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Abstract
A theory of Performance Leadership is offered as the goals and means of converting heavy
bureaucracies into light enterprises. The theory builds on eight years of participatory research in one of
the world’s largest bureaucracies, and offers fresh insights from a global survey of government
employees. The prescribed means of converting organizational structures is the Performance
Architectural Science Systems (PASS) discipline. Examples of applying PASS are used to illustrate the
integration of operational analytics, advanced media, and agile technology into Performance
Architectures; as well as, the integration of employee training, management communication, and
executive guidance into Performance Portfolios. The scientific and technological convergence of
performance architectures and performance portfolios is proposed as the future benefit of
organizational architecture to executive leadership.

Structures of Work
As organizations grow, their structures change. The structure is critical to the performance of
the organization; yet, executives can overlook structure, how it affects work, and its impact on
employees—until it is too late—and difficult to correct.
Understandably, growth is an exciting aspect of leading an organization, and structure may
seem mundane. However, the organizational structure affects the future capabilities of the
organization; and more importantly, how the organization is affecting the performance and
development of its own employees.
Leading the design of organizational structure is a basic requirement of executive leadership
because it drives the cost of doing business, and the possibility of organizational success. The
tipping point for structural management is not simply the inefficiencies that are found in the
latency and friction of work. The critical aspect of organizational structure is in how it constantly
affects employees’ attitudes, concentration, and effort. As an illustration, a coach of a sports
team does not rely on a few good speeches or a few good training days. The coach is
continuously calling for better performance throughout the entire team. Like an organization,
the coach wants to fully utilize the capability of all team members, and enable them to
intelligently overcome the obstacles to their success.
Executives may wait until the organizational structure is dysfunctional before working on its
potential. Alternatively, they need to think of their leadership as engaging both employees and
structure--the two affect each other.
Instead of leading employees and structure, some executives will look for a quick-fix
management idea they can use to give the appearances of improving the organization. A
notable study of such practices indicated that the quick-fix ideas, though they have been
popular for years, tend to result in insufficient change, poor return on investment, or even
unwanted consequences.1 The failures were not necessarily due to the idea itself; rather, the full
structural scope was not addressed.
1

Brickley JA, Smith CW, Zimmerman JL. (1997). Management Fads and Organizational Architecture. Journal of
Applied Corporate Finance, 10(2) 24-39.
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Attempts at changing structure without knowing the fit with the entire organizational
requirements can lead to unintended inefficiencies, ineffectiveness, reduced capabilities, and
perhaps even most hazardous—demoralization of employees who are bounded by the latest
effort. Employees will remember their effort, and how it failed to mitigate their lasting structural
problems.
The selection of an organizational structure is not the problem. Some might argue that the
organization needs a new structural model, such as independent functions, employee matrixes,
or networked teams. The problem is not necessarily in the model; rather, it is in the emerging,
codifying structural elements, and their effects on people.
As discussed herein, the elements of structure can be operationalized into managerial sets:
Workflow, Workforce, Policy, Change, and Communications. These are broad elements of
structure that directly affect employees; and yet, they exist across all structural models. It is
generally the elements of structure that require attention, rather than the structural model
itself.
The enduring model for organizational structure is Max Weber’s bureaucracy (1947). The model
encourages leaders to assign and oversee work through hierarchical channels. It’s simple and
manageable. If we look deep into the average bureaucracy, we find that the common abuses of
structure are in how employees use it to enforce their control over structural elements and
people.
Unnecessary control, or the perception of control, may be the root of structural problems2. The
effort to excessively control the elements of an organization is wasteful, expensive, and arguably
unnatural to the development of human beings. With all due respect to Weber’s model, I call
the process of pursuing unnecessary control, bureaucratization.3
Bureaucratization is when a control process restricts employees’ self-direction, personal development,
and motivation to contribute to organizational improvement. The effects undermine organizational
capabilities, and distort how leaders understand and affect the potential of an organization.
When organizational leaders increase bureaucratization they reduce employee-based awareness and
discretion, and inject “systemic organizational weaknesses by creating subtle sabotage through the
resistance of employees that believe they are powerless in the bureaucracy that manages them.”4
Bureaucratization can create numerous challenges for an organization, including poor quality of work
life, under-motivated workers, underperformance in teams, and an overall decrease in organizational
effectiveness.
When bureaucratization is tolerated and becomes the organizational norm, it produces a form of
2

My assertion is based on observations from my national system study of bureaucratic effects and eight years of
participatory research in the second largest government bureaucracy in the United States, as an employee, and
with responsibilities that include working with initiatives that crossed other government agencies.
3
Paschane DM. (2003). A Theoretical Framework for the Medical Geography of Health Service Politics.
Dissertation, University of Washington.
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Kanter, RM. (2010). Powerlessness corrupts. Harvard Business Review, July-August.
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organization that I call heavy bureaucracy, as opposed to light enterprise.
Heavy bureaucracy5 denotes how the structure tolerates or normalizes inflexibility, friction,
disengagement, and helplessness. These conditions are costly. They affect current and future
performance. Ironically, the common attempts at selective corrections are expensive and can reinforce
the existing structure. These include pricey consultant documents, high-brand training, accumulation of
mid-level management, and procuring broad-scope information technologies. These can add temporary
hope or excitement, and yet overlook all structural improvements.
In contrast, a light enterprise has structural elements that reinforce feasible awareness and
appropriate discretion among all employees. The structure fosters innovative and analytic
thinking because the work environment supports concentration on mission-affecting tasks and
method enhancements. The locations, schedules, and technology are adaptive to life changes in
employees.
The signs of an emerging light enterprise are employees maturing their skills within their daily
work, the organization adapting to strategic analyses, and both the employees and the
organization managing performance in a dynamic context of change.
Change is a powerful and relevant concept in structures of work. As noted above, bureaucratization is
the unnecessary control over change, and change in itself is a key element in structure.
The drivers of changes are many and can be hidden in the layers of the organization. They become
embedded in the structure without any deliberate design—they include the numerous and disparate ad
hoc decisions and natural development of employees. The internal drivers of change include missing
expertise, emerging expertise, rule changes, quality of work life, staff shortages, new staff, staff exodus,
self-management, miss-fitted management, process ambiguity, process choke points, and disjointed
communications. The external drivers of change include increased customers, customer ambivalence,
increased demands, divergent demands, product diversity, market diversity, diffused locations, missfitted services, laggard services, austere budget reviews, contextual dependencies, and mission shifts.
How we react to change drivers affects the organizational health, innovation, and employees’
satisfaction with work conditions; in other words, our reaction creates structure.
Achieving a light enterprise requires a comprehensive, methodological approach to structure.
Organizational structure is a complex system because it is dynamic psychological and behavioral
interaction among different social and contractual relationships.
A comprehensive approach to structure is not a requirement for X-number of steps, X-kind of
actions, or X concepts. It does not require a sterile, abstract, and generic framework that sounds
simple until one tries to apply it to the real complexity of organizational structure. What is
necessary is a discipline—a reliable and repeatable “tool box,” where each tool can be
calibrated to the needs of any member of an organization.
Herein, I propose a theory that does not diminish the value of any particular organizational
structure; rather, it leads to a comprehensive analytic discipline for leaders to pursue a light
5

