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CAPITAL SHAPES THE FUTURE.
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What We Fund Determines What Grows, 
and How It Makes People Behave.
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EXECUTIVE SUMMARY

For most of my life, I believed that lasting change began with helping 
people evolve. 

I dedicated my career to helping individuals question social 
benchmarks, become aware of their biases and understand how 
invisible systems influence the way they think, feel and behave. Through 
workshops, leadership programmes and executive coaching, I 
witnessed remarkable personal transformations. Those moments remain 
among the most fulfilling experiences of my career.

Yet something never felt right.

The effort required to help one person break free was immense. Every 
transformation demanded time, energy and commitment. While every 
success reinforced my belief that change was possible, I couldn't ignore 
the growing fact that the process was difficult. More importantly, 
sustaining the change was even more difficult.

I realized that I was swimming against the current, and the harder I 
swam, the more exhausted I became.

THE BIG QUESTION

“The real investment question isn’t only what will grow. It’s how it will make 
people behave.”
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One day, I stopped asking why it was so difficult to help people change, and started asking “Why was I swimming against the current in 
the first place?”

And that question changed everything. I realized I had spent years trying to change the output of the system instead of the system itself.

I started searching for the force driving the output, and found one mechanism so powerful that understanding it could change the course 
of human life. 

That mechanism is capital.

Not simply because it finances organizations, but because it determines what receives the opportunity to grow and, once it grows, how it 
behaves.
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Every investment is more than a financial decision; it is a decision about which ideas, technologies, organizations and business models 
receive the opportunity to shape tomorrow.  Once that capital is committed, it continues to influence what success looks like, what leaders 
prioritize, what boards oversee, what organizations reward and, ultimately, the behaviours they produce.

I no longer think of capital as just a source of funding. I think of it as a behavioural design mechanism.

If we want different organizational and societal outcomes, we cannot limit ourselves to correcting undesirable behaviour after it emerges. 
We must examine the invisible forces that determine what grows, what is rewarded and what becomes the norm.

THIS ARTICLE SHEDS LIGHT ON

     • Why capital is more than a source of funding: it is a behavioural design mechanism. 

     • How investment decisions shape the future twice: by determining what receives the opportunity to grow and by influencing how it 
       behaves once it does. 
       
     • Why many organizational, societal and governance problems are addressed too late, after behaviours have already been reinforced. 

     • The hidden pathway through which investor expectations become organizational behaviour and, ultimately, organizational culture. 

     • Why capital allocation should be viewed as one of humanity's most powerful systems for prevention, not only for financing growth. 

     • The Designing Tomorrow Capital Framework, introducing two complementary investment decisions for investors, regulators and   
        policymakers. 
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WHY IT MATTERS

Every future begins with a choice.

Not every idea becomes a company. Not every technology reaches society. Not every medicine is developed. Not every 
educational model spreads.

What deserves the opportunity to grow?

Every day, investors, governments, financial institutions and funding bodies answer that question through one simple act:

Capital allocation.  Every investment is more than a financial transaction, because resources follow that decision. So does 
talent, capability and, in time, influence over the future. Capital does more than finance the future; it selects it.  Once that 
decision is made, a second force begins shaping the organizations that capital has chosen to grow.

People respond to incentives. Boards answer to shareholders. Organizations compete for capital. Investors seek returns.  
Together, these relationships create powerful, reinforcing systems that shape behaviour.

When short-term financial performance becomes the dominant definition of success, the entire system receives a signal.

Boards redefine priorities; Executives shorten decision horizons; Management optimizes what markets measure; 
Employees quickly learn which behaviours lead to recognition, advancement and reward.

Over time, repeated behaviour becomes culture.

When the outcomes disappoint us, we respond in familiar ways: we strengthen governance, we redesign organizational 
structures, we introduce leadership programmes, we implement cultural transformation initiatives, we introduce new 
regulations.

These interventions matter, but they are introduced after the system has already been teaching behaviour, for years.  They 
address the visible consequences while leaving unchanged the forces that continuously produce them.  We cannot 
sustainably ask organizations to create long-term value while rewarding short-term behaviour. We cannot ask leaders to 
collaborate while rewarding individual achievement. We cannot ask organizations to innovate while penalizing intelligent 
risk-taking.

Every reward system teaches behaviour, every capital allocation teaches priorities. Once capital is committed, it shapes 
what receives the opportunity to grow, and then shapes how it behaves once it does.

Understanding capital is no longer only a financial issue; it is linked to the kind of future we are choosing to create.
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“Capital shapes the future twice.”
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WHY IT MATTERS
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Figure 1. 

