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Four Core Needs – Are You Supporting Them? 

• Empowered  - I know I am influential, and my potency is 
welcome. 

• Lovable - Who I am uniquely is delightful to others. I 
am recognized, appreciated, and enjoyed. 

• Connected - I belong in the organization, and I 
experience community. 

• Contributing - My special gifts and assets are important, 
wanted, needed, and received 

1. Of the four core needs, which two are easiest to nurture and support? Why? 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

2. Which one is most challenging to cultivate and foster? Why? 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

3. What practices can be added to nurture the four core needs with: 

a. Yourself? 

___________________________________________________________________________________ 

b. Those you lead? 

___________________________________________________________________________________ 

c. Those who lead you? 

___________________________________________________________________________________ 

d. Your entire organization? 

___________________________________________________________________________________ 

4. What practices can be removed to nurture the four core needs with: 

a. Yourself? 

___________________________________________________________________________________ 

b. Those you lead? 

___________________________________________________________________________________ 

c. Those you who lead you? 

___________________________________________________________________________________ 

d. Your entire organization? 

___________________________________________________________________________________ 
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8 Values That Build Trust – Are You Living Them? 

 

 

 

 

 

 

 

 

When you have any relationship that would score less than a “10”, review the 
above values and consider which ones you may be falling down on in the 
relationship, then which ones the other person may be falling down on.  

Use this to create improvements in the areas you find, first in yourself, and then 
with the other person.  

 

General Questions  

1. Which two of these values are the most difficult for you to practice? Why?  

 

 

 
2. Which two are the most important to you? Why? 

 

 

 
3.   Which of these values do you see violated most in your workplace? At home? 
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Control-Driven Approach     Responsibility Approach 

 

 

 

 

 

 

 

 

 

 

 
Control Vs. Responsibility Approaches 

1. How would you describe the people you lead?  

________________________________________________________________________________________________________________________ 

________________________________________________________________________________________________________________________ 

2. How would you describe your leadership approach? 

________________________________________________________________________________________________________________________ 

________________________________________________________________________________________________________________________ 

3. Of the 4 models (autocratic, incentives, evaluating or responsibility-based), which do you operate in most of the time?   

________________________________________________________________________________________________________________________ 

________________________________________________________________________________________________________________________ 
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Bottom Line: The entire Sr. Executive team receive 
a high-level view of what’s required, what they are 
transforming from, into, and commit fully to the 
transformational process 

Executive Steps: 
1. LifeWork Systems gathers, reviews and provides report on Exploration Survey results 
2. Executive sponsors learn about challenges, gaps and needs of organization. They learn 

about recommendations and commitments needed in a culture change process. 
3. Executive sponsors are educated on change process. Capacity building begins with 

them. Leadership sessions begin. 
Knowledge initially provided is high level: 
1. 7 Step process is reviewed and each comes to understand the process, time and 

resources required and communicates their commitment  
2. Responsibility-based vs. control-driven approaches are contrasted 
3. Engagement and the impacts of it on business results is understood 
4. Understanding the most effective role of leaders  
5. A leadership development process is reviewed and adopted 
6. A new model for the workplace culture is understood and accepted, including building a 

foundation of trustworthiness and distributing training for all staff. 

 

 
 
 
 
Bottom Line: Benchmarks may encompass different 
areas of company culture (e.g. trust, alignment). 
Once a benchmark is established, then assessments 
are re-issued to measure improvement. 

1. SAS Assessments for Sr. Team, groups or divisions, entire organization, initially and 
after services have been delivered and implemented 

2. Ntrinsx Assessments for all to determine temperaments and diversity awareness 
3. Appreciative Inquiry Interviews to establish high level vision from mixed stakeholders 
4. Identify performance targets, take specific measures, set up target tracking, and create 

buy-in for managing the reporting to LWS and one another.  