The “heavy bureaucracy” reference is to the unwanted effects, such as when the structure is dehumanizing,
conflicts with the organizations’ mission, or impedes progress. See Riggio, RE. (2010). When Bureaucracy Kills
Leadership and Your Organization. www.pshaychologytoday.com.
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enterprise through a focus on structural elements and how they can be redesigned with the help
of all employees. The discipline relies on an organic rather than codified method of design, so it
is possible for any employee, at any level, to start contributing to the conversion. The theory is
also consistent with emerging theories of human development6 and the potential in advancing
information technologies.7

Theory of Performance Leadership
An effective discipline systematically reveals the organizational structure and its effects on
employees; and how its transformation affects broader and deeper aspects of the organization,
now and into the future. The theory I propose is Performance Leadership.
Performance Leadership refers to the emerging characteristics of an employee, and how those
characteristics are affected by organizational structure, and in turn, how the employee affects
the progression of the organization towards either a light enterprise or heavy bureaucracy.8
The characteristics of Performance Leadership in an individual are commitment to
understanding organizational performance, the motivation to develop skills aligned to
organizational goals, and the choice to pursue performance improvement. Commitment,
motivation, and choice are notions of volition in the individual--a personal commitment to
organizational success. Alternatively, an employee can compliantly perform work duties without
internalizing alignment to organizational outcomes.
Performance leadership is a common organizational need. When we see successful
organizations in sports, civics, and business, we also see those who provide performance
leadership—those with, as the expression goes, “skin in the game.” In part, and sometimes in
whole, it is their personal dedication that contributes to organizational success.
I argue that performance leadership, shared within the work environment, is the sustainable
value of an employee’s work because it reinforces the organizational structure, impacts the
organization performance, and creates the future capabilities of the organizational whole.
As the organization develops and sustains performance leadership it drives the organizational
structure towards a light enterprise, while avoiding the growth of a heavy bureaucracy.
Theoretically, performance leadership results from organizational structure, and collectively the
structure is affected by performance leadership.
6

Fischer, K.W., Yan, Z. and Stewart, J. (2003). Adult cognitive development: dynamics in the developmental web. In
J. Valsiner and K. Connolly (eds.) Handbook of developmental psychology (pp. 491–516). Thousand Oaks, CA: Sage
7
Calloway, D. (2012). Adaptive Structuration Theory: Understanding How Advancing Technologies Drive
Organizational Change.
8
Ultimately, the relationship between an employee and an organizational structure is one of human agency relying
on or overcoming pre-determined choices about work elements and how they are designed to affect the
performance of individuals or collectives. The ability of an employee to see the relationships to the structure and
overcome their innate resistance to agency is a characteristic that is summarized as “grit.” The ability to see the
relationships and redesign them for greater desired performance is a characteristic of “innovation.” What I
promote, psychologically in the members of organizations and in the structure that executives convert is the
combination of the two characteristics, which I refer to as “gritovation.”
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Research on Performance Leadership
The genesis of the performance leadership theory is a set of studies on healthcare systems in
the United States between 1998 and 20029. These studies indicated that systemic
bureaucratization may account for unwanted consequences in individuals.
The research on bureaucratization continued as participatory research within one of the largest
Federal agency in the U.S. government, from 2004 to 2012. The scope included cross-agency and
inter-agency observations. The focus has been on how executive leaders of business functions,
technology, and policy impact the mission of the agency.
Participatory analyses included operational research, program reviews, and comprehensive
outcome studies. Developmental services included organizational facilitation, performance
monitoring, and strategic planning. The analyses and services provided opportunities to test the
robustness of theory and methods presented herein.
The theory of performance leadership requires testing within a variety of organizational
settings, and with attention on the developmental aspects of individuals, given changes in
organizational structures.
A baseline survey analysis was conducted from January 26 to February 8, 2012 to assess trends
in bureaucratization perceptions that may appear in government agencies worldwide. Of the
546 participants, 84% worked in government the entire 3-year period pertaining to the
questions. The following are summaries of the data analyses
Respondents identified themselves from 53 countries, with 70% from the United States. A
majority were career employees, as opposed to being contacted staff (7%) or a political
appointee (4%). Most indicated they were working at the national or federal levels of
government (58%), with 22% working at the local level, and 20% at the state or providence level.
Their roles in the organizational structures were distributed primarily in upper management,
with 19% as executives and 39% in mid-level management, 16% in early-career management,
and 26% in pre-management.
When asked about interactions with the work environment, only 23% of respondents indicated
that their time for on-task concentration exceeded 70% of the workday. This represents a
9

