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The Leadership Gap Nobody Talks About 

You were probably promoted or hired for a very specific set of reasons. Deep industry expertise. 

A track record of results. The ability to make decisions under pressure. Maybe you turned 

around a struggling division or scaled a startup past its first plateau. Whatever the specifics, 

your path to the top was built on competence, confidence, and execution. 

And then you stepped into the role. 

What you found was that the skills that got you here don’t map neatly onto what the job actually 

requires. The decisions are less clear-cut. The politics are thicker. The things that used to work 

— being the smartest person in the room, outworking everyone, driving hard toward a defined 

target — don’t produce the same results when you’re responsible for an entire system instead of 

a function within one. 

You are not alone in this realization. And it’s not a failure on your part. 

 

40–60% of new executives fail within 18 months of stepping into 

the role. 
Harvard Business Review; McKinsey & Company; Centre for Creative Leadership 

 
That statistic has held steady for over fifteen years. It doesn’t discriminate by industry, 

organization size, or the executive’s pedigree. And the reason it hasn’t budged is that we keep 

solving the wrong problem. We invest in onboarding programs, executive coaching, leadership 

retreats — all aimed at helping the individual leader perform better within a system that was 

designed on assumptions that no longer hold. 

The gap isn’t between what you know and what you need to know. The gap is between how you 

were trained to think about leadership and how organizations actually work. 

 

The organizations that win aren’t led by the smartest person in the room. 
They’re led by the person who makes the room smarter. 

 

This guide is about that gap. It’s about a different kind of intelligence — one that doesn’t replace 

your expertise but fundamentally changes how you apply it. One that explains why your strategic 

plan died six months after launch, why your leadership team keeps having the same arguments, 

and why the culture initiative you invested in hasn’t moved the needle. 

It’s called Quantum Intelligence. And once you see it, you can’t unsee it. 
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Why the Old Operating System Is Failing 

The management model most organizations still run on has a name, and it’s over a century old. 

Frederick Taylor’s Scientific Management — published in 1911 — gave us the blueprint: find the 

“one best way” to do every job, assign workers by aptitude, measure output relentlessly, and 

separate the thinkers from the doers. Managers plan. Workers execute. Efficiency is the highest 

virtue. 

Taylor’s model was built for factory floors. It worked brilliantly for repetitive manual labor in a 

predictable world. The problem is, we’re still running on it. The language has softened. We call it 

“strategy cascading” and “performance management” and “change management.” But the 

underlying logic is the same: leadership decides, the organization complies, and success is 

measured by how closely execution matches the plan. 

Here’s why that doesn’t work anymore. 

The world Taylor built for was Newtonian — governed by predictability, linear cause and effect, 

and the belief that if you could measure all the variables, you could control the outcome. Isaac 

Newton’s physics gave us a universe that ran like clockwork. Certainty was the default. Surprise 

was a failure of measurement. 

Quantum physics upended all of that. At the subatomic level, particles don’t have fixed positions 

until they’re observed. They exist in multiple states simultaneously. The act of observation itself 

changes what’s being observed. Certainty gives way to probability. Isolation gives way to 

interconnection. And the whole becomes something fundamentally different from — and greater 

than — the sum of its parts. 

This isn’t a physics lesson. It’s a leadership one. 

As Dr. Danah Zohar argues in Zero Distance: Management in the Quantum Age, organizations 

built on 17th-century Newtonian thinking — predictability, control, atomistic separation, 

mechanistic hierarchy — cannot thrive in a 21st-century reality defined by uncertainty, 

complexity, rapid change, and radical interconnectivity. The management paradigm isn’t just 

outdated. It’s exhausted. 

And the evidence is everywhere. Ninety percent of organizations fail to execute their strategies 

successfully. Sixty-seven percent of well-formulated strategies fail due to poor execution. Eighty-

five percent of leadership teams spend less than one hour per month discussing strategy. These 

aren’t execution problems. They’re design problems. We’re building strategy on a foundation 

that assumes the world stands still long enough for a three-year plan to survive contact with 

reality. 

It doesn’t. It never did. And now, in a world moving at the speed of AI and geopolitical 

disruption and shifting generational expectations, the gap between the model and reality has 

become a chasm. 
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Quite simply, you can’t solve a quantum problem with a Newtonian 
toolkit. 

 

Introducing Quantum Intelligence 

If the old operating system is failing, what replaces it? 

Not another framework layered on top of the existing one. Not a better version of the same 

thinking. Something fundamentally different in how you see and lead the organization. 

Quantum Intelligence is the awareness that everything is energy, everything is connected, 

and everything moves in response to everything else — together with the capacity to apply that 

understanding within the realm of business. 

That’s not a metaphor. It’s a description of how your organization actually works. 

