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f1 - Tension  f2 - Resistance  f3 - Alignment
f4 - Criteria for Performance Excellence (CPE) Model  f5 - Subject Matter Experts (SMEs) 

Forces and Facilitators of Change (f) 

b1 - Role Model 
b2 - Respect 
b3 - Collaborative 
b4 - Communication 
b5 - Persistent 
b6 - Accountable
b7 - Systems Thinking  
b8 - Personal Involvement  
b9 - Personal Learning  

Behaviors (b)

c1 - Culture Change
c2 - Values Driven
c3 - Teamwork
c4 - Excellence
c5 - Valued Employees
c6 - Customer Focus
c7 - Trust

Culture (c)

i1 - Purpose & Meaning  i2 - Humble & Confident  i3 - Integrity  i4 - Systems Perspective  i5 - Attitudes & Motivations

Individual Leader Characteristics (i) 

a1 - Stakeholder Value
a2 - Compelling Directive
a3 - Focused Strategy
a4 - Enable, Empower and 
        Engage (E3) People
a5 - Deploy and Execute
a6 - Measure Performance
a7 - Review Performance
a8 - Reinforce Behavior
a9 - Learn and Improve

Approaches (a)

Latham, J. R. (2013). A Framework for leading the transformation to performance excellence part I:
CEO perspectives on forces, facilitators and strategic leadership systems. Quality Management Journal, 20(2). 
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Leading Transformation Framework
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“Leadership style is the way in which 
the functions of leadership are carried 

out, the way in which the manager 
typically behaves towards members of 

the group.”

Mullins 9th ed. p. 380 
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Nine Inter-related Behaviors

"You can't lead 
transformation from behind 

your desk." 

You have to become the 
change you want to see in 

the organization.
Gandhi

"You can't take people
to a place they can't see."

None of us
are as smart as all of us.

Do unto others as you 
would have them do unto 

you...and others.
Golden Rule

"I will change when I see the 
CEO change!"

Generative Solutions:
Engaged People - High 
Quality Products and 
Services - Satisfied 

Customers - Satisfied 
Investors.

People will change
OR

People will change!

Continuously reinforce the 
goals and objectives and 

desired behaviors and 
actions. 

b9 Personal Learning b2 Respect for People b3 Collaborative

b8 Personal Involvement

b7 Systems Thinking

b1 Role Model b4 Communication

b5 Persistentb6 Accountability
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b1 - Role Model

Role
Model

b1

Integrity
i3

Culture
Change

c1

Resistance
f2

Leadership 
Activities
a1 - a9

Influences (+)

Leadership 
Behaviors
b2 - b9

Influences (-)

Influences (-)

Influences (+)

Influences (+)

Influences (-)

Influence (+)

Influence (+)

Influence (+)
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b1 - Role Model vs Leadership System

a1 Stakeholder Value - Lead the process of identifying stakeholders and their needs. Model 
the attitudes needed for new positive relationships with stakeholders.

a2 Compelling Directive - Lead the process to develop a compelling directive.

a3 Focused Strategy - Model the ability to prioritize and sometimes to say “No”.

a4 E3 People - Model the desired behaviors to enable, empower and engage people.

a5 Deploy and Execute - Model the role of leader as  “sponsor” of goal deployment 
initiatives.

a6 Measure Performance - Develop a leadership scorecard to measure the desired “role 
model” leader behaviors.

a7 Review Performance - Model the desired review process, dialogue and behaviors. 

a8 Reinforce Behavior - Participate in rewards and Model the desired behavior for giving 
tough feedback.

a9 Learn and Improve - Role model the learning process - become the change you want to 
see.



john latham (c) 2000-2013  I  all rights reserved                                        john@johnlatham.info  I  +1.719.331.4675  I  www.johnlatham.info 7

b2 - Respect for People

Respect for 
People
b2

Culture
Change

c1

Resistance
f2

Collaborative
b3

Influences (+)

Purpose &
Meaning

i1

Teamwork
c3

Humble but 
Confident

i2

Reinforcing (+)

Influences (-)
Influences (+)

Influences (-)

Reinforcing (+)Influences (+)

Influences (+)

