
 

IntelOrgSys.com 
 

Intelligent Organizational Systems
... Aligning Meaning, Propensities, and Systems

Working with Aggregate Propensity Data 
Resourcing for individual, team, and organizational performance 

 

©2013 Intelligent Organizational Systems February 2013 Rev. 1 

Team

Leadership

Unitive

Leadership

Organizational 

Design, Work- 

force Design & 

Resourcing

Management 

System Design & 

Development

Tec
hnolo

gy

In
fo

rm
at

io
n

P
hysical R

esources

Financial R
esources

Outcomes

© 2011 IntelOrgSys

Propensities



 

IntelOrgSys.com 
 

Introduction 

This report is one in a series of related documents on building sustainable, intelligent organizational 

systems (see back cover). This specific report outlines how aggregate propensity data can be used to 

understand team dynamics and organizational culture. A simple case study illustrates methods for 

making strategic succession and selection decisions that improve team functionality and organizational 

performance. 

Background 

Individual propensities create personality dynamics that drive individual behaviours and self-efficacy. 

When people come together to form teams, their propensities combine to shape complex team 

dynamics that drive individual and team behaviour in the direction of conflict or synergy and success. 

Aggregated still further into departments or even whole organizations, propensities shape macro-

dynamics that drive fundamental aspects of organizational cultures that help or hinder the 

organization’s resilience and sustainability. Understanding how to work with propensities gives users 

powerful ways to diagnose team and organizational challenges and to develop strategic improvement 

plans built on behavioural strengths and relationships. 

Appendices A, B, C and D define the propensity predictors referenced in this report. Appendix E 

provides questions used to explore functionalities. This report should be used in conjunction with the 

report on Building Effective Organizational Structures and Building Healthy Human Systems. 

Case Study 

Part 1:  Using Aggregate Propensity Data to Understand Organizational Culture including 

Readiness for Change and Future Potential 

Organization X is an engineering firm with 1500 staff distributed in six geographical locations. It has 

been in existence for several decades and has shown stable growth and acceptable levels of 

productivity. Its workforce consists of long-service, dedicated employees. Organization X is facing 

several serious challenges: 

 Many of its employees are rapidly approaching retirement and will need to be replaced.  

 External reviewers identified Organization X as having a very traditional, hierarchical culture 

that is unlikely to appeal to a new generation of workers.  

 Training programs and other knowledge retention methods have not evolved due to very low 

turnover and mobility.  

In addition to workforce challenges, Organization X finds itself in a situation where declining economic 

conditions, increasing environmental concerns, and shifts in customer and public perspectives, are all 

placing new demands on the organization. Efforts to streamline operations, increase productivity, and 
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enhance customer and public relations have been endorsed by its Board of Directors based on consultant 

recommendations.    

Organization X recognized a need to rethink its way of doing business to meet these challenges. The CEO hired 

a development consultant to help the senior management team guide a strategic change initiative directed at 

building a more customer-centered, profit-oriented organization with the capacity to develop new services 

and attract new business. With the help of the consultant the senior management team endorsed a two-

pronged approach: a review of the organizational structure to clearly define required functionalities by level 

and team, and a complete review of the existing talent in terms of propensities and demonstrated 

competencies. 

To assess the organization’s readiness and potential for change, the consultant assembled a small team of  

Organization X’s staff to capture and analyze three sets of propensity data. Propensities were chosen because 

they provide a rich picture of the interests and suitabilities driving the organization’s culture and 

effectiveness. Combined with knowledge, performance and credential information, they also provide a 

comprehensive picture of talent at every level in the organization. 

Organizational Distributions 

As a first step, the team looked at several distributions for the entire organization. The intent was to identify 

contributors to current patterns of performance and effectiveness.  Figure 1 shows the organization’s overall 

leadership style distribution. This distribution includes six distinct leadership styles, and charts the number of 

individuals in the organization with a nominal preference (< 1 standard deviation); marked preference (> 1 

standard deviation), and a very pronounced preference (>2 standard deviations) for each style. The stronger 

the preference, the more consistently an individual will select to operate from that approach irrespective of 

the demands of the circumstance. Figure 1 shows strong preferences for bureaucratic and laissez-faire styles, 

with command and control being the least preferred style for the population. 

Figure 1: Whole Organization—Leadership Style Distribution 
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This information helped the team to understand the organization’s clear preferences for rules-based 

decision-making, stability, and control through hierarchy. From the perspective of shaping organizational 

direction and development, this approach encouraged reliance on conservative, proven strategies 

designed to minimize the discomfort associated with ambiguity, unpredictability, and risk. It also 

suggested that relatively less emphasis was placed on relationship-building internally and externally 

compared with what more entrepreneurial or transformative styles would typically support.  

Taking the analysis a step further, the team looked at the behavioural competency distribution. This 

distribution consists of 26 behavioural competencies and includes all the competencies rated at good, 

very good and excellent for each individual in the organization. Figure 2 clearly shows behavioural 

preferences that value structure, emotional control, interpersonal compromise, high-minded 

convictions, tackling difficult problems using logical and quantitative reasoning, conscientiousness, and 

personal accountability. This information confirmed the levels of honesty and dependability prized in the 

organization.  

Figure 2: Whole Organization—Behavioural Factor Distribution 
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Figure 2 also provided insight into some of the key behavioural challenges facing the organization; 

namely, limited focus on profitability, innovation or adaptiveness which were key requirements for its 

improvement agenda. Combined with low scores in the areas of relationship building, strategic thinking 

and influencing, these would make change a slow and complicated process requiring strategic 

diversification in the organization.  