Think about the last decision you made that surprised you with its consequences. You 

restructured a team, and morale dropped three departments away. You launched a cost-cutting 

initiative, and your best talent started updating their resumes. You introduced a new strategic 

priority, and the organization quietly deprioritized two others you never intended to sacrifice. 

Every action created a response. Every response rippled through systems you didn’t fully see. 

That’s not poor execution. That’s an interconnected system behaving exactly the way 

interconnected systems behave. You just weren’t trained to see it that way. 

What QI Is — and What It Isn’t 

Quantum Intelligence is not emotional intelligence, though it includes it. Emotional intelligence 

helps you read the room. QI helps you read the system. It’s the difference between sensing that 

your CFO is frustrated in a meeting and understanding that the CFO’s frustration is a symptom 

of a structural misalignment between your growth ambitions and your operational capacity that 

is showing up as conflict at every level of the organization. 

It’s not systems thinking, though it draws from it. Systems thinking maps the parts and their 

relationships. QI adds the awareness that you, as the observer and leader, are part of the system 

you’re trying to understand. Where you put your attention changes what happens. What you 

choose to measure shapes what the organization produces. Your presence — not just your 

decisions, but your energy, your focus, your calm or anxiety — is felt throughout the system 

before a single word is spoken. 

And it’s certainly not mysticism dressed up in business language. Quantum Intelligence is 

grounded in complexity science, quantum physics, and three decades of observing what actually 
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happens inside organizations when leaders do — and don’t — understand the living systems 

they’re stewarding. 

Six Tenets of Quantum Intelligence 

Everything is energy. Your organization’s culture, relationships, and momentum are 

energetic realities, not just operational ones. The energy you bring as a leader sets the frequency 

for everything that follows. 

Everything is connected as part of a greater whole. No department, decision, or person 

operates in isolation. Your marketing strategy is connected to your talent strategy. Your board 

dynamics are connected to your front-line culture. Pull one thread, the whole fabric moves. 

Everything moves in response to everything else. Organizational dynamics are not static. 

Every change — including changes you think are minor — triggers adaptation throughout the 

system. 

There are no unimportant players or elements. The receptionist who shapes every 

visitor’s first impression. The middle manager who translates your vision into daily work. The 

systems that run quietly until they don’t. Every element matters. 

Organizations are complex adaptive systems ruled by the laws of nature. They self-

organize, adapt, evolve, and exhibit emergent properties that no org chart can predict. They 

thrive at the edge of order and chaos — not in rigid control, and not in anarchy. 

Purpose, Growth, and Evolution in Equilibrium is the way we thrive. These are the 

essential dimensions of any sustainable organization. Neglect one, and the others eventually 

collapse. 

 

Quantum Intelligence is the art of applying quantum and complexity 
science principles to the organization as an extension of conscious 
leadership, creating a living, learning, self-sustaining entity that thrives 
from the inside out. 

 

The Three Layers of Organizational Intelligence 

Most organizations know themselves less well than they think. They have dashboards full of data 

and reporting cadences that produce impressive decks. But they’re measuring the wrong things 

— or rather, they’re measuring things at the wrong depth. 
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Organizational intelligence isn’t a single layer. It’s three, stacked from the operational to the 

strategic to the quantum. Most organizations overdevelop the first two and have almost no 

visibility into the third. That blind spot is where strategy goes to die. 

Layer 1: The Operational Core 

This is the foundation — the inner functioning of the organization itself, including how well you 

understand your market, industry, and operating environment. It’s your business model, your 

mission-critical systems, the health and capacity of your people, and the interlocks between 

them. It answers the question: does the engine actually work? 

Most organizations have reasonable visibility here, though they often overestimate it. They know 

their revenue and margins. They have some sense of employee sentiment. They track 

operational metrics. Where they fall short is in understanding how these elements connect — 

where the hidden dependencies and capability gaps are that don’t show up until a strategic 

initiative hits an invisible wall. 

Layer 2: Business Discipline 

This layer assesses the rigor and agility of how you design, lead, and measure strategy. How well 

does your strategic architecture hold up? Is leadership articulating vision clearly enough that 

people three levels down can make decisions consistent with it? Are you measuring what 

matters, or measuring what’s easy? Is there alignment between what you say your priorities are 

and where you actually spend your time and money? 

Organizations with strong business discipline can execute well in stable conditions. They can 

cascade goals, track KPIs, and run a planning cycle. But business discipline alone doesn’t tell 

you whether you’re aimed at the right target. It doesn’t reveal the slow-moving misalignments 

that compound into strategic drift. And it can’t tell you why your strategy looks sound on paper 

but feels wrong to the people implementing it. 

Layer 3: Quantum Intelligence 

This is the layer most organizations never examine. It measures the cohesion of purpose across 

the organization. It looks at aspiration and alignment — is your cause compelling enough to pull 

people forward, and are your resources actually deployed in service of it? It assesses intelligence 

and decisiveness — not just whether you have data, but whether you act on it with appropriate 

speed and conviction. And it evaluates navigation and adaptation — your capacity to sense 

what’s changing and respond before the data confirms it. 

