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Executive Summary 
 

When organisations became aware of the cultural and gender differences that would be 

reflected in the workforce during the 21st century, many began to examine their policies and 

practises. Organisations have realised that in an evolving global economy, the importance of 

their demographics to the demographics of the consumers and constituents they wish to 

serve. Fully functioning corporate social responsibility seems to be the watch word whereby 

organisations are measured on their successes by how diverse and inclusive their workforce 

is. This report will examine what good culture change should look like in the modern 

organisation. 
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1. Defining Diversity & Inclusion 

 

1.1 Defining Diversity 

If you were to conduct an internet search for a definition of diversity, in less than four 

seconds, the chances are that you would generate over one hundred million results. The 

references would range from topic-related articles to blog posts by people of all generations 

and from across the globe. Diversity encompasses the many dimensions of human 

differences including thought and expression. As we work towards understanding diversity 

in its fullest expression, a growing body of proven methodologies has established itself as 

part of mainstream organizational work and is essential to organisation’s success. In an 

individual or a personal context, diversity refers to the differences among people with 

respect to race, ethnicity, culture, gender, gender expression, age, class, mental and 

physical abilities, sexual orientation, religion, stature, educational level, job role and 

function, and personality traits. Diversity embraces the way in which we are similar and to 

and different from human beings. As an individual, I am like some people and unlike others. 

I am unique, yet I am a member of the human race and share other humans’ genetic and 

emotional constitution. That is the paradox of diversity. We are unique and we are the 

same. 

 

1.2 Defining Inclusion 

 

Inclusion is a lot like being at home rather than just being a guest. If you’re a guest in 

someone’s home, the standard is that you will be treated respectfully. Being given an 

invitation to “make yourself at home” gives you a piece of the ownership. You can open the 

fridge door and get your own drink and feel comfortable being there. Inclusion in is about 
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creating the conditions that leverage differences-race, gender, expression, age, sexual 

orientation, class, religion, health, stature, educational level, physical and mental ability, job 

level and function, personality traits, thought and expression, and other human and social 

differences. 

In the workplace we leverage our differences in order to drive business outcomes, spur 

innovation, and achieve the mission of the organisation. In our societies, we leverage our 

differences to create peaceful environments and transform our society for the good of all. 

This is a very difficult and challenging process and measured not by whether or not 

someone feels that they are included. Feeling is included is a by-product of an inclusive 

culture. 

Full acceptance of membership in an organisations depends on an individual’s ability to be 

seen as the prototype of that organisation. The prototypical member will personify the 

norms, behaviours, values and even appearances seen as important to maintaining the 

culture of the organisation and power relations within it. As a result, diversity or divergence 

from the prototype introduces tensions around who belongs in the organisation. When 

understood and managed effectively, this tension can be described as good or creative 

tension that produces new ideas, new products, and new processes. Creative tensions 

appear and are negotiated through social dynamics that influence inclusion as it is 

experienced by individuals. These dynamics are the result of three factors experienced or by 

perceived by individuals: 

• Inclusion-Exclusion: The quality, frequency, and tone of day-to-day social 

interactions and interpersonal experiences that move individuals toward or away 

from a sense of full membership. 

• Identity Integration: The extent to which individuals are able to bring their social 

group identities such as gender and ethnicity into an organisation. 

• Social Power: The authority or legitimacy individuals have in exercising power within 

the organisation or the degree to which they experience differences in how power is 

exercised over them to those who enjoy full membership. 

 

At an organisational level, inclusion dynamics are reinforced and embedded in an 

organisation’s culture through its: 

 

• Mission, Vision, Values: 

• Strategy, Structure, Systems 

• Policies, Practises, Procedures 

 

Thus, inclusion can be  best understood in its dynamic state. The diversity of the 

employee base, the inclusion dynamics they experience, and an organisation’s 

culture all influence the emergence of an inclusive working environment. 
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1.3 The Language of Culture 

 

The terms culture, ethnicity, nationality and race have long been used 

interchangeably in our everyday verbatim. Yet learning the distinct meanings of 

these terms and using them intentionally in our conversations can increase the 

effectiveness of cross-cultural and cross-ethnic communications. The below are 

some working definitions of these terms: 

 

• Culture: A socially transmitted, shared design for living and patterns for interpreting 

reality on the basis of values and practices of people who interact together over 

time. 