These include several studies I either lead or participated in through the University of Washington.
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significant negative impact on potential productivity. When asked about concentration changes
in response to changes in organizational conditions, 37% indicated concentration has gotten
worse, and 18% indicated it has improved.
The respondents’ consistently indicate that they have good visibility into the causes of
performance across managerial functions (i.e., workflow, workforce, policy, change, and
communication); however, they tend to have low levels of discretion for improving such
conditions. According to the respondents, change in the organizational conditions has not
changed their detection of causes of performance (57%), with 28% indicating it has improved
such detection.
Respondents indicated that changes in their organizational conditions have increased costs
(30%) or made no change to costs (37%), and reduced the human potential among employees
(47%) or made no change in such potential (32%).
Of particular interest are the 386 respondents indicating that interactions with the
organizational structure results in poor on-task concentration (less than a 70% portion of their
day in on-task concentration). Within this group, 39% were unsatisfied with the organization’s
technology, 18% were unsatisfied with the schedule of work, and 17% were unsatisfied with the
location of work. Within the same group, 54% engaged in off-task stimulation in excess of 10%
of their workday, and 28% engaged in administrative tasks in excess of 10% of their workday.
A multivariate logistic regression model was fitted to the data for Concentration (>70% vs. <70%
of day in on-task concentration) to determine the coefficient estimates for 18 variables
theorized to contribute to this basic employee-level condition in performance (see table below).
The independent variables included two interactions with the work environment, satisfaction
with three work conditions, ten perceptions on visibility of and discretion in managerial
functions, and three indications of structural change affecting employee performance. Country
of government employment was include to control for possible differences between the
majority respondents (70% USA) and the large portion of international respondents. Cases with
missing responses are dropped from the model.
The regression model presents a baseline understanding of the possible interactions of
employees to their respective organizational structures, base on their perceptions of such
structural elements.
Consistent with the basis of the performance leadership theory, employees appear to manage
on-task concentration with a great deal of effect by the interactions that compete for their
attention, namely administrative tasks and stimulation of their interests. Statistically significant
results indicated that respondents were almost 7 times more likely to concentrate on tasks
(>70%) if the administrative interactions were below 10% of their workday time, and nearly 4
times more likely to concentrate if stimulation was below 10% of workday time. Furthermore,
they were almost 6 times more likely to concentrate if they are satisfied with the schedules of
work (e.g., shifts, periods, and days of week).
Other variables indicated a desirable structural effect is associated with work concentration,
though not statistically significant in this model. These include satisfied with technology
(OR=1.13), discretion in affecting the organization’s workforce (OR=1.97), visible organizational
© 2012, Paschane
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policy (OR=1.68), and discretion in affecting change or adaptability of the organization
(OR=1.50). Likewise, structural changes to achieve desirable visibility (OR=150), discretion
(OR=1.64), and human potential (OR=1.24) were associated with greater concentration.
Visible communications in organizational management is a variable that was close to being
statistically significant and predictive of a relationship that seems inconsistent with the theory.
Respondents inculcated they were half as likely to concentrate if communications was visible,
which may be a sign that while management communicates a lot, the effect is counterproductive with regard to achieving on-task concentration greater than 70% of a workday.

Logistic Regression Model for On-Task Concentration Over 70% of Workday (n=417)
Perceptions of Work Structure

β

SE

Constant

-5.22

0.93

USA Respondent (versus non-USA)

-0.00

0.33

0.9

Environment Interactions
Administration < 10% of Workday
Stimulation <10% of Workday

1.89
1.37

0.30
0.33

<0.01 6.62
<0.01 3.93

3.65, 12.01
2.01, 7.51

Satisfied with Work Conditions
Satisfying Schedule
Satisfying Location
Satisfying Technology

1.71
-0.80
0.12

0.67
0.38
0.33

0.01
0.03
0.71

5.53
0.45
1.13

1.48, 20.70
0.21, 0.94
0.59, 2.17

Structure of Managerial Functions
Visible Workflow
Workflow Discretion
Visible Workforce
Workforce Discretion
Visible Policy
Policy Discretion
Visible Adaptability (Change)
Adaptability (Change) Discretion
Visible Communication
Communication Discretion

0.07
-0.04
-0.24
0.68
0.52
0.09
-0.15
0.40
-0.71
-0.04

0.43
0.41
0.42
0.43
0.39
0.46
0.38
0.42
0.40
0.45

0.88
0.93
0.57
0.11
0.18
0.85
0.70
0.34
0.08
0.93

1.07
0.96
0.79
1.97
1.68
1.09
0.86
1.50
0.49
0.96

0.46, 2.49
0.43, 2.17
0.35, 1.79
0.86, 4.56
0.79, 3.60
0.45, 2.69
0.41, 1.82
0.65, 3.43
0.22, 1.09
0.40, 2.34

0.40
0.49
0.21

0.61
0.50
0.35

0.51
0.33
0.54

1.50
1.64
1.24

0.45, 4.96
0.61, 4.40
0.62, 2.47

Structural Change Effects
Desirable Visibility
Desirable Discretion
Desirable Human Potential
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OR

0.99

CI

0.52, 1.92
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These preliminary results help explain possible relationships between performance leadership
and structural development, specifically how these relationships affect work concentration.
While perception data is useful in exploring the possible interactions between employees and
organizational structure, the patterns indicate that bureaucratization requires analyses that are
operationally independent from employee perceptions. Future analyses may examine
comparative bureaucratization in U.S. federal agencies, and how these contrast from
bureaucratization effects in private organizations.
Within governments there are notable challenges to establishing analytic methods for both
organizational performance and performance leadership, as prescribed herein. However, in the
U.S., the Government Performance and Results Act Modernization Act of 2010 (P.L. 111-352)10
requires all U.S. federal programs to report their performance to a common database for crossagency analytics. This is an opportunity for studying bureaucratization and the potential of
performance leadership across a variety of organizational structures.
Psychology of Performance Leadership
Internal to the employee, performance leadership is affected by a mindset that organizes,
stabilizes, and reacts to experiences and concepts of the work environment. Analytically, there
are three forms of interactions between the employee mindset and the structural aspects of the
environment: (1) On-Task Concentration, (2) Off-Task Stimulation, and (3) Administrative
Distractions.
A typical work day includes an employee navigating the mix of potential and desirable
interactions. The employee has reasons to concentrate on valuable work tasks, to be stimulated
by the work experience and the environment, and be responsive to or reliant on administrative
processes at work. How the employee selects the combination, and how that selection is
reinforced by the organizational structure leads to individual productivity, and ultimately,
organizational performance.
Ideally, the employee can operate in an environment that reinforces a healthy and productive
combination of concentration, stimulation, and administration.
Performance leadership requires an organizational structure and employee mindset that is fully
directed toward achieving optimal interactions for desired performance. If either the structure
or the employee languishes in their part of developing performance leadership, both suffer.
The mindset interactions determine if individual’s work is a matter of compliance, thus likely to
include some resistance; or a matter of innovation where there is integration between the
psychology of the individual and the goals of the organization.
In order to operationalize the psychology of performance leadership, I use the following diagram to
differentiate patterns in behavior that are attributable to the cognitive-behavioral organization of work.