Influences (+)
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b2 - Respect for People vs Leadership System

a1 Stakeholder Value - Key to building positive relationships with stakeholders.

a2 Compelling Directive - Develop a holistic directive that includes the multiple stakeholder.

a3 Focused Strategy - Set high but realistic goals that allow people to achieve high quality 
and avoid ethical dilemmas.

a4 E3 People - Develop and engage people to meet the organization and  individuals needs, 
wants and desires.

a5 Deploy and Execute - Demand excellence - set and enforce high but reasonable 
expectations.

a6 Measure Performance - Include a measure of the level of respect for people in the 
annual employee survey.

a7 Review Performance -  Respect encourages frank two-way dialogue necessary for 
honest review of performance.

a8 Reinforce Behavior - Provide feedback with respect for the individual including when 
letting employees go. 

a9 Learn and Improve - Learning requires a safe environment where people are free to 
explore the good, the bad, and the ugly.
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b3 - Collaborative

Respect for 
People
b2

Culture
Change

c1

Resistance
f2

Collaborative
b3

Influences (+)

Organizational 
Learning

a9

Teamwork
c3

Humble but 
Confident

i2

Reinforcing

ReinforcingInfluences (-)

Influences (-)

Sole 
Responsibility

i5

Influences (+)

Influences (-) Influences (+)
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b3 - Collaborative vs Leadership System

a1 Stakeholder Value - Involve stakeholders or their input in setting the direction and 
evaluating progress (a2, a3, a6 and a7).

a2 Compelling Directive - Involve key stakeholders in the development of the mission, 
vision, values, key success factors.

a3 Focused Strategy - Develop a strategy process that is inclusive and collaborative.

a4 E3 People - Involve and engage people in the planning, execution and improvement of all 
work.

a5 Deploy and Execute - Involve and engage people in the development and deployment of 
action plans.

a6 Measure Performance - Involve stakeholders in developing the key performance 
measures and measure the level of collaboration in the annual employ survey.

a7 Review Performance - Conduct reviews as a cross functional group - rich team dialogue. 

a8 Reinforce Behavior - Reward collaboration and avoid rewarding (e.g., promoting) those 
who are not collaborative.

a9 Learn and Improve - Create a safe collaborative learning environment.
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b4 - Communication

Respect for 
People
b2

Communication
b4

Influences (+)

Resistance
f2

Personal 
Invovlement

b8

Collaborative
b3

Compelling 
Directive

a2

Tension
f1

Persistence
b5

Culture Change
c1

Influences (+)

Influences (+)

Influences (-)

Influences (+)
Influences (+)

Influences (+)

Influences (+)
Influences (-)

Influences (-)
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b4 - Communication vs Leadership System

a1 Stakeholder Value - Two-way communication with stakeholders to gather information and 
communicate the direction and progress of the organization.

a2 Compelling Directive - Communicate the Desired Reality to Stakeholders.

a3 Focused Strategy - Communicate the goals and clear expectations to the multiple 
stakeholders.

a4 E3 People - Frank two-way communication with employees.

a5 Deploy and Execute - Continuously communicate the importance of follow through and 
deployment.

a6 Measure Performance - Include measures of effective communication in the annual 
employee survey.

a7 Review Performance - Develop a forum or environment for open and frank two-way 
dialogue. 

a8 Reinforce Behavior - Communicate success stories widely throughout the organization.

a9 Learn and Improve - Frank two-way communication to learn from the changes in system 
performance.
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b5 - Persistence

Purpose & 
Meaning

i1

Persistent
b5

Influences (+)

Resistance
f2

Values
c2

Tension
f1

Accountable
b6

Compelling 
Directive

a2

Culture Change
c1

Motivations & 
Attitudes

i5

Influences (+)

Influences (+)

Influences (+)

Influences (-)Influences (+)

Influences (-)

Influences (+)

Influences (+)



john latham (c) 2000-2013  I  all rights reserved                                        john@johnlatham.info  I  +1.719.331.4675  I  www.johnlatham.info 14

b5 - Persistence vs Leadership System
a1 Stakeholder Value - Creating value for multiple stakeholders is difficult and requires 
tenacity and patience.

