PISUDE o - WHAT AN
UPERATING SYSTEM MUST DO

I Leadership Gate 5 - System

Reference to Series 1: WP 0 - The Second Leap (leadership as
the architectural condition of Al adoption) and WP 6 - The
Legible Organization (checking budget instead of trust,
epistemic distance). The evidence, with references, is there. This
episode converts it to the leader and his own calendar.

For personnel data and third-party names the rule still holds: the anonymized version goes into the
Al system, roles instead of names.

ABSTRACT

This episode sets up the benchmark the whole series needs: four functions against which any
leadership system can be measured — context, relevance, feedback, continuity. The evidence is
your own calendar. The finding, in almost every operation, is that an operating system exists that
nobody chose. Gate 5 opens when every function marked "not fulfilled" has a place in an existing
format, with a name and a date.

Suggested citation: Huesch, G. (2026). What an Operating System Must Do. Series 2 - The
Superintelligent Leader, Episode 5. Working Paper Series 2026, Global Leadership Consultancy.

THE GATE

The lock The operating system is there, but nobody chose it

The key Assessment of the four functions, evidenced on your own calendar

It opens when every function marked "not fulfilled" has a place in an existing format, with a name and a
date
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PART 1- THE FINDING

WHERE IT COMES FROM

WP O - The Second Leap is the opening paper of Series 1 and establishes the thesis on which

everything else stands: leadership is not the accompanying measure of Al adoption but its
architectural condition. AGI amplifies organizational maturity — including immaturity.

WP 6 - The Legible Organization supplies the measure for the interior: the limit of delegation is
checking budget, not trust. And walls of checking yield not to more effort but to legibility at the
level below.

Both findings are evidenced with references in Series 1. This episode introduces none — it turns
the two papers into a checklist with four lines.

A BRAIN WITHOUT A NERVOUS SYSTEM IS NOT HALF A CREATURE

A brain without a nervous system is not half a creature. It is none.

It can compute and experience nothing. It can infer and move nothing. What is missing is not more
computing power — more computing power makes the problem larger, not smaller, because it
increases the volume of what does not arrive. What is missing is the conduction, and in both
directions: inward, so the brain learns what is outside, and outward, so an inference has an effect.

That is the sentence that carries Series 1: AGI gives every organization a superbrain. It gives it no
nervous system.

And an organization's nervous system is not made of cables. It is made of four functions, and they
are below.

THE DYNAMO IN THE OLD FACTORY

WP 0 evidences this historically, and the case is so exact that it cannot be improved on.

In the 1890s American factories bought the electric motor. They swapped the power source —
steam engine out, motor in — and kept the floor plan: all machines grouped around a central shaft,
because steam power could only be distributed by a shaft. The motor could do something the
steam engine could not: sit at each individual machine. For thirty years nobody exploited that.
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For thirty years the productivity gain failed to appear. It came when somebody ordered the factory
by workflow instead of by power distribution — that is, when not the technology but the
architecture was rethought.

The electric motor was not the problem. The floor plan was. And nobody in the operation could
have said they had one, because it had not been decided. It had been left over.

THE SALES DIRECTOR READS IT OFF, THE LEADERSHIP CIRCLE
TELLS A STORY

Ask your sales director where a million-euro deal currently stands.

He names the stage, the probability, the next step and the date. He does not deliberate, does not
recall, does not interpret — he reads it off. And if he falls ill tomorrow, his colleague reads off the
same thing.

Ask the same question about a leadership decision that has been running for three weeks: where
does it stand, who has it, what is missing, when will it fall?

A story follows. A competent, well-meaning, memory-based story, and two people in the room
would tell it differently. Not because nobody cares, and not because the people are worse than in
sales. But because there is no place where it stands.

Sales does not have Salesforce because salespeople are tidier. It has it because at some point
somebody decided that the state of a case stands in a place and not in a head. For leadership,
nobody ever took that decision.

THE FOUR FUNCTIONS

This is the benchmark, and it applies to every system — to what you have today, to every method

you introduce, and to every platform you will be offered in future.

1 - Context. Does the individual know what his contribution affects? Not: does he know the
strategy. But: can he say what about his work this week connects to what the company wants to
achieve.

2 - Relevance. Is the important separated from the urgent before it escalates? Every organization
separates the two after escalation — that is no art. The function is fulfilled when it happens
beforehand.