As a final step in the organizational analysis, the team broke out the career theme predictors shown in 

Figure 3 to gain an overall understanding of the relative strengths of different discipline preferences 

within the organization. 

Figure 3: Whole Organization—Career Theme Predictors (CTP)  
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The distribution in Figure 3 comprises 35 career themes, and again captures the incidence of good, very 

good, and excellent predictors of success in each of the themes for each individual in the organization. 

(See predictor definitions in Appendix D) Perhaps unsurprisingly, the majority of staff demonstrate strong 

career theme suitabilities in the engineering, electronics, mechanical, inspection and supervisory 

disciplines.   

Leadership Structure Distributions 

As a second step, the team looked at several distributions for the leadership structure by level and team. 

The intent was to identify strengths and potential blind spots that could challenge the change initiative if 

not addressed through reassignments, new hires or more collaborative work practices in order to help the 

organization transform.  

Figure 4 shows  twelve career theme pre-

dictors deemed important to under-

standing the focus and strength of man-

agement talent for each of the organiza-

tion’s three leader levels: manager, 

superintendent, and supervisor. Examina-

tion shows that the number of leaders 

having strengths with potential suitability 

for  CEO, Executive, Senior Management, 

and Mid-Management was relatively low. 

Managers, superintendents and supervi-

sors showed more suitability for supervi-

sory roles than the more senior roles, 

meaning that the management structure 

was bringing relatively less attention and 

focused activity to addressing the longer-

term, systemic, political and economic 

issues that are the responsibility of mid- 

and senior- management. As a specific 

example, there was no representation of 

executive talent at the manager level. 

This created a potential succession 

challenge. Looking more broadly, the 

strength of preference for engineering, 

mathematics, and mechanical and 

inspection disciplines were very similar at 

the mid- and senior- management levels, 

meaning that the activity of managing 

was not a strong focus for those in the 

leadership group.  
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Figure 4: Comparison—Dominant CTP  
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Part 2:  Using Aggregate Propensity Data to Understand and Enhance Team Dynamics and 

Functionality 

Recognizing that the change effort was going to be a multi-year commitment, the senior management 

team established a Transition Team to oversee and integrate the three development projects. This 

Transition Team added members from the existing internal Communications and Human Resources 

groups to the two Organization Development practitioners initially  assigned to support the 

assessment project. In addition, two co-leads would be assigned for the Management System project. 

The consultant who guided the initial assessment was retained as advisor to the senior management 

team and as resource to the Transition Team. 

To prepare for an orientation session with the newly constituted team, the consultant pulled together 

a team propensity distribution to help the senior manager understand the potential strengths and 

blind spots of the group. The consultant used the Team Performance Model in Figure 5 which suggests 

the arc of a bouncing ball to show team flow into action. The model is based on the work of Drexler, 

Sibbett and Forrester, Ref [1]. The left side shows the initial momentum associated with clarifying 

team purpose, intention and goals. The turning point is the commitment of resources and roles, and 

the upward arc reflects transition into synergistic action and course correction.  

Figure 5: Team Performance Model 

 

Figure 6 on the following page shows the team propensity profile. The consultant  was not surprised 

to find that the new team members brought strengths in terms of responsiveness to change, alliance 

building, communication, initiative, and results focus, as well as community consciousness and 

strategic vision. However, gaps in such areas as innovation, decisiveness, influencing, conceptual 

thinking, consensus building and social charisma were likely to create challenges for the team going 

forward. The consultant noted these as priority considerations for team balancing when the 

management system co-leads were selected. 
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Figure 6: Transition Team Propensity Distribution 
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Team Mandate:  To develop and populate a management system architec-
ture including training and implementation planning. 

Management System  
Project Manager 

Management System Architect 

Role Mandate: Provide overall pro-
ject management, including project 
planning, resource management, 
regulatory interface, and corporate 
interface. 

Role Mandate: Provide overall direc-
tion and focused guidance to the 
design and development of the 
management system architecture, 
documentation methods and con-
trols, information gathering, facilita-
tion approach, and quality control. 

Functionalities Functionalities 

 Strategic project definition   

 Implementation logistics 

 Execution control 

 Concept innovation 
 Strategic change facilitation 
 Systemic integration 

Key Activities Key Activities 

 Establish project structure, processes 
and protocols 

 Establish information technology 

platform 

 Establish project plan, schedule and 
deliverables 

 Secure and allocate resources 

 Coordinate plan execution 

 Monitor progress against milestones 

 Provide project quality control 

 Maintain team and cross-functional 
communications 

 Provide regular reporting 

 Resolve emergent problems 

  

 Design management system model 

 Develop management system manual 

 Define process mapping methodology 

 Define management system document 

hierarchy 

 Guide process owner selection and 
development 

 Organize process mapping teams 

 Facilitate collaboration 

 Identify process links and interactions 

 Determine process grading 

 Integrate processes and functional 
maps 

 Develop process controls 

 Document and publish processes 

Table 1: Management System Leadership Position Profiles 
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To identify appropriate career theme predictors, the consultant considered the nature of the role, the 

intended level in the hierarchy, and the benchmarks most reflective of the core work of the 

organization. Table 2 lists the behavioural benchmarks established as search criteria.  

Table 2: Behavioural Search Criteria 

Table Notes:   *Congruence factors important for communication/alignment between the two roles. 

