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The OrganizaTiOnal 
Triangle™

Work’s causes, source and forces

The essential Personal guide 
for understanding organizational needs. 

The Organizational foundation for work role 
structure in diagnosing, designing and communi-
cating role performance expectations.

Introduction and Background

The Organizational Triangle™ framework provides every working person 
with valuable “guiding knowledge” for comprehensive understanding 
of what an organization considers, and is motivated by, when it con-
siders people and their role performance.  A general lack of common 
language and structure for organizational perspectives is responsible 
for countless lost opportunities, misunderstandings and troubles in the 
workplace, for both workers and management.  Through the use of this 
framework, all parties have the advantage of more reliable, accurate and 
predictable work-related information.  Through its application, each 
working person can dramatically improve their capabilities to form and 
sustain high-quality work relations, and in doing so, amplify the poten-
tial rewards realized from their work roles. 
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For you as a worker, this framework will serve to:

A. Expand your personal attention, and thus responsiveness, to the 
deep underlying principles and forces that govern how all orga-
nizations make decisions in almost every area, including about 
you and your work.  As you are enlightened to organizational 
realities, the probability that your personal needs at work will 
be met in proportion to the value you bring forth in your roles is 
significantly raised.  

B. Keep you out of trouble and prevent personal problems at work.  It 
can reveal unseen jeopardy and reduce the risks you may have 
in a work role that you may not be aware of at this time.   It will 
also help you diagnose and repair problems you may be having 
in the workplace. 

 
C. Provide you with a powerful competitive edge over other can-

didates for new roles and advancements through more effective 
personal marketing.  This framework takes the mystery out of 
success in work roles, clears the fog about how companies and 
institutions are motivated and how they make judgments, as 
well as what irritates them and turns them off.

D. Ensure that you have the means to uncover the maximum possi-
bilities for personal opportunities residing in each work role you 
have or those you may consider.

E.  Help you communicate with management or recruiters, as well as 
have a better means of inquiry as to how you can make contribu-
tions in all areas regarding personal role performance.

F.  Provide powerful personal leverage through accurately targeted 
personal role performance.

If you also happen to be a supervisor, manager, leader or a recruiter 
within an organization, the Organizational Triangle helps you at long 
last to have:

A. A universal, standardized method and “common language” to 
understand, design and articulate what you need from every 
person you employ in a work role.   It serves to fully complete 
and map the landscape of what you require to form and sustain 
successful relations with a person.  

The only ones among you 
who will be truly happy are 
those who will have sought 
and found how to serve.

—Albert Schweitze

The greatest secrets are 
written on billboards.

—Daniel Quinn
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B.  A structure for communication of your complete expectations in 
a much more effective and understandable manner.  It offers a 
discipline that forces consideration and expression of important 
aspects of work roles that historically are not examined or stated, 
leading to negative consequences or opportunities lost for both 
parties.  

C.  A framework which serves to cleanly and distinctly separate role 
performance criteria from the person in the role, thus “desensi-
tizing” dialogue though a common language of organizational 
role performance requirements.  Extreme improvements in more 
effective coaching and personal development programs are now 
possible.

D. More effective role considerations and diagnostics, more  
meaningful and simpler role performance measurements and 
feedback mechanisms and more usable role design architecture.  
Recruiting programs can now enjoy highly predictable role cast-
ing and role selection criteria.

E. Enabled processes of continuous improvement in both role 
performance and role relations as well as recruiting programs.  
You are released from reliance upon the dated and obsolete 
limitations of anemic job descriptions as well as the typical and 
ineffective, dreaded performance review and management con-
ventions.  

This framework, though quite simple and elegant in concept, is revo-
lutionary and critically important for all working people, management 
and recruiting with regard to management and recruiting applications 
of this framework (more on this in later Illuminations.)  Now let’s return 
to the “personal vantage” of The Organizational Triangle. 

AS A PERSON NAVIGATING AND MANAGING YOUR CAREER, 
THIS FRAMEWORK IS THE HEART OF THE MATTER REGARDING 
GAINING AND SUSTAINING WORK ROLES, AND AS SUCH BECOMES 
THE MOST VITAL CONCEPT FOR PERSONAL CAREER MASTERY.   

INTERESTINGLY, TO MANY, THIS FRAMEWORK OFTEN PRESENTS 
THEIR GREATEST PERSONAL LEARNING CHALLENGE!  

Your Personal Triangle™ and Flow™ combine to form “half of a much 
greater whole” in workplace relations.  It is easy to consider and seek 
what you need, relatively speaking.  It can be much more difficult to 
be empathetic to what others need from you, to have the discipline to 

Motivation is everything. 
You can do the work of two 
people, but you can’t be 
two people. Instead, you 
have to inspire the next guy 
down the line and get him to 
inspire his people.

—Lee Iacocca 
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deliver it and to have the enlightenment to see yourself critically and 
objectively through other’s eyes.  The only way you can have what you 
seek from your work is to continuously provide what an organization 
needs, which, simply put, is role performance.  It is absolutely essential 
that you understand and master the “other half” of work role relations 
in order to reliably achieve your personal work objectives, to have work 
role security and to gain the advancements and rewards that you seek 
from your work.  It is not enough to know only what you offer, what you 
want and what you need for Flow.  You must also understand how the 
organization thinks and acts, and, in doing so, what it wants and doesn’t 
want from you.  To do otherwise, or to remain in ignorance of these 
forces, is to set in place the conditions for a “train wreck” in your work 
relations.

Organizations are different from 
you and me.
Organizations are very different from us human beings, and few of us 
completely understand and act with respect to these key differences.  In 
fact, the implications of this appear to be almost a secret to everyone, 
even though it can be quite obvious to superficially or quickly acknowl-
edge.  One reason the differences may be deceptively difficult for us to 
address is because organizations largely think, speak and act through us 
individuals that are “acting as its agents” and its “voice.”  Thus, we are 
perhaps seduced into thinking that organizations are like us, are moti-
vated by the same things, have feelings as we have and see the world as 
we do.  They do not.  We may perceive that we are engaging in dialogue 
with a person as the organization “speaks” and “listens” to us, for they 
use and apply people in this form of interaction.  In reality, we are not 
communicating with an individual, but rather with a representative, 
mouthpiece or messenger of the organization.  

Look at the two side-by-side columns of Figure 1.  Notice the extensive 
differences between people and organizations as you peruse the lists of 
respective characteristics placed next to each other.  Of course, these 
describe only a fraction of such differences, and I am sure you can add 
many more.  Organizations differ from people in the most elementary 
of ways.  As you see in Figure 1, whereas you are personally motivated 
largely by psychological, biological and social needs across a variety 
of personal perspectives, organizations act largely in the economic, 
operational, legal and rational processes with singular, laser-like focus 
on their charter or strategies.  Generally, people do not have sharehold-
ers, boards of directors, P&L statements, business plans, annual reports, 
legal charters and business strategies.  On the other hand, organizations 

Greed, for lack of a better 
word, is good. Greed is right. 
Greed works. 

—Michael Douglas (as Gordon 
Gekko, Wall Street, 1987)
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Defines and Pursues Quality of Life
Seeks Personal Satisfaction Across Many Dimensions

Wide, Unlimited & Changing Motivations
Dreams, Aspires & Creates Across Unlimited Possibilities

Has Desires, Preferences & Fears
Random Variances in Competitiveness  

Random Variances in Cooperativeness
Possesses Finite Human-scale Traits, Competencies, Skills 

& Capabilities
Seeks Play, Companionship, Purpose, Recreation & 

Entertainment
Generally Subjective Reasoning

Human Psychological & Physiological Centeredness

Spontaneous, Emotional, Irrational, Loving & Caring

Singular Decisions Center
Risks may be Sought for Enjoyment

Thinks, Deliberates, Converses, Acts, Interacts, 
Reproduces, Engages, Manipulates, has Humor, Grief & 

is Curious
Emotional, Intellectual, Learning, Passion, Intuitive, 

Enthusiasms & Aversions
Seldom Changes in Core Persona & a Fixed Bio-system

Mates & Reproduces
Generates Reality-driven Budgets

Singular & Introspective
Cerebral/Limbic Operating Construct

Natural Maturity & Confined Aging Process
Logical/Illogical

Rational/Irrational
Has Needs Hierarchy within Life

A Social Networks Node
Innate & Developed Personality & Interests

Often Spiritual
Unrestricted Voice & Protected Freedoms

Relatively Inclusive Unit Model
Easily Influenced by External Information

Exist within Family, Friends & Contextual Communities

Singular, Evolving Worldview, Perspectives & 
Philosophies

Subjectively Ethical
Subjectively Moral

Volitional with a Wide Variety of Changing & Shifting 
Influences

Grows & Develops on Many Fronts

Defines & Pursues Business Plan 
Pursues Objectives & Agenda with Narrowly Defined 
Ownership Objectives (Charter) 

Very Limited, Constant Motivations 
Produces, Serves, Innovates & Profits with Narrow 
Boundaries (Charter) 

Has Priorities, Plans, Resources & Risk Management 
Purposeful in Competition 
Cooperation Architected for Gain 
Unlimited Global-scale Assets & Capabilities 
 
Seeks Earnings, ROI, Outcomes, Mission, Marketshare & 
Expansion 

Generally Objective Reasoning 
Economic, Operational, Transactional, Legal Charter & 
Ownership Centeredness 

Strategic & Tactical in Opportunities, Resource & Risk 
Management Optimally 

Distributed Decisions 
Avoids Risks Wherever Possible 
Architects, Executes, Plans, Clinical, Procures, Structures, 
Designs, Processes, Researches, Measures & Implements 

 
Dispassionate, Workflow, Data & Knowledge 
Management, Policies & Administration 

Can Display Radical, Fast, Adaptive Change via 
Multi-variable Systems 

Merges, Acquires, Divests & Expands 
Generates Budget-driven Realities 
Collective & Extraspective 
Economic Operating Construct 
Widely Varying Maturation Patterns & Can be Ageless 
Pursues the Logical 
Pursues the Rational 
Power and Authority Hierarchy within Infrastructure 
A Social Networks Host 
Brands, Image, Industry & Culture by Design 
Usually Insulates from the Spiritual 
Restrained Voice & Restricted Freedoms 
A Relatively Exclusive Collective Model 
Difficult to Influence External Information 
Is a Meta Community of Communities of both Aligned 
and Competing Stakeholders 

Plural, Diverse & Dynamic Worldviews, Perspectives & 
Philosophies 

Ethics Tailored to Interests 
Restrained by Laws & Public Opinion 
Two Primary Influences: Expanding Customers & Wealth 
 
Grows in Sectors & Narrow Vectors 

People Organizations

Absolutely, Incredibly Different! 
All Rights Reserved. 

©Danny McCall 2005 
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Figure 1 – The Context of People and Organizations

©Danny McCall 2006. No duplication or distribution allowed. 
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generally do not have brains, feelings, biological bodies, minds, families, 
dreams, hobbies, fears and lifestyles (although we often seem to believe 
they do and even pretend so).  These differences between humans and 
organizations are so obvious, yet so unrecognized by most of us in our 
plans, interactions and attention. When we form these “special purpose 
communities” which we call organizations, they instantly become their 
own kind of entities, incredibly different, separate and apart from the 
people that create and participate within them.  Gaining a personal 
appreciation of these differences offers huge, positive implications for 
you and for the organizations where you participate.

We form organizations to accomplish what we 
cannot do alone…

We humans come together collectively to form an organization to 
achieve that which we cannot do alone.  From early ages of human 
existence we have come together to build and serve what we can’t do 
by ourselves—first as tribes, later in governments and more recently in 
the legal constructs of “incorporations.”  In this manner, the many things 
including work roles united and organized within infrastructures can 
construct, produce, transact, accomplish and enjoy as a new “organ” 
what people as individuals cannot achieve by themselves.  Thus, while 
an organization is clearly comprised, in part, by the roles in which 
people play, it is in fact an entity in its own right, very different from 
you, me or any other single human.  An organization has a “collective 
mind” and is an “outcomes-focused community.”  It is very much like 
the screenplay of a movie or play in which actors, the set, the music and 
the plot are all parts of the greater whole.  Organizations almost always 
exist solely for quite limited purposes, objectives and strategies (as com-
pared to us human beings).  These narrow purposes are often referred 
to as the charter, the agenda or sometimes the business plan.  As the 
name implies, this “construct” gives us a way to organize capital, infra-
structure, facilities and processes, divide up production into a variety of 
specialized tasks we call work roles or jobs and place all of this into one 
unit of ownership and governance which we call an organization (often 
also known as a company, institution, corporation or enterprise).  It is 
an environment inclusive of many things, both tangible and intangible, 
but an organization is not a person—it does not act like a person, nor is 
it motivated as a person would be.  