• Ethnicity: A group of people related through a common racial, national, tribal 

religious, linguistic, or cultural origin. 

• Nationality: The status of belonging to a particular territory by origin, birth or 

naturalisation. 

• Race: A biological system of classifying people on the basis of shared genetic history 

or physical characteristics. 

 

Take for example the United States of America which is home to over three hundred 

cultures that differ around such issues as control, independence, gender roles, time 

orientation, and risk behaviour. Historically, European American culture has greatly 

influenced and set the standard for most American norms. Take, for example, time 

orientation. Researchers and anthropologists have distinguished between circular 

time cultures, which experience time as a circle wherein each point in time is sacred 

and worthy of being experienced fully in the moment, and cyclical time cultures, 

which experience time as being composed of the past, present, and future, with 

attention given to the future. In some cultures, time is determined by repeated 

cycles of activities, such as the agricultural cycle of planting, cultivating, and 

harvesting. From this perspective, time is only viewed in the past and present tense. 

Because of today’s global workforce, which includes people from many different 

cultures, time orientation can present challenges in diverse settings. For example, if 

a meeting is scheduled to start at 9:00 am, does that mean we begin the agenda 

promptly at 9:00 am, or do we begin to gather in the room and greet one another at 

9:00 am.? Is the gathering as central to a successful meeting as the prompt attention 

to the agenda? When would someone be considered late, and what would be the 

consequences of such behaviour? What do you think? How would you handle time 

management in a meeting of culturally diverse teams? 

 

1.4 Approaches to Managing Culture 

 

Organisations with diverse work environments struggle to manage cultural diversity 

successfully. With the understanding that enabling individuals to fully express who 
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they are maximises creativity and productivity, organisations now consider managing 

diversity to be an essential component of effective strategy and institutional 

excellence. Managing differences evokes a bit of discomfort individually and 

interpersonally, and as a consequence there is discomfort at the organisational level. 

Historically, most organisations and community agencies have solved the cultural 

dilemma by adopting one of the following approaches: 

 

• Cultural-Deficient Approach: Popular in the 1960s and 1970s, cultures other than 

white European were considered to be lacking in cultural strengths; therefore, the 

best approach to dealing with those who were culturally different was to provide 

them with opportunities and education for cultural development. This approach is 

consistent with the melting pot/assimilation model, which is still fairly dominant in 

America. In this approach, minority populations within organisations melted into or 

assimilated with the majority culture. 

• Cultural-Blind Approach: Considered by many to be forward thinking, this approach 

deemphasises cultural differences and emphasises cultural similarity. In theory, this 

approach appears to be diversity-affirming, but in practice, it demonstrates a 

hierarchical and superior approach. In other words, to deal with differences, the idea 

is to pretend that the differences do not exist. 

• Cultural-Denial Approach: This approach also lays emphasis on cultural sameness, 

but instead of being blind to differences, the existence of differences is ignored. 

• Cultural-Tourist Approach: This approach emphasises the strengths of each culture 

and celebrates differences by sharing culture. We visit each other’s cultures and are 

welcome guests. Cultural feasts that facilitate sharing foods and traditions usually in 

the form of dance and dress are popular in organisations and educational settings. 

Simplistic in its orientation, this approach does not deal with the differences in 

expression of cultural values and norms that often lead to clashes and 

miscommunication. 

• Cultural-Tapestry Approach: This approach recognises and celebrates the differences 

that are evident in multicultural environments. Like an exquisite tapestry that holds 

individual artistic impressions yet is also a unified art piece in its totality, 

organisations that abide by this approach incorporate the various ways of knowing 

and thinking and the various perspectives into the very fabric of how business is 

done and the mission is achieved. 

 

 

2. Reasons for Strategic & Cultural Change 

 

 

2.1 Surviving Crisis Situations 

 

A crisis can be a reason for strategic renewal and cultural change. However, the crisis 

itself does not provide any direction for the change. A vision of the future and a clear 

idea itself does not provide and direction for the change. A vision of the future and a 
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clear idea of the approach to the change was required. A prime example of this seen 

at Philips Recruitment when the crisis threatened the continued existence of the 

business and this was the reason for drastic change in their working practises, 

structure and culture. The issue for Philips Recruitment is that it is a support 

department that has come under enormous pressure because insufficient because it 

added insufficient value to the business process. Philips Recruitment did not react 

early enough to an extremely competitive recruitment market. As a consequence, 

customers threatened to no longer do business with the support department. It is 

essential for all staff departments prove their customer value. It is not always a crisis 

situation that requires a support services function to change its approach. 