    Brackets denote weighting. 

For the Project Manager, mid-management and project management career theme predictors were 

chosen to reflect the level and key functionalities of the position. Manufacturing and/or mechanical/

electrical were added to represent the interest and expertise areas most relevant to the work. The 

career theme predictors for the System Architect position were selected to reflect the consultative 
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Management System Project Manager Management System Architect 

Behavioural Search Criteria Behavioural Search Criteria 

Career Theme Predictors 

 Management (2) 

 Project management (2) 

 Mechanical (or) 

 Manufacturing (or) 

 Engineering 

Behavioural Factors 

 Reasons critically 

 Thinks conceptually* (2) 

 Demonstrates strategic vision* 

 Establishes order (2) 

 Maintains accountability* 

 Focus on results (2) 

 Leads decisively 

 Utilizes humour 

Leadership Styles 

 Utilitarian 

Career Theme Predictors 

 Consulting (2) 

 Social sciences  

 Writing (2) 

 Languages and library sciences 

 Inspection (or) 

 Management 

Behavioural Factors 

 Thinks conceptually* (2) 

 Demonstrates strategic vision* (2) 

 Communicates clarity (2) 

 Strives for excellence (2) 

 Maintains accountability* 

 Seeks innovation 

Leadership Styles 

 Transformational/Entrepreneurial 

 Transformational/Utilitarian 

Experience 

 Knowledge of project management  

 Experience managing complex projects 

Experience 

 Broad knowledge of the organization and its functionali-

ties – people and technology 

 Familiarity with management systems 

 Knowledge of applicable regulatory and industry stand-

ards and expectations 

 Previous management level experience  

Team Balance: 

 Exercises political influence 

 Demonstrates social charisma 

 Builds consensus 
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nature of the work and the heavy emphasis on writing and knowledge management. Inspection and/or 

management predictors were included to capture the quality control and orchestration aspects of the 

role. 

Behavioural factor benchmarks were added to the selection criteria based on the functionalities of 

each position. For the Project Manager, the focus is on strategic project management which 

encompasses both the order and results focus typical of project management and the longer timelines 

and chunking required for a large first-of-a-kind development project. The Architect role has a strong 

creative component requiring vision and conceptualization in order to evolve a detailed picture of what 

is needed and to maintain focus on it throughout the development process. This functionality is 

supplemented by a strong focus on strategic change facilitation – patiently helping people to absorb a 

new way of thinking about a situation. Strategic vision, conceptualization and internalized 

accountability are given particular weight to provide psychological congruence between the two 

positions, enabling the individuals to clarify and hold a common mental framework that will allow them 

to self-organize within their respective roles. Results focus and order contrast with innovation and 

detail focus to balance productivity and creativity. Utilizes humour, while not mandatory, brings relief 

from the tension that can easily accompany project environments. 

Leadership styles were added to the mix. For the Project Manager, the utilitarian style provides focus 

on costs, streamlined activities, and determination to achieve timely follow-through. With the System 

Architect the focus is more on change, engagement and building opportunities through collaboration 

with others. The styles are complementary, with the relational style of the System Architect role 

bridging the differences in approach.  

The consultant established weighting (in brackets) based on the functionalities of each role. 

Specifically, for the Project Manager role, the management and project management career theme 

predictors were given additional weight. The conceptual, strategic, and organizing behavioural 

strengths were likewise given additional weight. For the System Architect role the career theme 

predictors related to consulting and writing were given additional weight, as were the behavioural 

strengths around communication, thoroughness, and strategic and conceptual thinking. 

Consideration  of the complementary factors in Table 2 will result in better team performance than 

simply selecting two individuals for their known ability in previous roles. 

Finally, with a full set of behavioural search criteria in place the consultant looked at the issue of team 

balance to determine what other strengths should be added when selecting the broader team. He 

added political influence, consensus building, and visibility as important considerations for team 

balance to help the team fulfil its change agency mandate. 

Figure 7 on the following page shows the results of the search. The results were used to select the 

Management System Project Manager. The top five candidates were assessed against other factors 

such as availability, organizational credibility, track record, and experience before the final selection 

was made. 
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Figure 7: Search Result for Management System Project Manager 

 

Once the Management System co-leaders were in place, the consultant and senior manager facilitated 

the orientation and teambuilding session using the full set of position mandates, individual and team 

propensities to help the group understand each other’s roles and strengths.    

Management System Manager Search
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Part 3:  Using Aggregate Propensity Data to Enhance Organizational Capacity and     

 Effectiveness through Succession Planning 

Once the Transition Team was fully resourced, project plans, schedules and high level deliverables 

were scoped out for the succession planning, workforce planning, and management systems projects. 

The intent of aligning and integrating these projects was to: 

 build capacity in the organization prior to piloting and implementing the management system; 

and 

 include selection of Process Owners as part of the succession planning leadership capacity 

building. 

Organizational Functionality 

In order to understand the management and leadership needs of the organization, the Transition Team 

performed a structural review. This rounded out the information already gained during the initial 

assessment conducted by the consultant. Working with the questions in Appendix E they systematically 

gathered information on how the levels, teams and key roles in the leadership structure were intended 

to contribute to the organization’s functioning as well as current state performance. This information 

was documented as a formal organizational design basis to be used to guide future succession and 

workforce planning efforts.  