10

See an analysis by the Government Accountability Office at http://www.gao.gov/products/GAO-11-466T.
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The combined triangles represent the internal mindset of an employee.
The top triangle represents Expertise, or how an employee presents value to the organization. It sets
personal expectations for needs of control, esteem, and security; and, as the expertise is defined and
accepted by others, these inner processes are reinforced. If the expertise is well aligned to the
organization, control, esteem, and security are healthy, effective, and supportive of others in the
organization.
The left triangle represents Commitment to others in the organization—it aligns the employee’s
emotions, thinking, and stories to the collective goal. Commitment is an affinity with others that is
repeated to one’s self-concept, and helps sustain connectivity to the organizational relationships,
structure, and mission.
The triangle on the right is Integrity. It is the employee’s effort to ensure that plans, actions, and
messages lead to an outcome consistent with promises to the organization, explicit or not. It is a
commitment to do what one says she/he will do, and expect the same from others.
Taken together, the expertise justifies the employee being in the organization, the commitment binds
the employee’s dedication to the organization, and the integrity aligns the employee to fulfilling the
organization’s requirements. The inner space is not labeled—it represents the hidden dynamics of
psychological interactions.
The utility of denoting expertise, commitment, and integrity is in interpreting evidence from behavioral
patterns that will affect performance leadership. It reminds us that performance leadership is not a onetime, contractual agreement when hiring an employee. It is a continually reinforced set of interactive
processes—in the employee and throughout the organizational environment.
Developing Performance Leadership
The ability to foster and reinforce performance leadership begins with employees having
appropriate awareness of performance causality and discretion in their improvement actions.
Structurally, this requires an emphasis on how information and messages are organized and
used in an organization.
The operational development of performance leadership begins with a focus on the alignment
of analytic skills and practices to the work responsibilities of the employee.
© 2012, Paschane
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The analytic practices include reviewing, documenting, and assessing the effectiveness of formal
transactions and informal interactions in a work environment, and monitoring signals and discovering
patterns in performance trends. These practices rely on skills that can be integrated into any kind of
work.
The technical skill of these practices needs to fit the role and responsibilities of the employee. The same
skills can be developed and operated as routines for any kind of work, or they can be formalized for
rigorous application of analysis. The following diagram illustrates the analytic practices and desired
operational capabilities for reinforcing performance leadership in an employee.

Formal transactions include work that is completed and handed off to others, work that ends so another
employee can start working on a separate component, or work that is meant to collect and integrate the
work of others. The purpose of formal interactions is to limit confusion about work flow; however, the
transactions can have unnecessary rigidity that slows performance, or even undermines the quality of
work.
The informal interactions are the role-like practices11 that employees adopt to establish and reinforce
how they work with others. Performance leadership helps employees move away from calcifying roles.
When role-limiting concepts are over-emphasized, they discourage performance leadership by limiting
employees’ attention to the work that fits their perceived role. The informal role can lessen one’s sense
of responsibility for the organizational whole, and ultimately interfere with the maturity of overall
capabilities.
The analytic practices include maturing the signals of change in performance, and discovering work
patterns causing performance trends over time. These are skills that can start with basic observation
and analyses of irregular performance. The employee does not necessarily need official data to
recognize irregularities and explore ways of explaining these through observed patterns in workflow or
other operations.
Through repetition and normalization, the four analytic practices become employee skills, and
operational capabilities. They are sustainable capabilities that can be long-term strengths of any
organization.

11

Informal roles include the beggar, caller, cheerleader, consumer, counter, dealer, dictator, dispatcher,
documenter, dreamer, driller, dumper, hoarder, inventor, juggler, leader, orator, orchestrator, racer, regulator,
reviewer, sculptor, spectator, weightlifter, and writer.
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First, employees become aware of causality12 in its natural setting. This helps employees learn analytic
practices in familiar operations, and can help motivate their sense of ownership of the outcomes they
produce. Second, regular development of analytic practices can help employees transfer knowledge to
other employees. They gain a detailed knowledge of what goes into the work and what aspects of the
work are most important to understand and manage. Third, employees define workload capacity and
develop a personal interest in how they can adopt efficient practices. Ultimately, employees get greater
performance out of their effort, and the effort of their peers. The awareness sets expectations for
productivity, and creates an opportunity to rethink the organization of work efforts. Fourth, the value of
work is sustained because only essential inputs get used, as these deliver the most output. Value
sustainment is a continuous check on the combination of interactions in employees’ mindsets and the
development of performance leadership. As a whole, the analytic practices encourage employees to
have a stake in understanding and maximizing the value of the organization.
In contrast to the risks imposed by bureaucratization or management fads, performance leadership
addresses the core of the organization—employees. By maturing performance leadership, the
organization gains a distributed source of performance management. The capabilities include widespread operational intelligence and countless touch points on the conditions affecting total cost and
performance.
Because performance leadership reinforces the discretion to improve operations, employees shift their
attention to the long-term, high-rigor means of adding value, even if these are small improvements in
routine tasks.
As performance leadership is normalized in an organization, it affects the likelihood that the
employees will tolerate bureaucratization. They become skilled at detecting and discouraging
the unwanted development of ineffective interactions and structural weaknesses. They begin to
lead method enhancements, structural improvements, and the long-term capability and
adaptability of the organization.
Employees no longer see themselves as a “cog-in-the-wheel,” rather they are emerging leaders who
have become their own best performance analysts. They know why the work they do is efficient,
effective, and causing desired outcomes. Performance leadership is its own value multiplier. Employees
become recognized experts, and as a result, want to pass the expertise to others who share their
passion for affecting, changing, and sustaining organizational achievements. In total, the maturity of
performance leadership is a highly valuable, dispersed capability of the organization, which leads to
reliable understanding of the past work, and robust capability for creating the future organization.
Maturing Performance Leadership
Each organization will have its own ideas about how to mature and apply performance leadership to its
operational and strategic goals. Depending on the progress of employees in developing these practices,
and their desire to lead enhancements, they may be considered as candidates for managing different
functional domains. Conceptually, employees’ performance leadership can mature to higher levels of
analytic operations. The graph below illustrates a curve for the progress of analytic maturity, which can
12

A limitation for nearly every organization is the management of performance when causality is poorly
understood. Too often, managers assume causes of outcomes are well known, causal pathways are easily
understood once identified, and awareness of causality is sustained in useful ways once it is articulated.
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be gradual goals of analytic development in employees.

Eventually, employees can develop an awareness of the total cost and causality of outcomes. They
become sensitive to the net value of work activities. They can discount the perceived performance by
estimates of unwanted consequences. They become aware of the total net quality of outcomes.
As the organization matures performance leadership in employees, it can require those employees to
manage performance at a higher level of responsibility.
The shift in responsibility builds on performance leadership skills by asking the employee to provide an
evidence-based accounting of the work that is completed, active, and planned. The responsibility
includes demonstrating accountability with the resources previously committed, and show justification
for resources requested. An effective accounting will build affinity among those who are participating by
illustrating the vision for the work, and clarify the true context and circumstances in which the work is
being completed.
Within the theory of performance leadership, the organization focuses on the psychological alignment
and emerging analytic skills of its employees. This will sustain an embedded capability that supports
executives’ achievement of a light enterprise.