It may becoming more easy for you to understand why it has been very 
difficult for organizations and people to effectively and successfully 
communicate with each other, to understand and empathize with one 
another and to motivate each other in order to gain their own respec-
tive objectives.  It has been as though each party were an alien from 

In a hierarchy, every 
employee tends to rise to his 
level of 
incompetence.
(The Peter Principle)

—Laurence J. Peter

Work expands so as to fill 
the time available for its 
completion.

—Cyril Northcote Parkinson
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another planet.  No doubt both parties often have very good intentions.  
Nevertheless, misunderstanding and unwarranted fears between peo-
ple and organizations have resulted in relationships that are sometimes 
adversarial, indifferent, apathetic, exploitative, antagonistic or other-
wise dysfunctional.  In fact, historically, some groups of workers have 
found that the only way they could communicate with organizations 
was to collectively create “another organization” to communicate for 
them.  Ironically, this has been done by organizing into labor unions, 
professional associations and so forth.  It is also interesting that this 
often means that an individual has to try to communicate with and be 
heard by two organizations, for the labor union itself is an organization, 
again, different in basic fundamentals from the people it represents.

People are different as well when speaking and 
acting on the behalf of organizations…

I have long been fascinated by the fact that people have one “point of 
view” or perspective when seeking their own personal opportunities 
or acting in their own behalf, yet have radically different “points of 
view” when they are serving in roles as managers, leaders or recruiters, 
within the agenda and mission of an organization.  It’s almost like split 
personalities!  This pervasive incongruity was one of the early clues 
leading me to my work in the science of Relationship Performance™ 
and the frameworks that are a part of it.  These deep differences are 
evident when people make decisions such as selecting, hiring, instruct-
ing, rewarding and promoting others in the organization versus the way 
these same people go about making their own career decisions.  They 
can be even more extreme when people act on behalf of very large-scale 
organizations such as governments, in law enforcement or military ser-
vice roles. 

When acting on behalf of the organization, decision-makers, such as 
managers, recruiters and leaders are looking at you through the “lens 
of the organization’s needs” (The Organizational Triangle) when they 
consider you and your role versus competing candidates and other 
alternatives that would help them in their business or institution.  
Usually, more than one person makes hiring, advancement, outplace-
ment and outsourcing decisions in an organization, thus the decisions 
are generally not introspective (like yours are personally).  Rather, they 
are collaborative, serial, extraspective and often even consensus driven 
within committees or tasks groups.  People in organizational leadership 
and management roles often mentally morph into human manifesta-
tions of their community-at-large.  They become, in part, the “mind and 
soul of the organization,” possessing its vision, priorities and “state of 
mind.”  
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Individuals, on a personal basis, and the same individuals acting on 
behalf of organizations often express totally different points of view and 
behaviors which lead to many interesting implications.  Organizations 
are influenced by persons from their top and distributed through “con-
trol centers” with people playing managing and thought leadership 
roles out into each operational tentacle.  But you should always keep 
in mind that when such influential people are deciding, managing and 
“executing,” they are simply within their own respective “roles” serving 
as the voice, mind and muscle fiber of the organization, in service to the 
needs and agenda of the organization.  You cannot optimally serve with-
in a role in an organization until you fully appreciate and understand 
the organization and recognize it’s NOT a person, does not think and 
act like a person and is not motivated as a person would be motivated.  
Organizations are comparatively “cold and clinical” in their actions and 
behaviors within their contextual purposes.  This actually is another rea-
son for the creation of organizations by their founders—to insulate the 
individuals within the scope of the agenda and place the overarching 
responsibilities upon the whole entity versus upon any single person.  
Just as the earlier Flow Illuminations dealt with the importance of 
separating who we are from what we do, it is equally important to now 
differentiate and separate “people” from “organizations.”   

Organizations have needs, expectations and 
requirements—not feelings…

Until now, we may have expected organizations to think, feel, act and 
react to us as another person might in a relationship with us.  We believe 
we are entitled to benevolence, compassion and tolerance, even when 
we know we are not performing well.  And we get chronically frustrated 
and confused when organizations do not accept us, our flaws and our 
incompetence and respond to us like our family or close friends would.  
We get blindsided, shocked and surprised because we fail to understand 
the “mind of the organization.” In the past, a low performing person 
could “get by” or “remain hidden” in the bowels of an organization, 
comfortably out of sight and somewhat protected by the organization’s 
paternalism and good will.  However, today’s world is very hard on 
organizations, and in turn, they must assure they have a census of top 
performers in order to survive by meeting the relentless demands of 
customers, competitors and shareholders.  These new principles of 
work are still a little alien to even in the most sophisticated organiza-
tions and the most educated and seasoned of workers.  It’s not the same 
work world that most of our parents had.  This is also still new ground 
to those that serve in leadership and management roles.   Everyone is 
learning the new rules together. 

I don’t like work—no man 
does—but I like what is 
in work—the chance to 
find yourself.   Your own 
reality—for yourself, not for 
others—what no other man 
can ever know.

—Joseph Conrad
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A few comments about the terms “alignment” 
and “family” in a workplace setting…

It is interesting to note that, in even the most progressive organizations 
today, some of the “best” approaches to “people management” attempt 
to help people and the organizations agree on “mutually aligned” 
results and goals of common benefit.  The intentions of doing this are 
almost always positive, good and honorable.  However, as you might 
by now expect, the problem with this approach is in many cases that 
“mutually beneficial” or “aligned” is often lacking substance, meaning-
less and is not even realistic or possible when one considers the extreme 
incongruities between what the two parties truly seek.  It ultimately can 
lead to serious underlying friction or mistrust.  In most cases, these 
approaches are simply indicative of the organization trying to convince 
people that the organization’s goals are the same as theirs, or vice versa.  
This is seldom truly the case and it is rarely even possible, because as 
we now see, people and organizations naturally have radically different 
priorities and needs at their core.  

Absolutely, roles can be aligned together for the common and greater 
cause of the organization and thus performance parameters and expec-
tations of each of those roles.  However, each person typically seeks very 
different rewards and gratification from work roles than the results the 
company seeks from them.  Indeed, if both were actually seeking the 
same thing, they would be competitors.  This does not mean that people 
are in opposition to the organization.  In fact, quite the opposite it true 
if there are good relations in place.  It simply means that people oper-
ate on one model of personal needs and objectives and organizations 
operate on another.  There is nothing inherently problematic or bad 
about acknowledging these differences… in fact it can be very good!  It 
is because of these differing needs and objectives that both parties can 
thrive in service to each other.  

Even when roles are aligned accurately for organizational benefit, there 
is no reason that people and organizations need to be “aligned” for each 
to gain what they respectively seek.  Both parties, by using their respec-
tive frameworks and understanding and in respecting the other party’s 
framework, can accomplish great things together, and enjoy mutually 
bountiful relations.  In the greater sense, the organization itself and its 
purpose are by definition the “alignment” of a variety work roles that 
are filled by people.  Economists call this the division of labor.  The spe-
cialized work role is designed to align to a greater agenda.  Indeed, by 
definition, the role is one building block in service to a greater purpose, 
in most cases.  The organization “owns” the “roles” and the greater 

Finis coronat opus  
(The end crowns the work)

—Latin saying

I do not suppose I shall be 
remembered for anything. 
But I don’t think about my 
work in those terms. It is just 
as vulgar to work for the 
sake of posterity as to work 
for the sake of money.

—George Orson Welles 
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“screenplay” in which they play their respective parts.  Roles are the 
property of the organization; people and their lives are not.  

Another current, but flawed relationship model between individuals 
and organizations often likens or proclaims organizations to be “fami-
lies.”  Organizations are NOT families!  I generally believe when this 
“family thing” is proclaimed, it emerges from leadership’s recognition 
that some form of “relations” is taking place.  However in the absence 
of accurate principles to address work relations, they fall back on the 
model with which they have familiarity, affinity and admiration: the 
family.  Families do not compare each member against other available 
options or outplace and outsource its member roles, nor do family 
members form unions, etc., (though some weird stuff can happen in 
families for sure!).  When either management or employees uses the 
term family for work relations, it has dangers of misunderstanding and 
confusion for everyone, for a workplace runs on very different rules and 
principles than does a family.  In fact, a family is often thought of and 
described as a comforting and loving place that accepts and embraces 
you, regardless of your flaws or inadequacies, and can be a safe harbor 
to retreat to from life’s harshness.  If you expect this type of relationship 
from an organization, you will be disappointed, for an organization does 
not have the liberty to offer the shelter and comfort of family.  However, 
an organization can offer much that families cannot offer.  Yes, some 
organizations have actually family within them, either in ownership or 
through nepotism.  Perhaps, this serves to make my point as well, for in 
either case, the dynamics of these often present their own special issues 
and considerations to address because of the difference between family 
and organizational priorities and perspectives.

Viva Le Difference!  Fruits of the symbiotic rela-
tionship

Being very different from each other, both you and the organization 
gain tremendous advantages and potential precisely because of the dif-
ference.  Once you appreciate the basic and deep differences between 
you and organizations, especially through the Organizational Triangle 
framework, I desire for you to have a revelation of the power and pos-
sibilities of a new form of relationship;  relations where each party 
performs to the benefit of the other, which in turn benefits them as well.  
This form of powerful, lasting and fruitful relationship already exists 
throughout the natural world and in other forms of our own economic 
relationships.  It is known as a “symbiotic relationship”—one where 
both parties gain what they need or want by providing the other party 
with what they seek.  Simply put, both parties give what they must, in 
order to get what they desire—just as trees and other plants desire car-

The labor of a human being 
is not a commodity or article 
of commerce. You can’t 
weigh the soul of a man with 
a bar of pig-iron.

—Samuel Gompers 
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bon dioxide from humans and animals and we need oxygen from 
them.  There are countless examples of symbiotic relationships 
taking place all around us and throughout the planet.  This form 
of relations is also commonplace throughout the business and 
political worlds.  As it works in the natural world, it can work in 
your career as well.  The symbiotic relationship is the true nature 
of modern work—both parties perform to benefit the other party, 
and in doing so, gain benefits for themselves.

Ultimately, as a person in the talent marketplace, you will use the 
Organizational Triangle (OT) as your guiding knowledge for what you 
should “sell,” “propose” and “deliver” to an organization, for it will be 
the only “product” of yourself that is meaningful to the organization.  
Conversely, the needs, desires and requirements of your Personal 
Triangle (PT) will be what you should strive to gain or “charge”—this is 
your “fee” for providing and delivering that product.  This simple sym-
biotic, reciprocal, two-way concept is loaded with new possibilities for 
you to enjoy.  Frankly, many people are still far too self-centered and 
short-sighted to recognize that it is only through serving others that they 
will reliably gain what they seek.  Your Personal Triangle framework 
defines what you desire, require and prefer from a role.  Reciprocally, 
the Organizational Triangle framework defines what an organization 
desires from that same role, as shown in Figure 2, Perspectives of the 
Personal and Organizational Triangles.  This makes the differences 
between people and organizations OK, for that’s the way it works best!  
The Organizational Triangle  will guide you (and related information 
from those that lead and supervise you) to uncover and deliver what 
“performance” means to the organization.  