EVERY CHOICE SHAPES THE FUTURE
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THE GLOBAL VIEW

The more I study capital, the more I notice how abundant, mobile and influential it has become.

Every day, investors, governments, development banks, sovereign wealth funds, pension funds and venture capital firms 
make decisions that determine which organizations, technologies and industries receive the resources to grow. Those 
decisions shape economies, accelerate innovation and influence the products and services available to society.

Recognizing the significance of capital, governments, regulators and international organizations have strengthened 
governance expectations surrounding its allocation and stewardship.

Institutional investors engage with boards, vote on executive remuneration, challenge directors, support shareholder 
resolutions and collaborate with other investors on governance matters. International frameworks now encourage investors 
to consider long-term value creation, governance quality and sustainability alongside financial performance.

Societies continue to grapple with challenges that extend well beyond financial performance.

A 2024 umbrella review in The BMJ, synthesizing 45 pooled analyses involving 9.9 million participants, found that greater 
ultra-processed food exposure was associated with higher risk across 32 health parameters. The review reported a risk 
ratio of 1.50 for cardiovascular-disease-related mortality.

The U.S. Surgeon General’s 2023 advisory cited evidence that adolescents spending more than three hours a day on social 
media faced double the risk of poor mental-health outcomes, including symptoms of depression and anxiety. It also 
reported that one-third or more of girls aged 11 to 15 said they felt “addicted” to a social media platform.

The opioid crisis illustrates the profound societal costs associated with opioid products and markets: the U.S. Centers for 
Disease Control and Prevention estimates that approximately 806,000 people died from opioid overdoses in the United 
States between 1999 and 2023, including deaths involving prescription and illegal opioids. On December 13, 2024, the 
U.S. Department of Justice announced a $650 million global resolution of criminal and civil investigations into McKinsey & 
Company’s consulting work for Purdue Pharma.

The World Economic Forum’s Global Risks Report 2026 identifies extreme weather events as the top risk over the next 
decade and inequality as the most interconnected global risk for the second consecutive year. It also describes a global 
environment in which multilateral cooperation is under pressure.

These challenges differ in nature, yet they share one characteristic.  Each reflects something we chose to fund. It grew. It 
scaled. It changed society.

The global response continues to focus on mitigating their consequences through regulation, governance reforms, 
disclosure requirements and corporate accountability.

These efforts are both necessary and important. But I keep coming back to a more fundamental question: 

How did we make them so influential in the first place?

How did they get funded?

Sources: Melissa M. Lane et al., “Ultra-processed food exposure and adverse health outcomes: umbrella review of epidemiological meta-analyses,” The 
BMJ (2024); U.S. Surgeon General, Social Media and Youth Mental Health Advisory (2023); U.S. Centers for Disease Control and Prevention, 
Understanding the Opioid Overdose Epidemic (2024); U.S. Department of Justice, Office of Public Affairs, press release, December 13, 2024; World 
Economic Forum, Global Risks Report 2026.
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“Each reflects something we chose to fund. It grew. It scaled. It 
changed society.”
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THE CURRENT BENEATH THE SYSTEM

Imagine swimming against a powerful current.

We can become stronger swimmers. We can train harder, develop better techniques, and introduce new rules for swimming.  
But if the current continues pushing in the opposite direction, progress remains slow and exhausting. Our return on effort will 
never justify the effort we invest, because the harder we swim, the more energy we spend fighting the current.

I’ve come to think this is how systems behave: long before organizational culture emerges, a sequence of decisions has 
already begun.

When capital is allocated, some organizations, products, technologies and ideas receive the opportunity to grow.  Once 
capital has made that first decision, it immediately begins shaping the second.

• Investor expectations influence what success looks like.
• Boards translate those expectations into strategic priorities.
• Management designs performance measures and incentive systems around those priorities.
• Employees adapt their decisions to the behaviours the organization rewards.
• Repeated decisions become patterns.
• Repeated patterns become culture.

Culture shapes the everyday decisions people make.  Those decisions influence future capital allocation.
When our organizations produce harmful outcomes, we typically intervene at the end of this process.

• We strengthen governance.
• We introduce regulation.
• We redesign culture.
• We develop leadership programmes.

These interventions can matter, but they don’t solve the problem because they occur after the current has already shaped 
the system.

If we continue funding activities that generate significant societal costs, we should not be surprised when society continues 
investing enormous effort addressing the consequences.