A Discipline for Light Enterprise
The design of a light enterprise, or the conversion from a thick bureaucracy to a light enterprise, is
complicated by the fact that most employees, including executives, are busy doing what they believe is
their daily roles, routines, and responsibilities. There may be the occasional training, assessment, or
motivational speaker that highlights a part of the organizational structure that engulfs their day to day
interactions. They may gain a moment of insight, or a sense of excitement about the work they do; and,
then they return to their routines and the on-going bureaucratization of their work environment.
As an Organizational Architect, I believe there is a systematic and sustainable way to move out of the
structural rut that diminishes performance and future capabilities. Architecturally, we need
organizational designs that intentionally embed the means of all employees’ thinking about their work in
terms of how they, as individuals, are psychologically and developmentally interacting with the
organizational structure.
All employees have a mindset that is reactionary to the environment, but it is not necessarily helpful to
© 2012, Paschane
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their performance leadership. They require the means of examining their expertise, commitment, and
integrity in its work context; and, evaluating the organization of their concentration, stimulation, and
administration throughout work functions.
I suggest above that performance leadership is developmental, in that, employees can gain significant
skills from very basic analytic practices, and then provide these as valuable operational capabilities.
Collectively or individually these capabilities can be matured and leveraged throughout the organization.
I also note that to develop such capabilities in employees they need to be aware of operational causality
and have discretion to make method enhancements. This is the biggest challenge for executives: How do
you normalize the awareness and discretion among all employees to develop their performance
leadership, while controlling (not bureaucratizing) the organization?
Herein, I propose a discipline that integrates science and technology principles to affect work
environments, with attention on the architectural design of both. The goal of the discipline is to
establish a means of embedding two sets of complex resources. These may already exist in the
organization, but are not necessarily aligned for these purposes. The discipline is Performance
Architecture Science Systems (PASS).
The first set of resources in PASS is the operational analytics, advanced media, and agile technology to
produce integrated Performance Architectures. Performance architectures are becoming increasingly
popular in businesses that automate services to customers, such as banks and online retailers.
It would be an oversight to see performance architectures as merely online technologies; they are just
as much advanced media and analytics. They generally contain elements of front-end media
engagement or visualization; back-end data collection, verification, and staging into standard uses; and,
embedded algorithms for analyzing and presenting the performance data, monitoring or forecasting
related scenarios, and managing the automated content of its user platform.
The future of light enterprise is in the ability to design modular forms of performance architectures, and
test and calibrate their fit with the emerging performance leadership and organizational capabilities.
Only recently have technologists shifted their attention to optimizing modular, agile technology
components--a phenomena likely brought on by the failures of broad-scope technology projects and the
popularity of mobile device applications.
Now is the time for organizational architects to integrate the sciences of operational analytics and media
psychology into emerging technologies. It is an opportunity to reinforce the structures and effects of
organizations. We need to adjust to these opportunities, much like building architects who continuously
adjust their designs to the emerging advantages of new building materials.
The second set of resources in PASS is employee training, management communication, and executive
guidance, which are integrated into Performance Portfolios. Each of these resources is a major function
of a typical organization, but not necessarily examined in terms of their alignment to each other, or the
first set of resources (i.e., operational analytics, advanced media, and agile technology).
Conceptually, we can think of performance portfolios like the functionality of an Amacon.com account.
The system provides a structure for product information and customer commentary, and aligns these
with evaluations and notifications that serve to educate and influence the user. The system keeps an
organized and reusable record of artifacts and actions that pertain to the goal of optimizing purchasing
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transactions.
The structure of a performance portfolio is similar to that of Amazon.com because it includes artifacts
associated with individuals’ interactions with employee training (e.g., analytic records), management
communication (e.g., attribution notices), and executive guidance (e.g., strategic announcements).
In the PASS discipline, the operational definitions of employee training, management communication,
and executive guidance is critical for decomposing them into basic, reusable elements. These elements
can be coordinated for efficient use, and analyses of design, utility, and outcomes.
The figure below illustrates the challenge for PASS, which is to integrate existing, sometimes poorly
defined elements (clouds) that vary and are changing in the organizational environment, and help build
from these the performance architectures (blue clouds) and performance portfolios (green clouds) that
work together to achieve a light enterprise.
Operational
Analytics
Advanced
Media

Executive
Guidance

Management
Communication

Agile
Technology

Employee
Training

From an organizational architecture perspective, these are all elements that can be organized and
calibrated to fit the organization, regardless of where it is on a path towards light enterprise or heavy
bureaucracy. To achieve sufficient organizational fit and elemental integration, the leading
organizational architect will need to combine applied behavioral, organizational, and system sciences
with entrepreneurial grit and a sincere enthusiasm for people and their developmental achievements.
PASS helps organize the organizations’ efforts across the six elements, and integrate them into testable,
reusable, means of maturing performance leadership.

Scopes of PASS Application
As a discipline, PASS guides the organization into becoming a light enterprise. It does not prescribe the
scope of applying PASS, as this will be unique to the organization’s needs, size, leadership, and mission.
The following discussions highlight scopes of PASS application, with the idea that specific scopes needs
to fit specific organizations. Likewise, the scope can be as simple as supporting individuals who are
managing their own means of personal development and impacts on the organization.
Operational Analytics
The PASS methods for operational analytics are based on a repeatable format across all six elements of
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performance architectures and performance portfolios. The format helps the analyses transcend the
current organizational structure and support its emerging structure.
The repetition and normalization of operational analytics helps support the analytic practices that
employees require for developing performance leadership. They include three operational levels and
five managerial functions, as illustrated in the table below.

Operational Levels
Primary
Secondary
Tertiary

Workflow

Managerial Functions
Workforce
Policy
Change

Communication

The primary level is that of the individual employee. It is the analyses that are feasible for one person,
given the limitations of time and operational perspective. Primary level analyses can support how an
individual understands, monitors, and manages their own work, or the effects they have on others’
work. The analyses focus on decisions, timing, dependencies, effort, readiness in work activities, and
ratings of how those experiences affect personal learning and development. The designs of primary level
analytics should not be distracting employees from their regular work duties.
Secondary level analytics are directed at teams. Central to PASS is the use of chartered Method
Enhancement Teams (METs), who study, plan, test, carry-out, and measure enhancement plans.
The limited duration of each MET helps the organization circulate opportunities for developing skills and
managerial capabilities among employees.
The METs help normalize the use of PASS. By chartering these teams, the executive is able to set
expectations for their effort, and look to the performance of the MET in determining next sets of
priorities, both in operational analyses and the development of performance leadership. The METs also
allow the organization to discover the potential of organic structuring of work, given the dynamics of
short-duration analyses by teams. The branding for PASS implementation emphasizes the MET and the
recursive nature of organizing teams and analytics (image below).