In The Personal Triangle Framework, you were asked to look inward to 
see who you are, what you have to offer, what you need and what you 
want.  You examine the communities in which you seek to reside and 
consider the influences of your work.  The result is the information in 
your Personal Triangle.  The PT’s dimensions of information are critical 
in discovering and mapping your personal objectives and your market-
able inventory of assets, and in considering your personal priorities with 
respect to the opportunities and roles available to you.  Now that you 
understand it, you can see that the PT along with Flow describes the 
performance that you require to be motivated to perform in a work role.  
As you market yourself, you must dramatically shift and focus your 
presentation of yourself into the most compelling argument about you 
as value and an asset in the context of “organizational” thinking and 
needs.  “Beauty is in the eye of the beholder;” so is your value.  In this 
case, the organization is the “beholder.”  You will learn more about 
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this in the supplemental Illumination entitled, The Personal Value 
Proposition™ found toward the end of the Career Fulcrum series.

 

A General Note:
Keep in mind that I have tried to keep the Career Fulcrum Series 
universally applicable and generic in order to satisfy the needs of 
people from all walks of life, crafts, situations, cultures, ages, pro-
fessions and industries.  With this type of subject matter, this creates 
a number of challenges since instruction explanations would be 
more effective in many cases using the terms, language and cir-
cumstances of your profession, industry and situation.  In this more 
general body of text, it is quite impossible for me to be specific and 
contextual to your specific needs and perspectives.  This was true in 

Figure 2 – Perspectives of the Personal and Organizational Triangles

©Danny McCall 2001. No duplication or distribution allowed. 
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Flow and PT, and now it will be even more so in the OT.  However, 
it is my intent to provide you enough general orientation and guid-
ance so you can translate and apply all frameworks to whatever 
depth and detail is demanded by your career circumstances and 
work role situations.

THE ORGANIZATIONAL 
TRIANGLE… 
The Basic Personal Orientation

As we consider Figure 3, The Organizational Triangle, we see three cor-
ners of equal size, as we had in the Personal Triangle, but that’s where 
the similarities end!  In this framework, these three corners reflect the 
primary and interrelated perspectives, decision-making, consideration 
factors and motivating criteria of organizations.  Each corner includes 
categories of major “meta-factors” or elements of the organization’s 
viewpoint.  The Organizational Triangle provides you with understand-
ing of how an organization views everything it does and has, including 
work roles and the people in those roles.

The Medici created and 
destroyed me.

—Leonardo de Vinci

Figure 3 – The Organizational Triangle
©Danny McCall 2001. No duplication or distribution allowed. 
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Additionally, in this framework, one of the corners is “maximized” 
while the two other corners are to be “minimized” (as opposed to 
each of three corners of the PT always being maximized per the needs 
and compromises of a person) as reflected in Figure 3.  By having a 
deep understanding and appreciation of these three corners of the 
Organizational Triangle, you can in many ways direct your own destiny.  
Some would say that together these three corners of the OT comprise 
the “the engine” of your career, since they each possess the power to 
propel your progress, achievements and advancements.  If you like this 
metaphor, then you may consider your Personal Triangle and Flow to be 
“the steering wheel and brakes” of your career, guiding you where you 
want to go and helping you steer clear of those places and stop before 
hitting the things you wish to avoid.  If you fail to put the elements of the 
Organizational Triangle foremost in all that you do in the workplace, a 
steering wheel and brakes make no difference and are useless, for with-
out the engine you are not likely to be moving or going anywhere.

A Quick Preview of the Three Corners of the 
Organizational Triangle:

Outcomes:

Outcomes are the principle reason the role exists, and accordingly, a 
person’s presence in the organization.  If no outcomes are needed by 
the organization, then, by general definition, there is no need for the 
role.   Outcomes are what a work role creates, generates or produces for 
the betterment and productive gain of the organization.  The organiza-
tion seeks to realize some opportunity, some form of deliverables, some 
form of output, opportunity or production that is generated in the con-
duct and performance of the role.  The organization designs, creates and 
manages work roles that encompass specialized functions for its greater 
purpose or agenda.  Generally, these roles are divided into human-sized 
tasks that individuals can perform, hence work roles are often inter-
related with others with regard to output or outcomes.  Roles and their 
outcomes are often part of larger, sometimes sequential, processes.   

The organization seeks and invests in a person in order to gain that set of 
functions or tasks configured in work roles that are important to its char-
ter and purpose.  Outcomes often justify the investment an organization 
is willing to make in order to gain returns.  An organization is moving 
forward on a focused agenda, and it has divided what has to be done 
into distinctive modules of work functions.  These are filled by people 
who together make it possible to fulfill the complete and comprehensive 
organizational agenda.  You can think of roles as fruit-bearing trees in 

What is it they want from 
the man that they didn’t 
get from the work? What do 
they expect? What is there 
left when he’s done with 
his work, what’s any artist 
but the dregs of his work, 
the human shambles that 
follows it around? 

—William Gaddis

Every man’s work, whether 
it be literature or music or 
pictures or architecture or 
anything else, is always a 
portrait of himself.

—Samuel Butler
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an orchard, that in combination with the nourishment of soil, sun and 
water and the cultivation of management, play their part in contribut-
ing to the well-being of the whole orchard.  You can begin to power your 
future by clearly understanding that it is this corner (Outcomes) that 
sometimes ranks above all else in the organization’s interest.  However, 
Outcomes may or may not be the most important motivating perfor-
mance factor in decision-making when an organization is considering 
investing in you.  This is true whether it be in a temporary or ongoing 
relationship, or whether you are a candidate for a role or a long-term 
employee.  For although Outcomes by definition are important, they 
drive only one-third of organizational decision-making.

Resource Demands:

Organizations seek to keep resource demands as low and modest as 
possible.   A few of the many resources an organization has are: money, 
training, support, management, time, facilities, equipment, benefits 
and anything else that is a cost or expense to an organization or must be 
provided for the role or the person within it.  Organizations know that 
nothing is free.  They recognize that they cannot gain the desired out-
comes and the expected performances from people if the organization is 
not willing to invest in some proportion.  However, they do seek to invest 
resources in a wise and prudent manner.  They want to get as much as is 
reasonable with as little resource demands and allocations as possible.  
They know that this is possible, in part, because of a competitive talent 
marketplace in which they have choices and options at their disposal.   
Furthermore, they must consider all the demands for resources across 
all relevant dimensions—capital (money), time, attention of other 
people related to the role (such as management/leadership), benefits, 
tools, facilities, training, education and countless other allocations and 
investments which relate to the role directly and indirectly.  

The more you can reduce the possible demands on an organization’s 
resources required for you to deliver the greatest possible outcomes, the 
more you will be regarded as a great investment.  You should learn to 
be quite competent at constantly managing this ratio to add horsepower 
to your career, keep it out of jeopardy and keep it from coming to a halt.  
Sometimes a role may exist, whole or in part, simply to help the orga-
nization reduce resource demands!  The term “ROI,” which is Return 
on Investment, is becoming more and more prevalent in the language 
of managers and leaders.  An organization is constantly striving to get 
the greatest possible return (Outcomes) with the least possible overall 
investment (Resources).  Therefore, it is not enough to judge perfor-
mance merely by outcomes, for the resources that a person requires in 
their role are equally important.  For example, if an organization has two 

I continue to work with 
the materials I have, the 
materials 
I am made of. With feelings, 
beings, books, events, and 
battles, I am omnivorous. 
I would like to swallow the 
whole earth.  I would like to 
drink the whole sea.

—Pablo Neruda
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choices of high role performance, and one demands less total resources 
than the other, the option with the less resource demands will be 
chosen.  (This is what is behind many outsourcing and contracting deci-
sions recently.)  You should always strive to be “the best ROI option” an 
organization has within its many choices and alternatives.

Risks:

Organizations detest and disdain risk.  They seek to avoid risks any way 
they can.  They are constantly doing all they can to manage the risks that 
are in their operations.  This is especially true in their consideration with 
regard to their investments in roles and the people who occupy them.  
Whether considering the risks in the hiring process or of maintaining a 
current relationship with a person, the organization is hypersensitive to 
risk avoidance.  Again, organizations know that some risks are inherent.  
However, organizations spend a great deal of attention to ensure that 
risks are understood, minimized and mitigated.  Often the organiza-
tion’s risks are well thought-out and diagnosed.  On the other hand, risk 
may be based only on myth and perception, not well grounded in real-
ity.  In either case, when organizations consider their roles and which 
people should either fill or be kept in those roles, they will always be 
considering what risks may be present.  Risks associated with investing 
in you, like the other two corners of the Organizational Triangle, are 
often relative to other options the organization has, other choices and 
other paths they can take.  Sometimes, this is the choice of you versus 
another person in the role.  However, in some cases, this is a comparison 
of the role as filled by a person versus a change in process, the addition 
of a new machine or technology, the merger with another company or 
the use of an outsourced contractor.  You must be astutely sensitive to 
organizational viewpoints of risk, and do all you can to ensure that you 
are seen as the best path to avoid it, as opposed to a path containing 
many.  You should also know that in some situations, it is this corner, 
not the other two that is paramount in the decisions that organizations 
make—yet few people know and act on this.  Risks, as the organiza-
tion interprets them, carry equal importance to all other aspects of 
your work role performance (Outcomes and Resource Demands).  
Historically this can be the greatest area of hidden, treacherous rocks 
that sink successful work relationships.

While Outcomes are typically the reason for a role’s existence, the 
Resource Demands and Risks corners reveal major forces that may 
impede or further advance your career.  You must understand and pro-
vide personal role results continuously in all three corners.  You must 
always be on-guard, looking out and exercising personal vigilance in all 
three directions.  Any one of these can bite you when you least expect it 

Talent is always 
conscious of its
own abundance and does 
not object to sharing.

—Alexander Solzhenitsyn
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if you are not alert, and, equally, any one of these can hold the answer 
to solutions and success.  

Outcomes are to be amplified, whereas Resources and Risks are to be 
reduced wherever and however possible.  

As I have already stated, although many organizations, managers and 
recruiters do not even realize it, virtually every decision they make, 
including decisions related to the acquisition of real estate, professional 
services, vendors, supplies, equipment and even their strategies and 
research, directly or indirectly, consciously or unconsciously, revolves 
around the three areas or corners of this single, thought-framing 
Triangle, including other considerations or dimensions of information 
in each corner.  

Three Additional Dimensions of 
each Corner of the Organizational 
Triangle 
As in the Personal Triangle’s additional information and diagnostic 
dimensions beyond its primary corners (importance, time and bias), 
each corner of the organizational triangle also has additional dimen-
sions of information.  Though each primary corner of the OT has its own 
unique characteristics, the three general dimensions shared by all three 
corners are:  

1.  Time… generally, regarding a work role and the person within 
it, the organization considers time in the short-term (tactical) time 
frame and/or long-term (strategic) time frame.  Some roles exist 
only in the short-term (such as temporary or contracting roles) 
and some roles and those persons within them are considered 
“strategic talent” for long-term gains. 

2.  Bias… knowing or diagnosing both the positive and negative 
information criteria regarding what the organization desires or 
accepts, as well as what it does not desire or seeks to avoid, within 
each corner.

3.  Space… every role has its own specific, immediate and discrete 
information, but each role also exists within and amongst other 
roles, such as teams, groups, communities and divisions, and these 
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exist within the total or whole space of the organization, its indus-
try and its markets.

Figure 4 attempts to convey the additional dimensions that are a com-
mon part of each corner.  Don’t forget the OT is your reference and 
guide for how organizations consider everything and everyone, so this 
includes both work roles and the associates or employees that fill those 
roles.  Therefore, each corner and each dimension relates to the role, 
people and everything an organization considers in decision making.  
For example, in regard to these three dimensions, a person may be seen 
as strategic and be applied across the space of the organization, but a 
role they occupy at some point in time may itself be tactical and tem-
porary in nature.

Three Additional Dimensions of Each Corner of The Organizational Triangle™
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Figure 4 – Three Additional Dimensions of Each Corner of The Organizational Triangle
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I will now expand on these three additional dimensions.

