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Introduction 

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

with healthy and safe operating cultures (see back cover). This specific report describes an approach to 

developing healthy human systems that seeks to align individual, team and organizational propensities 

with required functionalities in order to support employee satisfaction, team performance, and 

organizational effectiveness. A key attribute of successful organizations is their ability to allocate talent 

in a manner that optimizes the health, wellbeing, and intelligence of the human system.  

Background 

A healthy human system has individuals in a state of willingness to contribute discretionary effort. This 

state is the product of a complex interplay between performer capabilities, the tasks to be performed, 

the relational and resource context, and the path to work execution. Current resourcing practices 

frequently fail to rigorously assess all these elements, thereby increasing the likelihood that the match 

between the performer and context will not meet, or may even undermine, the desired performance. 

Whether individuals assume poor fit roles because of a lack of self-awareness, or because jobs are not 

well defined, they are put at risk of dissatisfaction, stress, and declining performance. Organizations 

can play an important role in avoiding this situation by accurately representing job and workplace 

demands as well as rigorously assessing applicant suitability in terms of innate propensities and 

demonstrated competencies. Propensities are natural inclinations or tendencies in individuals or 

groups to behave in particular ways, whereas demonstrated competencies reflect mastered skills and 

abilities. 

Several factors commonly impede the effectiveness of organizational resourcing: 

 There is a natural tendency for individuals to experience greater rapport with others who have 

similar personality traits. This increases the likelihood that they will ‘clone’ themselves in the 

hiring process, thereby limiting needed diversity of propensities in the talent pool. 

 Many leaders believe that demonstrated competencies and credentials are sufficient to make 

informed hiring decisions, whereas research suggests that innate propensities are more 

reliable predictors of job performance and satisfaction. 

 Many leaders believe their job is to manage the group, rather than resource the team so it can 

significantly self-manage. This belief limits opportunities for engagement and creativity, and 

reduces the potential for higher-order productivity and intelligence. 

 Dimensions such as humour and community consciousness that are highly valuable to healthy 

team dynamics are often overlooked. 

 Hiring decisions for leader levels are frequently made by the next level up. This means that the 

candidate pool for succession into more senior positions is prematurely constrained and may 

not contain the diversity of propensities required.  

In addition, applicants often do not distinguish between getting a job and being able to thrive in the 
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role. Career aspirations often lead people to seek positions for reasons other than suitability, such as 

compensation and status. These drivers can lead to sub-optimal self-selection that significantly undermines 

job success and satisfaction over the long term, and in the case of leadership roles, negatively impacts team 

and organizational effectiveness due to the amplifying impact of positional power.  

Many of these challenges can be overcome when hiring practices use propensities to increase self-awareness 

and foster healthy human system dynamics. To design healthy human systems, organizations need: 

 valid workforce propensity data;  

 clearly defined functionalities at the job, team, and organization levels; and 

 methods for identifying matches and performing gap analyses. 

Propensities and Human System Dynamics 

Organizations are living systems that harness collective effort to achieve what cannot be accomplished by 

single individuals. As such, their success is highly dependent on the ability and willingness of individuals at all 

levels to work together to deliver what is required to achieve organizational outcomes. Propensities give 

insight into the innate reasoning and deeply engrained patterns of behaviour that underlie organizational 

culture and individual suitability for specific career directions. Propensities also give insight into behavioural 

strengths and leadership styles that reflect overall orientations to managing life’s challenges. Propensities 

contribute as much to the fabric of diversity as race, nationality, gender or faith. 

At an individual level, healthy dynamics can be understood in terms of self-efficacy and the extent to which a 

person-job match supports human wellbeing and performance. Research shows that optimal experience 

occurs when there is a match between the level of challenge in a situation and the level of performer skill or 

capacity. When the demands of a circumstance exceed the capacity of the individual, he or she begins to 

experience anxiety and worry that can eventually become overwhelming and result in apathy and withdrawal. 

Conversely, when the demands provide insufficient stimulation, the person becomes relaxed and eventually 

moves into boredom and apathy. Optimum performance or “flow” occurs when challenge and skill are both 

high. Figure 1 (Ref. 1) shows this relationship. 

