
© 2016 by OrgVitality, LLC. All rights reserved under the U.S. laws and international treaties, including the Berne Convention. 

No part of this work may be reproduced, distributed, republished or used without the expressed written consent of author.

September 16, 2016

The Three Types of People Every 
Organization Needs

…or the Case of the missing Post-it

People Analytics & Future of Work



Presenter

Jeffrey Saltzman

OrgVitality CEO
Adjunct at Binghamton University SOM

MA in I/O Psychology 

33 years of consulting and field experience

© 2016 OrgVitality

Author
• Creating the Vital Organization, Balancing Short-Term Profits with Long-Term Success (2016 – with Scott Brooks)

• Strategic Surveying in the Global Marketplace (2010), appearing in Going Global (with Scott Brooks)

• My Jeans are Irregulars (2009) 

• Five Global Truths (2008), appearing in Building High Performance People & Organizations (with Jeff Jolton)

• Well, I Don’t Think that is Going to Grow Back (2008)

• A Moose in the Distance (2007) 

• Regular blogger (jeffreysaltzman@wordpress.com) 



3
© 2016 OrgVitality

“Filled with great stories of leadership challenges 

and choices, this book illustrates what really 

drives company success. Checklists at the close 

of each chapter provide a useful summary that 

can be helpful to any executive team. If you want 

to achieve the best of both current performance 

and future potential, then this book is for you.”

Marc Sokol, Executive Editor 

People & Strategy

Available on Amazon and at other on-line retailers
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Simultaneous balance
of: 

• Current Performance 
and 

• Future Potential 

for long term, 
sustainable success
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Current 
Performance

Future 
Potential

Vitality is Dynamic Balance…

Streamlining Current Performance and Building Future Potential
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VITALITY DESCRIPTION

Customer Loyalty
New Markets

Efficiency of Execution
Scaling Innovations

© ORGVITALITY 2016

Effective Execution
Designing the Future

Exceptional Service
Brand Dev’t

Valued in Market
Building For New Markets

Support High Performance
Attracting for Future Needs
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WHERE IS VITALITY?

Organization as a whole 

• Different subsidiaries, functions, departments or teams focus on current 
performance or future potential

Composition of specific teams 

• Team is comprised of some individuals who target current performance, 
and some future potential

Unique individuals

• Employee balances both pursuits, or switches between them often

• Executors, Explorers, Boundary Spanners 

© ORGVITALITY 2016
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What is more important?

No actual organs were harmed in making this slide!
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The Executors/Explorers/Boundary Spanners

Executors: Maximize current performance, allowing 
organization to operate efficiently and effectively.

There needs to be a flow from Exploration to Execution and 
Boundary Spanners enable that flow.

Explorers: Focus on which products and services company 
will offer, the markets it will exploit, envisioning the future.

Boundary Spanners: Operate with one foot in both worlds, 
integrating the work of Executors and Explorers.
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Vitality Model

Model based on Saltzman & Brooks (2010), Strategic Surveying in the Global Marketplace and the Role of Vitality Measures. In Going Global: Practical 
Applications and Recommendations for HR and OD Professionals in the Global Workplace.  Described completely in Brooks & Saltzman (2016), Creating the 
Vital Organization.

Explorers

Executors

Boundary 
Spanners
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The Characteristics of Executors

Executors: Maximize current performance, allowing 
organization to operate efficiently and effectively.
• Able to deliver a consistent, high quality existing 

product or service to customers
• Customer service focused
• Laser focused on targets and goals (e.g. sales, cost 

control)
• Embraces consistency
• Can be excellent manager, developer of team
• Drives exceptional performance

Most organization members are Executors
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The Characteristics of Explorers

Explorers: Focus on which products and services company 
will offer, the markets it will exploit, envisioning the 
future.
• Able to learn from existing environment and transform 

it into something new and innovative
• Makes targets ad goals secondary considerations, 

shifting them as new avenues and opportunities arise 
and are explored

• Embraces change, adaptable, self-motivating, never 
satisfied with current products, methods or procedures

A small number of people in organizations are Explorers
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The Characteristics of Boundary Spanners

Boundary Spanners: Operate with one foot in both worlds, 
integrating the work of Executors and Explorers.
• Operationalizes new products and services making them 

market-ready, reliable, reproducible and cost-effective.
• Determines and understands market potential for new 

products, services and opportunities
• Determines worthwhile investment
• Recognizes fail-fast moments
• Experienced, knowledgeable, can deal with ambiguity
• Transitions Explorer’s concepts and prototypes into 

Executor’s day-to-day operations
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The Characteristics of Jobs

While some jobs are pure 
Execution, Exploration or 
Boundary Spanning, many 
jobs cut across these 
elements and contain 
varying amounts of each 
characteristic.
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The Case Study I

Beyond Coal: Imagining Appalachia’s Future
(Sheryl Stolberg, August 17th, New York Times)
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The Executors/Explorers/Boundary Spanners

Explorers:  “What comes after coal?” “It’s ‘terrifying’,… because 
people are out of work, but it is also this liberation, to reimagine 
what this place can be”.