Bias, as in all critical information scenarios… 
both the “positive” and “negative” param-
eters of each corner are important to know, 
consider and be responsive to…

We again see that there are positive and negative sub-elements of the 
Organizational Triangle information (as in the Personal Triangle).  In 
any area of information or investigative approach of this type, to have 
the complete picture or understanding, you must place equal and bal-
anced attention to what is sought in the corner as well as what is not.  
This helps you avoid the danger of stupid assumptions.  It helps you 
fully appreciate that which is not often articulated, which otherwise 
would be a lost opportunity or could create lurking problems.  All areas 
of the Organizational Triangle will inevitably have positive and negative 
aspects of information, and you will need awareness of both.  There 
will be role Outcomes that are desired, and there will be  those that are 
undesirable.  You may or may not know that this is a chronic workplace 
problem.  That is, people performing in “what they believe to be” an 
exceptional manner, discover (sometimes too late for repair) that the 
organization desires something else entirely from their role perfor-
mance.  An example of this is how some people are pleased with the 
quantity of items they produce or tasks they complete, while the orga-
nization is much more concerned about the quality of the work done.   
At the moment of the painful layoff or shocking firing, it is too late to 
become aware of what is NOT sought or desired in a work role. 

There are Resources that organizations prefer to extend to you or invest-
ments they are receptive to making, and there are those Resources 
demands that they do not wish to offer or may even be severely resistant 
to for a variety of reasons.  And, equally, to the previous positive and 
negative aspects of OT information, there are Risks that are deemed 
acceptable and those that are unacceptable or will not be tolerated at 
all.  I am sure you can appreciate the danger in not knowing all of this 
information about your role, yet many people are oblivious to this type 
of thinking… and as you may have already observed, the consequences 
of such ignorance can become quite ugly within work role situations in 
one’s life.

Equally, as organizations consider associates and employees, there are 
qualities, experiences, competencies, skills and personal attributes they 
seek as well as qualities to which they have aversions.  This often is in 
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relation to roles or groups, but it sometimes also relates to qualities the 
organization seeks for their entire census to possess or not posess.

Tactical and Strategic Time across the 
Organizational Triangle…

The Short-term and Long-term considerations…  Keep in mind that 
all aspects of any work role or person will be considered in one or two 
contexts of what is important to the organization.  There is the short 
and immediate time frame, which is generally referred to as tactical 
needs.  There are the long-term “tomorrow” needs that are generally 
considered as strategic requirements, or said another way, work roles 
and persons in organizations generally deemed as tactically and/or 
strategically important to the organization.  A role can be temporary and 
fleeting as to its purpose in an organization.  On the other hand, a role 
and the person within it can be considered as vital to the organization’s 
long-term prospects, profits and viability.  A person or a role may be 
considered important both strategically and tactically.  A role or a per-
son may be seen as evolving, growing and having significant changes or 
development over a period of time.  On the other hand, a role or a per-
son may be seen as becoming obsolete with the passage of time.  Some 
roles within an organization are seen as “core competencies,” which are 
vital to be retained “in-house” and nurtured for their market or busi-
ness prowess.  Other roles or persons are seen as “non-core” and thus 
are open to options presented from contractors, temporary workers and 
outsourced suppliers.  

Short-term tactical roles versus long-term strategic roles are not good or 
bad per se.  In fact, there are workers that enjoy the benefits and merit of 
each for their own PT and Flow.  However, it is important that you clear-
ly determine how the organization views its many roles, with regard to 
tactical versus strategic, so you will be aware of the ramifications of this 
in relation to your own needs.   If you seek to thrive in strategic roles, you 
should understand how you and this role can best serve the organiza-
tion.  You must learn as much as you can about the role, organization, 
its mission, its vision and what you can offer to that end within one role 
or a progression of roles defined over time.  If you are already within a 
role in an organization, speak constantly with leaders to gain insight 
into their agenda and the objectives of the role as well as how they are 
presently considering the value you offer to the organization within and 
beyond a single role (as applicable).  Then consider how you can play 
the most vital role in helping them get where they want to go.  If you 
are outside of the organization but seeking opportunities within it, do 
everything reasonably possible to get similar insight and perspective 
before you market yourself in the context of their needs regarding time.    

It does not do to leave a 
live dragon out of your 
calculations if you live near 
him.

—J.R.R. Tolkein
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ASSUME NOTHING!  Make sure you have a comprehensive discussion 
with all the pertinent managers and leaders about all three corners 
of the Organizational Triangle with regard to time, as well as all other 
dimensions.

Since the roles in organizations are often so dynamic and evolve over 
time, be sure that you convey the relevant and pertinent assets that 
make up the “you” that you have discovered and inventoried in your 
Personal Triangles, so they can see the many attributes you have to offer 
them tactically today and strategically tomorrow.  Likewise, consider 
how you may need to develop and grow in order to possess that which 
you do not now have in your Personal Triangle.  If you desire a long-term 
relationship with the organization, do not focus on the first or present 
role you may have within the organization, but project yourself and your 
performance into its future.

Unlike the Personal Triangle, the past often has very little meaning 
to work roles from an organizational perspective.  Certainly the best 
organizations and their associates learn from the past and the present 
to make tomorrow better in processes of continuous improvement.  
However, the organization generally works in the present and future, 
the tactical and the strategic.  History has very little meaning to most 
roles regarding performance.  There is a lot of truth to the adage, “So 
what have you done for us today?” and its strategic corollary, “So what 
will we gain from you tomorrow?”  Before you denounce this as being 
too harsh, how do you judge your personal investments?  How much 
loyalty do you have to underperforming and mediocre stocks or mutual 
funds?   An organization considers you and your role as an investment 
with short-term returns, long-term returns or both.

Space, no role or person is alone within an 
organization’s ecosystem…

The space of an organization can be considered and viewed in almost 
infinite ways since by the nature of organizations they can possess end-
less variables of scope, scale, activities and initiatives.  An organization 
is an ecosystem that is proportionately comprised of multitudes of 
agenda, things and actions, each in part including roles and people.  
Therefore, to understand how an organization views you or its roles, 
you must consider how it is viewing you and/or your role specifically, 
as well as how you and/or your role fit and play into the larger picture 
of purpose to the organization.  As a candidate, employee or associate 
you may be valued far beyond the scope and scale of the role you play at 
this time.  You may be seen on a “career track” that will take you though 
many roles across the space of the organization or institutions in various 

The purpose of time is 
to keep everything from 
happening all at once. It’s 
not working.

—Jim Paradis 
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teams, divisions, departments or business groups, as well as movement 
up the hierarchy of the organization.   

Equally, your role is typically viewed laterally, sequentially, upstream 
or downstream, in “value chains” or in peer relations with regard to 
other roles that interact with it, as well as those it has direct and indirect 
impact upon.  Just as important, the typical organization has “vertical” 
perspectives of roles, especially regarding authority, responsibilities, 
accountabilities and compliance, such as reporting relationships and 
so forth.  Roles are often viewed as staff or supporting roles versus line 
or operating roles in the ecosystem of the organization.  All roles, their 
functions, interrelatedness and supporting infrastructures are part of 
the “work roles architecture,” typically referred to as Organizational 
Design or “OD.”  

Roles typically have clearly defined performance responsibilities.  These 
generally have a very crisp and detailed “center of attention” that is 
required in the performance of a role by a person.  However, sometimes 
the line can get very gray and confusing at the edges where the roles 
“touch” each other or “radiate outward” in their impact and influence 
upon other roles.  Furthermore, sometimes the gray areas at the lines 
of demarcation between roles may vary greatly as to pertinent informa-
tion across the three primary corners of the OT (such as “risks” being 
considered in a very different manner than “resource demands”).  This 
is sometimes good and proper to have this looseness and local discre-
tion, but sometimes this can simply be “accidents waiting to happen” in 
the absence of information.  The purpose here is not to judge, but simply 
provide all parties the wherewithal of structure and enlightenment so 
everyone can do the right thing for their situation and circumstance.

Organizations have Hierarchies and People have 
Networks

Whereas roles relate to each other in explicit or implicit designs and 
responsibilities, as well as hierarchies of power and authority, people in 
organizations relate to each other in more nebulous “social networks.”  
These networks are distinctly different and apart in their “mechan-
ics” from an organization’s respective roles and architecture thereof.   
Roles are designed and interact through functions, power hierarchies, 
processes, procedures, policies, rules and so forth.  On the other 
hand, the “people networks” in an organization operate based on 
human-to-human trust, familiarity, shared backgrounds and experi-
ences, personalities and so forth.   The worker-centered networks may 
transcend professions, departments and extend beyond the walls and 
confines of an enterprise.  A typical worker performs in a role within a 

I believe that this instinct 
to perpetuate useless work 
is, at bottom, simply a fear 
of the mob. The mob (the 
thought runs) are such low 
animals that they would 
be dangerous if they had 
leisure; it is safer to keep 
them too busy to think.

–George Orwell
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hierarchy as well as being a node in one or more networks in an orga-
nization (consciously or unconsciously).  Typically, the way roles and 
their hierarchies operate in the space of an organization is totally dif-
ferent and separate from the way social networks operate.  Failure to 
respect the power of both role designs and hierarchies, as well as the 
power of social networks, can be problematic for workers as well as an 
organization.  The network aspects are often referred to as the political 
network.  For further introduction to organizational and social networks 
and their power, I refer you to Karen Stephenson’s work in this area 
(www.netform.com), Art Kleiner’s book, Who Really Matters: How Little 
Things Can Make a Big Difference and also Malcolm Gladwell’s popular 
book, The Tipping Point: The Core Group Theory of Power, Privilege, and 
Success. 

With this basic knowledge of the three corners and their three shared 
additional dimensions, it is perhaps easier for you to now appreciate the 
power the Organizational Triangle has for managing and guiding your 
career and your role performance (perhaps Figure 4 may now have more 
meaning).  Now with these growing insights, let’s delve deeper into the 
Organizational Triangle’s corners and their respective dimensions, in 
greater detail.

Maximizing Role Outcomes, 
Opportunities & Deliverables for 
Organizations… as a role or as a 
person
This “Outcomes, Opportunities and Deliverables” corner of the 
Organizational Triangle (Figure 3) is often the “epicenter” of the orga-
nization’s interest and the central reason for having a role or choosing 
to create and maintain a relationship with you.  This corner describes 
what the role or you provide to the organization in output or produc-
tion.  “Outcomes” also conveys the purpose of the role’s existence or the 
justification of a person’s employment.  The organization is investing in 
both you and a role to derive the specific functions, production, profit, 
expressed or anticipated opportunities or results.  It is in this area, you 
answer such questions as:  What is the desired product of my work each 
day?  What are the “returns,” the “gains” and the “output” that is expected 
from investments made in me and/or my role?  What new opportunities 
does the organization realize from this role?  How will the organization 
be more competitive or profitable in the marketplace because of the 
part I play within this role?  How will the organization be more effec-

Network

Hierarchy
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tive and/or more efficient through the performance of this role?  What 
are the objectives, accomplishments and achievements that are slated 
as reasons for these role activities?  What are the components, services 
and products or parts this role generates?  How does this role relate and 
interact with those surrounding it?  How does this role create new cus-
tomers or how does it please and serve the customers we have?  

Within this corner resides the many skills, attributes and functional 
competences that may be articulated or those required related to you 
or your productivity in the role.  There may be proficiencies and experi-
ences that you bring to them as well as those that may be trained and 
developed in you.  They may not only be the hard skills and proficien-
cies part of your profession and function, but also include soft skills 
such as problem-solving, learning traits, diplomacy, creativity, conflict 
resolution, analysis, synthesis, detail orientation, big picture vantage, 
coaching, mentoring, collaboration, leadership, management, alertness 
and attentiveness, caution and so forth.  The value of your social and 
business networks, especially if you are in business development, sales, 
procurement, investments or are well-connected in your professional 
circles so you can be a recruiting medium for other high-performers 
would reside in this area as well.  

The Outcomes area addresses both general and detailed information.  
You can apply this corner to convey what you are capable of accom-
plishing for an organization from the role itself and outward across both 
space and time, in alignment with their charter.  Conversely, the orga-
nization may do the same for you with regard to applying this corner.  
What you contribute may be tangible and intangible.  Your contribu-
tions may be direct and quantifiable, or indirect and qualitative.  They 
may be focused or widespread.  They may be of both direct and indirect 
benefit.  What will be the intrinsic nature of your contribution and per-
formance in the role?  What are your relevant strengths that they need?