Secondary level analyses are suitable for any number of organizational units who need to monitor and
interpret conditions affecting work routines. These analyses can be recursive for improving the
alignment of analytic insights to the emerging capabilities, or comparative for determining differences
between a teams’ work and that of a standard model or teams with similar purposes.
Tertiary level analytics are those that fit organizational strategy. These are the deeper and broader
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analyses in support of the executive team and their strategy development. The content may represent a
major vertical function, such as energy management, or systemic operations research for discovering
causes of outcomes, including operational friction, and how these can be reused in algorithms that
model future performance.
A major component of tertiary level analytics is geographical. These are analyses that enable strategic
inferences about the contextual conditions that affect outcomes. Geographical analytics can provide
significant insight and are especially useful for large or multi-unit organizations because it easily allows
“layered” knowledge without full-course data sharing. These analytics are also useful in monitoring and
explaining the variability of performance against nuances in customer or constituent demography,
expenditure distributions, infrastructural locations, workforce locations, customer utilization, customer
outcomes, and jurisdictional boundaries.
These operational levels of analytics are applied five common managerial functions, which includes
workflow, workforce, policy, change, and communications. Workflow is the study of how work gets
done formally or informally. This may include observations or tests of friction or latency in transactions.
Workforce is the study of who is needed to achieve the work and how to engage them. These analyses
may focus on skill requirements, succession plans, on-the-job training, or how the appropriately
prepared people are identified and aligned to work. Policy is the study of the rules that direct the work
now and in the future. These analyses can include explicit rules and implicit norms. Policy analyses may
incorporate a review of all actions that are not codified, but require guidance for performance
leadership. Change is the study of how new actions, events, or requirements impact the work. The
change analyses can characterize the agility and adjustability of the organization in general, or the ability
to change under new work requirements when performance data reveals the need to change.
Communication is the study of how information is captured, organized, disseminated, and valued
internally and externally. The communication analyses can include how work and roles are defined and
articulated to disparate members of teams, or how work transactions are developed through patterns of
communications.
In each managerial function, employees are looking for ways to explain patterns in performance and
capabilities, and establish opportunities to test enhancements with respective stakeholders. The PASS
matrix of operational analytics (operational levels by managerial functions) produces 15 distinguishable
analytic targets that can be used in any organization.
Advanced Media
Advanced media is fundamental to the emergence of performance leadership, in that, it affects how
employees perceive and interact with organizational structure, and are motivated to develop
performance leadership.
Operationally, the purpose of advanced media in PASS is to create, manage, and test messages in
multiple formats to determine how they affect employees’ engagement with the organization, and their
development of analytic skills and practices.
Because advanced media allows for broadly distributed, specialized messages, it is a highly efficient
means of training and management. Advanced media includes the use of multiple channels to deliver
messages through videos, graphics, audios, scripts, and photos that affect expectations, affinity,
curiosity, commitments, and actions in employees. The operational analytics help ensure that the effects
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of messages are understood. This allows for dynamically fitted messages for effecting employee’s
interests and roles.
Advanced media can also shape the interactions between the employee mindset and the structural
aspects of the environment so as to create sufficient off-task stimulation and reduce the need of
administrative distractions, and optimize the possibility of on-task concentration.
Information visualizations are rapidly improving within advanced media, partly due to the thought
leadership of Edward Tufte13. The relevant work ranges from the performance monitoring that is
common to dashboards, to the info-graphics that configure significant amounts of information into
rapidly understood iconic formats. An advantage of these visualizations is that they overcome linear,
non-reversible, one-dimensional sequencing of speech, and allow employees to consume and
understand information at their own pace.
Another form of advanced media that is advancing performance leadership is the video and event
experiences. These are powerful means of aligning mindsets of employees by creating significant affinity
with the organizational goals and methods. A notable example is the Semper Ride motorcycle safety
campaign, which was a response to unprecedented motorcycle related mortality rates among U.S.
marines. The advanced media program14 developed performance leadership in the management of safe
motorcycle use among marines. The program built authentic, credible messages and branding, and
delivered these in high-quality, entertaining and informative video and event formats. The results were
a sustained 44% reduction in the targeted mortality rates.
Agile Technology
The PASS discipline is possible because agile technologies help align scientific methods to organizational
structures. It is through agile technologies that operational analytics and advanced media are combined
into performance architectures.
The idea behind agile technologies is that technologists can rapidly test computing configurations to
help fit them to the emerging requirements of the organization and its employees. The approach is
instrumental in organizing the mobile devices, online experiences, and analytic configurations that
support development of performance leadership.15
Across all platforms, agile technologies are analyzed for their user interactivity, in terms of behavioral
commitment, cognitive awareness, and intuitive learning. The integration of performance architectures
means that their various functions can be streamlined, and analyses of organizational structures are
more complete.

13

See any of Edward Tufte books, starting with the classic, The Visual Display of Quantitative Information.
See the program at www.semperride.com, and the lead designers and campaign management at
www.oneeyedbird.com.
15
Sauer and Willcocks note problems for technologists include understanding the linkages between particular
technologies and their organizational implications, making the right trade-offs between competing organizational
potentialities, and retaining and developing the organizational potential of the technology over time. See Sauer C.,
Willcocks L. (2003). Establishing the Business of the Future: The Role of Organizational Architecture and
Information Technologies. European Management Journal, 21 (4), 497-508.
14
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Mature integrated performance architecture will include persona analytics to organize, control, and
deliver online content consistent with presentation rules regarding inferences on users’ interests. The
content can include performance information and visualization, structured artifacts, artifact exchanges
and libraries, unstructured metadata, interactive displays of media content and digital visualizations,
and functional tools of user interactivity (e.g., associated news, surveys, reports, blogs, agreements,
recognitions, and training).
The agile configuration of user interactivity and performance architecture components creates a digital
version of the work environment--one that can be as influential as the physical connections among
workers. Digital work environments enable a PASS approach to aligning operational analytics,
developing performance leadership, and continuously redesigning towards a light enterprise.16
At the primary level, employees can use mobile devices to monitor, trend, and discover their personal
performance and how it compares to peers. An example is the Technical Optimization Application17 that
supports technologists providing desk-side services to their business colleagues in large organizations.
An example of secondary level performance architecture is the quickly configured Executive Dashboard
Infrastructure. This was designed to monitor teams’ throughput on work, and provide rapid cycles of
analyzing and representing analyses suitable to the teams’ needs. The configuration supported
recursive, adaptive, learning-oriented analytic practices.
The notable example of tertiary level is the Greening as a Service performance architecture that the U.S.
Department of Veterans Affairs captured extensive energy data from employees’ use and facility
operations to provide real-time analyses of cost drivers, and easily identify opportunities to limit costs
through negotiated changes in policies and practices. The use of the performance architecture has led to
a projected savings of 40% across technology-based energy use, and 20% savings among facility-based
energy use. The energy example illustrates how all stakeholders benefit from a performance
architecture that simplifies the complexity, organizes the variability, and personalizes the utility of
information affecting performance.
The utility of performance architectures is in how it facilitates analytics and media, and how these are
integrated into normal work routines. Ultimately, as performance architectures are integrated, they are
the work environment.
Until recently, organizations could not support the full vision of employees working within performance
architectures because users’ computing was constrained by device security and infrastructure latency. A
recent breakthrough in computing engineering is a compression of all computing at the remote site of
data and platform storage.18