The team also revisited the behavioural strengths information for the three leadership levels, this time 
mapping it against the Team-based Organization Performance Model in Figure 8 derived from 
reference [1]. This model asks questions about organizational functionality, such as how well the 
organization is able to create coherence around form, direction, goals, methods and desired presence 
and impact. 
 

Figure 8: Organizational Performance Model 
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The distribution of behavioural strengths in Figure 9 showed gaps contributing to the lack of focus and 
attention on key areas of organizational performance. For example, the relatively small number of 
leaders demonstrating clear preferences for seeking innovation, responding to change, and creating 
visibility and enthusiasm. This suggested that the environmental scanning for emerging threats and 
opportunities naturally associated with these propensities was not a strong aspect of the organization’s 
leadership’s approach and was likely impairing organizational vitality and adaptation. 
 

Figure 9: Leadership Structure Propensity Distribution 

 

 
Based on this information, the Transition Team gave weight to the under-represented behavioural 
strengths in the succession planning process. Future searches and development efforts would 
emphasize these propensities in order to build the leadership group’s capacity in these areas over time. 

Management System Project 

Working with the succession planning framework, the MS Project Manager and System Architect 

drafted the Process Owner role description and behavioural search criteria in Table 3 on the following 

page. 

As with the project leadership roles, these search criteria emphasized conceptual thinking and critical 

reasoning to support the abstract and analytical nature of the process owner role. Communication and 

influencing skills along with community consciousness were identified as needed to support the 

ongoing task of clarifying issues and building understanding while addressing performer concerns.  

Finally, change receptiveness and persistence were given weight due to the long-term, iterative nature 

of the work. Discipline specific experience was also deemed important to support the credibility of the 

process owner and to ease implementation.  
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Education, qualifications, and certifica-
tions are additional elements in typical 
profiles but are excluded here for 
reasons of simplicity.  

Weighted values my be assigned to 
benchmarks and particular skill sets to 
value more relevant behaviours and 
experience over less relevant aspects 
based on the functional analysis of the 
job.   

Relative weighting may also be used 
to: 
 achieve long-term change strategies 

intended to strengthen 
underrepresented propensities; 

 honour labour commitments related 
to such aspects as seniority; or 

 strengthen desired leadership or 
relational styles.  

Some teams may have sufficient 
strength that new recruits have time to 
develop without exposing the 
organization to risk related to delays or 
errors. In such situations, greater 
weighting can be applied to behaviour 
factors that will lead to greater future 
success in the role. Conversely, there 
may be situations where it is prudent 
for the organization to apply greater 
weighting to experience. 

It is important that the search profiles 
be reviewed prior to each new round 
of selections to confirm their contin-
uing validity. In the table at left, suc-
cession criteria are added to the mix to 
select candidates with the potential to 
grow into higher level positions. 
 
 
 
 
 
 
 

Process Owner 

Role Mandate: Develop, document, implement and continually improve 
assigned processes within accepted standards and the management 
system architecture. Coordinate work with other process owners to 
monitor effectiveness and manage interfaces.  

Functionalities  

 Communication and engagement 
 Continual improvement  

 Alignment with standards 

 Systemic and systematic integration  

Key Activities  

 Ensure the process meets standards and expectations 
 Effectively implement the process 

 Maintain the process up to date 

 Continually improve the process  
 Provide training on the process 

 Monitor process effectiveness 

 Periodically review internal controls 

 Establish and maintain effective interfaces with other processes and owners 
 Resolve problems 

 Assess risks to process from context changes 

 Address findings of assessments/reviews of their process  

Behavioural Search Criteria  

Career Theme Predictors 

 Consulting (2) 
 Managing 

 Inspection (2) 

 Manufacturing 

 Social sciences  

Behavioural Factors 

 Thinks conceptually* (2) 

 Focuses on results 
 Communicates clarity* 

 Reasons critically (2) 

 Exercises political influence 
 Demonstrates community consciousness  

 Responsive to change* (2) 

 Strives for excellence 

 Demonstrates Strategic Vision 

Leadership Styles  

 Transformation/Utilitarian  

Experience 

 Organizational experience – understand organizational function and required 
performance 

 Experience in process discipline (or similar area) 
 Experience managing processes (desirable) 

 Engaging and facilitating groups 

Succession Criteria 

 Seeks innovation 
 Responds to change 

 Demonstrates social charisma 

 Demonstrates energetic enthusiasm 

Table 3: Process Owner Profile 
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Figure 10 provides a short list of candidates that met or exceeded the established behavioural search 
criteria as well as the credential and experience thresholds. The scores  in the table are predictors of 
success in relation to each of the benchmarks. Green scores represent predictions of good or above. 
Yellow represent average prediction of success and the red reflect low to low-average predictors. 
Definitions for these predictions are included in Appendix D. In the case of the leadership style 
benchmarks, the colours code red as a nominal preference, yellow as marked preference, and green as 
a very strong preference. The total weight is the sum of points gained for each benchmark per 
candidate.  Based on this weighting, the candidates with the highest weight bring the greatest number 
of desirable strengths to the role. Review of the score colours allows decision-makers to evaluate  
potential trade-offs such as availability and balance of strengths and weaknesses for each candidate. 
 

Figure 10: List of Potential Candidates for Process Owner Roles 

 

 

Process Owner Search
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Using the shortlist, the succession criteria, and additional HR data, the senior manager and co-leads 
selected six process owners to interview. Final selection decisions balanced who would bring strength 
to their individual roles as well as needed capacities to the leadership structure.  