As I mentioned in an earlier note, it is almost impossible for me to be 
very specific here, since you may be within or seeking a role as a nurse, 
pilot, teacher, accountant, journalist, truck driver, writer, actor, sales-
person, minister, chef or engineer.  In any case, if you are seeking a role, 
you must make the best possible argument for what you can deliver to 
the organization for its betterment.  On the other hand, if you are in or 
considering the role, you must understand all the aspects of this and the 
other corners for they will describe the expectations of you and set the 
directions of your desired role performance.  

As you think about “filling” this corner, you should consider, “Why will 
your performance cause the organization to be wise and prudent in 
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making an investment in you in comparison to their other options and 
alternatives?”  How will you make them more valuable as an enterprise?  
How will you enable them to better realize their charter’s purpose?  And 
as you see in Figure 5, the stronger your argument, the more the orga-
nization may be willing to invest in you.  This will be reflected in the 
financial compensation package and other rewards they extend to you, 
rewarding you in proportion to how well you reward the organization.

As organizations go on the prowl for greater and amplifying outcomes, 
increasingly they are putting more emphasis on “soft attributes” such 
as your preferred style of thinking, “emotional intelligence” and so 
forth—human qualities and traits that are natural as well as a product of 
your nurturing, body of experience and maturity.  This is especially true 

You must show how the organization will have the 
MAXIMUM Outcomes with the 

MINIMUM Risks and Resource Demands… 
all because of having a relationship with YOU!
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in strategic roles or for associates that are considered for their strategic 
potential across the space of the organization.  This is partially because 
formal education and acquired skills have shorter and shorter half-lives 
and can quickly become obsolete in today’s world.  It is the “whole you” 
and “your mind’s performance” that may be the most important assets 
rather than your previous, specific experiences, education and skills.  
Negative bias becomes very important in this context, for there are 
almost always traits that the organization just as strongly seeks to avoid 
as those which they are seeking to gain.  Creativity is almost always in 
demand; therefore, try to give supporting anecdotal evidence and refer-
ences to support this quality (or other intangibles) you possess.  When 
you have ideas, share them (as you may have already guessed, always 
using the OT as a framework of how to present them.)  Your present hard 
skills and knowledge are only a means to an end.  Make sure you think 
about the “end” that is important to the organization and all the many 
“other means” you may possess to give them the results they seek.

 
You should try your best to gain this type of information and perspec-
tive of the organization regarding what it seeks in applicable roles and 
people.  You should learn to clearly demonstrate and communicate how 
you think, how you solve problems, how you can recognize and respond 
to opportunities and risks, how you can learn, how you can adapt, and 
how you can communicate with and influence others.  Where possible, 
you should convey your values, ethics and personal initiative.  Don’t 
underestimate the importance of these areas, especially in terms of 
strategic time periods, the greater space of the organization and your 
potential within it.  

Do you like to serve others?  Do you authentically care and have a pas-
sion about a organization’s vision or the wellbeing of its customers?  If 
so, say so!  Enthusiasm is a precious and quickly recognized gem to offer!  
Remember, often the organization isn’t thoughtful or sophisticated 
enough to ask—it is up to you to make your case!  In fact, sometimes 
the organization’s sterile and clinical hiring processes and “applicant 
tracking systems” blind it to what it truly needs.  Be alert to this and 
proactively rise to the occasion by ensuring that your message reaches 
the right audience and that they hear what you have to say.  From the 
increased self-awareness gained from your Personal Triangle, you 
should confidently, assertively, and clearly articulate what you offer to 
the organization immediately and over the long term.  Often you can 
benefit from conveying what the organization cannot ask (such as good 
health, family circumstances that allow you to have extended hours or 
travel, etc.).
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Next corner…

Minimizing Resource Demands
The organization’s total investment in you or 
your role

Resource Demands is the corner that represents what the organization 
must “ante up” to put you into the role and gain the desired perfor-
mance from you.  Simply put, the organization wants the maximum 
“gains” (outcomes) for the minimum “pains” (resource demands) and 
without unreasonable danger (risks).   Most organizations are almost 
totally motivated by return on investment, while being cautious about 
any prevailing risks.  Again these motivations are fully and completely 
encompassed by the Organizational Triangle’s corners.  Returns (out-
comes), investments (resources) are always considered along with 
how much risk is present.  Any ROI to be accepted or sustained in an 
organization must be significant (and it must be placed against risks, for 
if there is extreme risk, no ROI is great enough to motivate an organiza-
tion).  

Furthermore, every organization regardless of size or industry has only 
finite resources at any given time.  This means there is internal competi-
tion and contention for who gets to use those resources and how they 
are utilized.  This manifests itself in budgets, financial performance 
reports, assets and assets management and so forth.  Most organiza-
tions are severely judged, based upon how well they manage and apply 
their resources for their agenda or wealth building.  Nonprofits are held 
accountable by watchdog agencies and contributors.  For-profits are 
held accountable by shareholders, bankers and sometimes even their 
customers.  Government is, or should be, held accountable by taxpayers 
as well as elected officials and oversight groups.  

So you and your role both require that an organization exchange and 
invest some fraction or portion of its resources to generate your pro-
ductivity and compensate you for your performance.   The intense 
scrutiny and very difficult decisions related to these investments made 
in exchange for role performance has historically been ignored, unseen 
or unappreciated by most workers.  This can no longer be the case, for 
there can be no lasting bliss in ignorance in this area (or any areas of the 
OT) if one seeks security in one’s role or mastery of their career.    

In the Resource Demands corner resides all the direct and indirect 
investments in you, comprised of resources, time, compensation, work 
environments, equipment, training and management attention that you 
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will require or demand for your best role performance.  Examples of 
these are what you’ll expect and demand of the organization, what the 
organization will have to spend, extend or compromise to have a rela-
tionship with you and even how you expect it to behave and act toward 
you.  This is not only direct dollars spent in compensation and benefits, 
but also the costs of waiting, if applicable, for you to develop your skills 
and expertise to become productive, as well as the costs of management, 
mentoring, coaching, leadership and peer attention you will require.  It 
includes the cost of recruiting at the beginning of the relationship and 
the cost of severance, outplacement or retirement benefits at the end of 
the relationship.  Resources include support environments and equip-
ment such as office equipment, software, IT infrastructure, expenses, 
training, education and other developmental programs.  Any argument 
you can make to show that you reduce Resource Demands in proportion 
to outcomes is always attractive to an organization.  

A few of the Investments made in you and your 
role

As mentioned above, investments in you and your role include many 
areas.  Depending on your own situation, profession and industry, 
investment may encompass an enormous number of other areas.  The 
more alert you are to this, the better you can position yourself to be an 
optimal investment to keep those at a minimum or to ensure that the 
maximum performance or gain is realized from each.  Many people 
are surprised when they consider all the ways organizations expend 
resources on them: 
A few examples are:

•  Base wages or salary 
•  Social Security co-payments, worker compensation payments, 

etc.
•  Insurance benefits such as healthcare, dental, eye, life, short and 

long-term disability 
•  Initial Training, development and its administration
•  Periodic training, development and its administration
•  Offices and office equipment including phones, desk, computers, 

software, supplies
•  Work environments including tools, equipment, uniforms and 

facilities as applicable
•  Leadership attention, communications, monitoring, responsive-

ness and improvements
•  Management attention, communications, monitoring, respon-

siveness and improvements
•  Safety equipment and work environmental safety
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•  Meetings and gatherings for sharing information
•  Peer and team distractions and attention to you or your role
•  Travel and related expenses
•  Stock options and stock programs
•  Commissions, incentives and bonuses
•  Other benefits such as childcare, tuition co-payment, employee 

assistance programs
•  401k and retirement programs
•  Work-related tools and services
•  Facilities or vehicles and all the many aspects that accompany 

maintaining them
•  Human resources administration, programs and technologies
•  Vacation and holiday compensation benefits
•  Depending on your own organization, profession and industry, 

a list (likely long) of items specific to your own or your role’s 
requirements

•  People-sensitive considerations, values, actions, events and 
behaviors

•  Information technologies, knowledge and related systems and 
processes

•  Communications programs and events
•  And of course, responses to various reasonable requirements of 

your Personal Triangle and Flow

It is imperative that you stay vigilant and keep in mind the organization 
has choices, options and alternatives with regard to what, where and on 
whom to expend its resources.  It seeks to do this wisely, to gain the most 
attractive outcomes for the least expense.  Some of the choices with 
which it is confronted are rather tough with no easy answers. 

Time… the often invisible resource demand, 
expense and investment.  

As we now recognize, each corner considers time in the short and long-
term, tactical and strategic contexts.  So in this corner, we certainly need 
to consider the short and long-term resources that are given to the gains 
that are realized.  For example, extensive training and development may 
be a tactical resource demand that brings rewards to the organization 
over the long term.  This is all probably obvious to you by now.  

However, in this corner, time takes on a much more expansive mean-
ing.  Organizations typically are judged by their performance based on 
time such as quarterly or annual reporting of organizational perfor-
mance, as are its leaders and managers.  Just as earlier we thought of 
short-term and long-term “resources” that relate to you in a role, there 
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are also the aspects of the resource of “time” required as an organiza-
tion is achieving outcomes, especially through you and its work role.  
Remember that the time required to achieve outcomes through you is 
always compared to alternatives presented by others.  One of the most 
precious, limited and finite resources of an organization is time, and 
they must analyze and use it wisely.  In fact, often the very number of 
roles and their design is dictated by time constraints and related consid-
erations.  Time as a resource to an organization as it relates to you has 
many contexts beyond only the tactical and strategic.  The clock ticks 
loudly across most organizations, thus you must appreciate and respect 
time as a resource through the organization’s perspective.  Yes this can 
mean “How long will it take to get a return on their investments in you 
from the time of hire?”  (In other words, when and how will you begin 
producing outcomes, and how long will you produce rather than merely 
consume resources?)  But beyond only this viewpoint, you should know 
there are at least three very basic and different ways time is considered 
by an organization:

Three additional ways organizations also con-
sider “time resource factors”…

1. “Time to gain:” or the “window of loss” to reach the “break-even 
point.”  It takes everyone some time to become a profitable 
investment from the time of his or her entrance and assimila-
tion in a new role.  Depending on the person and the profession, 
this may range from a few hours to a few years.  This is why 
sometimes preexisting education, skills competencies and expe-
riences can be deemed as so important… the person that 
has right existing “portfolio” can become productive faster.  
However, organizations are willing to invest and wait as long as 
the time to performance is reasonable (and deemed better than 
other options and alternatives).  This is even truer if the promise 
of performance that you offer is seen as proportionately attrac-
tive to the time that is consumed in waiting for those outcomes.  
This is when your ability to learn fast can be a highly-appreci-
ated asset by a organization.  This is also where your interest, 
curiosity, initiative and self study may be highly valued, for each 
may abbreviate the interval to realizing performance in your 
role.  These also tend to reduce the organizations training, devel-
opment, management and support resources.  Thus, whenever 
possible, make a point of showing how you minimize the time 
it will take until valuable outcomes occur for the organization.  
Show how you can give quicker performance in units of time and 
show how you plan to substantively increase these outcomes for 
them over time.   You might wish to think of this context of time 
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somewhat as gardening versus orchard or tree farm building.  
Plants in a garden can bear fruit with a few months of develop-
ment and care.  Trees in an orchard or tree farm may take years 
before any harvesting can result.  Work roles are the same way, 
and depending on the type of role, how fast you can “deliver 
fruit” or a “bountiful harvest” has significant implications to 
your value.

Time to gain is also an area where strategic versus tactical roles 
and relationships can make a big difference.  Often, people 
recruited on a strategic basis from college will not produce 
profitable results for an organization for many years.  This can 
be true of business development, management, engineering, 
medical, investment banking, military officer or pilot, machin-
ist, mechanic, consulting and finish-carpentry roles.  At the 
other extreme, some people are expected to produce results 
the first day they arrive, such as temporary help, contractors 
and some consultants.  Even so, most of us take a bit of time 
to become oriented, acclimated and productive.  We need to 
examine every possible creative way in which we can give qual-
ity results in productivity to companies more expediently (and 
we need to effectively articulate this to them if we want to be 
more competitive).  Often the most assertive and successful 
candidate makes the organization an offer they cannot refuse, 
that is, requiring very little in resources including compensation 
until they become substantial performers.   This is especially 
true of those on sales or management career tracks, as well as 
novice or apprentice designers, programmers, machinists, pilots 
or actors.