  
 
 
 

1. Layout the scope of work and make sure each Sr. Team member understands all 
requirements. They agree to the schedule, roles, new tasks and in creating all 
deliverables of the process with their midlevel managers, supervisors and ultimately with 
the entire company or organization 

2. Benchmark the 
organization’s culture to 
determine the starting point 

1. Make sure the CEO and Sr. Team 
understand the Transformation 
Process for a Responsibility-Based 
Model 

3. Get all the Sr. Team 
Members “On the Bus” and 
develop a plan 

Bottom Line: The Senior Team designs a custom plan and develops a strategy for rolling it out. Each team member is aware of their 
obligations and is committed to the plan and their role in it.  - Regularly Benchmark 
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Bottom Line: Sr. team learns the skills, models them 
for others and walks the talk, first with their peers, then 
with their Managers and Supervisors, then with all 
employees 

 
Sr. team becomes cohesiveness among themselves (measure with SAS) 
 

• Trust-building (until high levels of trust are in place) 
• Teambuilding 
• Effective Communication 
• Mentoring 
• Blueprint building for alignment 
• Identifying performance targets and tracking them 
• Effective meetings 

Sr. team prepares to introduce all components for cohesive teamwork with midlevel 
management introducing components and vision for  

• Distributive learning for all 
• Trust-building values and other specific core values are adopted/implemented 
• Support through leadership development 
• Mentoring sessions by self and midlevel managers (individually and as a group) 

EVERYONE GETS MENTORED BY SOMEONE, INCLUDING EXECUTIVES. 

 

 
 
 
 
 
 

Sr. Team over-communicates blueprint and direction (purpose, values, visions, goals, 
procedures and roles) and further builds trust by making executive decisions and 

• Making values operational in the workplace  
• Modeling new skills and practices themselves and talking about what’s next 
• Setting up new hiring, firing, orientation protocols based on values of the culture 

Bottom Line: They use, live by, decide by, design by, hire by, fire by, orient by, the core 
values and the 8 values that build trust. 

 
 
 
 

 

 
Bottom Line: Transfer of responsibility to all for 
relationships, productivity & engagement is priority. 
 

Sr. Team makes certain that responsibility and accountability is happening  
• Building capacity for change with Managers and Supervisors 
• Layout scope of work and make sure each Manager and Supervisor understands 

all requirements. Gain commitments on schedule, roles, tasks and deliverables  
• Distributive training to Managers and Supervisors  
• Mentoring of Managers and supervisors 
• New processes are discussed, created and implemented  
• Management teams meet to promote the values and vision of the organization on 

an ongoing basis 

3a. Sr. Team believes in 
people and has made a 

commitment to building a high 
level of trust in teams and with 

all employees 

3b. Sr. Team understands that 
one of the keys to building 

trust and personal 
responsibility is a values-

based culture 

3c. Entire Sr. Team is committed 
to the organization’s Purpose, 

Values, Visions, and for creating 
a Responsibility-based culture 
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Bottom Line: Implementation of values is a key focus 
for saturating the environment with values-based 
behaving 

 
Sr. Team makes certain that responsibility and accountability is happening by 

• Ensuring all systems are purpose and value based, not profit and activity driven 
• Identifying future subject matter experts and leaders in the model 
• Mentoring Managers and Supervisors in development of skills and preparation for 

their work with their direct reports 
• Building capacity for change with Managers and Supervisors  
• Hiring, firing and orientation policies are revised to be aligned with emotional 

intelligence, values and trust-building as priorities 

 

 
 
 

 

 
Bottom Line:  Managers and supervisors, who report 
to the senior team, are distributing skills, creating buy-
in to the plan, and developing leaders at all levels. 