a2 Compelling Directive - Achieving the desired reality and culture change requires 
continual reinforcement.

a3 Focused Strategy - Consistency and tenacity is required to prevent scope creep - say 
“No” to some good ideas.

a4 E3 People - People change over time and can revert to their previous behaviors without 
constant reinforcement.

a5 Deploy and Execute - Require frequent updates on the status of initiatives and 
operational results.

a6 Measure Performance - Continuously develop and refine the measurement system to 
support system understanding and fact-based management.

a7 Review Performance - Developing a new “team” culture requires time, tenacity and 
patience. 

a8 Reinforce Behavior - Requires frequent and consistent reinforcement of the desired 
change to overcome resistance.

a9 Learn and Improve - Organization learning takes time and requires patience and tenacity.
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b6 - Accountable

Purpose & 
Meaning

i1

Persistent
b5

Influences (+) Resistance
f2

Values
c2

Tension
f1

Accountable
b6

Culture Change
c1

Motivations & 
Attitudes

i5

Role Model
b1

Influences (+)

Influences (+)
Influences (+)

Influences (+)

Influences (+)

Influences (-)

Influences (+)

Influences (-)
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b6 - Accountable vs Leadership System

a1 Stakeholder Value - Turn forced accountability to stakeholders into a proactive and 
positive force for change.

a2 Compelling Directive - Hold people accountable for progress toward the desired reality.

a3 Focused Strategy - Hold people accountable for staying focused and achieving the 
goals.

a4 E3 People - Hold people accountable for their personal continuous development and 
improvement of the organization.

a5 Deploy and Execute - Hold people accountable for developing and deploying the action 
plans.

a6 Measure Performance - Hold people accountable for fact=based management.

a7 Review Performance - Make the team accountable for enterprise performance. 

a8 Reinforce Behavior - Hold people accountable for the desired change -  including 
removal if necessary.

a9 Learn and Improve - Hold people accountable for improving performance as an integral 
part of their job.
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b7 - Systems Thinking

Collaboration
b3

Systems 
Thinking

b7

Influences (+)

Organizational 
Learning

a9

Personal Learning
b9

Motivations & 
Attitudes

i5

Perspective
i4

Alignment
f3

Teamwork
c3

Reinforcing

Reinforcing

Reinforcing

Reinforcing

ReinforcingInfluences (+)

Influences (+)

Influences (+)

Reinforcing
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b7 - Systems Thinking vs Leadership System

a1 Stakeholder Value - Understand the connections between the requirements of multiple 
stakeholders - Create value for multiple stakeholders vs. zero sum game.

a2 Compelling Directive - Develop a compelling directive that focuses on the sustainable 
success of the entire organization.

a3 Focused Strategy - Develop goals that focus on leverage points in the system to create 
the desired results.

a4 E3 People - Develop systems thinking skills in the workforce.

a5 Deploy and Execute - Lead the development and deployment of cross functional 
initiatives.

a6 Measure Performance - Measure the “system” components - leading and lagging as 
well as internal and external.

a7 Review Performance - Analyze the relationships between the measures to gain insights 
into the “leverage points”.

a8 Reinforce Behavior - Reward systems thinking and reject solutions that are not based on 
systems thinking.

a9 Learn and Improve - Use systems thinking to enhance the learning from the systematic 
learning processes.
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b8 - Personal Involvement

Communication
b4

Influences (+)

Resistance
f2

Personal 
Invovlement

b8

Motivations & 
Attitudes

i5

Culture Change
c1

Role Model
b1

Influences (-)

Influences (+)

Influences (+)

Influences (-)

Reinforcing
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b8 - Personal Involvement vs Leadership System

a1 Stakeholder Value - Spend time with stakeholders building relationships and developing a 
deeper understanding of their needs.

a2 Compelling Directive - Engage people at all levels in discussion and translation of the 
compelling directive.

a3 Focused Strategy - Help people stay focused! Avoid “shooting from the hip” when 
rounding.

a4 E3 People - MBWA - Rounding and coaching.

a5 Deploy and Execute - Ensure people have what they need to do their job and execute 
the plans.