2. Productivity: what you and your role consistently produce within 
a fixed span of time.  The business performance metrics of orga-
nizations (and most investments made in them as well as by 
them) are extremely time sensitive and generally based on time 
periods (per hour, per day, per month, per quarter, per year).  
Thus, most roles have this time-based performance context as 
well.  For example, how much per month and per quarter does 
the organization earn, grow earnings and share its market with 
competitors to satisfy its leadership or investors?  You must 
appreciate the element of time as it relates to how an organiza-
tion looks at you, your potential and your performance.  Don’t 
see this as harsh and cold-hearted, for again isn’t this the same 
way you’d think about your personal investments, whether 
they are in a bank account, stocks or bonds?  You seek a certain 
amount of interest, dividends or return based on time.  This is 
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the way an athlete is judged—points scored within the allot-
ted time.  The same thing is necessary for the organization’s 
survival in a free-enterprise environment.   Every organization 
must consider what you produce in desired result versus what 
time you consume in doing it.  Some people work slowly; some 
are fast and efficient in producing results.  But productivity has 
to be examined in a “true productivity” context for sometimes 
speed leads to recklessness or low quality leading to repeats, 
re-dos or risks.  Some salespeople close a lot of deals, but have 
them fall apart in finance or deployment due to poor qualifica-
tions.  Nevertheless, ultimately most roles are judged based on 
the variable of time or load (such as patient load for a nurse or 
customer load for a account manager) which, again, is simply 
what can you accomplish in a period of time, whether a shift or 
a year.  This way of looking at time deals directly with results that 
can be expected from you within a fixed time period.  You may 
already be quite aware of the need to clearly provide productivity 
to the organization.  However, it is in production that much new 
potential can be realized through your creativity and your inno-
vations in your role.  Ultimately most people are valued based 
on how much “performance per day or month they contribute.” 
How can you better position yourself in this context?

3. Duration:  the anticipated time period of your role performance.  
The third way you should consider time is to consider not only 
how long it will take you to produce the results the organiza-
tion needs, but also how long the organization can reasonably 
anticipate that you will stay in this role before you transition 
to another one.   This is a critical element in the anticipated 
return on investment in you, especially, should the organization 
need to make a large front-end investment such as orientation, 
assimilation, training and development.  Returns on investment 
in people and roles are complex and it certainly occurs “across 
time.”  This consideration of duration can cause an organization 
to be cautious if a person is “over-qualified.” This relates to an 
assumption that the person will not be in Flow, or has Screamers 
or Core items in their personal triangle that will be unmet (ARE 
exceeding DO). If this is true, the person will likely exit the role 
too soon for the organization to get a good return on its invest-
ment.  The organization is going to attempt to project the length 
of time they can expect you will produce results and the degree 
and scale of the results you are capable of delivering over the 
period of time you are in the role.  This often is called “retention” 
by organizations.  This does not mean the organization expects 
you to be imprisoned by the role, or not have a normal transition 
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beyond it.  However, it is entirely reasonable and predictable that 
any manager, leader or recruiter will exercise care in evaluating 
whether you will remain in the role for the duration to make its 
investment in you attractive.  Remember also, that all roles are 
ultimately “temporary”—it is just a question of the length of the 
time you will be in the role.  Anything you can do to comfort and 
alleviate an organization’s concerns in this area is generally a 
good thing, especially in strategic roles and time frames. 

In large part, it is also in this area that you ask for the things you desire 
in your present Personal Triangle, thus a delicate “balancing act is 
required.”  So let’s take a look at these Resource Demands more spe-
cifically.  When you consider this corner of the Organizational Triangle, 
you must understand and appreciate that your outcomes, performance 
and productivity must greatly exceed the organization’s investment of 
total resources, which includes time in you.  You must appreciate the 
organization’s need to minimize resources and time to deliver, as much 
as is reasonably possible for the organization’s life and growth.  You 
must also express your attributes to the organization loudly and clearly 
in this context.  Important stuff!  Powerful stuff!

The third corner…

Minimizing and Mitigating the 
Risks
The perceived uncertainties and dangers in the 
role or within you… as well as the risks without 
you.

Every investment and opportunity has risks, but organizations fero-
ciously try to dodge, eliminate, nullify and if at all possible avoid risks.  
They seek to avoid any and all risks in people and in roles.  In fact, they 
often will compromise in expected outcomes or be willing to extend far 
more resources than preferred in order to successfully mitigate risks.   

Risks by their nature can be endless in possibilities and descriptions, 
and normally will  be closely related to your own industry, profession 
and workplace situations.  However, you can generally consider a num-
ber of risks to fall into various general and universal categories such as 
legal risks, operating/functional risks, safety or danger risks, social risks, 
service or product risks, loss, damage or catastrophic risks, capital or 
shareholder risks, public opinion risks, competitive risks and political 
or public opinion risks.  Most organizations are evaluating and policing 
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risks through a variety of means across all of these areas.  Anything you 
can do or offer as an employee in your role and as a citizen of the orga-
nization (or as a candidate seeking a role) to nullify and minimize risks 
in each of these area will be well received.

Risk can be tactical or strategic.  Every day, there are countless ways as 
you perform your role that you create or minimize risks in the categories 
above.  However, some risks relate to long-term scenarios such as fail-
ing to innovate today in order to be competitive tomorrow, disregarding 
toxic discharges today that will present an environmental nightmare 
tomorrow, faulty engineering design, construction negligence or inat-
tentive management today that will lead to massive lawsuits tomorrow.  

The quality of your thinking and the quality of your work often has a 
direct correlation to reducing risks on many fronts.  This is why personal 
qualities of attention to detail, good judgment, human relations and 
communications skills, strong problem-solving skills, imagination, cre-
ativity and innovation arising from seeing what others cannot see can 
be so appreciated by companies and institutions.  In fact, as you have 
likely read or heard in the news, so much of recent terrorist events such 
as the horrors of 9/11 where labeled as “failures of imagination.”   Values 
and ethics can also play a very strong role in preventing risks.  There are 
times when you should “pick up the whistle and blow it loudly,” in order 
to save your organization, your role and yourself, from impending catas-
trophe (as the workers of Enron would today attest!).  Great thinking 
and effective actions are highly valued commodities in every workplace 
because of their risk-reducing capabilities. 

Risks have positive and negative biases in work roles… in most roles 
there are risks that organizations judge to be acceptable in order to gain 
the results they seek, as well as minimize resources.  There are risks 
that organizations desire for you to take, such as trying new procedures 
and processes, innovating new products and programs, being decisive 
within your realm of responsibility and authority.  In other words, every 
role has what are considered “good and positive risks” that are encour-
aged or even imperative to be present for the organization’s success 
and survival.  This is why is it so essential that you seek to be informed 
with regard to what risks are part of your role and what risks are to be 
avoided.  In fact, the ability to know how to manage and astutely navi-
gate the channel between good and bad risks is often admired as one of 
the greatest qualities in workers, especially leaders, engineers, medical 
professionals, managers, law enforcement and so many other profes-
sions.  In this context, a person unwilling to take “positive risks,” thus 
paralyzed in their role’s preferred performance, is often considered to 
be a “negative, unacceptable risk” because of that fact. 
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Risk perceptions about you or your work role

What are the risks you bring with you?  What are the risks of investing 
in you or your role in each of the categories above?  What can you do to 
make yourself more valuable as related to risks?  And, conversely, how 
does an investment in you minimize or negate risks that the organiza-
tion may have if it doesn’t invest in you?  Will you require more or less 
risk tolerance than others with whom you are competing for, or in, the 
role?  Do you have a strong work ethic?  What are your values?  Do you 
spread enthusiasm or discontent among coworkers?  Do you use sick 
days as holidays?  Are you creative and a great problem-solver?  Are you 
attentive or are you indifferent to the needs around you?  Are you rigid 
or narrow in your thinking?  Do you quickly learn from mistakes?  How 
resourceful are you in confronting daily challenges?  Answers to these 
questions have direct impact on how an organization judges risks that 
are present in you.  

Often simple uncertainties or unknowns about you or your role are 
perceived as risks.  Few people appreciate how serious the implications 
of the risks corner is to their getting the role they seek, as well as keep-
ing the role(s) they enjoy.  Keep in mind that you are always competing 
against the organization’s other options and choices, including other 
people, and risk evaluation is always a factor.  Also keep in mind that 
the three corners of the Organizational Triangle are highly interrelated, 
but not totally, for there are many reasons, important ones, for distinctly 
differentiating these three areas and each of their three dimensions. 

Can you offer proof of relevant past performance, values, ethics or • 
skills to the organization?  
Can you show relevant experiences and usage of situational skills to • 
get your audience into a greater comfort zone?   
Can you show what you can contribute in documented, empirical • 
accomplishments?  
Can you extend personal and professional references and, if appli-• 
cable, relevant certifications and accreditations?  
Can you impart confidence that you can deliver what you promise • 
and help the organization avoid that which it defines as risk?  
What can you do to convey reliability?  • 
Can you respond with positive predictability to the qualities of per-• 
formance the organization must have?  

Keep in mind that risk, like beauty, is another item in the eye of the 
beholder.  Some would even say that perception is everything!  To think 
how you can represent your “risk reducers” in the organization’s eyes, 
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first think of the many ways you may add risk, putting yourself “in their 
shoes.”  Then try to think of negotiable ways to minimize these risks.  
Where and when possible, make your pay and your options partially or 
even fully contingent upon, or proportionate to, your performance.  This 
often ultimately allows you to gain much more, and yet present much 
less financial risk to the organization.  Ideally, you should strive to show 
that there are greater risks if you are NOT within your role!  This let’s 
you use the “risk factor” in a judo-like manner for your career advan-
tage.  In any case, keep in mind that relentless risk evaluation is always 
taking place, and a critical factor in organization’s decisions, whether it 
is articulated by them or not!

Here’s another perspective of risk “perception” to consider.  How diver-
gent or different is your background, thinking style, body of experience, 
education and personality from those of people in the work community 
and its roles (or if applicable, the role’s interactions with customers, 
shareholders or vendors)?  Even though diversity often creates more 
productivity and innovation, hiring managers often are more comfort-
able hiring in their own image and hiring those with whom they feel 
“familiar.”  This is an area where classic and chronic hiring mistakes 
are made by organizations—and they happen everywhere, every day.  
Managers and recruiters have a tendency to “hire in their own image.” 
When it is applicable, you should consider pointing out the value of 
diversity and perhaps even constructive contention.  In other words, if it 
is true, show the value of the differences you offer that the organization 
may need, even if they don’t yet realize it (or perhaps to combat lurking 
fears that you are “different”).  You can help the organization perceive 
less risk related to your thoughts, compatibility or adaptability to the 
individuals in the organization, customers, vendors, to the organiza-
tion’s culture or to its overall environment (such as stress, rapid change, 
intensity, hours and so forth).  Be alert and attentive to problems and 
opportunities for you, as well as to the impression you make in these 
considerations.  

Perhaps other “affiliation” options such as contracting, interim and con-
sulting solutions are also being weighed.  With this in mind, consider 
letting the organization get to know and “test drive” you through some 
type of contingent or progressive arrangement.  Then, you too can try 
out the organization and your role to see if it’s a good fit for you.  This 
lowers perceived risks in their (and your) decisions. 

There is almost always substantially less risk if you are satisfied and 
fulfilled as you perform your work.  Show the hiring manager that 
you understand yourself and that you are seeking Flow—an alignment 
between yourself and your needs and the organization’s roles and its 
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needs.  Communicate the insights and share information you have 
gained from the PT and Flow frameworks, and use them to your per-
sonal marketing advantage.  Conveying the knowledge learned through 
these frameworks will impress companies with your self-awareness and 
your desire for a great, predictable relationship.  They should perceive a 
dramatic reduction in the inherent risks of your prospective relationship 
together, and a perceived dramatic increase in the investment rewards 
for having entered into a relationship with you.  This is assuming that 
there is alignment.  If not, perhaps you and they should both look 
elsewhere.  For many organizations this perspective that you offer and 
possess dramatically reduces their risks.

