SURVEY ON ORGANIZATION MEMBER AND LEADER CAPABILITY 

Brian Yost

Assessing the Needs of Organization Members

The following scales are expressed as guiding principles that tend to limit, or, tend to empower people who are attempting to play a role as an organizational member. The first statement of principle is represented by the 1 on the scale, and the second statement is represented by the 5. Rate yourself or your members by circling the numbers that best represent your current operating principles on the scales.

High-Leverage Task Planning and Execution
1.Typically undertake tasks with lack of clarity on one or more of the essential elements of successful task completion (purpose, intended results, process, capability required, and/or feedback mechanisms)…
Traditional    1     2     3     4     5     High Performance
Always undertake tasks with sufficient clarity, for all those involved, on

all of the essential elements of successful task completion
Unifying Work Efforts Within and Across Teams
2. Typically undertake tasks with lack of clarity among the network of people required for successful task accomplishment as to roles, relationships, expectations, accountabilities, and/or follow-up mechanisms…
         Traditional    1     2     3     4     5     High Performance
Always undertake tasks with sufficient clarity on the essential elements of role definition among the entire network of people required for success
Valuing and Reconciling Differences
3. Avoid conflict if possible, but if you can’t avoid it, fight to win; occasionally give in to gain good will…

Traditional     1     2     3     4     5     High Performance

Value differences and seek them out as sources of creativity and innovation; use breakthrough thinking technology to reconcile differences in ways that everyone wins more than they originally sought

Skillful Interaction

4. Typically communicate in ways that leave critical information known to you          (e.g., assumptions, intentions, reasoning, needs, feelings) unstated and  untested, and critical information known to others (e.g., feedback on ideas and  the effects of actions) unrequested for learning and improvement…
Traditional     1     2     3     4     5     High Performance

Always communicate in ways that surface all critical information through processes of self-disclosure and feedback
5. Typically communicate in ways that focus on descriptions of the past (e.g., assessments, analyses, opinions, and stories), and that tend to perpetuate the past…

Traditional     1     2     3     4     5     High Performance

Always communicate in ways that enable learning from the past, but that focus on the possibilities, opportunities and commitments to act that bring about the desired future

6. Typically participate in discussions in ways that are intended to advance or defend your own position…
Traditional     1     2     3      4     5     High Performance
Always participate in discussions in ways that build the best collective thinking through ensuring shared meaning, appreciation of and adding value, and expressing and inviting different perspectives to be reconciled
High-Leverage Meetings

7. Typically conduct or participate in meetings that lack clarity of purpose, intended results, processes, feedback mechanisms, and/or roles and principles, and are aimed only at task results…

Traditional     1     2     3     4     5     High Performance

Always conduct or participate in meetings that have clarity on these essential elements of successful meetings, and simultaneously produce results, increase capability, and strengthen relationships
Self-Management / Mastery

8. Tend to operate unconsciously (habitually) at levels of abstraction that are familiar and comfortable, and be unaware of others’ levels of abstraction…
Traditional     1     2     3     4     5     High Performance

Consciously choose your level of abstraction from the entire spectrum available, in order to best address the task at hand, and/or mesh with the levels of others; guide others to common levels of abstraction as necessary for effective interaction 
9. Tend to operate unconsciously (habitually) at lower levels of value, emphasizing self-preservation, and middle levels emphasizing self-interest…
Traditional     1     2     3     4     5     High Performance

Consciously choose to operate at the higher levels of value, emphasizing service and what’s best for the whole, based on the belief that this stance best ensures meeting your own needs and those of everyone else

10. Tend to unconsciously (habitually) at lower levels of awareness, which tend to cause thinking and behavior that is automatic, and out of touch with what the situation calls for …                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                    

Traditional     1     2     3     4     5     High Performance

Consciously operate at levels of awareness that are required by the situation, which cause thinking and behavior to match the need for flexibility, focus, creativity, unity and/or transcending past limitations
11. Tend to be reactive to your environment, and managed by your thoughts and feelings…

Traditional     1     2     3     4     5     High Performance

Consciously choose how you will act on, or respond to your environment, and consciously manage your thoughts and feelings to match your standards of excellence
Technical Problem-Solving
12. Tend to lack discipline in defining and diagnosing technical/functional problems, and planning for their resolution.  Tend to use personal, intuitive, undefined, hit-and-miss, trial-and-error, jump-to-conclusion approaches, seeking quick fixes for problem symptoms . Ready, fire, aim approach to implementation…
Traditional  1    2    3    4    5  High Performance

Apply standard, disciplined processes to define problem, diagnose root cause(s), generate alternatives, determine solution; plan rigorously for implementation, and continuous improvement, as a professional would
Human Performance Problem-Solving
13. Tend to seek quick fixes for problem symptoms; tend to commit Fundamental Attribution Error/attribute cause of human performance problems to performer capacity and character; lack discipline in defining and diagnosing problems, and planning for their resolution. Use personal, intuitive, undefined, hit-and-miss, trial-and-error, jump-to-conclusion approaches; ready, fire, aim approach to implementation…
Traditional  1    2    3    4    5  High Performance