Figure 1: Challenge versus Skill 
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In order for individuals to achieve a flow state characterized by complete concentration, several 

conditions have to be met: 

 Clear goals - expectations and rules are discernible; goals are attainable and align with skill sets 

and abilities.  

 Limited distractions - opportunity to focus and delve deeply into the activity; the person is 

concentrating on a limited field of attention. 

 Direct and immediate feedback - successes and failures in the course of the activity are 

apparent so that behaviour can be adjusted as needed.  

 Balance between challenge and capacity - the activity is neither too easy nor too difficult. 

Challenge level and skill level are both high. 

 The individual has a sense of personal control over the situation or activity.  

 The activity is intrinsically rewarding for the person so there is an effortlessness of action.  

Organizations can help to increase flow by understanding and shaping the different dimensions that 

support the creation of shared space. Figure 2 shows elements that need to be considered in designing a 

human system that supports optimal human performance and harnesses collective intelligence. 

Figure 2: Creating Shared Space and Flow 

Optimal team productivity results when the collective intelligence of the team emerges through the 

creation of “flow” and “shared space”. These two elements are a function of: 

 Clarity of team functionality; 

 Structure and venues that facilitate interaction; 

 Requisite demonstrated competencies (knowledge, skills, behaviours, and credentials); 

 Propensities that support team dynamics and performance; 
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 Balanced power dynamics to support the creation of shared space necessary for healthy 

interaction; 

 Satisfaction of individual motivational needs and preferences; and 

 A work climate that respects and supports individual physical and emotional health and well-

being requirements. 

Not everyone has the same motivational needs. Table 1 shows the differences between intrinsic and 

extrinsic motivation. Intrinsic motivation emphasizes inner wellbeing and self-determination while 

extrinsic motivation gives weight to outer signals of impact and success. Being attuned to both 

establishes the greatest potential for high performance in interpersonal contexts. 

Table 1: Intrinsic and Extrinsic Motivation 

 

 

 

 

 

Individuals can improve their own wellbeing and performance by increasing self-understanding and 

consciously choosing circumstances that honour intrinsic motivational needs and foster flow (see 

sidebar). Organizations can contribute to employee flow by taking steps to place the right person, in 

the right job, on the right team, with the right leadership, in the right organizational culture and 

climate.  

 

 

 

 

 

 

Intrinsic Motivation 

(inner perception) 

Inner wellbeing and self-determination focus 

Extrinsic Motivation 

(outer experience) 

Impact and outcome focus 

Competency 

Autonomy 

Relatedness 

Achievement 

Social Power 

Affiliation 

I pay attention to my inner signals and rely on 

them to guide my behaviour 

I pay attention to the signals around me and rely 

on them to guide my behaviour 

What can I do to increase flow? 

 Define a clear purpose for myself 

 Identify a compelling motive that is meaningful to me 

 Take on a worthy challenge that matches my propensities 

 Establish a conducive environment that meets my needs 

 Allocate committed blocks of time 

 Prevent interruptions and distractions 

 Master the tools I need to use 
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The Right Person in the Right Job 

Successful job matching requires individuals and organizations to use a common language for describing 

human capacities and required job functionalities. Organizations can help establish such a language by 

investing in career assessments for staff (and applicants) that provide valid propensity benchmark 

distributions. Used in conjunction with credential and performance information, this approach provides 

the basis for highly valid and reliable selection criteria.  

The job performance model in Figure 3 provides a convenient tool for systematically exploring the 

propensities required by a job. The ‘V’ suggests the arc of a bouncing ball. The left side shows the initial 

momentum associated with clarifying intention and goals. The turning point is the commitment of 

resources, and the upward arc is transition into action and course correction. 

Figure 3: Job Performance Model 

The answers to the questions in Figure 3 should help define part of the job’s functionality description and 

inform selection decisions. For example, a customer service job requiring the incumbent to handle 

customer complaints in an empathetic and expeditious manner will place heavier emphasis on 

propensities associated with relating, organizing and flowing than other aspects of the model. The chosen 

propensity benchmarks should form part of the selection criteria for the job in addition to relevant career 

theme benchmarks, credentials and performance data. 

