
An alternative to command and control? 
 
from command and control to empowerment and 

teamwork   
 

This set of slides summarises a facilitated discussion on 16 December at London South 
Bank University. 30 people were present from various professional disciplines and sectors. 

An electronic voting system was used to solicit views. 



Command 
and compliance

Empowerment

Self interest

Public interest

Where are most big organisations today? 

Somewhere on these two axis 



Where is the UK and US multinational company on the 
continuum of Command & control and Empowerment? 

A. at the extreme left of Command and 
Compliance. Staff are not empowered 

B. 80:20 balance of command and control and 
empowerment 

C. 65:35 balance of command and control and 
empowerment 

D. 50:50 balance of command and control and 
empowerment 

E. 65:35 balance of Empowerment and 
Command and Control 

F. 80:20 balance of Empowerment and 
Command and Control 

G. 65:35 balance of Empowerment and 
Command and Control  

H. At the extreme right of Empowerment. 
Staff are fully empowered and there is 
almost no central command and control  
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Where is the UK and US multinational company on the 
continuum of Public Interest and Self Interest? 

A. At the extreme left of Self Interest 

B. 80:20 balance of Self Interest v Public 
Interest 

C. 65:35 balance of Self Interest v Public 
Interest 

D. 50:50 balance of Self Interest v Public 
Interest 

E. 65:35 balance of Public Interest v Self 
Interest  

F. 80:20 balance of Public Interest v Self 
Interest  

G. 65:35 balance of Public Interest v Self 
Interest  

H. At the extreme right of Public Interest  
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Where is the UK and US banking institution on the 
continuum of Command & control and Empowerment? 

A. At the extreme left of Command and 
Compliance. Staff are not empowered 

B. 80:20 balance of command and control and 
empowerment 

C. 65:35 balance of command and control and 
empowerment 

D. 50:50 balance of command and control and 
empowerment 

E. 65:35 balance of Empowerment and 
Command and Control 

F. 80:20 balance of Empowerment and 
Command and Control 

G. 65:35 balance of Empowerment and 
Command and Control  

H. At the extreme right of Empowerment. 
Staff are fully empowered and there is 
almost no central command and control  
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Where is the UK and US banking institution on the 
continuum of Public Interest and Self Interest? 

A. At the extreme left of Self Interest 

B. 80:20 balance of Self Interest v Public 
Interest 

C. 65:35 balance of Self Interest v Public 
Interest 

D. 50:50 balance of Self Interest v Public 
Interest 

E. 65:35 balance of Public Interest v Self 
Interest  

F. 80:20 balance of Public Interest v Self 
Interest  

G. 65:35 balance of Public Interest v Self 
Interest  

H. At the extreme right of Public Interest  

At t
he e

xt
re

m
e le

ft 
of S

elf.
..

80:2
0 b

ala
nce

 o
f S

elf 
In

te
...

65:3
5 b

ala
nce

 o
f S

elf 
In

te
...

50:5
0 b

ala
nce

 o
f S

elf 
In

te
...

65:3
5 b

ala
nce

 o
f P

ublic
 In

...

80:2
0 b

ala
nce

 o
f P

ublic
 In

...

65:3
5 b

ala
nce

 o
f P

ublic
 In

...

At t
he e

xt
re

m
e ri

gh
t o

f P
...

64%

29%

4%
0%0%0%0%

4%



Where is the UK SME on the continuum of Command & 
control and Empowerment? 

A. At the extreme left of Command and 
Compliance. Staff are not empowered 

B. 80:20 balance of command and control and 
empowerment 

C. 65:35 balance of command and control and 
empowerment 

D. 50:50 balance of command and control and 
empowerment 

E. 65:35 balance of Empowerment and 
Command and Control 

F. 80:20 balance of Empowerment and 
Command and Control 

G. 65:35 balance of Empowerment and 
Command and Control  

H. At the extreme right of Empowerment. 
Staff are fully empowered and there is 
almost no central command and control  
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Where is the UK SME on the continuum of Public 
Interest and Self Interest? 

A. At the extreme left of Self Interest 

B. 80:20 balance of Self Interest v Public 
Interest 

C. 65:35 balance of Self Interest v Public 
Interest 

D. 50:50 balance of Self Interest v Public 
Interest 

E. 65:35 balance of Public Interest v Self 
Interest  

F. 80:20 balance of Public Interest v Self 
Interest  

G. 65:35 balance of Public Interest v Self 
Interest  

H. At the extreme right of Public Interest  
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Command 
and compliance

Empowerment

Self interest

Public interest

Where are most big organisations today? 

The group used electronic voting to place Banks, multinational enterprises and SMEs on 
these axis. The distribution could be described as disturbing.  

Banks 

MNEs 

SMEs 



The 
Benevolent 

dictator 

CEO leads and 
directs noble 

work 

The Angels 

Self managing 
teams working 

for good of 
society 

 

Henry VIII 

CEO directs 
everyone to work 
for his/her own 

benefit 

 

The Three 
Musketeers 

Self managing 
teams working for 
their own benefit 

Command  
and compliance 

Empowerment 

Self interest 

Public interest 

Diagram ©Paul Moxey 

The framework below was developed by Paul Moxey to help see where 
organisations are today and how they could change 



Activity 

Beliefs 

Systemic 
causes 

Myth and 
Metaphor 

Causal Layered Analysis 

What do governance and 
culture look like today? 
How would you 
characterise or label 
them? 
 

