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Culture matters most with transformation change
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Presenter
Presentation Notes
Culture becomes vitally important at moments when the business knows it must change, and what has worked b4 will no longer work


What worked to grow the business, will not likely be what’s needed to change the busienss.
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The behavioral patterns that 
members believe are required to 
“fit in” and “meet expectations” 
within their organization.

What is Organizational Culture?

Presenter
Presentation Notes
We all talk about culture, but few attempt to define what it is. This is the working definition that we’ve seen that is most useful.
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Organizational Culture Inventory®
Style Groupings

Members interact with 
others and approach 

tasks in ways that will 
help them to meet 
their higher-order 

satisfaction needs.

Members interact with 
people in ways that will 
not threaten their own 
security.

Members approach tasks
in forceful ways to protect 
their status and security.

Copyright © by Human 
Synergistics International

Presenter
Presentation Notes
There’s been years of research on culture, and even more years of empirical experience on cultures that are nimble.
I’ve used this instrument to characterise types of cultures and why some cultures are more capable than others at times of breakthrough strategies.

An organizational culture is mapped on a circumplex. The 12 cultural styles are grouped as above, into three main categories: Constructive, Passive/Defensive and Aggressive/Defensive. 
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An example – two cultures

* Cultural behaviors exhibited within HP/Compaq integration teams
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Presenter
Presentation Notes
Neither one is an S-curve jumping culture at the moment.  These patterns do not correlate to 1+1=3.

Blue:
Avoidance – let a problem fester rather than take the risk of being messenger with bad news
Opposition – find fault in ideas and action in order to preserve status quo (power pos’n etc).
Red:
Power – Need to be seen as powerful, to have status, position and all the trappings of authority
             regardless of any other achievement goal.  Power for its own sake.
Competitiveness – Create win-lose situations, always setting up the next win-lose which creates
             noise in system – energy and money leakage.





Deploy the right strategy

Sample of issues Corresponding 
strategy

Uninformed, unrealistic 
resource and project scope
Compounded by silo’d and 
interdependent workstreams

Political Bias dominates

 Indecision or revisiting 
decisions

Momentum inadequate

Decision Accelerator

Uninspired leadership
behavior

Strong PMO

Managing Defining 
moments

Presenter
Presentation Notes
Culture is something very hard to name.  It is “how work get’s done”.

I’ve found the best way to change the culture, and ensure it supports the strategy, is to make culture
a program, within a larger program.  The key is to have clear measures, specific strategies and interventions
that serve the contour of the larger program.  Separate culture initiatives sometimes work, but often better
when they are apart of the change to be executed.

In the interest of time, I’ll go deep into the 2 strategies but give an overview of all 3.




Sales Management Product Management CFO

CEO and direct reports

Frequency:

As Necessary

Regular 
schedule

Bi-weekly or
As needed

Weekly or
As Needed

Program Board (Business Sponsor, Functional leads + domain delegates as needed)

IMO & Business Leads

Comms

Acquire to 
Ship

Product Dev/ 
Operations

Global & 
Solution Mrktg

Field Services

Partners/OEM/
Resellers

HR

Finance & 
Accounting

IT & Business 
Processes

SME Revenue 
Recognition

North Am. APJLatAmEMEA

Solution 
Management

Global 
Support & 
Services

Go-to-Market (GTM) Cluster Product Cluster Corporate Services Cluster

Procurement

Managed 
Services 

Product
Lifecycle

Budget / BU 
Controlling

Development 
Hosting

Strong Program office

Real Estate / 
Facilities

Legal / 
Contracts

Risk 
Management

PricingSales Mgmnt 
& Operations

Cluster & work stream alignment with regional & local resource
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Presentation Notes
Classic program office.  This was a merger project.  But with big complex changes, the mode of problem solving is often inadequate.
Typical challenges:
Scope is determined by resources available. And overall, the amount of change needed achieve the goal is under-estimated.
Areas of extreme value or risk get no more management attention than other areas.  Mediocrity sets in.
Or – plans set are unrealistic and impact overall timeline because of downstream dependencies.
During implementation – significant disruption is often known but ignored  




Resulting Program structure
– influenced by culture objectives

Presenter
Presentation Notes
18 workstreams, producing 6 month project plan, each row representing…  each column representing….
Lines, representing.