In addition to helping to match career interests and suitability with job requirements, propensity 

benchmarks can also give insight into three foundational psychological needs that, if met, significantly 

enhance the likelihood of flow: 

 Competency – feeling in possession of required skills, behaviours, abilities or techniques so they 

can manage their world by making a contribution;   

 Autonomy – feeling empowered to make informed, un-coerced decisions so they can manage 

their growth and opportunities; and 

 Relatedness – feeling connected through trust and empathy with others so they can manage their 

emotional safety. 

 Organizing

 Flowing

 Defining

 Deciding

 Revitalizing

 Relating

 Envisioning

Intention Mindful Action

Does the job require the person to 

shape direction?

Does the job require the person to 

build strong relationships with others?

Does the job require the person to 

define what is to be achieved?

Does the job require the person to secure the means (resources, 

approvals, etc.) by which the work will be accomplished?

Does the job require the person to establish 

what will be done, when, and where?

Does the job require the person to 

focus on making it happen?

Does the job require the person to evaluate 

progress and identify the need for change?
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Table 2 shows the relationship between innate propensities and psychological needs. Propensities 

related to ‘self’ reflect the individual’s investment in self-maintenance. Job matches that satisfy the 

psychological needs of individuals increase their sense of personal mastery, which in turn gives greater 

meaning to work (intrinsic motivation) and increases the likelihood of optimal performance (flow) as 

well as resilience in the face of change and adversity.  

Table 2: Propensities and Motivation 
 

Assessments that help individuals gain a meaningful understanding of their innate propensities and 

motivational needs enable them to self-promote and select roles based on strengths while avoiding 

assignments that require more effort to use less innate capacities. In team environments, this 

understanding better equips them to respect and value the innate capacities of others. It can also help 

individuals consciously reinforce behaviours that are effective in fulfilling wants and needs, and restrain 

behaviours that interfere with fulfilment. This helps to focus learning and self-improvement efforts.  

The Right Person on the Right Team 

The demands of jobs go beyond tasks and include interactions with team members, clients and leaders. 

As such it is essential to consider how an individual will contribute to and be impacted by the social 

dynamics of a team.  

Teamwork is a product of shared understanding, willing interdependence, task clarity, and commitment 

to action. Gaps in propensities that support each of these dimensions of team function will cause a 

team to struggle internally and underperform. Organizations can take steps to design teams so they are 

more likely to meet the psychological needs of members and fulfill their mandate within the larger 

context.  

Motivational Needs 

Competency Autonomy Relatedness Self 

Energy used to achieve      
impact 

Energy used to create        
possibilities 

Energy used to connect 
with others 

Energy used to sustain self 

Propensities: Behavioural Strengths 

 Responsive to change 

 Focuses on results 

 Strives for excellence 

 Drives achievement 

 Maintains accountability 

 Establishes order 

 Thrives on chaos 

 Sustains profitability 

 Initiates independently 
 Demonstrates strategic 

vision 
 Reasons critically 
 Seeks innovation 
 Thinks conceptually 
 Leads decisively 

 Communicates clarity 

 Demonstrates social  
charisma 

 Builds consensus 

 Establishes alliances 

 Exercises political  
influence 

 Demonstrates  
community 
consciousness 

 Utilizes humour 

  

 Manages self 

 Manages stress 

 Overcomes adversity 

 Demonstrates energetic 
enthusiasm 

 Demonstrates character 
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In a social setting, individual psychological needs manifest as requirements for: 

 Respect – to exchange positive feelings of deference or esteem; 

 Recognition – to experience acknowledgement of status, merit, achievements, etc.; and 

 Inclusion – to exercise the opportunity to participate fully socially, economically, and politically. 

While the intensity of need for these varies by person, team dynamics that accord respect, recognition and 

inclusion to all members establish conditions that are supportive of individual flow as well as group creativity 

and interdependence. Such emotional attunement in groups can come about in different ways with different 

implications for team functionality: 

 Highly homogeneous groups that have members with many propensities in common will typically 

establish rapport easily, recognize like-mindedness, and find it easy to communicate and come to 

agreement. However, such teams are more prone to the blindness of group-think and struggle with 

recovery after conflict has occurred. 

