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A Simple Explanation for Why Leadership Has Disappeared - and How 
We Get It Back 
Modern society feels leaderless. Institutions don’t work the way they should. Decisions 
seem distant, slow, and disconnected from real life.  

People sense something is wrong, but they’re told it’s just “politics,” “complexity,” or 
“the modern world.” 

Human-Scale Leadership Theory offers a different explanation. 
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It says the problem isn’t people - it’s the scale of the systems we’ve built. 

We’ve created political and organisational structures so large and centralised that real 
leadership can’t survive inside them.  

These systems don’t reward courage, responsibility, or service. They reward 
compliance, caution, and self-preservation. They produce managers, not leaders. 

And because the system keeps selecting the same kind of people, generation after 
generation, leadership has quietly disappeared. 

1. Leadership Is a Human Thing - Not a Job Title 
Real leadership happens when someone takes responsibility for others and acts in their 
interests.  

It requires: 

• being close enough to understand people’s lives 

• being accountable for the consequences of decisions 

• having the courage to do what’s right, not what’s easy 

• serving others, not yourself 

Leadership is something people recognise - not something an organisation can assign. 

2. Centralised Systems Make Leadership Impossible 
When systems get too big: 

• leaders become distant from the people they serve 

• decisions become abstract 

• responsibility becomes blurred 

• processes replace judgement 

• self-protection becomes rational 

In these conditions, leadership can’t survive. The system forces people to behave like 
managers, not leaders. 

3. Political Parties Don’t Select Leaders - They Select Compliant 
People 
Most voters believe they choose their representatives. In reality, political parties choose 
them first. 

Parties filter for: 
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• loyalty 

• predictability 

• willingness to follow orders 

• lack of threat to the hierarchy 

Strong, independent leaders rarely make it through this process. Those who do are often 
pushed out or neutralised. 

Over time, insecure non-leaders select even weaker successors. The result is a political 
class that cannot lead - because the system never wanted leaders in the first place. 

4. A Management Class Has Taken Over Public Life 
Across government, business, and institutions, a management class has emerged. 

These individuals are not chosen for wisdom or courage, but for their ability to maintain 
systems, avoid risk, and protect the organisation. 

They are rewarded for: 

• following procedure 

• avoiding controversy 

• keeping the system stable 

• suppressing challenge 

This class is self-reinforcing. It reshapes the system to reward its own traits. 

5. Leadership Only Works at Human Scale 
Leadership requires proximity, trust, and direct accountability.  

It can only function in environments where: 

• people know one another 

• consequences are visible 

• responsibility cannot be avoided 

• relationships are real 

When systems exceed human scale, leadership collapses and managerialism fills the 
void. 
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6. Communities Are Where Leadership Naturally Emerges 
Real leadership emerges from the bottom up, not the top down. It appears when a 
community faces a challenge and someone steps forward to take responsibility. 

Leadership is: 

• recognised, not declared 

• earned, not granted 

• sustained by trust, not enforced by rules 

This cannot be manufactured by centralised institutions. 

7. The Way Forward Is Decentralisation 
To restore leadership, we must return power to the smallest viable unit - the level where 
human relationships exist. 

This doesn’t mean chaos or fragmentation. Larger structures still exist, but they serve 
communities rather than control them. Their role is to support, coordinate, and enable - 
not to dictate. 

A human-scale society is one where: 

• people are empowered 

• communities are resilient 

• leaders are visible and accountable 

• systems serve people, not the other way around 

8. Why This Matters 
Human-Scale Leadership Theory explains: 

• why leadership has disappeared 

• why institutions feel unresponsive 

• why public trust has collapsed 

• why politics feels empty 

• why systems keep producing the wrong people 

And it offers a path forward: 

Rebuild society around human beings, not systems. 
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When we design governance around human needs and human limits, leadership 
reappears - naturally, organically, and reliably. 
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Further Information 
To explore more of Adam Tugwell’s writing, including the online edition of this post, 
please visit: 
www.adamtugwell.blog 
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