a6 Measure Performance - Measure the level of leader involvement in key aspects of 
planning and leading transformation.

a7 Review Performance - Personal involvement and coaching during the review process. 

a8 Reinforce Behavior - Personal involvement in recognition and removal.

a9 Learn and Improve - Organization learning requires leadership and involvement from the 
top.
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b9 - Personal Learning

Collaboration
b3

Systems 
Thinking

b7

Influences (+)

Resistance
f2

Organizational 
Learning

a9

Personal Learning
b9

Perspective
i4

Humble but 
Confident

i2

Role Model
b1

Humble but 
Confident

i2

Influences (+)

Influences (+) Influences (+)

Influences (+)

Influences (+)

Reinforcing

Influences (-)
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b9 - Personal Learning vs Leadership System

a1 Stakeholder Value - Develop a new positive perspective and ways to view stakeholders.

a2 Compelling Directive - Learn to develop a holistic and compelling directive that gives 
meaning and passion to people.

a3 Focused Strategy - Learn to do less to do more. Learn not to spread yourself too thin.

a4 E3 People - Model personal learning and continuous development.

a5 Deploy and Execute - Listen and learn from the lessons learned from the development 
and deployment of action plans and operations.

a6 Measure Performance - Measure personal learning and improvement of leaders at all 
levels.

a7 Review Performance - Performance review is a critical input to the learning process. 

a8 Reinforce Behavior - Recognize and reward personal and organizational learning and 
development.

a9 Learn and Improve - Organizational learning requires individual leaders learn and change.
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A “Real World” Case Study

Steve Jobs’
Leadership Style

23
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Leadership Assessment - Key Characteristics

• Identify the key leadership characteristics from the Steve Jobs articles and 
videos.
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Leadership Assessment - Scores

SD D SWD SWA A SA

My leader has become the change he/she wants to see in the 
organization.

My leader treats ALL people at ALL levels with respect. 

My leader does not have all the answers and involves the team to 
solve problems and develop strategies. 

My leader regularly communicates our vision and values to ALL 
organization members using a variety of media. 

With respect to our vision and values my leader is consistent and 
does not waiver even in the face of resistance. 

My leader holds people accountable for moving the organization 
toward the desired vision and values.

My leader analyzes the internal and external systems to develop 
short- and longer-term solutions and strategies. 

My leader regularly spends time with employees seeking their 
feedback and input. 

My leader regularly spends time reflecting on his/her performance 
and learning from experience. 

SD = Strongly Disagree   D = Disagree   SWD = Some What Disagree
SA = Strongly Agree   A = Agree   SWA = Some What Agree
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Leadership Assessment - Implications

• Using the nine behavior diagrams identify the possible impact(s) of the 
Steve Jobs leadership behaviors. 
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Connections to Leadership Theory

LTPE Transformational + 
Transactional Servant Spiritual

b1 Role Model

b2 Respect for People

b3 Collaborative

b4 Communication

b5 Persistent

b6 Accountability

b7 Systems Thinking

b8 Personal Involvement

b9 Personal Learning
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Discussion and Reflection

• Identify three things you learned from this workshop: 



john latham (c) 2000-2013  I  all rights reserved                                        john@johnlatham.info  I  +1.719.331.4675  I  www.johnlatham.info 29

Leadership Self-Assessment

SD D SWD SWA A SA

My leader has become the change he/she wants to see in the 
organization.

My leader treats ALL people at ALL levels with respect. 

My leader does not have all the answers and involves the team to 
solve problems and develop strategies. 

My leader regularly communicates our vision and values to ALL 
organization members using a variety of media. 

With respect to our vision and values my leader is consistent and 
does not waiver even in the face of resistance. 

My leader holds people accountable for moving the organization 
toward the desired vision and values.

My leader analyzes the internal and external systems to develop 
short- and longer-term solutions and strategies. 

My leader regularly spends time with employees seeking their 
feedback and input. 

My leader regularly spends time reflecting on his/her performance 
and learning from experience. 

SD = Strongly Disagree   D = Disagree   SWD = Some What Disagree
SA = Strongly Agree   A = Agree   SWA = Some What Agree
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