When this layer is underdeveloped, organizations experience a specific set of symptoms: 

strategic plans that are technically sound but don’t generate energy or commitment. Leadership 

teams that agree in meetings but misalign in execution. A persistent sense that the organization 

is capable of more than it’s delivering, without a clear diagnosis of why. 
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If you recognized your organization in that last paragraph, you’re not looking at an 
execution problem. You’re looking at an intelligence gap — and it exists at the 
quantum layer. 

 

Quantum Intelligence and the Four Dimensions of Strategy 

Quantum Intelligence isn’t a standalone concept. It’s the operating system that makes strategy 

work. And strategy, when built correctly, rests on four essential dimensions. 

This is the foundation of what I call the Essential Strategy Formula: Purpose, Growth, Evolution, 

and Equilibrium. Every organization needs all four, regardless of size, industry, or complexity. 

And each dimension requires Quantum Intelligence to function as designed. 

Purpose 

Rule 1: Purpose is internally compelling and externally valuable in its contribution. 

Most organizations have a purpose statement. Very few have a purpose that actually moves 

people. The test isn’t whether it sounds good on a wall. The test is whether your employees feel it 

in their work — whether it answers the question “why does what I do matter?” in a way that 

connects individual effort to collective impact. 

Quantum Intelligence reveals the gap between stated purpose and felt purpose. It’s the 

awareness that purpose is an energetic reality, not a marketing exercise. When purpose is 

genuinely compelling from the inside, it becomes externally magnetic — attracting customers, 

talent, and partners who resonate with what you’re actually about, not just what you claim to be 

about. 

Growth 

Rule 2: Growth is intentional, matched by adaptive learning and expansion of capabilities to 

sustain both speed and scale. 

Growth is necessary. Stagnation kills. But growth without the internal capacity to sustain it is 

just a faster path to collapse. This is where most organizations get in trouble — they chase 

revenue growth without building the systems, capabilities, and culture to support what that 

growth demands. 

QI gives you the ability to sense when growth is outpacing your organization’s capacity to absorb 

it. It’s the awareness that your team’s exhaustion isn’t a motivation problem — it’s a signal that 

the system is under strain. It’s the discipline to ask not just “can we grow?” but “can we grow 

and remain who we are? 
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Evolution 

Rule 3: Evolution actively anticipates the changing needs and wants of all those who serve 

and who are served by the organization. 

Evolution is happening whether you plan for it or not. Markets shift. Technology disrupts. 

Generational expectations change. The question isn’t whether your organization will need to 

evolve. The question is whether you’ll evolve by design or by crisis. 

Quantum Intelligence is what gives you the early signals. It’s the capacity to sense what’s 

changing before the quarterly reports confirm it. It’s attention to the subtle shifts in employee 

engagement, customer behavior, and market dynamics that precede the headline events. Most 

organizations don’t fail because they couldn’t see the change coming. They fail because they 

were measuring the wrong things, and the signals were there but nobody was listening at the 

right frequency. 

Equilibrium 

Rule 4: Purpose, Growth, and Evolution are interconnected and exist in a state of dynamic 

Equilibrium. 

Equilibrium is not balance in the work-life sense. It’s the strategic discipline of keeping the first 

three dimensions in dynamic tension so that pursuing one doesn’t collapse the others. It’s the 

mechanism that makes the whole thing work. 

Growth without evolution creates an organization that scales what’s already becoming obsolete. 

Evolution without grounded purpose creates constant reinvention with no through line. Purpose 

without growth creates a beautiful idea that never reaches its potential. Equilibrium is what 

keeps all three in a productive, adaptive relationship with each other. 

This is where the ancient principle that everything flows in natural cycles becomes operationally 

relevant. Organizations move through seasons of expansion and consolidation, innovation and 

integration. The quantum intelligent leader recognizes which season the organization is in and 

adjusts accordingly — rather than forcing summer intensity during a season that calls for 

strategic winter. 

 

Strategy without Quantum Intelligence is a plan. Strategy with Quantum 
Intelligence is a living system that adapts, learns, and endures. 
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What Quantum Intelligence Looks Like in Practice 

Theory is useful. Application is everything. Here’s what actually shifts when a leader begins 

operating with Quantum Intelligence. 

How You Run Meetings 

The conventional CEO walks into a meeting with an agenda and an outcome in mind. The 

quantum intelligent leader walks in with an agenda and an awareness that the most important 

information in the room may not be on it. They’re reading the energy of the room before reading 

the slides. They notice who isn’t speaking, where the tension sits, and what’s being 

communicated beneath the words. They create space for the insight that wasn’t planned for — 

because in a complex adaptive system, the most valuable signal often arrives uninvited. 

