consciousness-phenomena-the-overview-effect/
https://creativecommons.org/licenses/by-nc/3.0/


Conscious Leadership
Discussion in Triads:

1) How often do you reflect on your beliefs, motives, values, goals, and impact? 

2) If you were to measure your capability to be aware of your inner world on a scale 
of 1 – 10 (10 = fully aware), what score would you give yourself? What first step 
could you take to increase you level of inner awareness?

3) What is your attention span and engagement in the following scenarios:
• 1 to 1 meetings and conversations

• Small groups – when you are facilitating/ leading

• Small groups – when you are a participant

• With stakeholders

• During difficult conversations

To be conscious means to be aware of our inner and outer worlds, to be fully awake. 

It includes self-reflection on one’s own beliefs, emotions, motives, values, goals and impact. 

Consciousness also includes the capacity for abstraction which allows humans to manage complexity.



(Related to the United Nations’ SDG’s)

Being –
Relationship 
to
Self

Thinking –
Cognitive 
Skills

Relating –
Caring for 
Others
and the World

Collaborating –
Social Skills

Acting –
Driving 
Change

Inner 
Compass

Critical 
thinking

Appreciation Communication 
skills

Courage

Authenticity 
and Integrity

Complexity 
awareness

Connectedness Co-creation 
skills

Creativity

Openness 
and learning 
mindset

Perspective 
skills

Humility Inclusive 
mindset and 
Intercultural 
competence

Optimism

Self-
awareness

Sense-
making

Empathy and 
Compassion

Trust Perseverance

Presence Long-term 
orientation 
and 
visioning

Mobilization 
skills

The Inner Development Goals (IDGs)

Self-
awareness & 
self-mastery

Integrated 
awareness 
of others

Presence 
& mindful 

action



Inner Compass:

“The concept of an inner compass is 

related to how people make priorities 

when making decisions and acting. A 

stable inner compass anchored in values 

relating to a larger whole means that 

concerns for the well-being of the larger 

whole are factored in in various 

situations.”

Jordan et al. (2021). Inner Development Goals: Background, 
method and the IDG framework. 



The Inner Compass:

“If we want to be more conscious as 
leaders, it probably comes as no 
surprise that we need to look deeply 
within ourselves and examine the 
inherited patterns that have been 
causing us to lead from a semi-
conscious state and operate from 
ego-based patterns.”

Olafsson, T., Allenby, S., Tuck, K. (2022). Beyond Ego: The Inner 
Compass of Conscious Leadership. New Leadership Press.

https://strategicleaders.com/solutions/inner-compass/

https://strategicleaders.com/solutions/inner-compass/


The Inner Compass:
Truth

“Truth for your [organization], truth 
for your team, and truth for yourself. 
… truth for yourself is the starting 
point”

Olafsson, T., Allenby, S., Tuck, K. (2022). Beyond Ego: The Inner 
Compass of Conscious Leadership. New Leadership Press.

https://strategicleaders.com/solutions/inner-compass/

https://strategicleaders.com/solutions/inner-compass/


Inner Compass: Our Relationship with Truth
Most of us are fundamentally truthful. However, when we were younger, we also 

learned some strategies and coping mechanisms which weren’t necessarily guided 

by truth at the core. 

Individual Reflection (homework):

• What did you learn growing up about being truthful?

• What is the story you tell about yourself? What do you include? What do you 

leave out? What do you embellish?

• What reactionary patterns do you see within yourself? How do those patterns 

affect your team and organization? 



Inner Compass
Truth

“If you want everyone [on your team] to be the best version of themselves, 

you need to lead them beyond ego to a place where vulnerability and 

psychological safety are the norm in the workplace.” ~ Olafsson, et al.

Questions to ponder (in pairs):

• How often do team members raise difficult issues, challenge ideas, or question existing processes? 

How empowered do you think they feel to do so?

• What steps are you taking to create psychological safety, so team members feel at ease to be 

themselves?

• How are you modeling vulnerability for your team members? How do you admit mistakes and 

acknowledge times when you don’t have the answer? 

Olafsson, T., Allenby, S., Tuck, K. (2022). Beyond Ego: The Inner Compass of Conscious Leadership. New Leadership Press.