 Groups with significant diversity of propensities that include one or more members with strong 

relationship enhancing preferences will typically learn to tap into bridging behaviours that allow them 

to work cooperatively. Individuals serving as bridgers and peacemakers can experience burn-out over 

time, leaving the team vulnerable to increasing confusion and conflict. 

 Some groups with diverse propensities that are highly self-aware will consciously choose to tap into the 

innate talents of members based on the demands of the work, thereby distributing the attention and 

power among all members. These teams require ongoing team practices that surface and resolve 

issues. Team pride in consciously creating shared space is important to sustainability.  

Table 3 shows the role of shared space in bridging intrinsic and extrinsic motivational orientations. Shared space 

(respect, recognition, inclusion) increases the likelihood that interactions between people will be conducive to 

individual flow. Groups therefore benefit from the increased effectiveness of individuals in the flow state. 

Relationship enhancing propensities such as consensus building, alliance building, political influence, and 

community consciousness contribute to the quality of shared space. Humour can also relieve stress, tension and 

anxiety in a group. As indicated in Figure 2 on page 3, motivation is only one of the elements that determines a 

person’s willingness to enter shared space. 

 

 

 

 

 

 

 

 

 

 

Intrinsic Motivation 
(inner perception) 
  

Inner well-being and self-
determination focus 

  

Shared Space 
(inter-subjective) 

  
Engagement and 

appreciation focus 

Extrinsic Motivation 
(outer experience) 

  
Impact and outcome focus 

Competency 
Autonomy 

Relatedness 

Recognition 
Respect 
Inclusion 

Achievement 
Social Power 

Affiliation 

I pay attention to my inner signals       
and rely on them to guide my     

behaviour 
  

The topic before us requires all our 
contributions so we need to pay 

attention to each other and how we 
engage and work together 

 I pay attention to the signals 
around me and rely on them to 

guide my behaviour 
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Given the uniqueness of every team, placing the right person on the right team is a balancing act that 

requires consideration of the needs of the team as well as the individual. The team performance model 

in Figure 4 (Ref. 2) provides a convenient tool for systematically exploring the propensities required on 

a team to support healthy team dynamics and fulfilment of its mandate.  

Figure 4: Team Performance Model 

The answers to the questions in Figure 4 should help define part of a team’s functionality description 

and inform selection decisions. 

For example, a team may have strong capabilities in terms of thoroughness, decision-making and focus 

on results, yet find itself struggling in terms of its capacity to define and pursue longer term goals 

related to its mandate. In such a case a single individual bringing strategic and conceptual thinking 

preferences could significantly contribute to the team’s performance. However, success will depend on 

whether the individual possesses personal strength, relationship building capabilities, and shares one 

or more problem-solving styles with the team. Alternatively, other team members will require the 

capacity for strategic self-management to willingly integrate the new-comer’s propensities. Exploration 

of such potential support mechanisms is key to successful team resourcing.  

The greater the diversity of propensities on a team, the more versatile it will be in terms of recognizing 

risks and opportunities and taking appropriate action. At the same time it is likely to be slower at 

coming to agreement and more prone to conflict. As a minimum, all teams require resident capacities 

for strategic vision, consensus building, decisiveness, results focus, and change receptiveness in order 

to be able to build cohesion, directedness and momentum in support of a mandate. The key challenge 

in designing teams is anticipating how power dynamics will affect the ability of individual members to 

demonstrate their strengths. For example, if decisiveness is brought by a member with low positional 

power it will be less likely that this person’s strength will be allowed to help the team. Instead the 

individual will feel frustrated by group ineffectiveness and their own powerlessness to make a 

difference. It is important to ensure that propensities critical to achieving a team’s mandate or healthy 

team dynamics have either positional authority or are accompanied by relational strengths to ensure 

adequate expression. 

Changes in team context or composition will continue to influence team performance over time. 

Alignment between the propensities on a team, demonstrated group behaviours, and required group 

Implementation

 High

Performance

 Goal

Clarification

 Commitment

 Renewal

 Trust 

Building

 Orientation

Creating Sustaining

What outcomes do we 

wish to achieve together?