The current has to change, and investors can make that change.
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I’ve learned that people rarely respond to reality itself. What they see is first shaped by their own perspective, the lens 
through which they make sense of the world. It then passes through a deeply personal filter: values, beliefs, assumptions, 
biases, perceptions and past experience.

From that filter, an interpretation emerges. And it’s that interpretation, not the information itself, that shapes behaviour.

That’s why the same situation can produce very different responses in different people, teams and organizations.

NOW APPLY THIS TO CAPITAL

To understand how capital influences behaviour, imagine investors who make one priority unmistakably clear: revenues 
must be protected, regardless of external pressures or market conditions, with little tolerance for reduced performance.

The message does not remain with the investors. The Board interprets it. The C-suite interprets it. Their decisions begin to 
align around it. Organizational systems, priorities, incentives and performance measures are then designed to reinforce it.

What behaviour would you expect to emerge inside such an organization?

What decisions would people make when revenues come under pressure? What would they protect? What might they 
ignore? And what behaviours might the system quietly reward?

It is the interpretation of what investors want that drives behaviour inside the organization.

That behaviour shapes the organizational system; the system then reinforces the behaviours it was designed to produce, 
and over time, those behaviours become normalized, and begin to shape culture.

The system continuously reinforces itself.

Understanding the behavioural system reveals how investor expectations become organizational behaviour.
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Figure 2. 

HOW BEHAVIOUR EMERGES

THE BEHAVIOURAL SYSTEM
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FROM REACTION TO PREVENTION

If capital shapes behaviour, then investment decisions cannot stop at financial returns.  Investors share that accountability, 
because they hold the power to direct capital in the first place. Recognizing capital as a behavioural design mechanism 
does not mean investors should manage organizations. It means recognizing the consequences of the signals capital sends, 
and requesting visibility into those signals. Once an organization begins measuring culture risk, it becomes much harder to 
claim that the behavioural signals were invisible.

The investment discussion needs to expand.

Where should we allocate capital?

What behaviours will that capital reinforce?

Investors should expect evidence that organizations demonstrate:

• Understanding of culture risks;

• Clear accountability for culture risks;

• Culture risk indicators alongside financial, operational and strategic risk indicators;

• Environments in which employees can challenge decisions and escalate concerns;

• Remuneration aligned with sustainable performance, conduct and long-term outcomes;

• Monitoring of critical turnover, control failures, customer outcomes and remediation;

• Integration of culture into resilience planning and scenario testing.

That’s not a call for investor interference. It’s a call for a clearer view of the behaviours ownership teaches.

09© 2026 Dr. Nahla Khaddage Bou-Diab. All rights reserved. No part of this publication may be reproduced without written permission.



DESIGNING TOMORROW
EXECUTIVE PUBLICATION SERIES

THE DESIGNING TOMORROW CAPITAL FRAMEWORK

Today's investment process asks one dominant question.

Will this investment generate attractive returns, and how fast?

That question should never disappear, but it is no longer sufficient. The future requires a second question.

If this organization succeeds, what future will it create?

The Designing Tomorrow Capital Framework introduces two complementary investment decisions.

Traditional investment analysis remains essential. The framework builds on it, not around it.

Financial discipline remains essential. The Designing Tomorrow Framework recognizes that every investment creates two 
forms of value: financial value and behavioural value. 

For regulators seeking to solve global social, environmental and human problems, and for investors seeking to implement 
this framework in practice, Appendix A provides a structured Behavioural Due Diligence Protocol that can be integrated into 
existing regulatory decision-making processes and investment committee processes.
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Traditional Investment Process The Designing Tomorrow Capital Framework

Core Question: Will this organization     
generate attractive financial returns? Decision 1: Should this organization receive the 

opportunity to shape the future?

Evaluate financial performance, market 
opportunity, management capability, 
governance, risk and valuation.

Evaluate the long-term contribution of the organization's 
products, services and business model to society 
alongside traditional investment analysis.

Stewardship focuses on governance, 
engagement and financial performance.

Decision 2: What behaviours will our capital reinforce 
once this organization grows?
Stewardship intentionally aligns expectations, incentives 
and governance with the behaviours required to create 
long-term enterprise and societal value.
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THE DESIGNING TOMORROW CAPITAL FRAMEWORK
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Figure 3. 

THE RIGHT QUESTIONS FOR A BETTER FUTURE

GLOBAL IMPLICATIONS

I’ve always found it fascinating that capital markets are among the most powerful coordination mechanisms humanity has 
ever created. They influence which ideas receive resources, which organizations grow, and which products and services 
become part of everyday life. Their role extends far beyond finance.