Once all the process owners were in place, the senior manager with the help of the consultant 
facilitated a one-day workshop to help the new team members get to know one another and begin to 
understand how they could support and leverage each others strengths.  

Transition into Action: Key Considerations 

The following sections describe key considerations for ensuring responsible and ethical application of a 

propensity-based approach to organization development.   

1. Trained Users 

In order to work with aggregate propensity data, practitioners require both a thorough understanding 

of the functionalities to be achieved in a role or on a team, and proficiency in the use of behavioural 

propensity measures. The combination creates a ‘language’ that focuses more on predicting the 

breadth and depth of capacity to perform in a particular setting, thereby enabling users to match 

employees with roles that will allow them to use their natural strengths to achieve the desired human 

and organizational outcomes. Training of users is essential to ensuring appropriate application of the 

methods described in this report. 

2. Ethical Use of Propensity Information 

The introduction of psychometrics can challenge organizations.  Psychometric feedback can surprise 

people because of its accuracy and lead them to feel exposed and vulnerable in the face of 

organizational decision-making processes. The adequacy of feedback and fairness of processes related 

to access, confidentiality, and use of propensity information is paramount.  

3. Empowerment of Individuals 

Commitment to a task is mediated by talent and perception of self, others and the situation.  Innate 

propensities may not be demonstrated due to perceptions of the circumstance, e.g., lack of emotional 

safety may inhibit expression in favour of conforming behaviour. Alternatively, dominant propensities 

may be demonstrated in spite of negative feedback or consequences. Selection processes need to be 

sensitive to these dynamics and to the extent possible, balance the challenge inherent in an 

assignment with the type and talent level of the candidate to create healthy levels of engagement. 

Past measures of aptitude have equated aspiration with capability, and many candidates believe that 

being smart and ambitious is sufficient to tackle any role. In this context, more complex objective 

measures can be seen to impair the perceived autonomy of those wishing to control their careers.  

Selection processes need to consciously balance candidate ambition and organizational assurance of 

successful performance so as not to undermine employee engagement and self-directed growth.  
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4. Respectful Use of Terminology 

Propensities are a new language for organizations. When used in selection processes, they gain 

credence and weight. If the selection process aims to bring about change, the terms can become 

associated with frustration about shifts in what is valued and promoted in an organization. Thoughtless 

language  can raise perceptions of marginalization and solicit fear that aspects of the whole person may 

be dismissed. For example, labelling individuals as ‘bureaucratic types’ can appear to dismiss the 

strengths this focus brings in terms of standardization or proceduralization. Active change 

management is required to ensure that psychological slang does not reduce individuals or groups to 

categories and does not denigrate the tool.  

5. Innate Propensities and Demonstrated Competencies 

Propensities refer to innate ways of thinking and behaving. These inborn characteristics are 

subsequently shaped through practice and experience, in some cases strengthened and in others left 

dormant or potentially devalued depending on circumstances. Demonstrated competencies may 

reflect innate or learned ways of thinking and doing. A demonstrated competency that is also 

grounded in an innate propensity is likely to be more robust and stable than one achieved through 

learning alone. However, many roles do not require the full power of innate and demonstrated 

competencies combined. Successful performance can be achieved through either approach. In any 

event, propensity information should not be used as the sole basis for selection, but rather as one of 

several data pieces designed to understand the overall strength and potential of a particular candidate.  

6. Diversity, Congruence and Integration 

Both diversity and congruence must be considered in working with propensities. Diversity provides 

breadth of talent to an organization, but can also create the potential for confusion, disrespect and 

conflict. Congruence increases harmony and ease of alignment but diminishes breadth of capacity and 

creates the risk of group think. The level of risk depends on three factors: the intensity of the 

preferences, the degree of difference (many or few strengths in common), and whether a third-party is 

available to either challenge high convergence, or facilitate engagement and foster awareness of the 

complementarity and advantages of differences.  

Organizational resilience and adaptiveness depend on diversity of propensities. As such, natural 

organizational tendencies towards cloning need to be recognized and actively managed to ensure 

healthy diversity in a workforce. 

7. Building Functionality for Success 

To build organizational functionality is a strategic effort that requires long term commitment and 

disciplined execution. It requires a shift in thinking from conventional roles-responsibility job 

descriptions and one-of hires to an approach that looks at activities and intended outcomes, along with 

team and structural contexts to define search criteria. This requires a more sophisticated human 

resources function than is the norm. It needs to be proactively engaged in understanding 

organizational performance challenges in order to assist in resolving issues using propensities. 
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A comprehensive evaluation of aggregate propensities can provide insight into the deep drivers of 

organizational culture and effectiveness. If the organizational talent pool does not possess required 

propensities, neither training nor experience is likely to bring about proficiency in the needed 

dimensions. Innovation cannot happen without innovators, change cannot happen without change 

agents, fiscal success depends on business acumen as much as MBAs and accounting certifications. 

Organizational success depends on a diverse representation of matched competencies and 

propensities appropriately placed in a strategically responsive structure oriented and integrated by 

leadership. 

Summary 

Aggregate propensity data provides a way to understand and work with organizational behaviour at 

the team and whole system levels. It provides a new language and approach that can be used to guide 

capacity building through strategic selection decisions focused on building functionality at different 

points in organizational structures.  
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APPENDIX A: The 26 Behavioural Preferences and Descriptors 

 
 Note: Information in this Appendix is used with the permission of Cash Lehman and Associates. 