Again, because I do not know you, your past, your industry, your 
profession, your desired career path or the roles you seek and the orga-
nizations that offer them, I must encourage you to adapt this framework 
specifically to your circumstances as you deeply consider yourself and 
your qualities.  Then consider the risks and the risk avoidance that you 
offer in the context of the organization’s concerns, whether or not they 
convey and articulate these risks.  Also, seek dialogue with management 
to together think of ways that you and the organization can both manage 
risk and make the risk exposure more attractive for both of you.  That’ll 
impress ‘em!

Organizational Triangles and 
Personal Triangles/Flow as 
“Decoder Rings”…
What if you and the organization could have “translators” or, as from 
some of our childhood’s, “decoder rings” so that each could understand 
what the other is needing, saying and desiring?  Now you do.  The two 
Triangle Frameworks (Organizational and Personal) along with Flow 
are very important components of translating and appreciating each 
other’s needs in your symbiotic relationship with an organization.  
Used together and properly, they become reliable relations design and 
communication mechanisms, enabling both parties to be heard, and 
thereby begin to understand and respond to each other.  The Personal 
and Organizational Triangles along with Flow “create and enable a 
common language” that has been sorely needed in the workplace for 
decades.  You and the organization can give one another what each 
needs.  It becomes reasonable then, to ask for and expect to receive what 
you need.  By separating what we are (the Personal Triangle) and what 

It’s not easy being green.  
It seems you blend in with 
so many other ordinary 
things and people tend to 
pass you over ‘cause you’re 
not standing out like flashy 
sparkles in the water or stars 
in the sky.

—Kermit the Frog
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organizational roles are (The Organizational Triangle) and addressing 
each of them independently (though interrelated), both we and the 
organizations we serve can realize a new universe of opportunities and 
potential together.  

Every work role has an Organizational Triangle… whether shared 
or not. 

Every worker is viewed through the lens of the Organizational 
Triangle… whether they know it or not.

Only an organization can “author” and “own” an actual Organizational 
Triangle, (just as only you can ultimately “author” and “own” your 
Personal Triangle and what comprises Flow for you).  It is the orga-
nization that designs and defines the work roles as well as makes the 
judgments with regard to the value of its workers, (which by their nature 
are based on the three corners of the OT).  However, all too often the 
complete and comprehensive information regarding the OT, whether 
about you or your role, is not considered or shared.  This is at best inef-
fective and at worst dangerous for everyone involved!  

Shared understanding of OT-related information provides you and 
organizational management with common perspective and insight (just 
as organizations can appreciate how you make career choices by under-
standing your Personal Triangle and the Flow framework).  Good work 
relations and exemplary work role performance depends on accurate 
and complete information and feedback.

Understanding and applying the information of the Organizational 
Triangle enables you to precisely understand what is and what is not 
expected of you.  Periodically gaining feedback on how you are per-
forming with regard to each of the three areas and their respective 
dimensions, along with guidance and support for improvement, is vital 
for work role success.  This information allows you to make stronger 
performance, innovations, solutions, propositions, proposals and argu-
ments to companies and institutions.  This information will also help 
you understand your PT information in better ways, since you will begin 
to more effectively recognize the assets and liabilities that you present 
in work roles, and be able to manage your career accordingly.  You will 
be more effective in persuading organizations to see your value and 
your viewpoints because you will understand how to offer and provide 
them the performance they seek.  Keeping abreast of an organization’s 
viewpoint constantly and responding accordingly will make it much 
more probable that you will get and keep the role(s) you desire with that 
organization. 
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Typical Questions at this point:
1. “Are there times when information in my Personal Triangle and 
information in the Organizational Triangle will overlap as well as 
conflict?”

A very good question and an important one!  The answer is “yes!” to 
both overlapping and conflicting items in the Personal Triangle (PT) 
and Organizational Triangle (OT) frameworks.  Your PT information 
holds within it all that you are, all that you seek and all that you offer 
with regard to the work aspects of your life.  Therefore, when your work 
role is right for you, the needs that an organization has and expresses in 
the OT will include much of what you are and have to offer, as expressed 
in your PT.  In fact, as you will learn in a later Illumination, both effec-
tive personal marketing as well as the pursuit of Flow and Work Role 
Mastery is gaining as much possible, attractive overlap, alignment and 
congruity between your PT/Flow parameters and the OT parameters.  
Being able to look in both directions (into who you are and what you 
offer as well as into the needs of a role) will help you be much more 
astute in choosing your roles, and having good paths of role success and 
personal advancement.  

It is equally true that when you attempt to diagnose, repair or solve 
problems regarding your work or work relations, the answers will reside 
in creating and carefully reviewing the differences between your PT/
Flow and the OT.  Where and when there are serious differences in the 
PT/Flow requirements and the OT requirements, there are normally 
serious problems. 

However, this does not mean that there will not be some conflicts 
between PT/Flow information and OT information even when your 
work is right and good.  Typically, such discrepancies are the result 
of “informed compromise” that you have made or negotiated in order 
to gain or achieve other things or attributes that are more important 
to you.  You may have also deferred some needs in order to progress 
toward a greater destination that you have in mind that dictates the 
need for compromise at this time.  

2.  “I understand the importance of having both the positive and 
negative aspects of information in each corner and this seems rather 
straightforward in the outcomes and resources corners, but I am con-
fused about what you mean by positive and negative with regard to 
risks.  For example, what is a positive risk?”
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Yep, this one can be messy and a mind-twister!  Perhaps these points 
will help…

• The rules I place here are somewhat arbitrary and offered only for 
guidance.  You, as well as an organization, can make your own rules 
with regard to bias, which may serve your industry, profession or 
situation in a more accurate manner.

• Positive information should be those risks that are recognized and 
accepted by an organization.  Negative information is those risks 
that are unacceptable.  

• Positive information should be those risks the organization requires 
that you take as a part of the role to avoid even greater risk by not 
taking them (of course with the exercise of due diligence and good 
judgment).  Negative information should be used to describe those 
aspects of risk management with regard to your role that the orga-
nization does not want you participating in, touching or exploring 
within your responsibilities and authority.

• Positive information should be used in those comparisons where 
greater or less risk may be present, based on the course of action 
that is taken.  Here, I take an “inverted” approach.  That is, if the 
risks are greater, I apply the negative label, since greater risks are 
negative, and vice versa for the positive label, as I use it when the 
risks are less.

At work, everyone is a risk manager within the scope and execution of 
their role and their performance within the role.  Even positive risks 
should be minimized whenever possible, except in those circumstances 
where avoiding them is paralyzing, dysfunctional or generates even 
greater risks.  Doing nothing, with one’s head in the sands of denial or 
avoidance, can be one of the greatest and most negative risks one can 
add to one’s work, especially in today’s fiercely competitive operating 
climates.

3.  “I am trying to market myself more effectively for a role that I very 
much desire.  Do you suggest I incorporate Organizational Triangle 
information into my resume or cover letter?”
Of course, there are all types of ways you can apply Organizational 
Triangle information to the content and message in either resumes 
or cover letters.  Unfortunately, for most people though, cover letters 
and resumes often go into unread piles, eventually finding their way to 
shredders or trash bins, or alternatively get interpreted, sliced and diced 
by technologies called “resume parsing,” “applicant tracking systems” 
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and so forth in today’s world.  To thrive in your role or in marketing your-
self for a new role, both in your organization and across your career, you 
should design, construct and execute a Personal Marketing Program.   
As a part of the OT Illumination, I am including modest instruction 
on one of the Personal Marketing Program’s central components, the 
Personal Value Proposition™.  You can think of this as a structure of 
information and an actual document that you share as a part of your 
personal marketing campaign.  The Personal Value Proposition (PVP) 
is a compelling argument that you make (or propose) that directly fol-
lows the OT framework and addresses each area in it.  At a minimum, 
I suggest that you replace your cover letters with a PVP (which you can 
learn the basics of within this Illumination).  If you speak the language 
of your audience, you are bound to get a better reaction.  That’s what 
the PVP does.

Furthermore, the SeeMe™ is a much more powerful device than a resume, 
but there will be more on that as well in later Illuminations.  Again, at a 
minimum, if you must use a resume, at least make sure that all parts of it 
address the matters of the role you are pursuing as forcefully and clearly 
as possible, in consideration of all aspects of the OT for the role.  (You 
might say, the ad or posting does not have the OT information… well 
unfortunately they seldom do.  So, be resourceful and do the investiga-
tive work you need before you submit anything.  Beyond this, make sure 
you make a strong impression at the interview by exploring the OT, and 
show how you are the best possible “OT solution” for the role.)

4.  “I appreciate the substantial value of the Organizational Triangle, 
but in my company we do not have exposure or access to any of this 
type of information, in either our jobs or in our annual reviews.  What 
do you suggest I do to get this information?”

That’s unfortunate for you and the organization.  This absence of 
information can present many forms of danger to your relations.  You 
mention “annual reviews,” often these are an attempt at expressing the 
Organizational Triangle, but without the guidance of the OT’s structure.  
The OT is the best possible definition and structure for considering and 
sharing role performance expectations and feedback thereof.  

So the answer becomes simple… seek quality, constructive, exploratory 
dialogue with all those in the know, especially your direct supervisor.  
Conduct progressive and comprehensive investigation and discussion 
in all areas of the OT until you can get the information, as well as peri-
odic feedback on how you are doing in each aspect of the OT.  In most 
cases, this dialogue and the investigation itself will be seen as very posi-
tive, and add much respect for you and who you are.  Don’t be surprised 
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if there are not clear and well-thought answers, for often management 
has not clearly considered how they actually make their decisions.  Of 
course, don’t be a bull in a china shop.  I strongly encourage you to 
introduce your management to the Career Fulcrum series at a mini-
mum.  This way, we can help both of you, all along the way.  You might 
just become a hero for doing so. 

5.  “I want more income and benefits from my work, not less.  However, 
you advocate that I should try reducing the resources that my organi-
zation has to provide to me.  This doesn’t seem to make sense to me, nor 
does it sound like a reasonable or acceptable premise for me to even 
consider.  Is there something I am missing?” 

Yes, there is much more you need to understand in this area.  First, the 
OT introduces you to how the organization thinks, makes decisions and 
is motivated… period.  No organization seeks to increase your income 
and benefits without a very strong reason to do so.  What would the rea-
sons be?  Well, they would have to reside in one or multiple areas of the 
OT, including resources.  This gets back in many ways to ROI, return on 
investment.  If you seek to make it more likely that the organization will 
invest more in your compensation and/or benefits, it behooves you to 
make yourself more valuable so they will have at least equal or greater 
returns should they do so.  Again, the answers may reside in any of the 
three primary areas of the OT and the related dimensions of each.  For 
example, in the Resources area, what can you do to save the organiza-
tion money through your work or your ideas?  In the special time areas 
of resources (time to gain, productivity and duration), can you shift any 
of these so the organization would see benefit?  Here is a very simple 
example.  You would be more likely to stay with the organization (dura-
tion) as long as the compensation package is competitive with your 
other options.  

In fact, sometimes a momentary increase in resources demands may 
create an ultimate reduction overall.  For example, should the organiza-
tion send you to additional training or help you gain more advanced 
certifications in the area of your profession and its needs? This may 
allow the organization to ultimately reduce its costs of other related 
suppliers or workers, gain greater revenues from you, reduce its risks 
exposure to liabilities and as it does so, provide you with role advance-
ment and greater responsibilities, which in turn often leads to “fatter” 
compensation packages.  You have to find ways to navigate and address 
the needs of the OT to have any reasonable expectations of your own 
needs being met.  Any other approach would be based on entitlements, 
and you are no more entitled to compensation than your organization 
is in its own markets with its own clients or customers.  You must earn 
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your compensation by the competitive value you offer.  The OT unlocks 
the secrets of your “value.”   

6.  “I have worked at my organization for five years and they have never 
given any indication that this is the way they are making decisions 
about me or anything else they do.  Are there exceptions of organiza-
tions that act on other principles that the OT does not address?” 