Photo by Lee Chinyama on Unsplash

VUCA: Volatile, Uncertain, Complex, Ambiguous

Photo by Markus Spiske on Unsplash

Photo by Dustan Woodhouse on Unsplash

This Photo by Unknown Author is licensed under CC BY

Photo by Timo Volz on Unsplash
Grandjean Martin (2016) "Connected World: Untangling the Air Traffic 
Network"

https://unsplash.com/ko/@leechinyama?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/protest-crowd?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/@markusspiske?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/collections/77017557/protest?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/@dwoodhouse?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/ocean-pollution?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://athenaeumpub.com/coronavirus-covid-19-detection-symptoms-spread-and-prevention/
https://creativecommons.org/licenses/by/3.0/
https://unsplash.com/@magict1911?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/complex?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
http://www.martingrandjean.ch/connected-world-air-traffic-network/
http://www.martingrandjean.ch/connected-world-air-traffic-network/


Sitting with Paradox & Ambiguity - Polarities

Johnson, B. (1992). Polarity management: identifying and managing unsolvable 
problems. HRD Press.

This Photo by Unknown Author is licensed under CC BY

“The bad news about life is that we all face a number 
of unsolvable problems. 

However - The good news is that we can, in many 
cases, stop trying to solve and begin to manage them 
by holding two conflicting concepts in mind. This is an 
essential part of the leadership mind” 

~ Barry Johnson

https://www.flickr.com/photos/texturex/8425377685
https://creativecommons.org/licenses/by/3.0/


Sitting with Paradox & Ambiguity - Polarities

Moving from Either/Or thinking to Both/And thinking:

Either/Or is exclusionary

One right answer

“A” is right – “B” is wrong

Someone wins

Someone loses

Both/And is inclusive

Contains at least two points of view which are 
good and/or true

This Photo by Unknown Author is licensed under CC BY

https://www.flickr.com/photos/texturex/8425377685
https://creativecommons.org/licenses/by/3.0/


Staying Alive

Death

POSITIVE

Bring in Oxygen

NEGATIVE of inhaling 

to the EXCLUSION of 

Exhaling

Carbon Dioxide builds 

up

POSITIVE

Release Carbon 

Dioxide

NEGATIVE of Exhaling 

to the EXCLUSION of 

Inhaling

Oxygen deprivation

ExhaleInhale

©2015 Deep Change, Inc. All Rights Reserved.

Sitting with Paradox & Ambiguity - Polarities



Sitting with Paradox & Ambiguity - Polarities

Customer Needs 
AND Employee 

Needs

Change AND 
Stability

Mission AND 
Margin

Data and Intuition 
AND Experience

Get the Job Done 
AND Build Healthy 

Relationships

Centralized 
Coordination AND 

Decentralized 
Initiatives

Care for My Part 
AND Care for the 

Whole 
Organization

Top Down AND 
Bottom Up
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Photo by Alice Yamamura on Unsplash

Common Business Polarities

https://unsplash.com/@aakemiy?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/opposites?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


Sitting with Paradox & Ambiguity - Polarities

150

Photo by Alice Yamamura on Unsplash

What polarity are you sitting with 
that requires Both/And thinking?

https://unsplash.com/@aakemiy?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/opposites?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText


Polarity Map

Upside
• X

Downside
• X

Upside
• X

Downside
• X



Living Systems

• Interdependence

• Impacts felt throughout the system

• Cannot be separated into pieces and parts

Monbiot, G. 
(2022a). How 
wolves change 
rivers 
[remastered 
HD]. [Video]. 
Sustainable 
Human. 
https://sustaina
blehuman.org/s
tories/how-
wolves-change-
rivers/

Transforming Organisations

https://sustainablehuman.org/stories/how-wolves-change-rivers/
https://sustainablehuman.org/stories/how-wolves-change-rivers/
https://sustainablehuman.org/stories/how-wolves-change-rivers/
https://sustainablehuman.org/stories/how-wolves-change-rivers/
https://sustainablehuman.org/stories/how-wolves-change-rivers/


Transforming 
Organisations

“To improve the culture of 

an organisation, the leaders 

must change, or you must 

change the leaders.”

Barrett, R. (2016). Building a winning 

organisational culture. Barrett Values 

Centre. 

This Photo by Unknown Author is licensed under CC BY-NC

https://www.flickr.com/photos/usfwsmidwest/20513319225
https://creativecommons.org/licenses/by-nc/3.0/


Transforming to a 
Conscious Culture

Discussion:

• What happens within the chrysalis 
that turns a caterpillar into a 
butterfly?