Why are we here?

Who are we to each other?

How will we do it?

Who does what, when, where?

What can we do to help each other?

Why should we continue?
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behaviours to deliver on a mandate increases commitment to interdependence. Willing 

interdependence increases individual and team flow thereby sustaining high performance. Composite 

propensity distributions can help make a team’s character visible to its members, thus enabling them 

to consciously leverage under-valued strengths and restrain dominant behaviours that may impede 

effectiveness. Increased awareness means teams can choose to tap into other resources and 

mechanisms that can compensate for blind spots. This increases team responsibility for performance 

and can relieve some of the pressure that is typically placed on team leaders to resolve team 

performance problems. A commitment to placing the right person on the right team is beneficial to the 

individual, the team and the organization.    

The Right Person with the Right Leadership 

Significant emphasis is placed on the role of leadership in supporting and promoting high performance, 

shaping organizational culture, and driving change and improvement. An underlying assumption is that 

leaders can flex innate behaviours and styles of reasoning to meet the diverse needs of followers and 

situations. This perspective places very high expectations on the self-efficacy and talents of leaders, 

and perpetuates a model that emphasizes extrinsic motivation and power which is contrary to the 

conditions conducive to flow. This is not to say that leaders do not have a significant impact on 

performance or that they cannot support employee performance. Rather it indicates that the approach 

taken needs to focus more on shaping a healthy working environment and encouraging employee self-

efficacy and flow. Willing performance and discretionary effort on the part of individuals reduce the 

stress, conflict, uncooperativeness and resistance that undermine organizational performance. 

The nature and impact of power dynamics in an organization are significantly determined by leadership 

selections. Organizations can use propensities to select team leaders that naturally focus on fostering 

healthy interpersonal and social dynamics along with paying attention to work execution, thereby 

increasing the likelihood of the right person with right leadership. Such leaders are capable of 

unleashing or constraining personal needs and talents in order to create shared space and encourage 

others to demonstrate the self-directedness conducive to flow. Although the creation of shared space 

is a team responsibility, leaders have to be constantly aware of their influence on power dynamics and 

take steps to ensure inclusion and voice for all team members (see sidebar). 

How Leaders Can Foster Flow Conditions 

 Have conversations with employees about flow and help them explore what is meaningful to 

them – what gives direction and purposefulness to activity 

 Ask questions about what environment is conducive to their self-determination needs and 

how the state can come about 

 Assess the motivating potential of the employee’s job and improve it to the extent possible 

 Seek to understand their own flow needs and how they may be helping or hindering the flow 

needs of the employee 
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Depending on the functionality of a team, leaders may need to be selected for alignment with the 

critical dimensions of the work. For example, work that requires teamwork and collaboration during 

normal conditions and precise execution during urgent situations will benefit from a leader who brings 

both relational and command propensities provided they possess sufficient self-management to flex 

them as required. 

The right person with the right leadership involves more than the direct supervisor-subordinate 

relationship. The leadership structure from frontline supervisor through to senior manager and chief 

executive officer plays a pivotal role in shaping how an organization functions and the effectiveness of 

its systems, processes and programs. A well-defined and appropriately resourced leadership structure 

will provide the direction, resources, integration and support required for frontline employees to be 

able to function at their best. Table 4 identifies typical leadership-levels in organizations. Each level 

contributes a different functionality to overall organizational effectiveness by identifying opportunities 

and mitigating risks in different aspects of operations. Common strengths represent the propensities 

associated with current patterns of high performance. The blind spots refer to propensities that are 

often missing or undervalued by each level.  