How You Make Decisions 

Conventional decision-making gathers data, weighs options, and selects the most rational path. 

Quantum intelligent decision-making does all of that and adds a critical question: what will this 

decision set in motion across the system? Not just first-order effects, but second and third-order 

ripples. The quantum intelligent leader has developed the capacity to sense which decisions 

need speed and which need space, which problems are genuinely complex and which are merely 

complicated, and when their own anxiety is masquerading as urgency. 

How You Respond to Conflict 

In most organizations, conflict is managed — smoothed over, mediated, or avoided. The 

quantum intelligent leader sees conflict as information. When two departments are consistently 

at odds, the conventional response is to improve coordination mechanisms. The QI response is 

to ask: what structural misalignment in our strategy is creating competition for resources that 

should be flowing collaboratively? The conflict isn’t the problem. It’s the symptom of a deeper 

system dynamic. 

How You Think About Your Team 

Every change in leadership changes the dynamics of the entire team. This isn’t a metaphor — it’s 

observable organizational physics. When a new VP joins, the relationships between every other 

person in the room shift. Communication patterns change. Decision-making rhythms change. 

Trust patterns are renegotiated, whether anyone talks about it or not. 

The quantum intelligent leader doesn’t just hire for skills and experience. They think about what 

energetic qualities the team needs. They understand that high-functioning teams have a deep 

awareness of each other’s cognitive, engagement, and motivation styles, and they invest in 

building that awareness deliberately rather than hoping it develops organically. 
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How You Hold Strategy 

Perhaps the most significant shift: the quantum intelligent leader holds strategy as a living 

system, not a fixed deliverable. They understand that the most important outcome of strategic 

planning isn’t the plan itself — it’s the strategic thinking discipline that emerges from the 

process. The plan is the artifact. The discipline is the asset. 

This means they don’t panic when the plan needs to change. They’ve built the organizational 

muscle to sense, adapt, and respond without losing sight of purpose. They navigate rather than 

execute. And they know that the organization’s ability to learn and adapt in real time is worth 

more than the most beautifully designed strategic document. 

 

Ask yourself: when was the last time you changed a strategic decision because of 
something you sensed in the organization — not something you read in a report? 
That instinct is the beginning of Quantum Intelligence. This guide is about making it 
a discipline. 

 

The Invitation 

If you’ve read this far, something in these pages resonated. Maybe it was the recognition that 

your organization is a living system and you’ve been treating it like a machine. Maybe it was the 

discomfort of seeing your own leadership gaps reflected clearly for the first time. Maybe it was 

simply the relief of finding language for something you’ve been sensing but couldn’t articulate. 

Whatever brought you here, know this: reading about Quantum Intelligence and developing it 

are two different things. This guide gave you the lens. Applying it to your organization, your 

team, your strategic reality — that’s the work. 

It’s work that starts with seeing your organization as it actually is, not as your dashboard says it 

is. It moves through building the strategic architecture that accounts for all four dimensions — 

Purpose, Growth, Evolution, and Equilibrium — and designing for the dynamic tension between 

them. It includes developing the team dynamics that serve as the connective tissue between 

strategy and execution. And it requires the kind of honest, ongoing assessment that most 

organizations avoid because it reveals uncomfortable truths. 

I’ve spent more than 30 years in the trenches of strategy, risk, and organizational performance. 

I’ve worked with billion-dollar government contractors and five-person nonprofits, Alaska 

Native Corporations and tech startups, national laboratories and state agencies. What I’ve 

learned across all of them is this: the framework matters, but the framework isn’t enough. 

Organizations are human systems, and human systems require the kind of intelligence that no 

spreadsheet can provide. 
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That’s what Quantum Intelligence is for. And that’s what I’ve built my practice around. 

 

Ready to go deeper? 

 

The ESQI 360 is a diagnostic assessment designed to reveal how your organization 

performs across all three layers of intelligence — Operational Core, Business Discipline, 

and Quantum Intelligence. It identifies the specific gaps between where you are and where 

your strategy needs you to be. 

 

Strategy in Motion is a sustained strategic partnership that keeps Purpose, Growth, 

Evolution, and Equilibrium in active, adaptive alignment — with the coaching and team 

development infrastructure to make it stick. 

 

If you’re a CEO or executive director navigating real organizational 

complexity and you want a strategic partner who thinks in systems, not 

templates — I’d welcome the conversation. 

 

erinsedor.com  |  erin@erinsedor.com 

 

 

 

 

 

 

Erin Sedor is a CEO Strategy Coach and executive advisor with 30+ years helping organizations build 
strategy that actually works. She is the creator of Essential Strategy, the ESQI 360, and the Quantum 
Intelligence framework for conscious, adaptive leadership. 

 
 

 


