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Out of his great love for
people and in pursuit of
a deeper understanding
of the human condition,
Elliott Jaques discovered
fundamental natural
laws that govern all life
and ﬁnd creative
expression in human
intention.
This exceptional social
scientist, psychoanalyst,
colleague, husband,
father and grandfather
left us a tremendous
legacy - the establishment of scientiﬁc foundation for understanding the breadth and
depth of humanity.
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TIME AND INTENTION

The following two readings are about Jaques’ formulation of two dimensions
of time. In addition to the ‘time’ we are most familiar with, Chronos (the time of
succession) he explains a second dimension for living organisms, Kairos, the
time of intention:

WHAT ALL THIS HAS TO DO WITH TIME
Excerpted from Elliott Jaques, Social Power and the CEO (2002)
In the course of this work, it occurred to me that I was using two diﬀerent conceptions of time, and that led in
due course to the realization that in dealing with human behavior and the measurement of some of its crucial
properties, we need a two-dimensional concept of time. These two dimensions are an ordinary, everyday
phenomenon of all management: the time of planning and budgeting, and the time of accounting for accomplishment. Or to put it even more simply, we have the time in which we planned to complete a program (the targeted-completion time), and the time it actually took to complete it. Both these times are of the greatest importance
for good management (see Figure 6.1).
Further consideration made it apparent that planned
Figure 6.1
time has to do with intentions about the future. And it
The Two Dimensions of Time
became obvious that we were neither going towards the
future, nor was the future coming towards us. The future
exists squarely right now in the present, in terms of our
intentions and how we plan to carry them out. Planning
and intentions are orientations towards presently
existing goals that are expressed as though they exist
somewhere out in a so-called future. In the same way,
the time actually taken to carry out such plans is an orientation towards a so-called past, but is in fact a current
record of when a program started and when it ﬁnished.
Finally, it became obvious that the single huge diﬀerence
between human events and programs (indeed, for all
living organisms), and inanimate physical processes, is
that physical processes have no intentions or goals. The river simply ﬂows to the sea, and the ball simply falls
to the ground. They have no intention to go where they seem to be going, unless one becomes outlandishly
anthropomorphic. So what? The reason is that a 4-D world works very well for locating physical events; three
dimensions of space, and one dimension of time—the time events actually took to happen. Human events
occur in a 5-D world: three dimensions of space and two dimensions of time—the second being how long it was
planned for something to take, the targeted completion time, the what-by-when.4
What is the conclusion? The second dimension of time, the planned or intended by-when, turns out to be the
missing scale for the objective accurate measurement of some very basic human characteristics, such as level
of work in a role and the size of the capability of a person. Failure to identify this second, and very measurable,
dimension of time has been the very considerable barrier blocking the path to such objective measurement.
There is a major shift here for measurement theory in psychology. More immediately, however, there is a major
boost for CEOs who are doing their best to be good leaders of good, eﬃcient, eﬀective organizations. And in case
it might be reassuring, the Greeks have always had two diﬀerent words for time; namely, chronos, or the time we
are accustomed to measure in, as in chronometers; and kairos, or what they call the time of human opportunity,
and which I shall call the second time dimension, or the time of intention, from which I shall derive the term
kairometry for our new measures of behavior.
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4. See Jaques (2002) The Life and Behavior of Living Organisms
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THE 5-D WORLD OF HUMAN LIFE
Excerpted from Elliott Jaques, Requisite Organization, revised second
edition (1996, amended 1998)
If we are ever going to succeed in laying a scientiﬁc foundation for our understanding of human nature and of
our social institutions, we will have to achieve a major shift in our view of the living world: from the 4-dimensional material world (three spatial interwoven with one time dimension) to a 5-dimensional world (three spatial
interwoven with two time dimensions).
Let me illustrate two time dimensions by reference to chatting out a task.
When you begin a task, you target (plan) a completion time, say in 2 weeks.
That 2-week time period exists as a time measure of your intention.
Then say, you actually complete the task in 3 weeks.
You now have a record of two diﬀerent times.
- the 2-week targeted time - time of intention.
- the 3-week elapsed time - time of achievement.
In the material world you do not need two dimensions, since material processes - including computers - do not
have any intentions.
Thus, when we say it took 2 hours for an alloy to melt, we mean only the elapsed time, for the alloy did not intend
to melt in any particular time. The metallurgist may have had a predicted or targeted time in mind, but that is
part of the 5-D world needed to describe his or her behavior. It is no part of the 4-D world needed to analyze and
measure the «behavior» of the alloy.
There is thus the time dimension we are used to, the one we use to say how long something actually took. We
record the start of the event, and we record the end, and then we look at our two recordings and say how long
the event took. I will call this dimension made up of successive actual time recordings, the time axis of succession.
Then there is the peculiarly human second dimension of time which I shall call the time axis of intention. This
time axis projects at right angles to the axis of succession, since it is the idea we have at a given moment on the
clock, of how long something might take (prediction or anticipation), of how long we want it to take (desire), or
of how long we intend to achieve something (intention). These ideas may change over and over again at successive points along the time axis of succession.
In short, the time axis of succession is the axis along which we record what has actually happened when, in terms
of the second, minute, hour, day, month, year in which it happened. The time axis of intention is the axis which
runs from past (memory) to present (perception) to future (intent), all in someone’s present at a point on the axis
of succession.
Too academic? Not if you want to bring objective measurement into study of human aﬀairs. It makes it easy to
measure, in the natural science sense, things that have been assumed to be too intangible to measure.
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THE 5-D WORLD OF HUMAN LIFE
Excerpted from Elliott Jaques, Requisite Organization, revised second
edition (1996, amended 1998)
Like Ihe desire to have something
within 2 hours — 2-hour desire.
Or, the intention to ﬁnish something
wimin 1 year — a 1-year intent.
Or, the extension of a contract from 1 to 2-years — a doubling of intent.
Or, the measurement of the time-span
of a role in targeted time, as against the
counting of the actually achieved time
in the axis of succession.
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