Sometimes the business’ own ambition is a reason for repositioning and cultural 

change. However, management always has an absolute will to make something of it. 

Management feels it is being held to account and sometimes provoked by the 

external criticism of its functioning. This results in a reappraisal of management’s 

own task and own identity. 

 

 

 

 

 

2.2 Strengthening Legitimate Position 

 

Companies quoted on the stock exchange are under pressure from the market to 

change and enhance efficiency. Government services do not have a market. For 

them, the pressure comes from social interest groups and supervisory authorities 

and consists of the possibility of losing their social legitimacy. The loss of legitimacy 

threatens the continued existence of the organisation. Management feels it is being 

held to account by the external criticism of its functioning. This results in a 

reappraisal of management’s own task and own identity. Citizens, enterprises, social 

organisations and politicians want the people in the organisation to act effectively, 

and they raise their voices if the service does not perform up to scratch. 

 

 

 

2.3 International Expansion 

 

International expansion brings businesses into contact with other cultures. These 

cultures can collide and enrich each other. International partnership will undeniably 

change one’s own company culture. Structures and systems also change in the 

partnership. When international collaboration occurs, leaders encounter the culture 

of different countries. With international mergers it is essential to know and 

acknowledge the local customs and habits. Companies work from local branches that 

are rooted in the culture of the country in which they operate. International 

collaboration and getting to know more than one culture brings one’s own cultural 
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peculiarities to the surface naturally. The exchange of knowledge and professional 

exchange help gradually evolve the culture of the organisation. 

 

 

 

 

2.4 Appreciating and Valuing Variety 

 

More and more businesses operate in countries with different cultures and employ 

people from different cultural backgrounds. The question is how leaders deal with 

the cultural differences between countries and the differences in background of 

their own employees. To what extent are businesses capable of recognising diversity 

and variety and appreciating it? This will be one of the most difficult tasks for leaders 

in cultural change in the coming years. 

 

2.5 Breakthrough Innovation 

 

Sometimes organisations choose explicitly a strategy of investing in innovation 

together with external partners. The ambition is to realise something new, with the 

understanding that collaboration is needed to realise the innovation. Through 

innovation with others, a process of gradual cultural development arises in which 

one’s own identity is strengthened and the business idea grows. For example, 3M 

deliberately chooses innovation as its business model. This focus contributes to 3M’s 

market position as an innovative enterprise. In the innovation process, the 

organisation seeks partnership with external partners and customers. On the one 

hand, this concerns partners who know 3M well and who fits in well with the 

innovative force. This results in a strengthening of their own culture. On the other 

hand, it involves partners whose knowledge and expertise make them stand out. The 

realisation of cultural differences contributes to a deepening of the cultural values of 

the company. Cooperation with partner organisations and involving customers in the 

innovation process means these companies know their own strengths better and 

better, what they stand by and what they go for. This results in their own identity 

and business ideas becoming stronger and through that, the culture of the 

organisation. 

 

2.6 Reasons for using Culture Change 

 

Leaders of successful companies make use of poor performance and results to start 

fundamental changes that can strengthen their market position. Surviving crisis 

situations needs leaders to seize the crisis in order to ditch existing certainties. These 

leaders have a vision of the future and great motivation to actually use this crisis for 

delivering change within their organisations. When organisations are under pressure, 

it is easier to question entrenched patterns and acquired rights and go back to the 

heart of the matter: Why are we here on earth, what do we stand by and what do 
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we go for? However, in contrast to what theoretical explanations and practical 

manuals say, it is apparent that crisis is not an imperative condition for enabling 

cultural change. For social enterprises and government services, external pressure 

plays a part in the decision for cultural change otherwise these organisations 

threaten to lose their legitimacy. Dissatisfied customers, improper treatment of 

customers and pressure from politicians or other external actors are reasons for 

drastic changes. 

An inspiring vision for the future helps an organisation to qualify itself for the future. 