3 - Feedback. Does effect return to where it arose? Whoever took a decision normally learns
nothing about its outcome, because the outcome arises one level down and a quarter later. Without
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that return nobody learns, and without learning, experience is merely time served.

4 - Continuity. Does a commitment survive the change of the person who made it? That is the
function from Gate 1, here as a systemic question. If handover is a conversation and not a
document, it is not fulfilled.

WHAT THE LEADER RECOGNIZES HERE

1- He already has an operating system; it simply was not chosen. Every organization has one.
Mostly it arose from habits, calendar structures and templates that nobody decided — it was left
over, like the floor plan of the old factory. Not decided does not mean absent. It only means
nobody is accountable for it.

2 - Three of the four functions are questions of format. Context, relevance and continuity hang on
what is spoken in a template and what is asked in an agenda. That is /egibility — and legibility is
free to acquire and expensive in discipline.

3 - The question is not yet software — but it will be. None of the four functions can be bought
today. These same four are, however, the benchmark against which a future leadership platform
must be measured. Whoever does not name them now will later buy a tool without a test criterion
— and that is more expensive than no tool. Gate 6 returns to this.
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PART 2 - THE WORK

THE OBSERVATION TASK

One week, the calendar as evidence.

Take your regular meetings this week — all of them, including the short ones — and write for each
which of the four functions it actually fulfils. Not which it is supposed to fulfil, not which is in the
title.

MEETING CONTEXT RELEVANCE FEEDBACK CONTINUITY

A meeting may fulfil zero functions. That is a permitted answer and the most common one. A
status meeting in which what has happened is reported fulfils none of the four: it transfers
information, but it establishes no context, does not separate important from urgent, returns no
effect, and leaves behind nothing that survives a change of person.

And then one thing that is not a meeting: take the last handover at a change of personnel in your
area. What of it was a document, what was a conversation? That is your finding on continuity, and
it is usually unambiguous.

THE IMPLEMENTATION TASK

Monday, one thing. The worst function gets a place.
Choose the function with the worst finding and give it a place in an existing format:

e acolumn in a template that already exists
« a mandatory line in minutes that are already written

« a fixed question in an agenda that already exists
With a name — who sees to it — and a date from when.

No new meeting. If the solution is a new meeting, the diagnosis was wrong. A new meeting is the
sixth initiative on your Gate 2 inventory, and you now know what happens to that.

Two examples, so the narrowness is clear. If feedback is missing: a mandatory line in the decision
minutes — "who learns the outcome, and when?" If continuity is missing: a mandatory page in the
handover document with the three commitments the predecessor made that still hold.
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THE PROMPTS

Prompt 5.1- The four functions

" Below | describe how leadership actually works in my area: which regular meetings exist and
with what agenda, which templates and formats are mandatory, how a decision is documented,
how an escalation runs, what a handover at a change of personnel looks like.

Test this against four functions. For each: fulfilled / partly / not fulfilled, and the place in my
description that evidences the finding.

1. Context — Does the individual know what his contribution affects?
2. Relevance — Is the important separated from the urgent before it escalates?
3. Feedback — Does effect return to where it arose?

4. Continuity — Does a commitment survive the change of the person who made it?

For each "not fulfilled": name the nearest existing element on which the function could hang. Do
not invent a new format.

Evidence every finding with a quotation from my description. Where | have written nothing that
permits a finding, write "not describable".

My description: [insert here] "
Prompt 5.2 - Your own organization's checking budget

" Below are five templates or reports submitted to me for decision in recent weeks — each with
the first paragraph verbatim, plus the area they came from.

For each: 1. How much prior knowledge of the specialist area does a reader need in order to judge
the submission — not to understand it, to judge it? (low / medium / high, with justification) 2. Which
detail is missing, without which judgement is impossible? 3. Rewrite the first paragraph so that a
decision-maker from outside the field can judge the same submission. Change nothing about the
content — only what is spoken.

The technical term for this is epistemic distance: the gap between what the submitter knows and
what the decision-maker needs to know. Name it in the finding.

Format: three points per submission plus the rewritten version.
The five submissions: [insert here] ™

What Prompt 5.2 shows you, and why it is uncomfortable. The rewritten paragraphs will be
longer than your originals — usually by half. That is the price of legibility, and it is the cheaper
price: the additional four lines in the document replace the forty minutes of follow-up questions.
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WP 6 calls exactly this the core of the delegation limit. You are not shifting responsibility; you are
lowering the price of checking.
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PART 3 - ABOUT GERALD
HUESCH

Anyone setting up four functions as a benchmark must be able to present a
system that can be measured against them.