Table 4: Example—Leadership Focus and Propensities 

Organization 
Level 

Focus/  
Functionality 

Common Strengths Common Blind spots 

Executive Business and culture  Leads decisively 
 Seeks innovation 
 Focuses on results 
 Initiates independently 
 Thrives in chaos 
 Demonstrates social charisma 
 Sustains profitability 
 Maintains accountability 
 Manages stress 
 Reasons critically 
 Exercises political influence 

 Demonstrates strategic vision 
 Thinks conceptually 
 Communicates clarity 
 Demonstrates community 

consciousness 
 Demonstrates character 
  

Senior manager Functional operations  Leads decisively 
 Focuses on results 
 Maintains accountability 
 Demonstrates energetic 

enthusiasm 
 Reasons critically 
 Initiates independently 
 Sustains profitability 
 Thrives in chaos 

 Thinks conceptually 
 Demonstrates community 

consciousness 
 Demonstrates character 
 Establishes alliances 
 Demonstrates strategic vision 
  

Mid-manager Process or department  
execution 

 Reasons critically 
 Builds consensus 
 Demonstrates character 
 Responds to change 
 Focuses on results 
 Strives for excellence 

 Thinks conceptually 
 Communicates clarity 
 Exercises political influence 
 Drives achievement 
 Establishes order 

Supervisor People  Demonstrates character 
 Leads decisively 
 Reasons critically 
 Maintains accountability 
  

 Utilizes humour 
 Establishes alliances 
 Overcomes adversity 
 Exercises political influence 
 Initiates independently 
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To the extent that organizations select leaders whose propensities lead them to address resourcing 

and logistical issues, relational issues, and whole system integration issues, employees will have more 

effective environments in which to work. For example, senior leadership roles need to be outward 

focused, identifying risks and opportunities that can impact organizational viability. If they are 

resourced with individuals who bring political acumen, decisiveness, curiosity, innovativeness, strategic 

vision and a focus on achieving results, they are likely to fulfil their specific functionality within the 

overall structure.  

Right Person in the Right Culture and Climate 

Adequate leadership will enhance an organization’s capacity to maintain a healthy human system while 

responding to changing demands in its technological, industry, community and cultural contexts. 

However, the organization’s overall propensity distribution will shape the operating culture and 

functionality. The organization performance model in Figure 5 (Ref. 2) provides a way of thinking about 

the aggregate propensities required to support effective organizational functioning. For example, an 

organization striving to create new directions requires more strength in the areas of vitality, formation, 

and focus than does an organization intent on maintaining longstanding traditions and relationships. 

Figure 5: Organizational Performance Model 

The answers to the questions on Figure 5 should help define part of the organization’s functionality 

description and inform selection decisions. 

Different combinations of aggregate propensities will not only influence organizational functioning, 

they will also shape deep drivers to culture. For example, an organization that is high in critical 

reasoning, striving for excellence, demonstrating character, maintaining accountability and building 

consensus will be highly data-, stability-, and task-focused. This lends itself well to a rigorous 

environment. Depending on other strengths that accompany these preferences, the organization may 

struggle to demonstrate adaptiveness to changing demands or meet the growth and development 

needs of its members.  

 Coordination

 Impact

 Focus

 Buy-in

 Vitality

Dependability

 Formation

Oneness of Mind Unity of Action

What is the organization 

setting out to do?

How are structure, processes, and 

resourcing connecting it all?

How will members work 

together?

What is it trying to 

accomplish?

How will it be done?

What does the organization have 

the capacity to do?

How is it adapting?
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Figure 6 shows how different behavioural preferences contribute to organizational performance in 

different ways. Combinations of strengths create cultural dynamics in much the same way they create 

team dynamics and personality dynamics in individuals. 

Figure 6: Behavioural Enhancements 

Alignment between aggregate organizational propensities, the vision of the organization including its 

desired operating culture and functionalities, and its socio-political environment increases viability and 

the meaningfulness of collective identity and action. Greater meaning in collective identity (esprit de 

corps) increases intrinsic motivation and the willingness of employees to fulfil an organization’s mission 

over time.  

Transition into Action: Key Considerations 

The following sections describe key considerations for developing a healthy human system based on 

innate propensities and demonstrated competencies. The content assumes a significant commitment 

to strategic workforce planning and talent management, and is scalable based on the particular state 

of evolution of an organization. 

