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Before Value Is Extracted: Preserving the 

Conditions That Make It Possible 

What honeycomb teaches us about recognizing value, protecting regenerative capacity, and 

moving responsibly before extraction becomes depletion. 

Field Observation · Granada, Spain · January 2026 

What remains after value is extracted reveals whether the system retains the capacity to 

regenerate. 
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The first morning I entered the dining room at the Senator Granada Hotel, I saw a large frame of 

honeycomb standing on the breakfast table. Its honey was visible and accessible to every guest. 

Until then, I had known honey primarily as something poured from a bottle or spooned from a 

jar. 

During my seven-day stay, a frame of honeycomb appeared each morning. Guests approached it 

with plates and utensils, removed pieces of comb, and paired the honey with toast, pastries, or 

fruit. I returned to it each day and enjoyed fresh honeycomb with fruit. We recognized its value 

immediately. It was fresh, beautiful, unusual, and sweet. 

What most of us probably did not consider was the system that made the experience possible. 

The presence of honeycomb every morning did not demonstrate an endless supply. It suggested 

something else: preparation, sourcing, knowledge, relationships, replenishment, and care. 

Someone had to understand where the honey came from, how it should be handled, how much 

was available, and how the product would reach the hotel in a condition suitable for guests. 

The display was the visible endpoint of a much larger system. 

Before the Comb, There Is Forage 

The honeycomb is not the beginning of honey production. Before honey can be stored, flowering 

plants must provide nectar and pollen. Bees must locate those resources, fly to them, collect 

them, and return them to the colony. Nectar supplies carbohydrates used for flight, warmth, and 

honey production. Pollen supplies proteins, fats, vitamins, and minerals needed for development. 

Water supports cooling and other colony functions, while plant resins can be converted into 

propolis for maintenance and protection. 

The comb is therefore not an isolated product. It is an expression of relationships among 

sunlight, water, soil, plants, weather, landscape, bees, colony coordination, and time. If flowering 

plants disappear, effort alone cannot produce honey. Bees may travel farther, consume more  

 



3 | P a g e  
 

 

energy, draw upon existing reserves, or depend on supplemental feeding. Reduced access to 

diverse forage can weaken nutrition and increase vulnerability to other stressors. What becomes 

visible inside the hive may originate in conditions far beyond it. 

Granada offers an especially meaningful setting for this observation. “Miel de Granada” is 

recognized through a Protected Designation of Origin. That designation protects the product’s 

geographic identity and establishes requirements governing qualifying honey produced within 

the designated area. The protection recognizes that origin matters: the product cannot be 

separated from its landscape, flora, production knowledge, and methods. 

Whether or not the particular hotel display carried that certification, its location invites a larger 

question: What must be protected before value can continue to appear? 

The Comb Is Part of the Value 

Honey is the visible product, but the comb is part of the productive infrastructure. Bees produce 

wax, construct cells, store honey and pollen, and use portions of the comb to support colony 

development. Some extraction methods preserve reusable comb; other methods remove or 

destroy it. When the comb is preserved and adequate food reserves remain, the colony retains 

more of the structure needed for another production cycle. When it is destroyed, the colony must 

redirect resources toward rebuilding. This distinction matters because a system can survive the 

removal of value more readily than the destruction of its capacity to create value again. 
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Responsible extraction therefore requires more than asking how much honey is available. It 

requires judgment about: 

 

❖ The condition of the colony 

❖ The availability of future forage 

❖ Seasonal and environmental conditions 

❖ The amount of stored honey the colony requires 

❖ The structure that should remain intact 

❖ The energy and time required for replenishment 

 

The harvest cannot be evaluated responsibly by measuring output alone. 

The Organizational Parallel 

Organizations also display visible value: products launched, projects completed, customers 

served, revenue earned, cases resolved, reports delivered, and new technologies deployed.   

Behind those outcomes is an organizational forage landscape. People draw upon food, health, 

sleep, safety, knowledge, feedback, trust, relationships, tools, time, meaning, and opportunity. 

Organizations draw upon talent, data, capital, customer demand, infrastructure, suppliers, 

communities, natural resources, and institutional knowledge. 

These inputs do not convert themselves into value. People must perceive signals, interpret 

conditions, exercise judgment, coordinate across roles, adapt, and act. The organizational 

equivalent of nectar is not one resource. It is any usable, energy-bearing input that people and 

systems can convert into value: attention, information, expertise, demand, materials, capital, 

time, trust, or opportunity. 

The organizational equivalent of pollen is developmental nourishment: learning, diverse 

knowledge, mentoring, feedback, experimentation, and exposure to perspectives beyond one’s 

current role. 
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The organizational equivalent of the comb is scaffolding: workflows, relationships, governance, 

decision rights, institutional memory, coordination mechanisms, and structures that allow value 

to be stored, transferred, and produced again. 

 

When the Forage Landscape Is Degraded 

Organizations frequently demand more honey while degrading the conditions that supply it. 

They may: 

 
❖ Eliminate learning time while demanding adaptability 

❖ Reduce staffing while increasing expected output 

❖ Introduce AI without redesigning workflows or decision authority 

❖ Weaken psychological safety while asking employees to innovate 

❖ Exhaust experienced employees while depending on their institutional knowledge 

❖ Remove recovery time while demanding better judgment 

❖ Narrow expertise while expecting cross-functional performance 

❖ Increase information volume while fragmenting attention 

❖ Undermine suppliers or communities while expecting reliable inputs 

 

When performance declines, the organization may conclude that employees lack commitment, 

resilience, capability, or training. 