Descriptors 

Builds Consensus: Enjoys working as part of a team. Emphasis is on appropriate compromise, 

demonstrating tact, maintaining emotional control and interpersonal tolerance rather than making 

demands (patience, cooperation, empathy, tact, self-development). 

Communicates Clarity: Demonstrates the capacity to deliver persuasive and articulate oral and written 

communications (linguistics, written communication, self-expression, culture). 

Demonstrates Character: Honours interpersonal commitments, maintains the courage of high-minded 

convictions, values living rightly and plays by honourable rules (low street sense, integrity, guilt, 

responsibility, self-development). 

Demonstrates Community Consciousness: Demonstrates a commitment to making a worthwhile 

contribution to business solutions of public consequence and improving the quality of life in one’s 

community, including respect for the environment (community, humanitarianism, service). 

Demonstrates Energetic Enthusiasm: Operates at a fast pace, possesses a high energy level and 

maintains a physically active, healthy lifestyle (health, stamina, low somatic concerns). 

Demonstrates Social Charisma: Intentionally seeks to have a visible and forceful influence on others in 

order to convince, persuade and gain the support of one’s agenda (visibility, self-expression, presence, 

power, recognition). 

Demonstrates Strategic Vision: Takes a longer-term and purposeful approach to finding solutions, in 

order to actualize a more meaningful or worthwhile strategic goal (purpose, self-actualization, goal-

setting, culture, complexity). 

Drives Achievement: Demonstrates an outstanding need to achieve exceptional challenges under 

competitive scenarios and is prepared to make lifestyle sacrifices for the sake of career advancement 

(self-realization, drive, competitiveness, recognition, career). 

Behavioural Preferences 

 Builds consensus 

 Communicates clarity 

 Demonstrates character 

 Demonstrates community 

consciousness 

 Demonstrates energetic 

enthusiasm 

 Demonstrates social charisma 

 Demonstrates strategic vision 

 Drives achievement 

 Establishes order 

 Exercises political influence 

 Establishes alliances 

 Focuses on results 

 Initiates independently 

 Leads decisively 

 Maintains accountability 

 Manages self 

 Manages stress 

 Overcomes adversity 

 

 Reasons critically 

 Responsive to change 

 Seeks innovation 

 Strives for excellence 

 Sustains profitability 

 Thinks conceptually 

 Thrives on chaos 

 Utilizes humour 
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Establishes Alliances: Establishes friendly relationships, enjoys expressing one’s views and participating 

socially with others in a manner that reflects genuineness and interpersonal intimacy (popularity, 

fraternity, social, low avoidance of intimacy). 

Establishes Order: Establishes clear guidelines and expectations for others and implements 

departmental systems to effectively manage the orderly flow of work to ensure efficiency and 

disciplined effort (structure, goal-setting, security, common sense, efficiency). 

Exercises Political Influence: Builds politically effective relationships and anticipates the hidden 

political agendas that could sidetrack or manipulate an appropriate outcome (political acumen, street 

sense, tact, negotiation). 

Focuses on Results: Prepared to make the personal sacrifices or expend extraordinary dedication to 

one’s work when frequent overtime is required to complete assignments (industriousness, 

workaholism, career, efficiency). 

Initiates Independently: Demonstrates a preference for taking action, pursuing high risk and initiating 

projects independently of prior approval or requests (self-sufficiency, initiative, adventure, risk taking). 

Leads Decisively: Demonstrates assertive leadership by acting decisively and confidently (decisiveness, 

assertion, power, leadership, self-confidence, initiative, assertion, adventure). 

Maintains Accountability: Demonstrates an attitude that is defined by taking responsibilities and 

loyalties very seriously, by assuming a sense of personal accountability for one’s results, as well as co-

workers’ actions without seeking to blame or provide excuses for failures (guilt proneness, 

responsibility). 

Manages Self: Seeks a deeper self-understanding of one’s self and maintains a healthy self-acceptance 

without guilt and self-criticism (self-acceptance, self-understanding). 

Manages Stress: Demonstrates a capacity to function effectively under pressure without excessive 

worry or anticipating the worst (low anxiety, low stress intolerance). 

Overcomes Adversity: Demonstrates an ability to persevere when pursuing difficult challenges and 

responds positively to adversity in the face of failure (determination, self-fulfillment). 

Reasons Critically: Demonstrates the ability to tackle difficult problems by using logical, quantitative 

reasoning to identify patterns relevant to problem solving (analysis, common sense, quantitative 

orientation, complexity). 

Responds to Change: Demonstrates the ability and willingness to adapt, contribute, and support rapid 

change in response to different circumstances or objectives (flexibility, initiative, delegation, risk-

taking, leadership). 

Seeks Innovation: Thinks expansively and combines novel ideas in unique ways to generate innovative 

solutions (intuition, innovation, reflectiveness, written communication). 

Strives for Excellence: Demonstrates a desire to produce the best quality products or serves and 

conscientiously tracks and double checks the accuracy of work (low sensitivity to criticism, 

perfectionism, conscientiousness, versatility). 
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Sustains Profitability: Uses financial profitability, personal wealth and market share growth as the 

fundamental factors to judge one’s own and others performance on the basis of measured return on 

investment cost/benefit analysis (wealth, profit awareness, quantitative orientation, constraint, 

recognition). 

Thinks Conceptually: Demonstrates the ability to comprehend theoretical concepts and be curious 

about the broader “why” or holistic perspective on problems (learning, theoretical reasoning, 

complexity, written communication, versatility). 