Every allocation of capital is, in effect, a decision about what society will have more of tomorrow.

If capital supports us in preventing disease, improving mental health, strengthening education, accelerating scientific 
discovery, protecting the environment and expanding human capability, we can reduce the likelihood, scale or downstream 
cost of some of the devastating problems we are dealing with today.

If, however, capital continues to favor business models that generate significant downstream societal costs, societies will 
continue investing enormous resources treating preventable disease, addressing mental health challenges, restoring 
environmental damage and managing the consequences of behaviours that could have been prevented upstream.

The implications extend well beyond investors: governments establish policy; regulators establish boundaries; boards 
establish governance; organizations establish strategy; individuals make decisions.

Those decisions shape what all of them have the opportunity to build.

Our future will be molded by what capital repeatedly chooses to grow, and by the behaviours it reinforces once those 
organizations begin to scale. That is the choice every allocation of capital quietly makes.
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I’ve watched executives assume organizations respond mainly to strategy. They don’t. They respond to the signals 
embedded within the systems that surround them.

Investor expectations form strategic priorities; Strategic priorities shape performance measures; Performance measures 
shape incentives; Incentives shape behaviour; Behaviour shapes culture; Culture ultimately shapes an organization's ability 
to create sustainable value.

The executive challenge isn’t just to deliver financial performance. It’s to ensure that the systems designed to achieve that 
performance are reinforcing the behaviours the organization will depend upon in the future. Financial performance is an 
outcome. Culture is one of the systems that shapes it. 

Before reviewing your next set of financial results, ask:

• What behaviours are our current performance measures rewarding? 

• Are our incentives reinforcing the culture we say we want to build? 

• If our current systems remain unchanged for the next ten years, what kind of organization will they create? 

• Would our investors be proud of the behaviours their expectations are reinforcing? 

• Are we managing today's results, or intentionally designing tomorrow's performance?
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EXECUTIVE IMPLICATIONS

INVESTOR IMPLICATIONS

I believe investors who look at the wider picture have the power to change the world by changing what they choose to fund 
and how they influence the organizations they invest in.

Before capital is allocated, investors determine which organizations, products, technologies and business models receive 
the opportunity to grow and shape society. It also means deciding whether capital should continue to expand organizations 
whose success depends on business models that generate significant downstream societal costs, even when they deliver 
attractive financial returns. Every decision to invest is also a decision not to invest elsewhere.

Once capital is allocated, investors influence the behaviours those organizations reinforce through their expectations, 
stewardship and governance.

Investors need to look beyond financial performance alone. They need visibility into the systems that shape organizational 
behaviour. Without that understanding, they are evaluating financial performance while remaining blind to the forces 
producing it.

Investors should recognize the influence they already possess and use it intentionally.

They should ask not only whether an organization is capable of generating attractive returns, but whether it deserves the 
opportunity to become more influential, whether the products and services it brings into the world contribute to long-term 
human wellbeing, and whether the behaviours it reinforces are consistent with the future they want to help create.

A “Culture Risk Statement” should become a standard component of investment due diligence because it provides insight 
into the behavioural risks that determine whether financial performance can be sustained.
Investors can request this today, alongside existing financial and ESG disclosures, as part of ongoing due diligence and 
stewardship engagement with portfolio companies.

What I want is responsible ownership! Because ownership without awareness is not neutral.

Every investment either extends that opportunity or withholds it, and investors decide which.



DESIGNING TOMORROW
EXECUTIVE PUBLICATION SERIES

Boards are the bridge between capital and organizational behaviour.

They translate investor expectations into governance, strategy, executive accountability, remuneration, performance 
measures and what leaders choose to focus on. That determines how capital is experienced throughout the organization.

Their responsibility isn’t only to oversee financial performance; it’s to ensure that the systems they approve reinforce the 
behaviours required to sustain it, and the future they are helping to create.

Boards should balance financial performance with the systems that shape it.

A “Culture Risk Statement” gives boards visibility into a system that shapes long-term performance as directly as any 
financial metric. Without that insight, they are seeing only half the story.

Questions Every Board Should Ask

• Are we translating investor expectations into the right organizational behaviours? 

• What behaviours are our current governance and performance systems rewarding? 

• Are our incentives aligned with the culture we say we want to build? 

• What information may not be reaching the Board because people are afraid to challenge? 

• Are short-term performance expectations weakening long-term resilience and enterprise value? 

• Do we understand the cultural conditions producing our financial performance? 