• How is the chrysalis process 
similar to transforming an 
organisation with an established 
culture?

This Photo by Unknown Author is licensed under CC BY-NC

https://www.flickr.com/photos/usfwsmidwest/20513319225
https://creativecommons.org/licenses/by-nc/3.0/


Kegan & Lahey: 
Immunity to Change
(2001, 2009) Mismatch between stated goal 

and a person’s actions

Competing commitments

The BIG Assumption

Kegan, R., & Lahey, L. L. (2009). Immunity to 
change: How to overcome it and unlock 
potential in yourself and your organization. 
Harvard Business Review Press. 



KEGAN & LAHEY: IMMUNITY TO CHANGE (2001, P. 89) 

Kegan, R., & Lahey, L. L. (2001). The Real Reason People Won't Change. Harvard Business Review, 79(10), 84-92. 

Stated 
Commitment:
I am committed 
to…

What am I doing, or not 
doing, that is keeping 
my stated commitment 
from being fully 
realized? 

Competing 
commitments

Big assumptions

Helen … the new 
initiative.

I don’t push for top 
performance from my 
team members or 
myself; I accept 
mediocre products and 
thinking too often; I 
don’t prioritize.

I am committed to 
not upsetting my 
relationship with my 
boss by leaving the 
mentee role.

I assume my boss will stop 
supporting me if I move 
toward becoming his peer;  I 
assume that I don’t have 
what it takes to successfully 
carry out a cutting-edge 
project.

Tom … hearing from my 
subordinates and 
maximizing the 
flow of information 
into my office. 

I don’t ask questions or 
ask to be kept in the 
loop on sensitive or 
delicate matters; I shoot 
the messenger when I 
hear bad news.

I am committed to 
not learning about 
things I can’t do 
anything about.

I assume as a leader I should 
be able to address all 
problems; I assume I will be 
seen as incompetent if I 
can’t solve all problems that 
come up.



YOUR TURN: IMMUNITY TO CHANGE (HOMEWORK)

Kegan, R., & Lahey, L. L. (2001). The Real Reason People Won't Change. Harvard Business Review, 79(10), 84-92. 

Stated 
Commitment:
I am committed 
to…

What am I doing, or not 
doing, that is keeping 
my stated commitment 
from being fully 
realized? 

Competing 
commitments

Big assumptions

Your Name



Celebrate the 
Journey
Developing a Conscious 
Business
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Transformation 
& Congruence

Prof dr Karen Maas



How can your organisation make 
a difference?

• Products 

• Processes

    

• Facility/business operations

HOW

WHAT



Verschillende
Business 
Modellen



Ambition

(vision, 

mission)

Policy & Strategy 

(who, what, how & 

when)

Output Outcomes/

Impact
Implementation 

/ Activities

SocietyCompany

Context

Impact is the additional effect* of your organization on stakeholders, 
on the economic, environmental and social dimensions.

*positive and negative, direct and indirect, intended and unintended

Van Purpose naar Impact

Stakeholder



Transformatie

Business as 
usual New approach

Step 1. Separate programme, project or funding (e.g. green fund) 

from a traditional profit-driven business model



Transformatie

Business as 
usual

New 
approach

Step 2. Integration into traditional (profit-driven) business model



Transformatie

Conscious 
Business

Step 3. Integration to conscious business



Working towards congruence

5 Due Diligence steps:

1. Define purpose, operationalise and integrate

2. Identify actual and potential risks and opportunities

3. Set objectives, negative impacts ↓; positive impacts ↑

4. Track implementation and results

5. Communicate, learn and adjust



Stakeholder 
Inclusion
Prof. dr. Karen Maas
Academic Director
Impact Centre Erasmus 



Stakeholderinclusion

• Theory and research developments

• Practice

• Motivation

• Orientation

• Stakeholder types

• Approaches

• (Pursued) outcomes

• Communication



Theory



Theory: developments 
1980-1990: What are stakeholders?



Theory: developments 
1980-1990: what are stakeholders?

• Stakeholder theory is traced back to its beginnings with the book 'Strategic management: a 
stakeholder approach' by Edward Freeman (1984).

• A Stakeholder was defined as: “any group or individual that influences or is influenced by the 
organization”.