Boundary Spanners:  “Quit thinking of yourself as unemployed 
coal workers; you’re technology workers” – BitSource

Executors:  New ventures creating jobs that are “giving young 
people a reason to stay.” These Executors need to insure that the 
new organizations remain viable and deliver products and 
services that make them so.
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Case Study II

• Explorer: In 1968, Dr. Spencer Silver accidentally created 

a "low-tack", reusable, pressure sensitive adhesive. For 5 
years he was told he had a "solution without a problem“

• Boundary Spanner: In 1974, Art Fry, came up with the idea 

of using the adhesive as a bookmark. Fry then utilized 

3M's officially sanctioned "permitted bootlegging" policy to 

develop the idea.

• Executor: After finding out that employee loved the notes, 

in 1978, 3M issued free samples directly to consumers. 

The product was sold as "Post-Its" starting in 1979.  
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Case Study II

"I thought, what we have here isn't just a bookmark, it's a 

whole new way to communicate.“ – Art Fry

"I came to be known as Mr. Persistent because I wouldn't 

give up.” – Spencer Silver

“…like many ground-breaking innovations, theirs was a 

product nobody thought they needed until they did.”                  

– Spencer Silver

In the late 1990s, a workplace study showed the average 

professional received 11 messages on Post-it® Notes each day.
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The Competencies of Each Type  

Explorer Boundary 

Spanner

Executor

• Motivated by intensity 

and complexity of 

broad challenges 

• Pushes the boundaries 

of what is done with 

their work

• Naturally finds a path 

through ambiguity and 

chaos

• Translates concepts from 

one field into another 

• Integrates strategic and 

tactical goals to create 

something new

• Translates conceptual 

vision into tangible to-do’s

• Motivated by specific, 

tangible goals

• Applies tried and true 

approaches 

• Protects deliverables 

from risk, potential 

barriers 

• Successful when 

articulated goals are 

met, exceeded
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The Nature vs. Nurture

Can Operating as a Vitality Leader be Taught?

• You may be born with certain tendencies regarding decision-
making, agility or resiliency, but…

• Through education, environmental exposure and behavioral 
practice you can help to shape those tendencies.

• Vital Organizations don’t simply rise spontaneously, they also 
take work and effort. There is a need for practice to operate in 
a Vitality fashion. 
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Vital Individuals

www.OV-CVO.com

Personal Boundary Spanning
• Open to trying new ways of doing things
• Optimistic re: accomplishment, what people are capable of
• If fail, rebound quickly, learn from mistakes 
• Excited about working on toughest problems organization faces
• Energized interacting with people
• Look in unorthodox places for the best ideas
• Can sense how others feel about a topic, aware of their needs
• Regularly help others understand and work towards goals
• Have distinct learning goals and career achievement goals 

Group Boundary Spanning
• In place people needed to meet demands of our customers
• In place talent who can envision and pursue new ideas 
• Have at least five percent boundary spanners 
• Understand/monitor current and future needs of customers
• Notice/sponsor best ideas for improvements/innovations 
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• Strategic Employee Surveys

• Engagement Surveys

• 360 Assessments/Coaching

• Organizational Metrics & Strategy

• Decision Support Portals

Additional Services

- Customer Surveys

- Competency Models

- Performance Management

- Innovation Workshops & Consulting

At OrgVitality, we are experts in designing projects that are linked 

to strategy, generate useful insight, and drive positive action.

We help individuals and organizations thrive
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• Projects led by seasoned 
veterans

• Highly secure/robust 
infrastructure (SSAE16 Type 2 
SOC 2 Audited Facility)

• Technology to execute 
efficiently, deploy expertise

• Unique combination of deep 
consulting expertise with 
broad organizational 
perspective

• Flexibility, focus on your goals

• Scientific grounding

Jeffrey Saltzman
Jeffrey.saltzman@orgvitality.com

(914) 747-7736 

www.orgvitality.com

New York : San Francisco : Tel Aviv

The About OrgVitality