But the upstream question is different: 

What happened to the environment from which their capacity was being supplied, 

activated, and renewed? 
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An employee may possess expertise, creativity, and judgment while being unable to convert 

them into value. Exhaustion may reduce usable energy. Threat may redirect attention toward 

self-protection. Bureaucracy may block action. Poor tools may consume cognitive capacity. 

Isolation may prevent coordination. Constant urgency may eliminate reflection and learning. 

What appears to be a capacity deficit may actually be a resource deficit or conversion constraint. 

When Extraction Exceeds Regeneration 

Advanced technology makes this distinction increasingly urgent. AI can accelerate output, 

compress timelines, increase information flows, and extend what individuals and teams can 

produce. It does not automatically replenish attention, judgment, trust, health, coordination, or 

institutional knowledge. An organization can therefore increase visible output while weakening 

the conditions that make future output possible. 

Burnout, turnover, rework, declining quality, impaired judgment, project abandonment, and 

persistent coordination failures should not be treated only as individual problems. They may be 

signals that extraction has exceeded regeneration. The same pattern appears in environmental 

systems. Production and consumption can expand faster than soil, water, forests, habitats, and 

climate systems can recover. The system may continue producing for a time, even while its 

regenerative foundation is deteriorating. Visible output can conceal invisible depletion. 

A Regenerative Model of Value Conversion 

A regenerative model of value conversion examines how human, organizational, technological, 

and environmental capacity is transformed into value while preserving—and where necessary 

restoring—the conditions required for that value to be created again. 
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The model follows a continuous chain: 

 

Capacity is not the same as energy. Capacity is an ability or potential. Energy allows that 

capacity to be exercised. Conditions determine whether energy and ability can reach productive 

action. If any connection fails, available capacity may never become visible value. 

 

 

 

 

 

Regenerative 
conditions 

Usable resources 
and energy 

Activated capacity 
Coordinated 

action
Converted value Replenishment
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This creates three different diagnostic possibilities: 

 

 

Organizations frequently misdiagnose a conversion constraint as a capacity deficit. They 

prescribe more training when the actual problem is depleted energy, conflicting priorities, limited 

authority, unsafe conditions, inadequate tools, or obstructed coordination. 

 

 

 

 

 

 

Does the necessary ability exist?
Capacity 

deficit

Are the energy, information, tools, 
relationships, time, and developmental inputs 
required to activate that ability available?

Resource 
deficit

Do organizational conditions allow available 
energy and capacity to become coordinated 
value?

Conversion 
constraint
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Four Judgments Before Value Is Extracted 

 

 

 

Who and what made the output possible?
1. Recognize the 
source of value

Leaders should identify the people, knowledge, relationships, 
environmental resources, infrastructure, and external conditions 
supporting performance.

What is the organizational equivalent of the 
comb?

2. Preserve the 
supporting structure

Workflows, trust, decision authority, institutional memory, cross-functional 
relationships, and recovery boundaries should not be consumed during the 
pursuit of short-term output.

Is value being removed faster than the system 
can replenish what production consumes?

3. Align extraction 
with regeneration

Organizations should examine workload, attention, recovery, staffing, 
learning time, ecological impact, and the replenishment rate of critical 
resources.

What are burnout, rework, turnover, delays, 
declining quality, or environmental damage 
communicating?

4. Interpret signals 
before collapse

These outcomes may be lagging evidence of upstream degradation. 
Judgment requires acting before the structure fails.
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Questions for Leaders 

Before demanding additional output, leaders should ask: 

 

1. What value are we attempting to create or convert? 

2. What human, organizational, technological, and environmental capacity does it 

require? 

3. What resources supply and activate that capacity? 

4. Which conditions enable or constrain conversion? 

5. Where is energy being diverted into friction, defense, rework, or unnecessary 

coordination? 

6. What structures must remain intact after value is extracted? 

7. How long will replenishment and recovery require? 

8. What signals would indicate that extraction has exceeded regenerative capacity? 

9. Are we restoring the forage landscape—or merely demanding more from a depleted 

hive? 

 

From Observation to Diagnosis 

The GoalsRGold™ Diagnostic System begins with observable conditions, signals, and 

outcomes. 

Adaptive Capacity examines how people perceive, learn, judge, coordinate, adapt, and act. 

Organizational Scaffolding examines the structures and conditions that support or constrain 

performance. 

The Wheel of Growth™ examines developmental movement, learning, and the conditions 

required for continued growth. 
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Harmonic Throttles examines pace, pressure, flow, friction, and synchronization across the 

system. 

Together, these instruments help distinguish a capacity deficit from a resource deficit or 

conversion constraint. The result is not another demand for generalized resilience. It is a capacity 

map and a prioritized path toward restoring the conditions required for sustainable value 

conversion. 

Continue the Inquiry 

Leaders do not need to choose between value creation and human sustainability. The 

consequential choice is between extracting value in ways that preserve the system and extracting 

it in ways that consume the system. Before asking how much more people, technology, or the 

environment can produce, we should understand what makes production possible, what the 

current cycle has consumed, what must remain, and what regeneration requires. 

The future of productivity is not greater extraction. It is better judgment about how value is 

converted, what that conversion consumes, and whether the conditions for future value remain 

intact. 

Is your organization ready to convert capacity into value without depleting the conditions 

that make value possible? 

The forthcoming GoalsRGold™ Regenerative Value Conversion Readiness Check will help 

leaders examine resource availability, activation conditions, coordination, extraction pressure, 

and regenerative capacity. Request early access or express your interest below. 
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Explore the GoalsRGold™ Diagnostic System 

Download the GoalsRGold™ Capacity Extraction and Regeneration Check 

An Executive Reflection Tool 

Explore Assessment Services 

Download or Print This Article (PDF) 
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