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Leadership System

What gets measured get 
done, what gets rewarded 

gets repeated.

Who are the stakeholders 
and what do they want?

How do we know? 

What people do we need?
How do we attract, acquire, 
enable, assign, and engage 

the right talent?

What are the specific goals 
and objectives?

How will we accomplish the 
compelling directive? 

Why are we doing this?
What is the purpose, 

mission, vision, values?

What did we learn? 
What went well? 

What didn't go well? 
How can we improve in the 

future?

How are we doing - 
progress to plan and 

performance or impact on 
stakeholders? 

What measures do we need 
to track progress and to 

assess the value created for 
the multiple stakeholder?

What are the design or 
redesign project plans 
(scope, schedule, cost, 

requirements)?

Learn and Improve Compelling Directive Focused Strategy

Reinforce Behavior Stakeholder Value E3 People

Org Performance Review Comprehensive Scorecard D4 + I Systems
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E3 People
Enable, Empower, Engage

High performing organizations develop and engagement their workforce to 
accomplish the strategy. While many leaders say that their people are “their most 
important asset,” their actions and policies often tell a different story. Creating a 
highly qualified and engaged workforce consists of (a) attracting, acquiring and 
placing talent; (b) developing (enabling) talent, (c) empowering and engaging 
people. 

Attract and Hire

The first step is to assess the current workforce capabilities based on the needs 
described in the strategy. Then develop a plan to attract, acquire and place talent 
to accomplish the strategy.  

Enable

Few employees are fully developed with all the knowledge, skills, and abilities 
(KSAs) that are needed to accomplish the strategy. The next step is to assess their 
current KSAs develop improvement plans to meet the needs of the strategy. 
Development is a prerequisite for empowerment. Empowerment without 
development is a cruel joke and a recipe for failure!  

Empower + Engage 

Once developed, employees can be empowered and engaged to make the 
compelling directive and strategy a reality. All too often leaders hire great people 
and train them only to put them into the equivalent of an organization “straight 
jacket” that inhibits their creativity and performance.  

The next component of the leadership system focuses on creating the organization 
systems that will create an environment that will facilitate individuals reaching 
their full potential and make the greatest contribution to the organization possible. 
An environment of innovation and excellence!

“Empowerment is a combination 
of motivation to act, authority to 
do the job, and the enablement 
to get it done. Enablement 
requires a vivid picture of the 
destination”                 

Latham (1995) 
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Reinforce 
Behavior

What gets 
measured gets 
done - why gets 
rewarded gets 
repeated!

There is an old saying, “what gets measured gets done and what gets rewarded gets 
repeated!” Reinforcing behavior is based on the progress towards the overall 
strategy and includes recognition, rewards, promotions, and sometimes the 
removal of individuals. All too often the incentive systems are counter-productive 
and drive behaviors that are inconsistent with the overall compelling directive and 
strategy. High performing organizations align their incentives to ensure the best 
overall system performance. 

Individual performance reviews 

While some organizations are eliminating the individual performance review 
altogether, this may or may not be the best solution for your organization. There 
are a few basic characteristics of performance reviews critical to successful 
transformation including an individual scorecard that includes both running the 
business and changing the business.  

Recognize, Reward, and Promote

Few things are more important to align with the overall strategy and desired culture 
than incentives. Yet, it is common for leaders to say one thing, personally do 
another, and incentivize yet another. This kind of confusion ends up with smart 
employees doing what they are incentivized to do. Actions speak louder than 
words and incentives trump all else.  

Remove 

Unfortunately, many organizations transformations result in a few casualties. If the 
transformation is large in scope and scale then there are always some who do not 
get “onboard” and some who actively undermine the changes. The organization 
will end up being the worst behavior that leaders tolerate. 
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Resources Application eBooks 

Two Free application eBooks are available for download from the Free Member Library 
at http://organizationdesignstudio.com/join-library/    

1. Latham, J. R. (2015). Leadership Framework: An Introduction. Organization Design 
Studio, Ltd: Monument, Colorado (84 pages)  http://organizationdesignstudio.com/
free-ebook-leadership-framework/  

2. Latham, J. R. (2015). Design Framework: An Introduction. Organization Design 
Studio, Ltd: Monument, Colorado (65 pages)  http://organizationdesignstudio.com/
free-ebook-design-framework/  

Research and Practice Papers

Publishers have given me permission to post these papers on my personal website. They 
are Free to download but please respect the copyrights.  

1. Latham, J. R. (2013a). 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), 22 http://johnlatham.me/wp-content/
uploads/2013/12/2013_QMJ_P1.pdf  

2. Latham, J. R. (2013b). A framework for leading the transformation to performance 
excellence part II: CEO perspectives on leadership behaviors, individual leader 
characteristics, and organizational culture. Quality Management Journal, 20(3), 22  
http://johnlatham.me/wp-content/uploads/2013/12/2013_QMJ_P2.pdf  

3. Latham, J. R. (2013c). How much does your organization weigh? INNOVATION, 
32(2), 4  http://johnlatham.me/wp-content/uploads/2013/12/2013_Innovation.pdf  

4. Latham, J. R. (2012a). Management system design for sustainable excellence: 
Framework, practices and considerations. Quality Management Journal, 19(2), 15  
http://johnlatham.me/wp-content/uploads/2013/12/2012_QMJ_Design.pdf  

5. Latham, J. R. (2012b). Latham’s Response to Commentaries. Quality Management 
Journal, 19(2), 3  http://johnlatham.me/wp-content/uploads/
2013/12/2012_QMJ_Response.pdf 
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