Apply standard, disciplined processes  to define problem, diagnose root cause, generate alternatives, determine solution; carefully diagnose job environment for root causes of Ability, Motivation and Mental State limitations; plan rigorously for implementation, continuous improvement, as a professional would 

Complex Organization/Whole Organization Problem-Solving

14. Tend to seek quick fixes for problem symptoms; tend to lack discipline in defining and diagnosing complex organization problems, and planning for their resolution. Use personal, intuitive, undefined, hit-and-miss, trial-and-error, jump-to-conclusion approaches…
Traditional  1    2    3    4    5  High Performance

Apply standard, disciplined methodology in defining, diagnosing and planning for resolution of complex organizational problems. Examine big picture, relevant history, to identify and diagnose focal  issues and opportunities; visualize ideal state, breakthrough targets, restraints to, and strategies for success; use rigorous implementation planning, as a professional would
Assessing the Development Needs of New Management Leaders

The following scales are expressed as guiding principles that tend to limit, or, tend to empower people who are attempting to play a role as an organizational leader. The first statement of principle is represented by the 1 on the scale, and the second statement is represented by the 5. Rate yourself or your leaders by circling the numbers that best represent your current operating principles on the scales.
Planning
Context Design

1. Provide policies and procedures and detailed plans to do the work required…
1     2     3     4     5

Provide an explicit, comprehensive, empowering Context of Governing Ideas (Purpose, Vision, Beliefs, Values, Principles, Goals, Objectives, Strategies) for guiding the action that leads to high performance

Infrastructure Design

2.  Focus on optimizing existing technical processes, systems, and structures; rely on social structure changes to solve organizational problems…
1     2     3     4     5

Ensure ideal vision for jointly optimized social and technical processes, systems and structures are in place and used for continuous improvement

Leading 
3.  Provide direction to deal with the current situation…

1     2     3     4     5

Create meaning: help people to interpret past and present reality, and to see the significance of their work

4.  Provide direction to deal with the  current situation…

1     2     3     4     5

Ensure that people are clear about gaps in performance

5.  Provide information on available training…

1     2     3     4     5
Ensure clarity about gaps in capacity and capability relative to gaps in performance
6.  Provide access to available training…

1     2     3     4     5
Develop self and others through participating in developmental processes, modeling, providing access to development, and coaching
7.  Undertake piecemeal change in the organization…

Ensure change addresses the whole organization, and/or is within the context of the whole
8.  Undertake change on parts of the system of organization design element (e.g., context, infrastructure, capability)…
1     2     3     4     5
Ensure essential systemic adjustments are made on all of the organization design elements
9.  Manage by Personality: informally guide thinking and action by personal preferences and convenience…

1     2     3     4     5
Manage by Principle: guide thinking and action by formal, explicit, empowering shared principles that bring out the best in everyone
10. Provide policies, procedures, detailed plans; delegate responsibility, direct action…
1     2     3     4     5
Enroll (develop understanding, alignment, and commitment) members in Context through progressive involvement and Engaging and Developing Thinking
11. Provide firm but fair treatment and extrinsic rewards to maintain minimum standards 
1     2     3     4     5
Create the conditions for high levels of motivation and inspiration through the design of intrinsic and extrinsic rewards, equipping members to self-motivate, building quality relationships, and initiating positive interactions, and uplifting acts of leadership
12. Intuitively choose situational variations in preferred leadership style based upon personal mood and convenience…
1     2     3     4     5
Consciously choose appropriate leadership styles for particular situations from a complete spectrum of options, based upon the time factor, member ability, motivation, and state of being

13. Stay with safe behavior that is acceptable in the old/existing culture…

1     2     3     4     5
Be a model of the new, needed culture
14. Accept empowerment provided by the organization…

1     2     3     4     5
Empower yourself through defining and/or developing your own Context (Purpose, Principles, Commitments), Infrastructure (processes, role, relationships), and Capability, and enroll other stakeholders as necessary
Learning/Regulating 
15. Monitor results and solve problems…

1     2     3     4     5
Ensure ongoing learning and improvement through conscious management of responsibility, commitment to breakthrough results, feedback loops, and the consequences of breakdowns and breakthroughs
16. Maintain assets as conditions allow…
1     2     3     4     5
Steward all assets and resources to ensure their ongoing capacity to sustain or improve performance
Linking

17. Work with stakeholders external to the unit as necessary to get the job done…

1     2     3     4     5
Consciously develop co-creative partnerships with your network of key stakeholders, and collaborate with them in getting the job done
18. Inform key external stakeholders of your unit’s plans…
1     2     3     4     5
Enroll key stakeholders in your unit’s plans by progressively involving them in your planning process
19. Deal with problems with external stakeholders as they come up---through the hierarchy if necessary…
1     2     3     4     5
Proactively reduce barriers to organization performance through engaging stakeholders’ thinking
20. Attend meetings external to the unit as necessary…

1     2     3     4     5
Represent the unit in other forums to ensure it is adding value, its perspective is represented, and it maintains alignment with others
21. Accept allocations of resources from the hierarchy…

1     2     3     4     5
Proactively acquire the resources necessary for high performance through proposing what’s best for the unit and the whole organization