Managers and Supervisors have taken initial training and are being mentored by St. 
Team members.  They are now  

• Reporting on status of accomplishing this with direct reports 
• Demonstrating mastery of skills for improved relationships, productivity and 

engagement 
• Identifying and inviting staff members to become SMEs  
• Helping to design and implement changes that reflect new culture and values 

  
Bottom Line: Managers and supervisors, are walking 
the talk and modeling skills so their staff trusts their 
commitment and are willing to do same. al 

Managers and Supervisors are now  

• Continuing to learn proficiency in use of skills 
• Continuing to receive mentoring from Sr. Team members 
• Evaluated and promoted on their ability to model EI and build trust 
• Practicing teambuilding skills with staff 
• Demonstrating knowledge and use of skills and tools 
• Being hired, fired and promoted with emotional intelligence, trust building and core 

Values of the culture in mind. 
  

3c. Sr. Team values- 

3d. Sr. Team have adopted a  
values-based strategy to 

transform the culture 

4. Ensure all Managers and 
Supervisors are building trust 
and creating an environment 
where people are Self-Directed  

4a. Ensure all Managers and 
Supervisors have the emotional 
intelligence to build a high level 

of trust with their team members   
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Bottom Line: Managers and Supervisors stop 
managing. They coach now 
 

Managers and Supervisors are now  

• Conducting group training/coaching sessions with their direct reports 
• Modeling and practicing skills with their direct reports 
• Mentoring each direct report in skills using effective communication 
• Getting the support they need from their mentors to continue to build trust and 

resolve issues that arise with their team members 

 

Bottom Line: Managers and Supervisors focus on 
developing leadership and intrinsic motivators. 
 

Managers and Supervisors are now 

• Using encouragement strategies regularly including appreciative inquiry  
• Encouraging team members to identify and speak about why their contributions 

matter 
• Tracking and celebrating progress  
• Providing recognition for results related to vision, trust and values 

4b. Develop their coaching 
and counseling skills so they 

can talk with their team 
members about their 

relationships and performance   

4c. Ensure all staff are included, 
see their work as meaningful 
and how it contributes to the 

organization’s success     

4d. Develop team members’  
skills so they can take  

ownership of continually 
improving their own performance     
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Bottom Line: Managers and supervisors are 
reinforcing new processes and aligning procedures 
such as how they hire, fire, onboard, and educate 
staff as they implement the new culture model. 
 

All employees have been: 

• Distributed the skills and processes for changes in behavior and functioning 
• A process is in place to orientate new employees into the workplace culture 
• Every employee is mentored weekly or bi-weekly 
• Every employee is responsible and supported in being responsible for relationships, 

productivity and engagement. 
• Every employee understands it’s not acceptable to operate outside of the 8 values 

that build trust or the core values identified by the organization as a whole. 
• Hiring and firing processes are in place related to the needs of the culture. 
•  

   
Bottom Line:  Senior executives, managers and 
supervisors all promote leadership skills by training 
staff in practicing leadership, collaboration, and 
teamwork in specific cross functioning events. 

All employees are given the training and opportunities to practice cross-functional teamwork 
and exercising initiative and shared power and leadership: 

• Opportunities to lead meetings 
• Delegated whole tasks and work with related stakeholders within the company (at all 

levels and from a variety of disciplines and temperaments) 
• Staff become skilled at the necessary behaviors and protocols for proactive creating, 

collaboration and cooperation events and projects 
 
 

  
 

Bottom Line:  The transformation process 
culminates as all stakeholders participate in 
redesigning elements of the organization so that the 
purpose, values and visions of the organization are 
reflected throughout. 
 

Because all employees have been taught how to be self-motivated and emotionally and 
socially intelligent and effective in cross functional teamwork, together they are: 

• Working in effective teams to examine and improve all business, customer service, 
internal culture, R&D, technology, HR, human systems and any other systems, 
projects, procurements, direction, etc. in order to promote ongoing improvements and 
excellence in building and sustaining the success of the organization  

• They create solutions to meet existing and future visions TOGETHER that make the 
acceleration and effectiveness of their efforts stronger and more informed with greater 
building capacity every step of the way. 

