


The leadership paradox

We’ve been asked to empower, collaborate and 
innovate, while the system still rewards control, 
certainty and short-term delivery.

What leaders say ≠ What the system rewards

Culture lives in the gap.



The system set expectations 



Why now?



The system always speaks louder than the slogan

“We value innovation” Business cases require certainty before experiments begin.

“We value collaboration” Functions are rewarded only for local targets.

“We value empowerment” Decisions still move upward for approval.

“We value learning” Failure triggers blame and tighter control.



What leaders focus on, becomes culture

1

ATTENTION

What do leaders 
repeatedly ask 

about?

2

DECISIONS

Do leaders create 
ownership or 
dependency?

3

BEHAVIOUR

What do leaders 
consistently model?

4

MEASURES

What behaviour 
does the system 

reward?

5

PRESSURE

How do leaders 
respond when 

things go wrong?

Culture is the cumulative effect of repeated leadership signals.



As a leader 

Gain a broader, deeper view

Re-engage, take an action

Focus

Step back



Employees read culture through everyday signals

EXPECTED SAFE

• What gets discussed

• What gets measured

• What happens when things 
go wrong

• Who is trusted to decide

Culture is not the poster on the wall 

Edgar H. Schein’s Three Levels of Organizational Culture model.



And then, what happened….

EXPECTED REWARDED TOLERATED SAFE

We are confirming that our 
organization has a strong focus 
on quality and speed. 

We are well-structured to deliver 
value to our clients. 

We are discovering that our 
organization is less effective 
with our own employees in 
creating a collaborative and 
creative space to contribute. 



How case evolved 



When leaders start focusing on what matters

CLARITY

Fewer priorities. Clearer outcomes. 
Explicit trade-offs.

LISTENING

More questions before answers. 
More time near the work.

OWNERSHIP

Teams brought proposals, not only 
escalations.

REINFORCEMENT

Recognition shifted toward collaboration, 
learning and judgement.

Leadership attention moved from controlling activity to enabling outcomes.



What employees start to experience

MORE
VOICE

FASTER
DECISIONS

GREATER
TRUST

SHARED
OWNERSHIP

BETTER
DEBATE

LESS
ESCALATION

MORE
LEARNING





Culture, operating model and strategy must reinforce each other

CULTURE

What behaviour
people experience

OPERATING
MODEL

How authority, work
and measures are 

designed

STRATEGY

What matters, why,
and what we choose 

to focus on

LEADERSHIP EFFECTIVENESS AT SCALE



A practical leadership cycle

CLARIFY
What matters most?

What will we stop doing?

ALIGN

How do our structures, policies, 
and measures support it?

ENABLE
Do people have context, 
capability and authority?

INSPECT
What is changing?

What are we learning?

FOCUS
ON WHAT
MATTERS



A question for your organization

“We say that __________ matters,
but our system rewards __________.”

Please share your sentence in the chat.



Three ideas to take with you

AI Generated image



When leaders focus on what truly 
matters and align the system around it 
culture stops being an aspiration and 
becomes an organisational 
experience.

Thank you

allanjellas@gmail.com 
https://www.linkedin.com/in/ajellas/ 

Your feedback is 
appreciated Let’s connect

mailto:allanjellas@gmail.com
https://www.linkedin.com/in/ajellas/
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