> Reaction – up front: Why are we doing this.  Can’t people plan on their own.
> Lesson – the dilemmas often got hidden.  Forcing the rigor brought the dilemmas out:
    > Re-organization – what’s the timeline, how will it work, when will I be considered, what happens if I’m not selected.
    > Change and communications – 90 changes in 10 weeks.  The risks were considerable and it was not time for passive disengaged behavior.
    > System cutover – highly disruptive!  How was it being managed.  Should we have any confidence in that team?  Or should I assume the worst.
    > Role of the program office – reporting only, micro-managing, what’s right?
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Strategy: Coaching Leadership behavior

Focus:

Actively manage, and predict the critical

Incidents or defining moments.

Presenter
Presentation Notes
This is a cultural strategy that is completely the first.  Right brain, intuitive – not so much cause and effect.

Leadership behavior 

A fully 50% of success of a change depends on the leadership behavior.  Of all of the levers available for change, it is the mosst
Visible and widely studied.

During a signficant change – that causes the organization to re-evaluate what worked before, will not work this time – the leadership norms aren’t set.  And the old ones are everywhere.

Actively managing these moments is crucial.



Strategy: Coaching Leadership behavior through 
‘Defining Moments’

A critical incident/defining moment is a 
widely visible action or event which:

• reveals the current cultural state;
• tests the will of the leaders, and
• shapes the culture of the company or business unit.



Strategy: Coaching

Active discussion

1. What is going to happen/or did happen

2. What are possible responses

3. What would be more constructive

4. Iterate until confident

Presenter
Presentation Notes
Improve word choice, facial expression





In summary, what are the lessons?

 Diagnose the behavioral issues

 Select the right strategy
e.g. Sufficient structure, 
appropriate interventions, 
coaching, prioritization etc.

 Foster transparency – including 
treating the culture change like 
other programs with same rigor 
and discipline (measurement, 
strategies, resources).

 Sponsor’s commitment to pushing 
in spite of resistance

Strategies

Corporate Objectives

Values

Strategies

Presenter
Presentation Notes
Other strategies that could be deployed:
Prioritization of programs
Simplify/clarify accountability and structure
Reassign talent to appropriate roles
Training of new skills
Change symbols and rituals
Etc.




References: 

 Always change a winning team by Peter Robertson

 Leading Change by John Kotter

 Jim Arena, 408.761.4688, jimarena@juniper.net
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Organizational Culture Inventory®
Circumplex with a Brief Description of 

the 12 Styles

Members are expected 
to gain status and influence 

by being critical and constantly 
challenging one another

7

Members are expected 
to take charge and “control” others, 
and make decisions autocratically

8

Members are expected 
to operate in a “win-lose” 

framework and work against 
their peers to be noticed

9

Members are expected 
to avoid making mistakes, work long hours, 

and keep “on top” of everything

10

Members are expected to gain 
enjoyment from their work and 

produce high-quality 
products/services

12
Members are expected to be supportive, 

constructive, and open to influence in 
dealing with others

1

Members are expected to be friendly, 
open, and sensitive to the satisfaction 

of the work group

2

Members are expected 
to set challenging but realistic goals 

and solve problems effectively

11

Members are expected 
to agree with, gain the approval of, 

and be liked by others

3

Members are expected 
to conform, follow the rules, 

and make a good impression

4
Members are expected 

to do what they are told and clear 
all decisions with supervisors

5Members are expected 
to shift responsibilities to others 

and avoid being blamed for mistakes

6
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Presenter
Presentation Notes
Here are brief descriptions of each of the 12 cultural styles.    Styles 11, 12, 1 and 2 are proven to be most effective at jumping the s-curve – 
Achievement 
Self Actualized
Humanistic – Encouraging
 Affiliative

www.humansynergistics.com
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