1. Clearly Defined Functionalities 

Strategic workforce management starts with a clearly articulated understanding of how an 

organization is intended to function at a high level in terms of interactions between different parts of 

the structure, processes, and across levels. This includes mandates to be achieved at various levels, and 

how leadership and team configurations support intended degrees of constraint or freedom at various 
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points in the system. Ideally, these functionalities are part of an organization design basis that includes 

roles, responsibilities, and authorities, and can be referred to for resource planning and decision-

making. Where an organization design basis does not exist, one should be created (see back page for 

the report on organizational structures). The process for defining work activities prior to recruitment, 

reassignment or succession planning should consider organization and team level functionality as key 

aspects for defining selection criteria. Lack of clarity in functionalities at the job, team or organizational 

level will diminish the potential for systematic enhancement of organizational capacity. 

2. Aggregate Propensity Distribution 

Once a high-level organizational design (process and structure) has been articulated, it is important to 

consider whether the existing workforce possesses the propensities to achieve what is intended. At a 

minimum the design information should include occupational themes, behavioural preferences, and 

leadership styles for different functionalities, levels, and teams. This information can be used in two 

ways: to understand current performance and how it might need to change in order to achieve desired 

results; and to improve functionality either through hiring, or reassigning and developing internal 

talent. 

3. Performing Gap Analyses 

Structure and processes cannot compensate for missing propensities whether within the leadership 

ranks or the entire organization. For this reason, alignment of organizational capacity with 

organizational functionality is key to achieving intended outcomes. Significant gaps between existing 

capacity and what may be needed to achieve organizational outcomes should be identified and 

addressed before the system can be expected to fulfil its mandate. Availability of requisite propensities 

eases development and implementation of new systems or directions, making change management 

more a task of empowerment than a task of overcoming resistance.  

The frequency of high level gap analyses is determined by workforce attrition, changes in 

organizational direction, or persistent performance problems. Succession planning time horizons can 

also establish gap analysis cycles. Team and job level analyses should be revisited with every vacancy.  

4. Integrated Development Strategy 

Once the high level gap analysis has been performed, consideration can be given to ways in which the 

functionality of the human system can be enhanced: 

 Diversification of the talent pool – this involves hiring to increase the diversity of propensities 

available in the organization. For example, engineering organizations are typically so strongly 

focused on technical problem-solving that they may overlook financial and relational aspects. 

Similarly, entrepreneurial organizations are likely to be results focused yet may overlook the 

infrastructure to ensure sustainability. A dedicated focus on selecting candidates that bring 

strengths in these areas can help the organization overcome key performance challenges that 

affect overall outcomes.  
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 Development of existing talent – this involves identifying talent that may be under-utilized 

within the organization, i.e., individuals who bring needed strengths but do not have positional 

power within the organizational structure. These resources should be given learning, 

development and advancement opportunities. 

 Leverage existing talent through teaming – this involves designing teams with requisite 

propensities across team members. Leveraging through interdependence requires increased 

integration support to help individuals learn to tap into the talents of others. Teaming is also 

valuable for projects that involve significant change, innovation or problem resolution. 

 Transitional structures – this involves establishing structures that give under-represented yet 

required propensities relatively more profile or support in the overall structure, thereby 

enabling them to contribute what is needed. This approach can also be taken on an ad hoc 

basis to position rare yet needed individual talents within the structure so they have greater 

positional power. 

Each of these strategies requires a systematic approach to increasing systemic effectiveness through 

focused workforce design, succession planning, selection, and development. 

5. Assign Organizational Accountability 

It is essential that Human Resources, Training, and Organization Development staff understand and 

reinforce the integrity of the approach. Their role is to educate leaders and staff on how propensities 

and functionalities align to build a healthier, more productive human system. Senior leaders with 

accountability for structure and resourcing decisions need to ensure fair application of the 

methodology across the organization in order to build trust and confidence in the approach. 

Summary 

Healthy human systems support employee satisfaction, team performance and organization 

effectiveness. Individuals can enhance performance, wellbeing and flow by recognizing and building on 

innate preferences and learning to tap into the strengths of others. Teams can enhance performance 

by diversifying behavioural strengths consistent with their purpose and functionality. Organizations can 

enhance effectiveness by aligning talent and propensities, including leadership preferences, with 

organizational functionalities, strategies and desired outcomes.  
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