What 
influences 
how 
governance is 
today? 
What are the 
systemic 
causes and 
underlying 
beliefs or 
metaphors?  



The group used post-it notes to list activities and traits of governance (A), their 
systemic causes (S) and the beliefs (B), metaphors and myths (M) underlying these  



The post-it notes were grouped into: activities and traits of governance (A), 
their systemic causes (S) and the beliefs (B), metaphors and myths (M) 

underlying these  

Activity 

Beliefs 

Systemic 
causes 

Myth and 
Metaphor 



Activity 

KPIs and measurement 

Reliance on audits 

Focus on EBITA 

Power of personality 

CEO ambition 

Make profit 

Keep your nose clean and looking good 

Reporting on corporate governance code 

The rise of the back office 

Risk 

Market share 

AGM 

Cost efficiency 

The post-it notes said: 



Systemic causes 

Investors’ need for return on investment 

Money – there’s never enough 

Lack of ‘local’ accountability 

Group think 

Exec board incentives 

Too big to fail 

Market expectations 

Investor relations 

Heavy handed regulator 

Size (company) 

Lack of common standards 
MBAs (cause of beliefs and myths) 

Internal external peer pressures 

Management bravado 

Shift to focus on individual generally 

Wilful blindness Command and control 

Risk 

Legal Critical mass 

The post-it notes said: 



Beliefs 

Market share 

Risk 

Environmental (friends?) 

Controlling 

Internal audit 

Importance of profit maximisation 

Fear of getting caught 

Profit maximisation is key (at cost of loss to  jobs) 

Market forces Share % Competition 

Greed & Power 

Lessons from previous experience - learnt? 

Company purpose & legacy 

Management culture 

Integration of culture 

Corporation is a person 

The post-it notes said: 

Shareholders 



Myth and Metaphor 

Annual Report is useful 

Fraudulent act 

Corporation is a person 

Shareholders must be kept happy 

‘We have always done it this way’ – why change? 

Regulation is effective protection 

Outsourcing will cure our problem (ducking accountability) 

Management must have control Myth of the great leader 

Blinkered 

Tax is to be avoided 

Organisation is an engine/machine 

Training – cause of belief 

The post-it notes said: 



The group discussed the clusters of post-it notes and the implications. With more time 
we would have gone into more depth on what the group thought and then discussed 
whether anything should or could be done and if so what. 



http://www.reinventingorganizations.com/uploads/2/1/9/8/21988088/140305_la
loux_reinventing_organizations.pdf 

Paul Moxey outlined an alternative 
way of looking at organisations 
where the dominant theme is 
empowered teams. The book by 
Frederick Laloux ‘Reinventing 
Organisations’ is a study of this type 
of organisation. Laloux calls them 
Teal organisations. 
 
The next few slides come from the 
Reinventing Organisations website. 



NB The colours and scales used here are similar to 
but not quite the same as those used by other 
thinkers e.g. Yellow in spiral dynamics corresponds 
with Teal here. 























The 
Benevolent 

dictator 

CEO leads and 
directs noble 

work 

The Angels 

Self managing 
teams working 

for good of 
society 

 

Henry VIII 

CEO directs 
everyone to 

work for 
his/her own 

benefit 

 

The Three 
Musketeers 

Self managing 
teams working 
for their own 

benefit 

Command  
and compliance 

Empowerment 

Self interest 

Public interest 

The book Reinventing Organisations describes organisations (which Laloux calls Teal) 
which operate in the top right quadrant (The Angels) in contrast to the majority of 
companies which the group felt were in the bottom left quadrant (Henry VIII). For 
more detail of these framework see https://samiconsulting.wordpress.com/2015/11/30/25th-anniversary-series-the-

future-of-corporate-culture/   

Diagram ©Paul Moxey 



Activity 

Beliefs 

Systemic 
causes 

Myth and 
Metaphor 

Going to Teal 

What would governance 
and culture look like in a 

teal organisation? How 
would you characterise or 

label it? 
 

What would be 
the  

underlying 
beliefs or 
metaphors  
and what would 
be the systems 
that would 
support it?  

What could/should/can we do to bring it about? 



With more time we could have repeated the cluster analysis using post-it notes to identify 
what systems, beliefs, metaphors and myths would need to change to encourage or lead 
organisations to find a better balance of public interest and self interest (and in the case 
of Teal or Angel organisations where staff work in empowered teams).  Instead, in the 5 
minutes remaining, the following suggestions came from the group: 
 

•Everyone can be trusted 
•People want to do the right thing 
•Greater transparency needed 
•Worker owned situations – change needed at ownership level 
•Beliefs need to be inbred 
•Can have all four quadrants of management styles (ie all four quandrants are 
possible in society and more than one quadrant can exist in an organisation)  
•Regulators need to change 
•Learn from mistakes (applies to us all) 
•Holocracy and Responsibility Virus books and websites would be useful for reference 

Next steps 



What do you think? 
ie about the idea of Teal organisations  

A. This is crazy 
B. Sounds lovely but it will 

never work 
C. Not sure I understand it 
D. Intriguing – would like 

to think about it  
E. Sounds lovely and we 

should try to make it 
work 

F. This should be the 
future of work 
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The group response was a mixture of doubters (20%), the intrigued (40%), those 
who thought we should try to make Teal or Angel organisations more common 
(24%) and those who thought it should be the future of work (16%). 
The was strong support for the Forum to assist in this. 



For further discussion 
 
 
Paul Moxey 
paul@moxey.co.uk 
www.moxey.co.uk 

mailto:paul@moxey.co.uk