16

Instrumental to digital work environments is the design of user interactivity, and the recognition of such
capabilities is a widely sought after goal among these providers. See www.agencyq.com for examples.
17
www.sparcedge.com
18
Notable achievement in this engineering is V3sys.com
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The advancement offers an opportunity for high-speed, secure, continuous images of remote computing
across all users’ devices without interruptions. The technology aligns well with PASS because of the
opportunity to tailor performance architectures to employees’ work experience.
Integrated Performance Portfolios
Complementary to the integrated performance architectures is the integrated performance portfolios.
These are directed at the individual’s work and development of performance leadership.
The integrated performance portfolio is a record of personal work achievements and attribution from
the organization. The emphasis is on those pieces that foster performance leadership, such as
participation in primary, secondary, and tertiary levels analyses of work operations. The portfolio
documents and characterizes the emerging expertise, and is used to reward improved value of the
individual’s work, and its contribution to the organization’s performance. Credits can be peer-to-peer
recognitions of value,19 or standard credits that follow an organizational structure.
The portfolio is structured to acknowledge achievement credits. The credits are based on teams’
achievements, measured in standard period increments, and weighted by standard impact roles. The
achievements follow the portfolio structure in that they include categories of how analytic work has
created new offerings, new capabilities, and capability improvements. The credits establish evidence for
promotions and identify expertise for cross-organizational planning of teams to achieve common goals.
Integrated performance portfolios are analytic means of evaluating the opportunities for developing
performance leadership, and examining its progress in an organization. 20
The PASS discipline leads to executives maturing the intersection of analytic and performance
capabilities in the employees and their teams. The capability is created by the use of performance
architectures that support individual portfolios, and allow every employee the ability to register, store,
and share the artifacts of their work. I suggest that the future of work organization will move away from
the use of lengthy policy for guiding employees’ behavior, and towards mobile applications that
facilitate an engagement with employees’ portfolios of work and emerging skills.
Employee Training

19

An innovative tool for peer-to-peer credits is the SPARCet, www.sparcedge.com.
The fundamental utility of any performance architecture is the integration of cyclical pedagogic algorithmic
psychology (CPAP). CPAP is a multi-disciplinary, recursive engineering capability that overcomes the rigidity of
bureaucratization viz-à-vis the human-computer interactions of work. CPAP uses persona analytics as an
aggregated sourcing mechanism to structure the minimal value-added information to stimulate agency that is
continuously fitted to the organizational requirements.
20
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All training supports organizational discovery. The goal is to discover the talent, interest, and possible
growth of employees and how to optimize their fit within the dynamics of becoming a light enterprise.
Conversely, the discovery may be of who does not fit.
PASS is a robust training capability. The training achieves four objectives. First, employees learn how the
organization supports their development of performance leadership. The objective is to define and
clarify when the organization controls structure and when employees have discretion to lead
performance discovery and enhancement. Because of the nature of performance improvement in PASS,
the organization can facilitate an organic rather than codified structure of maturity. Second, employees
learn the analytic skills and practices for managing their own development of performance leadership,
and have the opportunity to engage peers in a community of emerging performance leaders who
leverage on-the-job training to advance their careers. Third, the training helps employees internalize
messages—ones that they cognitively repeat to themselves, and as a result, sustain their motivation,
focus, and creativity. The internalization affects the employee mindset and interactions with the
organization. Fourth, the training prepares employees for becoming emerging leaders by focusing on
how they are achieving the vision of the organization, changing its operations, and producing better
outcomes.
Because of the online, data-driven dynamics of PASS, the progress of individual development can be
monitored, and the data used to build robust on-the-job training and succession plans for future
training.
Training in performance leadership is largely about changing awareness and motivation, and giving
employees the reasons to enhance their concentration on valuable tasks. Skilled, leadership-oriented
facilitation is important in creating this kind of training across an organization.21
Training of analytic skills can be made simple if the operational measurement is consistently described in
major sets, including temporal, contextual, causal, economical, operational, and cultural conditions
affecting performance. Likewise, throughputs are measured for their volume, quality, fit, and timeliness.
Friction in transactions is graded by its effects. Trending data is normalized to describe the first and
second thresholds that indicate inconsistencies in performance.
As noted above, the METs in secondary level operational analyses are repeatable opportunities to train
employees. The MET is a unique, part-time,22 duration-limited structure for preparing new employees in
an operation, training emerging leaders in managerial aspects of the organization, and transferring
knowledge from a more experienced employee to the members of the MET.
Management Communication
As performance management becomes more adaptive, analytic, and employee-centered, the
management communication needs to shift to those concepts that encourage employees to continue
developing performance leadership and mature their analytic capabilities.
The most valuable management communications are those that stimulate questions about what
21