Formulating that vision for the future requires sensitivity to the surroundings and an 

awareness of which values are essential to the continued existence of the 

organisation. That vision is not solely based on customer value, shareholder value 

and employee value but precisely also about the social value and the meaning of the 

organisation. This social value makes the future often arise in meetings between 

management, managers and employees and are translated on the spot into an 

ambition with qualification criteria for the future. In one case, customers were also 

invited to think along with the business about a valuable future. The vision for the 

future and the qualification criteria are linked to the strategy, the structure, the 

indirect reason for cultural change, it is striking that leaders of successful 

organisations do not renounce or disqualify the past. They know the strength from 

the past and appreciate the contributions that people made in the past. They choose 

an appreciative and positive point of view when looking at the past, present and the 

future. 

Reinventing business propositions is all about creating value for customers, partner 

organisations, shareholders, employees and society as a whole. Reinventing business 

propositions means a continuous process of development and cultural change in 

organisations. This process is embedded in strategic development and cultural 

change in organisations. Renewing the business proposition primarily concerns 

designing the customer relationship through product innovation, rebuilding 

technological infrastructures and cultural changes in the organisation. Professionals 

in finance, IT. Logistics, Recruitment and HR play an important role in redefining 

business propositions. It is about their contributions to the daily service and the 

support of people who work in the core process of the company. Organisational 

leaders, business managers and professionals share visions and emotions and 

collaborate in realising new business models and strategic and cultural changes in 

the interaction with customers. Valuing diversity and variety is one of the most 

challenging tasks for leaders in cultural change. Globalisation and internationalism of 

companies result in leaders in organisations having to deal increasingly often with 

people from different backgrounds and diverse cultural backgrounds. The variation 

in background, expertise and opinions has increased enormously in the past years. 

One key question is how leaders can put this diversity and variety to use for strategic 

and cultural renewal in their organisations. It takes courage to make cultural 

diversity visible and discussable, and “honest conversations” are needed to make the 

differences where a lack of ambiguity is standard. On success factor for organisations 
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in the future is how they are able to cope with this variety and mobilise it to form a 

new and innovative culture which thrives on healthy disruption. 

 

 

3.Organisational Leadership 

 

3.1 Creating Awareness of the Environment 

 

Leaders in cultural change are aware of developments in the surroundings and they 

know what is happening in the organisation. They know themselves and study others 

in depth. They use this awareness to direct the energy of the people in the 

organisation. They are role models and lead by example. It is essential for leaders in 

cultural change to be aware of their environment. Changes in the environment can 

be a reason why things cannot continue the way they are. Changing customer needs, 

internationalism, increasing competition and technological innovations can encroach 

deeply on the work processes and patterns of cooperation. This puts the existing 

culture under pressure. Recognising the necessity of change is often the first step in 

changing strategy, structure and culture. Threats from the environment are not 

always at the root of cultural change. The company’s own ambition to qualify for the 

future can also be a motive for cultural change. Then too, an awareness of the 

environment is necessary: What is happening in the environment, what do the 

customers want, what are the rivals doing, what opportunities does new technology 

offer the company and with whom can innovative networks be built? Fundamental 

changes can be initiated by necessity or by one’s own ambition. An awareness of the 

environment is essential to have meaning for the customers, to see new possibilities 

and use them and to see in due time when the continued existence of the enterprise 

is under pressure. An awareness of the environment is essential to have meaning for 

the customers, to see new possibilities and use them and to see in due time when 

the continued existence of the enterprise is under pressure. An awareness of the 

environment is also needed for maintaining contacts with external parties that 

influence the functioning of the business. 

 

 

3.2 Self-Awareness and Social Awareness 

 

Self-awareness and social awareness contribute to authentic leadership. What it 

involves is leaders knowing who they are and what their own motives are and 

knowing what affects others and how their own behaviour influences other people. 

Leaders who work on social awareness and self-awareness: 

 

• Develop a strong social antenna. 

• Are conscious of their own biography, salient events and their own career. 
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• Know what gives them energy and what their fascinations and sources of inspiration are. 

• Know their blind spots, idiosyncrasies and weaknesses and know how to compensate for 

them. 

• Avoid comfort zones and expose themselves to other cultures to learn from them. 

• Organise honest feedback from colleagues, friends and family. 

• Create a rich picture of the other and what affects the other. 

• Have an eye to the uniqueness and the power of the other. 

• Are accessible and approachable. 

• Are not afraid of making emotion visible and discussable. 

