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Engineering
Leadership
is complex

How to 
simplify

it?



"The whole is
simpler than
the sum of its

parts."

-  WILLARD
GIBBS
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YOUR TEAM 
AS A SYSTEM
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W. DEMING

“A bad system
will beat a

good person
every time”
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Systems Thinking is a
way of making sense of

the complexity of the
world by looking at it in

terms of wholes and
relationships rather

than by splitting it down
into its parts.







Systems Thinking is 

SYSTEMS
THINKING

not about creating a
restrictive system

about creating an
effective system with
space for people to
achieve their full potential



1. SYSTEMS
THINKING

2. HOW TO
USE IT IN

PRACTICE

3. REAL
EXAMPLES

4. LEADING
CHANGE

Our Talk
Today



I N P U T S

O U T P U T S

YOUR TEAM 
AS A SYSTEM



How?



How?

1. Understand your 

objectives



How?

1. Understand your 

objectives

2. Inspect the work as a series

of systems



How?

3. Actively manage your

team's systems
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objectives
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B E  H I G H L Y  P R O D U C T I V E

A N D  C O N T I N U O U S L Y

I M P R O V E

H A V E  E N G I N E E R S  T H A T

A R E  F U L F I L L E D  A N D

G R O W I N G  I N  T H E I R

C A R E E R S  
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P R O D U C T

How does work go from idea to
production? 

How are requirements and tasks
defined?

How is success defined?

2. Team Systems



E N G I N E E R I N G

How are iterations managed?

How does a task go from creation
to delivery?

How is quality verified?

2. Team Systems



P E O P L E

What are the feedback loops for
engineers?

How does an engineer learn on
the job?

How does career growth work?

2. Team Systems



3. Act
Improve 
System

Identify 
Bottlenecks 

Measure 
Results
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Leading change
can be

challenging

It relies on a vision

It requires time 

Time

Performance

Late Status Quo

Resistance

Chaos

Integration

New Status Quo

Satir Change Model
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Team Results <> Individual

Results

The tech industry is setup
for individual productivity

Team Efficiency <>

Individual Efficiency

Leading change
can be

challenging

It relies on a vision

It requires time 
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An effective team will
push all its members

forward

Building an effective team
is the main job of the EM.



Value team
results over

individual
results

LEADING CHANGE
“A company could put a top man
at every position and be
swallowed by a competitor with
people only half as good, but who
are working together.”
 
~W. Edwards Deming



Observe and
understand the

work

LEADING CHANGE
“All we are doing is looking at the
timeline, from the moment the
customer gives us an order to the
point when we collect the cash.
And we are reducing the timeline
by reducing the non-value-adding
wastes.”
 
~Taiichi Ohno



Be accountable 
& lead toward

results

LEADING CHANGE

“Many managers are not
executives. Many people, in other
words, are superiors of other
people and still do not seriously
affect the ability of the
organization to perform. […] They
are ’overseers’ in the literal sense
of the work.”

~Peter Drucker
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Understand
your team

goals

Become an
expert on the

work

Act on the
system

Actively lead
change



Not all team members will identify the same
critical issues, nor will they think of the
same solutions, even if they did. Some
solutions will result in more critical issues. 

Out of this intellectual cacophony, the leader
has to do the work of comparing and
contrasting concepts, integrating proposals,
answering and asking questions, correcting
misunderstandings, providing due
recognition, sequencing input, and finally,
producing a plan of action to achieve the
purpose. 

Systems Leadership: Creating Positive Organizations

THANK
YOU

MEDIUM.COM/FRANCISCOMT
FRANCISCOMT
@FRANKMT



“We'll get him
when he comes
back in!”

“He's not coming
back.”