• At the time, stakeholder management was positioned as an alternative to economic thinking, 
and with a focus on collaboration, where people are viewed as complex systems (instead of 
focusing on Homo Economicus).

• Stakeholder theory had a strong normative narrative





Theory: developments 
1990-2000: What do stakeholders want?



Theory: developments 
1990-2000: What do stakeholders want?

• Confirmation by behavioral economists who show that people are not as rational as 
portrayed in traditional economic models, but have a complex character with social 
preferences that respond to moral norms and values ​​as well as financial incentives.

• Research focuses on investigating the added value of the stakeholder approach, for example 
on the performance of organizations (empirical evidence for this was only found in ~2014).

• Other research focuses on the effect of approach on the relationship between the 
organization and its stakeholders.



Theory: developments 
2000-2010: What are the results of stakeholder theory?



Theory: developments 
2000-2010: What are the results of stakeholder theory?

• In 2007-2008, the financial crisis has put enormous pressure on organizations to take 
their social responsibility, leading to the UN's 17 SDG.

• Empirical evidence for a positive relationship between stakeholder inclusion and 
financial performance, continuation and innovation of organizations is provided.

• Building sustainable relationships with stakeholders is essential for value creation.



Theory: developments 
2010-2020: Different approaches?



Theory: developments 

2010-2020: Different approaches?

• Research finds unforeseen, negative side effects in the relationship between 
organisations and stakeholders. Approach determined the relationship and results 

• In addition, research is conducted on whether all stakeholders should be treated 
equally. 

• Organisations have broader responsibilities and are no longer only responsible for 
their own relationship with their own stakeholders, but also for the relationship 
between stakeholders.



Theory: developments 
Present (2020-2023): How to be inclusive?



Theory: developments 
Present (2020-2023): How to be inclusive?

• From ‘fear based, I perspective’ through ‘risk based, I and you’ to ‘opportunity based, 
stewardship’

• A rapidly growing area of ​​research (New Stakeholder Theory) focuses on stakeholder 
governance. A more practical approach in which the philosophy is no longer based on 
a group of formal stakeholders, but on a coalition of stakeholders who voluntarily 
participate in joint value creation ("a nexus of contracts").

• This collaboration between multiple parties can be arranged both through formal 
contracts and informally (via standards) that stakeholders see as fair.



Companies can only 
exist in a social 
context, in 'society’.

Stakeholders 
represent 'society’.

What is acceptable? 
Only 'society' can 
determine that

• Stakeholders are 
important!



Motivation

Because I have to

Because it pays

Because it is the only way



Motivation

Stewardship

Opportunity based/

To know me is to love me

Risk based

Legal minimum/

License to operate



Orientation

Do good

Do no harm

By choice | Strategy

Basics | Compliance



Who are my stakeholders?



Who are my stakeholders?



Your company

environment

media

government
Local 

politics

Banks & investors

constumers

suppliers

Trade 
organizations

employees

shareholdersinfluencers

science

We’re surrounded!



Stakeholders mapping



Contact

Henry Kissinger:

“Who do I call if I want to call Europe?” 



Stakeholders mapping

• Importance of stakeholder

• Importance for stakeholder

Which stakeholders are most important?





The problem with stakeholders…

• They do not always agree (sometimes they do)



The problem with stakeholders…

• They might not be interested



The problem with stakeholders…

• They might not trust you



The problem with stakeholders…
• They find other issues more important

 



The problem with stakeholders…
• They are not interested to solve problems

 



Approaches



Approaches

• Information

• Consultation

• Involvement

• Partnership



(Pursued) Outcomes



How to use outcomes?

• No standard recepy

• Stakeholders are important, 
they are not the boss of your 
company

• Results should be 
discussed(Sense making)

• Insights in process, approach 
and results are needed



Results: spiderweb 
climate

working cond

product quality

innovation

transport

safety

air quality

water quality

expected

performance

What to do: 
improve 

preforamce of 
reduce 

expectations?



(Pursued) Outcomes

• Insight 

• Validation

• Alternatives

• Integrated values



Disclosure

• Mandatory

• Opportunistic

• Wider

• Impact





Bootcamp
The End



Classification: Internal

This material is dated 13-12-2023 and is licensed under Creative 
Commons ‘Attribution-NonCommercial-ShareAlike 4.0 International 

(CC BY-NC-SA 4.0)

https://creativecommons.org/licenses/by-nc-sa/4.0/
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