Thrives in Chaos: Enthusiastically keeps on top of seemingly chaotic demands, rapid and overlapping 

priorities and displays intensity for getting everything done now (low structure, stamina, efficiency, 

relaxation, versatility). 

Utilizes Humour: Exercises appropriate humour in the workplace and strives to maintain a relaxed, 

informal environment where people can have fun. (humour, relaxation, experiential learning, 

avoidance of intimacy, self-expression)  
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APPENDIX B: The 6 Leadership Styles and Descriptors 

 
Note: Information in this Appendix is used with the permission of Cash Lehman and Associates. 

Descriptors 

Bureaucratic – This is the typical “manager” style best used where work environments involve risks 

and require significant rules and procedures. Leaders manage by the book and are there to enforce 

order and predictability.  

Utilitarian – The focus is on maximizing productivity and output. Leaders recognize the signs of lagging 

progress and overall effectiveness and seek to motivate employees to reach higher levels of efficiency, 

effectiveness, success and satisfaction. Typically best suited to environments where creating a sense 

of urgency and action is needed to achieve a higher level of performance. 

Entrepreneurial – The focus is on change and staying ahead of the curve and competition. Leaders are 

self-motivated, innovative and challenge the status quo. They encourage out of the box thinking and 

empowerment. Typically best suited to environments where innovation and calculated, valued added 

risk taking is needed to shift organizational performance. 

Laissez-Faire – Best described as the “non-leadership” style. Typically best used with employees who 

are highly trained, experienced and educated requiring minimal supervision. Leaders have a more 

“hands off” style and prefer to provide little or no direction, giving employees as much freedom as 

possible.  

Transforming – The focus is on engagement, building effective relationships and creating overall 

workplace productivity and harmony. Typically best used with employees seeking intellectual 

challenge, autonomy and participatory decision making. Leaders seek to coach, mentor and influence 

to motivate employees and achieve desired performance. 

Command and Control – Best described as the classical authoritarian. The focus is on maintaining 

control and power. Typically best used when employees require close supervision. Leaders expect 

employees to follow orders without question or challenge and seek little input from others when 

making decisions. 

Leadership Styles 

 Transformational 

 Entrepreneurial 

 Utilitarian 

 Command Control 

 Bureaucratic 

 Laissez Faire 

Page 21 Working with Aggregate Propensity Data  



 

IntelOrgSys.com 
 

 APPENDIX C: The 35 Career Themes and Descriptors 

 
Note: Information in this Appendix is used with the permission of Cash Lehman and Associates. 

Descriptors 

Administration: Administer clerical functions of a business. 

Behavioural Sciences: Study people and gain understanding of the dynamics of human behaviour. 

Construction: Construct and repair furniture and buildings.  

Consulting: Provide expert advice to individuals and corporations. 

Education: Teach, communicate information and provide training. 

Electronic/Computer Science: Build computers, electronic devices, design computer software and 

operate computers. 

Engineering: Design technical, industrial processing systems and transportation services. 

Entertainment: Perform in musical, dramatic or dance productions. 

Farming and Ranching: Raise livestock and horticultural crops and work in the outdoors. 

Finance: Assess and report on financial information. 

Food Services: Provide food and catering service in the hospitality industry (restaurants, hotels, etc.). 

Government Services: Pursue a career in the public service as a government employee. 

Home and Children: Work with children; look after activities of the home and welfare of the family. 

Inspection: Maintain quality control regulations, rules and standards to ensure public safety. 

Career Themes 

 Administration 

 Behavioural Sciences 

 Construction 

 Consulting 

 Education 

 Electronic/Computer 

Sciences 

 Engineering 

 Entertainment 

 Farming and Ranching 

 Finance 

 Food Services 

 Government Services 

 Home and Children 

 Inspection 

 Law and Politics 

 Library Services/

Languages 

 Life/Environmental 

Sciences 

 Management 

 Manufacturing 

 Marketing 

 Mathemathics/Statistics/

Physics 

 Mechanical 

 Medical Services 
  

 Medical Sciences 

 Personal Services 

 Protective Services 

 Religion/Philosophy/Ethics 

 Retail 

 Sales 

 Self-Employment 

 Social Sciences 

 Sports 

 Transportation 

 Visual Arts 

 Writing 
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Law and Politics: Conduct judicial cases, legal business transactions and/or run for political office. 

Library Services/Languages: Work with books, museum artifacts and/or interpret languages. 

Life/Environmental Sciences: Conduct chemical and biological analysis and study the environment. 

Management: Direct and supervise others in the workplace. 

Manufacturing: Produce finished goods and products from raw materials. 

Marketing: Launch new products, create advertisements and perform public relations activities. 

Mathematics/Statistics/Physics: Study statistics, mathematics and universal theories and origins of 

space. 

Mechanics: Repair, replace and assemble mechanical items. 

Medical Sciences: Study and research the human body and the causes of disease. 

Medical Services: Prevent and treat physical illness and care for the sick and disabled. 

Personal Services: Provide individual care and attention to ensure comfort and pleasure. 

Protective Services: Work as a police officer, intelligence agent or military officer to protect society 

and individuals. 

Religion/Philosophy/Ethics: Seek wisdom, maintain moral, ethical and spiritual values. 

Retail: Work in a retail store; order, stock and sell merchandise. 

Sales: Sell, promote, and negotiate prices of products. 

Self Employment: Independently run own business or launch entrepreneurial enterprises. 

Social Sciences: Study cultures, social attitudes and crime; perform social welfare. 