6. Give all staff opportunities to 
learn how to operate in cross-
functional teams. 

7. Use cross-functional teams 
to design and redesign 
systems, processes and 
structures 

5. Create a values-based 
culture: all staff operate by 
the values that build trust. 

5. Create a values-based 
culture: all staff operate by the 
values that build trust. 
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Successfully Navigate the Future! 
 

“The most exciting breakthroughs of the twenty-first century will not occur because of technology, but because of an expanding 
concept of what it means to be human.” 

John Naisbitt 
 
Whether you welcome or resist it, change is happening at the speed of imagination now, often causing high levels 
of confusion and strain on individuals and organizations. What once took decades, now takes months or even days 
to create and implement. Just look at Uber and Lyft, overnight, scalable sensations that surfaced so rapidly and 
globally that we are all reeling from impacts, including things like tripled traffic in Manhattan, rapid declines in the 
taxi business and implications for the trucking industry to name just a few.  
 
Our lives are radically changing through digital transformation, globalization and moving into IOT (internet of things) 
at work and home. Waning are the days of the phone book and the mall, but more importantly, we are losing 
former levels of personal and organizational identity; when we were fat and happy in orange organizations, 
believing we could investigate and understand the inner workings of all things and have control over them. In that 
phase, we brought about unparalleled prosperity and life expectancy through competition, command and control 
management, and centralized authority. Most large organizations still operate from these dynamics today even 
though they are clearly no longer viable.  We know this because of ever-widening generational gaps, high 
disengagement levels and overall inability to cope as people become traumatized by change and its rapid trajectory 
using the outdated ways. Why? Because like cassette tapes and typewriters, these no longer serve us; we have 
outgrown them. 
 
The problem is many leaders hold onto autocratic and extrinsically motivating approaches and competition with a 
death grip, at the very time when our evolution calls for collaboration, mentoring, and development of intrinsic 
motivation. These are needed to effectively respond to today’s speed and scope of change. And this is where a 
serious dilemma arises. Because many leaders remain rigid in their fear to evolve to the next stage of organizational 
consciousness; they resist becoming teal, in which all people become purpose and values driven, self-governing, 
and able to create highly effective, community-oriented, trans-functional teams. And until we overcome that 
inflexibility, we continue to have disengaged, insecure, and paralyzed, poorly functioning people. In fact, I offer that 
any digital transformation, and performance or productivity crisis, is a culture and leadership crisis. 
 
Emotional and social intelligence must be cultivated in order to favorably impact current and future trends, when 
the only certainty you can count on is uncertainty. When automation, AI and robotics replace traditional jobs, and 
when intergenerational gaps must be overcome quickly in order to strengthen trust and group support of initiatives. 
The glue that holds us together is no longer outer circumstances. It is our ability to move from an orange 
organization to a teal one, where each person takes responsibility for their own purpose, values and visions, and 
becomes adept at managing relationships, productivity and engagement. This is the only type of organization and 
human system framework that remains stable despite rapid change, and course corrections that occur regularly, 
where people are required to move together to help organizations fulfill their purpose. 
 
You are needed at this time. With your willingness to evolve, you help others to do so too, and together we can not 
only navigate through, but also thoroughly enjoy, the next exciting phase of our adventure, growth and discovery!  
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Teal is the Trend. What Color is Your Organization? 

 “Never doubt that a small group of thoughtful, committed citizens can change the world; indeed, it's the only thing that ever has” 

Margaret Mead, American cultural anthropologist 

Since mid-80s, I have been building my own human system, knowing I was out ahead of when it would be needed. 
Now I know that time has arrived. It was validated when a futurist colleague indicated my work is consistent with an 
evolutionary Teal organizational model. This article is designed to shed light on this and former culture models: 

Red appeared 10,000 years ago in the form of chiefdoms. Instances today include the Mafia, street gangs and 
tribal militia. Example: on a whim, a boss increases or reduces pay. 