For an example of content that fits leadership-oriented facilitation, see McGoff, C. (2011). The Primes. Victory
Publishers (ISBN: 192992125X).
22
The level of effort of each employee in a MET is 5% to 10% of their full time work.
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conditions affect performance, how employees can enhance those conditions, and what is the likely
impact on the organizations’ performance and outcomes.
The following questions are organized by three sets of organizational complexity, specifically, human
behavior, organizational development, and system dynamics. Variations of these can support
management communications and how they impact the development of performance leadership.
Human Behavior:
• How are employees behaving in different circumstances and contexts?
• What information triggers employees’ activities and achievements?
• What behaviors do employees encouraged, allowed, or tolerate, or not?
Organizational Development:
• What official or unofficial roles and rules affect teams or groups?
• How are formal or informal processes sustained, changed, or overlooked?
• What self-preservation or resistance to change is tolerated or challenged?
System Dynamics:
• How are interdependent commitments to transactions sustained or broken?
• What affects the capacity to transform or utilize information and analyses?
• What drives the constructs or believes reinforcing or changing systemic patterns?
PASS is a novel way to organize and utilize management communication. The integrated performance
architecture creates an environment for testing the impacts of messages, as well as, developing
messages from the engagement of employees. Conversely, the management communication supports
the planning, use, and updating of performance architectures, specifically as to how they fit
organizational goals in making performance improvements, developing performance leadership, and
reducing the latency in both.
Management communication is largely about using analyses to influence the maturity of a light
enterprise. The analyses can range from employee surveys to persona analytics, both facilitated through
the digital work environment.
A major feature of management communication is translation of complex analytics into influential
messages for employees. Complex analysis may include multi-causal or comparative studies of contexts
affecting the internal and external achievement of the organization.
Executive Guidance
Many forms of executive guidance are used by organizations--speeches, memos, directives, concepts of
operations, strategic plans--to name a few. The PASS approach to executive guidance is to integrate the
performance portfolios of all employees. This is an opportunity to create deep, personal alignment to
the organizations’ goals and emerging capabilities; rather than, low-rigor, quick-fix efforts that lack
lasting impact on organizational capability.
The integrated performance architecture provides an opportunity to understand what guidance is most
valuable to the organization, and when. Furthermore, it helps determine the nuances and patterns that
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are valuable at the executive level. Operational analytics, advanced media, and agile technology are all
elements that can support the development of the most effective guidance.
Likewise, employee training and management communication is integrated with executive guidance to
ensure continual reinforcement of the best-fit effort, given the organizations’ progress as a light
enterprise. A powerful resource for executives is the use of visualization to bring teams into alignment,
with regard to strategic actions.
The notable example is the Performance Guidance Map (PGM). These are customizable, digital
info-graphics that capture a complex story about objectives and goals while keeping employees
engaged in the overall progress towards their performance leadership. An example of a PGM is
the illustration below, which represents the application of PASS.

I have found that PGM development23 and use is one of the most effective ways to reduce risk in
major initiatives. The process ensures that leading participants have vetted their individual
concepts of future work before the total team. As the PGM develops, the graphic facilitation of
the work helps all members identify the challenges and opportunities that require their
attention, and perhaps early analysis.
Furthermore, the PGM becomes a critical layer in the performance architecture, in that its
digital configuration of icons can connect budget execution, workflows, teaming, target
descriptions, use case, white papers, work plans, and other relevant information.
The purpose of most executive guidance is to establish a common vision and programmatic strategy for
achieving performance goals. The PGM, in combination with PASS, establishes a low-risk, highlyengaging means of communicating vision and strategy. It is interesting to note that only 28% of
surveyed executives believe that their current methods of developing strategy are effective.24

23

A leader in this work and the producers of the PASS PGM is www.magadesign.com.
McKinsey, 2009, “Flaws in strategic decision making: McKinsey Global Survey Results,” McKinsey Quarterly
(January 2009).
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Meanwhile, executive guidance within an integrated performance portfolio is meant to guide the
organization as it experiences change, both inside and outside the organization. The content for such
guidance is based on tertiary level analytics, from which knowledge can be reused to prepare any
number of guidance artifacts.25
PASS cycles of analyses help support the production of executive guidance. The overarching routines of
PASS are illustrated below. The routines reach into the portfolios of primary, secondary, and tertiary
operational analytics to inform the collective knowledge of the organization--and provide executives
many perspectives from which to synthesize guidance.26

The cycle starts with the current definition of the organization; specifically, the discovery of how the
light enterprise is developing, given the development of performance leadership.
The cycle continues with testing of analytic models. These are models that have emerged from the
operational analytics and analyses of the other PASS resources. Next, the cycle includes testing the
contextual fit of models. These are the tests of how contextual conditions affect markets of customers
or constituents. It is also the fit of models to organizational units, given their interactions and
transactions with other units. The cycle then requires the production of simple, explicit work plans that
outline the evidence for developing the organization, based on the tested models and their fit to various
contexts. Next, the cycle includes testing of improvement effects. A dedicated team examines the
effects of all previous tests and those of the changes prescribed in the work plans. As the work plans are
executed, they provide significant insight into the conditions that affect the organizational outcomes,
and they illustrate to employees the achievements of their performance leadership.
Lastly, the cycle defines the future state of the organization. The purpose of the stage is to have
25

Common artifacts in executive guidance are Concepts of Operations (how we work), Performance Reports (the
work we have completed), Communication Plans (how we will influence work), and Strategic Plans (the work we
plan to do). In a light enterprise, these are not the critical artifacts; rather, the most important artifacts are those
that are authored by individual employees, and the integrated performance architecture enables executives to use
these through a consistent use of the PASS discipline.
26
See related themes in Martin R. (2007). How Successful Leaders Think. Harvard Business Review, June.
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executive guidance forecast the capability that will emerge from on-going and planned initiatives, and
how these will change the capabilities of the organization and its employees.
The application of PASS continues the cycle. The methodology and technology can be tailored to fit
various schedules, depending on the intended effects on performance leadership and the performance
of the organization. Taken together, the routines of PASS provide executives a simple, sustainable, and
systematic means of using evidence-based strategies that offer a reliable and feasible set of actions for
the future.

The Future of PASS
The application of PASS makes visible the numerous interdependent working relationships in
organizations, and the need for coordination of resources, policies, individual development, technology,
and means of understanding customers’ contexts. The ultimate goal is to create a light enterprise, one
that matures performance leadership in all its employees. In turn, the employees improve the
performance of the organization. In contrast, a heavy bureaucracy is one that creates friction and
inflexibility, and feeds systemic problems of under-motivated and underutilized employees, waste,
inefficiency, and general tolerance of ineffectiveness.
The PASS approach to wide-spread participation of employees prepares executives to apply a “zoom
framework,” where they can gain a broader, deeper awareness of how the structure affects the
organization.27 An interesting effect of persistent analytics among employees is that the organizational
structure becomes more organic than codified—the employees’ placement in the organization is
defined more by just-in-time expertise and performance leadership, rather than bureaucratic controls,
power centers, and employee-manager loyalties.
Organizational architecture has a lot to offer executives through PASS, in particular, evaluating the
effectiveness of the training, analyses, and enhancement plans; defining requirements for
methodologists and technologists to test performance architectures; providing evidence of employees’
needs and accomplishments, and explaining multi-causal conditions affecting performance. In sum, they
prepare organizations for repeatable successes by identifying the patterns that reinforce performance
leadership and reduce risks and unnecessary costs.
As an Organizational Architect, I continuously ask questions about the convergence of science,
technology, and media. These questions include how does technology and media adapt to work
cultures, how do they affect structures of performance improvement, and how can we use them to
advance human skills, leadership, and solve what seem to be immovable problems?
I suggest that the most important work of an executive is to improve the organization’s performance
leadership capability. It is a legacy that does not diminish after leaving the organization—it is an
investment in the employees and the organization’s future.

27

Kanter RM. (2011). Zoom In, Zoom Out. Harvard Business Review, March.
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