Sports: Participate in competitive athletic events for a living. 

Transportation: Provide travel information and transportation to the general public. 

Visual Arts: Design and produce visual works or art, photographs and/or drawings. 

Writing: Gather information and write books, articles and instructions. 
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APPENDIX D: Predictor Categories 

The information in this Appendix is used with the permission of Cash Lehman and Associates. 

85-95% Prediction of Career Success: Excellent  

This individual has the highest potential for career advancement and success in the related position. 

There is an 85-95% probability (9 chances out of 10) that individuals in this range will be among the 

best performers in this role and advance more quickly than most. There is also capacity for moving up 

and laterally in roles requiring similar skill sets. A person who scores this high in any profile can usually 

adapt and succeed at all levels or functions within this career theme. If there are difficulties, they will 

likely be due to impatience or boredom unless there are ready opportunities for broadening the scope 

of responsibilities.  

70-75% Prediction of Career Success: Very Good 

This individual’s career advancement and success are predicted to be more consistent and well above 

average compared with most in this position. Tangible productivity will rank among the better 

performers. There will be frequent high peaks in performance, and the all-around consistent 

competency demonstrated in this job will be difficult for the majority to match. There is a 3 out of 4 

chance that individuals in this range will be high performers and advance more quickly than most in 

this role. It will be important that the individual work for a company that provides increased 

challenges and advanced responsibilities within this role. 

60-69% Prediction of Career Success: : Good  

Many, if not most, of the required behavioural competencies for successful performance and 

satisfaction in this position are clearly present in this profile. The individual may not be high in all the 

key behaviours relevant to this role, but this is an appropriate career choice for the person. High 

performance and career advancement in this role are predicted to be good and, more importantly, 

performance levels and advancement potential should increase with experience. The individual’s 

advancement potential is expected to be "solidly high average" compared with others presently in this 

position. There is a 60-69% likelihood (i.e., 2 chances out of 3) that individuals in this range will be 

among the high performers in this role. It is likely that pursuing this career will provide advancement 

potential and satisfaction for this individual. 

50-59% Prediction of Career Success: : Average  

While this individual may have a number of strong behavioural strengths relevant to high performance 

in this role, there are also several important behavioural competencies (i.e., "discriminating 

behaviours") or interests that are not sufficiently emphasized. There is a 50-59% chance that 

individuals in this range will be typical or average performers in this role. They may find this career 

reasonably suitable if they work on demonstrating some of the key behavioural competencies  more 

strongly. If the behavioural competencies and job interests identified as important to the role are 

accurate,  the individual can expect slower advancement or even frustration with this career direction 

long-term.  
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0-49% Prediction of Career Success: : Low to Low Average  

Over an extended period, the career satisfaction/successful performance level is predicted to decline. 

The individual will likely discover that this is a questionable career direction compared to more 

suitable careers. If the individual stays in this role or is selected for this position, the lower identified 

behavioural competencies important for this job will require development. There is only a 35-45% 

chance that individuals in this range will advance and/or find this career suitable long-term. In 

summary, the individual’s core behavioural competencies and interests are much better suited to 

different roles. 
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APPENDIX E: Functionality Questions 

Questions to help define organizational functionalities: 

Activity: Confirm intent and mandate of the leadership structure based on organizational objectives.   

What are the values, goals and outcomes of the organization? 
What is the organization’s direction and is it changing? 
What is the organization’s community and environmental context? 
What is important for corporate excellence and the organization’s direction? 
What functionalities within the organization need to be emphasized (or redirected)? 
What are the purpose, key activities and accountabilities for each level? 
What is the mandate of each team and its connection to the high-level functionalities of the 

organization?  
What challenges are happening between levels or teams that reflect lack of clarity or coherence in 

terms of form, direction, goals, methods or desired presence and impact? 
What is the diversity of talent and interpersonal effectiveness potential within the organization? 
 

Questions to help define team functionalities: 

Activity: Analyze functionalities and structural interfaces based on organizational outcomes. Review 
the work processes and quality of team outcomes. 

Do teams accomplish what is needed? 
Do team outcomes change often? 
Do expectations of teams change often? 
Are a number of teams producing similar outcomes? 
Is the social dynamic harmonious and effective? 
Is there a history of intra- or inter-team conflict or difficulties? 
What is the distribution of talent and integration potential among and within teams? 

Questions to help define the mandate and functions of a role: 

Activity: Consult with hiring manager, current incumbent of the position and peers, clients, team 
members and customers. 

What are the priority outputs and mandate of the team? 
What are the priority outputs and mandate of the position? 
What will the prospective incumbent spend most of the time doing? 
Who are the team’s customers and what are their expectations? 
What did the incumbent do and will that change? 
What is the role not providing that is needed? 
What is the role providing that is not needed? 
What is history and quality of the team’s social dynamic? 
What are the stressors to the social fabric in respect to this position? 

 
Note: Questions in italics capture information on behavioural dynamics that can indicate problems in 
the existing propensity composition. 
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Who are we? 

Intelligent Organizational Systems is an independent consulting firm with a passion for helping organiza-

tions become effective, adaptive, and sustainable. We work with leadership teams to help them assess the 

organization’s stage of evolution, propensity distributions, and level of integration of the human system, 

management system, and technological system. From these elements, we help develop and implement 

strategies to make the organization more resilient and a healthier, more productive place to work. You can 

download the most recent copy of this report and learn more about our services at IntelOrgSys.com. 
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