Amber accompanied the settlement of people. Authority became linked to formal roles with strict chains of 
command such as the Catholic Church, the military and most government agencies. Example: salaries are fixed and 
determined by a person’s level in the hierarchy (or their education). 

Orange came next, characterized by a centralized, hierarchical structure with assigned positions and job 
descriptions as is often seen in any multinational company. Example: a system that stresses individual incentives. 

Green came about with higher levels of education and emphasizes empowerment, bottom-up processes and 
building consensus. This model is still hierarchical because leaders have sole discretion to delegate selectively, 
such as in Southwest Airlines and Ben and Jerry’s. Example: team bonuses.  

Characteristics of a Teal Organizational Model 

1. Shared Power and Fully Distributed Leadership Development: the concept of “leadership” is different in Teal. 
While earlier stages relied on a hierarchical power structure, Teal rejects this. Self-organizing and self-managing 
systems are introduced by a strong leader who, sensing potential, initiates the sharing of power: Stories of 
Morning Star and Buurtzorg are good examples; their leaders imagined a different kind of organization in 
which anyone can and should lead —subject to an advice process— based on opportunity, circumstance 
and/or imagination. 

2. An evolution of consciousness: We now need complex and refined ways of dealing with the world, including a 
reduced need to control and instead encourage a shift from an external to internal locus of authority within 
people. An example is agile software development, which requires people dis-identify with previous models in 
order to move from linear, algorithmic functioning to heuristic and highly collaborative teamwork. 

3. Informed by data and intuition both: Due to today’s global and technological communications, and speed of 
change we need to better understand what’s needed in any situation, and find that data combined with 
intuition works best when facing complex, ambiguous, paradoxical, non-linear and novel realities. Intuition 
allows us to recognize and respond to patterns, increasing speed of resolution and innovation, without the 
need to over-analyze. 

4. Purpose-Driven: In Teal each person discovers their life’s calling, then commits to it in service and with 
authenticity. Individual pleasure and ego validation are replaced by the joy that comes from a mission to serve 
the greater good and make the world a better place. Compassion, patience, and focus on strengths replace 
shame, guilt and fear.  

5. Freedom and Responsibility: In Teal, power is celebrated and guided in mentoring and training, and extended 
within freedom and responsibility. Control models are dismantled, while increased expectations and initiative 
are sought. 

6. Wholeness: Gone are the days when we keep our lives compartmentalized. In Teal, we bring our mind, body, 
spirit, intellectual, emotional and social uniqueness to the table, at work and in the community. This is often 
uncomfortable and disorientating to many because it is so far outside of centuries of the status quo. In this 
model, people matter more than profit and beliefs. In Teal, we transcend judgment and expand into our 
greatest human potential. 
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Identifying & Achieving Performance Targets  

Definition of a Target Area: A target area is a generalized condition you want to improve. My goal is to help you to 
develop human systems and leadership capabilities that support growth and build motivation from within so 
everyone can create outcomes that flow from strategic purpose, values and vision. To do this, you identify one 
or two performance targets. Then, together we collect baseline data and support your team (ideally with a 
LifeWork Systems consultant in a guided culture project, to achieve the target. Then, you can identify and track 
milestones along the way to reaching your targets.  Possible target areas could include: 

• Reducing trust gap • Reducing complaints • Improving profit margins 
• Increasing alignment • Improving relationships • Increasing revenues 
• Improving retention • Improving productivity • Improving staff satisfaction 
• Reducing gossip • Improving engagement • Improving customer satisfaction 
• Improving service • Improving performance • Increasing resolution of issues 

Definition of a Performance Target: A performance target is a specific outcome described in numbers and/or 
degrees of change. It can also include information on who benefits and how they benefit. For example, a target 
for the target area reducing gossip might read:  
“By the end of 6 months, reports of negative, character-degrading, and blame-filled conversations in dept. X have 
been reduced from 20 per week to 1 or 2 per month.” 