• If our current systems remain unchanged, what kind of organization will exist ten years from now? 

• Is the capital entrusted to this organization reinforcing the future our shareholders, and society, ultimately want to create?

BOARD IMPLICATIONS
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AUTHOR’S REFLECTIONS

For decades, we have tried to change outcomes only after problems become visible.

For decades, we have created problems and then invested enormous resources trying to solve them after humanity has 
already experienced their harm.

We allow companies that produce unhealthy foods to flourish while chronic disease continues to rise.

We allow products designed to capture and exploit human attention to scale, then invest billions addressing the mental 
health consequences.

We wait for governance failures before strengthening governance.

We wait for cultures to deteriorate before trying to transform them.

We wait for crises before building resilience.

We have gotten good at managing consequences.

What if we became equally good at preventing them?

That is the opportunity capital presents.

If capital is one of the most powerful behavioural design mechanisms humanity has created, it can just as easily become our 
most powerful tool for prevention. We can prevent instead of react.

One observation has stayed with me throughout my career.

Humans naturally break systems into smaller parts because it is the only way we know how to understand complexity.  

• Healthcare studies one organ at a time.

• Economies are managed one industry at a time.

• Organizations are divided into departments.

• Education separates knowledge into subjects.

But life does not operate in pieces; it operates as interconnected systems. The consequences we struggle with today rarely 
originate where they eventually appear.

A headache does not always begin in the head.
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“A headache does not always begin in the head.”

An employee is not necessarily the source of an organizational problem.

The visible problem is often the final expression of an invisible system.

The age of artificial intelligence makes this realization even more important.

For the first time in history, we have the ability to process complexity at a scale that was previously impossible.  We now 
have access to information, but are we prepared to understand the whole system?
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AUTHOR’S REFLECTIONS

Humans are more than physical beings.

We are thoughts, emotions, beliefs.  We ache with aspiration. We dream.

Maybe it’s time for humanity to truly discover what it is capable of because we have never designed systems that allow 
people to exist as whole human beings.

That is why I believe capital matters, not because money changes the world, but because capital directs attention.

Attention shapes systems.

Systems shape behaviour.

Behaviour shapes culture.

And culture shapes the future.

Investors therefore have a real opportunity. Every investment becomes more than a financial decision; it becomes a design 
decision about the future we are choosing to create.  Every generation inherits the world designed by the decisions of the 
generation before it. Investors make thousands of decisions every year; most are viewed purely as financial decisions.  But 
they are not; they are decisions about the future humanity chooses to build.

“Attention shapes systems. Systems shape behaviour. Behaviour 
shapes culture. And culture shapes the future.”

Capital already shapes the future. The only question is whether we 
are shaping it consciously.
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APPENDIX A

Behavioural Due Diligence Protocol

Decision One: Should this organization receive the opportunity to shape the future?

Human Value

□ Does the organization's core product or service solve a meaningful human problem?

□ Does it improve human capability, health, wellbeing, education or resilience?

□ Does its business model depend upon creating or exploiting human vulnerability?

□ If the organization doubles in size, will society become stronger or weaker?
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Long-Term Societal Contribution

□ What societal outcomes will become more prevalent if this organization succeeds?

□ Does the business model reduce future societal costs or increase them?

□ Are long-term shareholder returns aligned with long-term societal benefit?

□ Could future regulation fundamentally challenge this business model because of the societal costs it creates?

Decision Two

What behaviours will our capital reinforce?

Success Measures

□ Which performance measures will management believe matter most?

□ What will executives optimize because of our expectations?

□ Are these measures aligned with long-term value creation?

Incentive Architecture

□ Which behaviours will executive remuneration reinforce?

□ Will incentive structures encourage collaboration, innovation and resilience?

□ Are short-term financial outcomes being rewarded at the expense of long-term capability?
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APPENDIX A

Governance

□ Does the board have sufficient incentives to challenge management constructively?

□ Are behavioural risks discussed alongside financial and operational risks?

□ Do governance structures reinforce the behaviours the organization says it values?

18© 2026 Dr. Nahla Khaddage Bou-Diab. All rights reserved. No part of this publication may be reproduced without written permission.

Culture

□ What behaviours will employees quickly learn are rewarded?

□ What unintended behaviours could emerge from today's incentive architecture?

□ If these incentives remain unchanged for ten years, what organizational culture is likely to emerge?

Future Reflection

□ If every organization operated according to this model, what kind of society would emerge?

□ Would we be proud of the future this investment helps create?

□ Does this investment deserve the opportunity to shape tomorrow?
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