Not in well-run, progressive organizations of which I am aware.  The OT 
is universal and pervasive.  Now, that said, there are three categories of 
examples where OT may not be in effect:

I. There are some dysfunctional examples out there that get pretty 
weird, strange and typically pretty bad with regard to the end 
result.  Some of these examples are:

A. Organizations that are for some reason divorced or separated 
from normal conventions of operation and survival:
1. Money flowing in that is “unearned,” as in many of the 

.com and technology companies of the late 1990s, where 
shareholders literally dumped tons of money into organi-
zations without oversight of performance.  This leads to 
departures from the OT in a variety of ways.

2. Where families or close friends are in positions of author-
ity, and with that power make choices and selections 
based on those relationships, as opposed to placing the 
best performer in the role.

3. Organizations that have monopolies.  Thus protected 
from competition, this can become rather inefficient with 
regard to how they are lead and operated. 

B. Organizations insulated, sheltered and independent from 
more mainstream survival dynamics. Examples of these are 
sometimes city, state and federal governments that have roles 
that are quite protected from performance, resource and 
risks metrics.  In many of these, there are a variety of forces 
taking place which I could not begin to predicatively model.   
An exception may be, in almost all cases that workers can 
be very susceptible to the disease of entitlement or have to 
depend on social favoritism.  Of course, those that are elected 
and those immediately surrounding them as appointees are 
vulnerable to the voter’s performance expectations.

C. Where leadership fails in their organizational role and respon-
sibilities, and uses their power and authority for personal 
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gain and reward.  When this happens, everyone is in danger–
employees, shareholders and suppliers.  When leadership’s 
interest turns into a primarily self-serving function of greed 
or malice, it gets very ugly, as we have all seen countless 
times.  This phenomenon can play out not only at the top 
level of a organization, but anywhere where authority is dis-
tributed, even down at the local, front-line team level.  This 
is one of the highest levels of risks an organization can have, 
and you can sometimes “nip it in the bud” if you witness it 
and act immediately. 

II. The OT is part of a revolution we call Work Role Yields 
Management™ that is just now occurring and picking up 
steam.  It is based upon the emerging science of Relationship 
Performance™.  Organizations know the OT to be true as an 
organizing principle, but unfortunately many of them have not 
yet applied it to practice nor reduced it to specific information 
for each role and each person.  Many have yet to do a good job in 
communications and feedback, by using the structure of OT.  So 
where this is the case, you can expect the normal variances and 
deviations as this matures.  However, if a recruiter or manager is 
doing their role well for an organization, they are being guided 
by the OT, whether implicitly or explicitly. 

III. As the organization designs a work role around the OT (and ide-
ally compensation and work rewards around the PT) there are 
inevitable judgment calls, compromises and changes between 
the areas, for example, balancing outcomes against resource 
demands and risks, and decisions thereof.  This being the case, 
even the organization practicing sound principles with the OT 
may have variance and changes between what you are using 
and what they are using from time to time.  It is always good to 
have frequent dialogue to stay synchronized and in agreement 
regarding OT information.

7.  “Does knowing and responding to the Organizational Triangle 
ensure my success?”

Now you’re expecting miracles, magic carpets and silver bullets!  
Certainly, there are no absolute guarantees of anything in our lives.  
Stuff that stinks happens, regardless of our best intentions, preparation 
and actions.  We make mistakes.  Others make mistakes.  We are all fal-
lible and imperfect humans.  There will be mysteries we do not fully 
understand.  

Management is in the same 
state today that the natural 
sciences were during the 
17th century, before the 
discovery of the circulation of 
the blood.

—Elliot Jacques
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Putting responsiveness to the OT to personal practice dramatically 
increases the probability of success in whatever you do with any orga-
nization.  The OT will guide your understanding and investigation into 
why things do and do not happen regarding yourself, your role and 
your career.  However, there are various factors, such as the workplace 
being competitive, that means someone may simply be mastering the 
OT much better that you.  The workplace is filled with incompetence, 
“shoot from the hip” thinking and deficits of information.  This means 
someone may not realize how well you are performing, may misjudge 
your performance or may not have well-defined and considered per-
formance expectations.  Sometimes managers and leaders are simply 
“asleep at the wheel.”  Equally, sometimes you may think you have 
understood or interpreted the OT accurately, but you are mistaken.  
Keep in mind, the only true OT is the way the organization defines OT.  
All that said, following the guiding principles of the OT is by far the best 
means and method that I am aware to have outrageous success in your 
work and your work role relations.

Summary  
Now you have a very powerful tool for investigating, pursuing, navigat-
ing and achieving successful relationships with organizations.  You now 
know how to better respond to the realities and needs of organizational 
work roles.  You now have a long lever to be more capable of gaining 
what you seek from your work.  This can be quite simple, yet in the 
beginning, this can appear so complicated.  The OT gives you a crystal 
clear view of organizational reality, the way it is and will be for you and 
your work.  You cannot afford to hide from or deny these realities.  Nor 
do you have any reason to be a victim any longer of what’s happening 
around you at work, due to ignorance of the forces and factors at play.  
The guiding frameworks of Career Fulcrum will be valuable to assist 
you in addressing the realities of today’s work and its workplaces.  If you 
accept what I say as true of your reality at work, you may already realize 
these four important points:

1. Only through being the best available option for an organiza-
tion to continuously gain what it wants, and avoid what it 
does not want, can you expect to achieve you what you need in 
exchange for your role performance.

2. Although you can make, propose or imagine your best subjective 
case, argument and proposition about your value to organiza-
tions, ultimately, it is the organization as the “buyer” that defines 
your actual value through its eyes, judgments and perceptions.  
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Therefore, it is critical that you understand the buyer’s view-
point.  Their viewpoint is The Organizational Triangle.  The 
organization’s perception through the OT is the final and abso-
lute judge of the benefits, assets, value, merit, demands and risks 
of what you bring to them.  

3. Organizations, especially contemporary, for-profit enter-
prises, competing in global markets, are now increasingly 
meritocracies (meritocracy simply means they judge people, 
suppliers, machines or real estate based on their best perfor-
mance options).  Whether the organization is small or large, 
local or global, you will survive and thrive within an organization 
based ultimately on your merit… as the organization defines it!  
Period.  You must never deceive yourself or fall into denial—just 
as the organization must serve and compete to survive in its 
marketplace, you must do the same thing within any organiza-
tion—you are always competing on your merit in comparison 
with other people and alternative options within and outside 
the organization, including displacing, redefining or eliminating 
the role altogether through the use of technologies, outsourcing, 
installation of new processes and so forth.  

4. In the absence of competitive personal work role performance, 
it will be basically impossible to realize the desires and needs 
of your Personal Triangle or be able to gain and sustain Flow.  
Neither Flow, nor the desires and needs of our Personal Triangle 
(Core or Screamer items) are “entitlements.” Gaining what you 
need for work satisfaction must be earned by your accurate and 
continuous offering of superb, competitive performance within 
work roles.   

These four points are not bad things at all… they are realities that you 
can leverage, apply and utilize to gain precisely what you seek from your 
work.  There are long-recognized realities that every successful athlete, 
actor, musician, model, independent contractor or consultant, profes-
sional commissioned salesperson, entrepreneur, top student, politician, 
trial lawyer, top executive, fighter pilot, respected nurse or doctor and 
successful career-track achiever have each known for decades.  For most 
working persons today, personal role performance which is accurately 
coupled with organizational performance is the premary basis of per-
sonal career success and work security.  Yes, this means there will be 
less and less places for slackers and weak performers to hide.  It means 
equally there will be an endless number of new places for everyone that 
seeks to deliver value to personally shine, and in doing so, to gain what 
they desire. 
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High performance associates delivering substantive outcomes for com-
panies are almost always sought and in demand.  After all, they simply 
consider this a good investment due to the ROI, just as premium perfor-
mance facilities, machinery or consultants are sometimes considered.  
By this point in the Career Fulcrum series, you know the landscape of 
yourself and what creates satisfaction (Flow) in your work.  Now you 
also know the viewpoint of an organization as it designs, manages and 
considers its work role and the people within them.  You can now take 
the two lists of Figure 1, The Contexts of Individuals vs. Organizations, 
and add a really important item to the top of each list: people gain Flow 
by what is or is not in their Personal Triangle, whereas organizations 
pursue the Organizational Triangle!

Put very simply…
 organizations have work roles,and

people have lives.This difference drives
entirely separate sets of needs in work

relations that must be addressed.

It is imperative that you understand and respond to both an organiza-
tion’s needs as well as your own.  This is a matter of defining and pursuing 
“fit.”  By serving the organization’s needs and requirements, you can 
ensure that the organization will be more responsive and accommodat-
ing to your needs.  OT performance is your Career Fulcrum.  

The Organizational Triangle, The Personal Triangle and Flow are 
“essential literacy” for success in one’s work and career.  

When one find’s oneself 
in a hole of one’s own 
making, it is a good time to 
examine the quality of the 
workmanship.

—John Renmerde 
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Knowing the Organizational Triangle gives you a very potent formula for knowing how to 
get the attention of an organization and influence their response.  It also helps to know 
marketing fundamentals.  One of the best ways I know to get right to the essence of sell-
ing and marketing anything, especially yourself, is described in the classic marketing guide 
by Theodore Levitt of Harvard University, The Marketing Imagination.  Solid, proven, 
timeless marketing fundamentals are presented concisely and are easily accessible to the 
lay reader.  With this and knowledge of the Organizational Triangle you’ll be well prepared 
to begin to get the results you want!

In the Personal Value Proposition Supplement found at the end of the Career Fulcrum 
Illuminations, I have provided some very direct information to help you put together a 
personal proposition of the value you bring to a role that should be extremely valuable to 
you.

If you desire to advance your abilities to seek your ideas, dreams, vision and personal poten-
tial, I advise you read Selling the Dream by Guy Kawasaki.

To get a radical and more visionary peek at the new perspectives of people and their 
organizations, read Bill Jensen’s Work 2.0, Watts Wacker’s The Visionaries’ Handbook, 
and also take a look at the, perhaps, equally bold The ClueTrain Manifesto (by various 
authors).  These books will probably cause some “brainquakes” for you, but that’s not bad.  
(It’s a “take your medicine/it’s good for you” kind of thing!)  

If you’d like to see great examples of what organizational leaders are reading to better 
understand your audience, the new talent marketplace, then read Gary Hammel’s Leading 
the Revolution, Jon Katzenback’s Peak Performance, Aligning The Hearts and Minds 
Of Your Employees, Bruce Tulgan’s Winning The Talent Wars, and Marcus Buckingham 
and Curt Coffman’s First, Break All The Rules.

Other good books that illustrate effective career strategies are:  
• From Chaos to Confidence by Susan M. Campbell, Ph.D.
• The Success Principle by Ronald N. Yeaple.
• We Are All Self-Employed by Cliff Hakim.
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“Writing a Resume” from  VIEW WITH A GRAIN OF SAND , copyright © 1993 by Wislawa Szymborska,  
English translation by Stanislaw Baranczak and Clare Cavanaugh copyright © 1995 by Harcourt, Inc.,  

reproduced by permission of the publisher.

This material may not be reproduced, stored in a retrieval system, or transmitted in any form or by 
any means without the prior written permission of the publisher. 

WRITING A RÉSUMÉ 

What needs to be done? 
Fill out the application 
and enclose the résumé. 

Regardless of the length of life, 
a résumé is best kept short. 

Concise, well-chosen facts are de rigueur. 
Landscapes are replaced by addresses, 

shaky memories give way to unshakable dates. 

Of all your loves, mention only the marriage; 
of all your children, only those who were born. 

Who knows you matters more than whom you know. 
Trips only if taken abroad. 

Memberships in what but without why. 
Honors, but not how they were earned. 

Write as if you’d never talked to yourself 
and always kept yourself at arm’s length. 

Pass over in silence your dogs, cats, birds, 
dusty keepsakes, friends, and dreams. 

Price, not worth, 
and title, not what’s inside. 

His shoe size, not where he’s off to,
that one you pass off as yourself.

In addition, a photograph with one ear showing. 
What matters is its shape, not what it hears. 

What is there to hear, anyway? 
The clatter of paper shredders.
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