Systems shape behaviour. Through the selection of the right
instruments, mechanics and leadership codes — derived from
values and leadership guidelines — the behaviour of everyone
involved is synchronized and aligned. Not through motivation, but
through a system that produces the right behaviour when
applied.

Sales has Salesforce. Finance has SAP. Leadership has LEAD21.

About the author. Gerald Huesch is the creator of the leadership operating system category - "one
of the most professional and creative minds in the domain of leadership and difficult change
projects" (Boston Business School). With LEAD21 he built the first operating system for leadership
- 21 evidence-based methods, the comprehensive solution and the missing link for complete
transformation, extreme growth and high-volume post-merger integration: a unique leadership
system for human coordination at scale, in which alignment and culture emerge as a by-product.
He has trained more than 30,000 executives in over 30 countries (NASA, Rolls-Royce, Airbus,
Omnicom and others) and delivers executive leadership training, leadership development and
executive mentoring for executives in Germany, the Americas, Asia Pacific and the UAE.
Participants from 300+ companies report +87% clarity, +58% efficiency, +50% performance,
+46% alignment and -50% negative stress after LEAD21 (participant-reported); a one-year study
with 567 leaders (Prof. Beate Hanson & Prof. Mohit Bhandari, McMaster University) showed
improvement in 8 of 9 climate dimensions. Dr. Charles Pellerin (NASA) on LEAD21: "Unique in the
world, and a capability that nobody else has." gerald-huesch.com/about-en
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PART 4 - THE GATE AND THE
PATH

THE CHECKPOINT — GATE 5 OPENS WHEN

The four functions are assessed individually, and every "not fulfilled" has a place — an existing

format on which it is to hang, with a name and a date.

Not: "We are working on our leadership culture." But: four lines, four judgements, and for every
"not fulfilled" a line with a format name, a person's name and a date.

And if three of four are not fulfilled? Then that is not an alarm but the normal finding. Hardly any
operation fulfils more than two, and feedback is almost everywhere the weakest. What matters is
only that you do not tackle all three at once — one thing, in one place, and the others stay noted.

STATUS OF THE GATES

GATE TITLE YOUR KEY STATUS

1 The Sole Decider Dependency list, 3 decision frames passed

2 The Toolbox Inventory of the last three years passed

3 Why Good Methods Evaporate Fallback path, one mandatory question passed

4 The Bottleneck Is Not Information Checking budget, extension, abstention passed

»5 What an Operating System Must Do Assessment of the four functions you are here
6 LEAD21— and What Is Still Missing Gap map, requirements specification to follow

7 The Sentient Organization Codebook, three target bands to follow

8 The Superintelligent Leader Constitution list, succession test to follow

Keep the function assessment. It is the third of three documents that converge in Gate 6 —
together with the inventory from Gate 2 and the checking budget from Gate 4. From here on you
are prepared.
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WHAT COMES NEXT

Gate 6 - LEAD21 — and What Is Still Missing. You now have three of your own documents and a

benchmark. Gate 6 orders them: first into a gap map that arises from your material and not from a
claim, and then into the question of what a system covers of it and what it does not. There the
name falls, and there stands what is still missing from it today.

The lock there: he knows single gaps, but not their order.

OPEN QUESTIONS FROM THIS EPISODE

« The four functions are derived from WP 0 and WP 6, not quoted from them. They are a
summary for use and marked as such — whoever wants the evidence will find it in the two
papers, not in this summary.

« Whether four is the right number is open. Series 1tests LEAD21in WP 7 against seven
conditions, and those are cut more finely. The four are the benchmark for the operation, the
seven the benchmark for Al capability. Gate 6 keeps them apart.

» The judgement "fulfilled / partly / not fulfilled" is an assessment on your own description. A
robust version would survey those who sit in your meetings. That is not required in this episode
and would be the next step.

REFERENCES

Series 1, Working Paper Series 2026 WP 0 - The Second Leap. Leadership as the architectural

condition of Al adoption; the 1890s electric-motor case; AGI amplifies maturity including
immaturity. WP 6 - The Legible Organization. Checking budget instead of trust as the limit of
delegation; epistemic distance; legibility at the level below.

The primary sources used in WP 0 and WP 6 from the 19th Conference on Artificial General
Intelligence (AGI-26), San Francisco, 27-30 July 2026, are identified there with volume and page
numbers. This episode introduces no new references.
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