Definition of Target Tracking: A method of tracking progress and identifying what is working, what is not 
working, and what needs to be adjusted to progress forward. Should you engage LifeWork System, your 
performance targets form the basis of our relationship and drive our work with you. Then our goal is to help you 
and all you lead to succeed in developing social, emotional, and leadership skills to carry the day and reach your 
targets. 

Exploration Survey: In addition to identifying and setting performance targets, we strongly urge you to take our 
complementary EXPLORATION SURVEY. When you do, you can choose various challenges and desired 
leadership support that helps you identify related target areas. In addition, you receive the value we offer in a 
free report on your overall culture practices, including your greatest and strongest areas of need at this time and 
a set of conclusions and recommendations.  

Challenges listed in your exploration survey help determine where to focus to choosing and tracking one or 
more performance targets: 

 
Challenges 

 
Possible Target Areas 

• Employees not engaged in the company purpose, 
values and vision 

• Everyone can recite our purpose, values and at least on 
vision, including how to support it 

• Low trust and morale • Decrease our trust gap (on SAS) 
• Poor teamwork • Improve engagement levels (on SAS) 
• Poor relationships • Reduce number of relationship issues 
• Lack of clarity and approval of purpose, values, 

vision, goals, procedures and roles 
• Increase our alignment levels (on SAS) or Completion of 

blueprint process by all staff 
• Destructive negative behavior (e.g. gossip and 

under-performance) 
• Everyone can demonstrate clarity around, and use of, the 

redirecting negative behavior tools  
• Inability to attract and retain good employees • Increased retention and satisfaction 
• Weak or non-existent leadership development 

processes for future growth 
• Increased use of a specific number and type of leadership 

development skills  
•  Inadequate customer loyalty and retention • Increased time with client and more referrals 
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Challenges (Continued) 
 
Possible Target Areas (Continued) 

• Shortage of key social and emotional intelligence 
skills 

• Increased use of a specific number and type of leadership 
development skills 

• Poor customer satisfaction • Increased customer satisfaction ratings  
• Inadequate or non-existent strategic plan for 

healthy organizational culture 
• Lack of metrics and analysis of engagement, trust, 

and alignment 
• Lack of adequate training in professional 

development 

• A practical plan for our workplace culture including 
operations such as hiring, firing and orientation 

• Analysis of SAS survey regularly with strategies to address 
each deficiency for improvement 

• Mastery of a set of identified professional development and 
human systems skills 

 
Desired Leadership Support (listed in your exploration survey) may help you focus on performance targets: 

 
Desired Leadership Support 

 
Possible Target Areas 

• Committing to a cultural transformation and 
demonstrating commitment in word and deed 

• Everyone is reported to be engaging in all project 
activities, and new culture processes 

• Personal mastery of emotional and social 
intelligence skills, and components and tools in 
the model 

• Everyone completes a test on all components and 
tools in the model and demonstrates competency 
in using and applying them 

• Sharing power and providing opportunities for 
direct reports to demonstrate leadership 

• Everyone rotates leadership of meetings and 
team sessions  

• Regularly (monthly) mentoring of all staff on 
relationships, productivity, engagement  

• Everyone is mentored monthly and each 
addresses problems until completely resolved  

• Benchmarking regularly and reporting to staff 
on results and next steps. 

• Measure, report, invite problem-solving, 
course correct, then rinse and repeat  

 

*********************************************************************************  
 

My Performance Target: 

By________________________________(when) we have:__________________________________ 

which ______________________________________________________________________(who benefits) 

which impacts positively by creating ____________________________________________________ 

_______________________________________________________________________________(benefits) 

 
Sample Performance Target  (create some version of this):  

By _______ (when) we have reduced our trust gap from ___ to ___  (what specifically) which has increased our 
ability to communicate effectively and resolve relationship problems (benefit) and raise employee satisfaction 
(who) and customer satisfaction (who) thereby increasing the number of referrals we receive.  
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