 

 

3.3 Matching your rhetoric with actions 

 

Managers are the bearers of culture in word and action. They are involved in the 

formation of culture and demonstrate model behaviour. Achieving culture change is 

a game with giving of meaning and a combined action of the board and managers 

together with the employees. Leaders are able to influence their followers subtly 

through exemplary behaviour. They make desirable behaviour clear in their daily 

interactions with employees and are thus a role model. If a leader asks his or her 

followers for a sacrifice, he or she is the first one to make the sacrifice. The values 

that leaders promote must be consistently visible in their daily behaviour; otherwise, 

the values are not taken seriously and the leader loses authority and respect. Top 

managers are always in the spotlight and employees who are searching for hidden 

meanings  follow their actions closely. Often those meanings are not meant that way 

at all by the top manager, but unclear statements or conduct are interpreted 

incorrectly and thus create a lot of unrest. That is why it is sensible to evaluate in 

advance how statements and actions might be taken. Many top managers rehearse 

presentations for their staff over and over again, definitely if the message is 

unpleasant or unexpected or if it concerns the announcement of a new strategy or a 

change in the organisation. Leaders in cultural change are aware of their role and 

position. 

• They do what they say and they behave in accordance with the values that they promote 

themselves. 

• They make clear why they should make certain choices and set priorities. 

• They are aware of the influence they have and the position they occupy. 

• They demonstrate exemplary behaviour and are a role model for others. 

 

4.Transformational Leadership 

 

4.1 Visioning the Future 
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A clear picture of what the organisation wants to achieve helps employees to 

understand what the meaning, goal and priorities are in the business. A vision gives 

meaning to the work, contributes to a positive self-awareness, stimulates 

togetherness and appeals to deeper human values. It is not enough just to articulate 

an attractive vision. It is also about the conviction that the vision is attainable. This 

conviction is easier if the vision has clear points of application that are relevant to 

the shared values of the people in the organisation. Leaders who want to persist 

with a change of course look for a desirable and feasible picture of the future to 

motivate their people to change. They use an inspiring vision to justify the efforts 

they demand of their people in order to make the change possible. In new 

businesses, it is the entrepreneur and founder who formulates the vision and looks 

for people to make that vision possible. In that case, it is reasonably simple to 

formulate a vision. This means that basic assumptions and underlying values are 

often implicit and unconscious. The skill in developing a new vision is to take these 

underlying issues into consideration. That is why in most mature organisations, the 

vision almost always comes about in a participative process that involves people 

from the business. This helps people to understand the new vision and support it 

actively. Leaders who develop an inspiring vision will usually do the following: 

• Take the values and opinions into the company into consideration. 

• Match the needs of people in order to have meaning. 

• Recognise the positive and negative powers that are present in the company. 

• Identify key persons who can enrich and promote the vision. 

• Involve the inside world and the outside world in the development of the vision. 

• Choose a clear and appealing wording for the vision that the company stands by 

and goes for. 

• Connect the vision with the core competences of the company. 

• Knows how to translate the vision into clear priorities and activities. 

• Gives people the confidence that the vision can be attained. 

• Monitors and refines the vision almost continuously and maintains a permanent 

dialogue about it. 

 

 

 

4.2 Articulating Core Values 

 

An important element of an organisation’s culture is the underlying values that guide 

the behaviour. The  underlying values and the shared beliefs are reflected in a 

company’s core values. The core values reflect the identity of the company, fit in 

with the vision of the enterprise and distinguish the organisation from other 

organisations. The core values match the qualities that make a company stand out 

compared with other companies. Core values give direction to behaviour. People 

challenge each other for their conduct, and managers sometimes use the values to 

correct behaviour. Sometimes, the core values are linked to selection and 
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assessment criteria. Working with core values can also have its downside. The focus 

can end up targeting specific behavioural characteristics too narrowly. The core 

values can also cause compartmentalised thinking and acting. The core values also 

influence how new leaders are selected and how the leader is expected to fulfil his 

role. In a mature organisation, this can result in the existing culture influencing the 

leader more strongly than the leader can influence that culture. To get away from 

this, it is essential for the new leader to appreciate and understand the existing 

culture in the organisation. Leaders in cultural change use core values to: 

 

• Strengthen the identity of an organisation. 

• Open up conflicts of discussion. 

• Connect people with each other from a basis of shared values. 

• Sharpen priorities and clarify the strategy. 

• Communicate clearly to the market what the company stands by. 

• Guide people’s behaviour and adjust it. 

 

 

4.3 Building Vital Coalitions 

 

Cultural change comes down to forming a vital coalition with people who dare to 

stick their necks out and take the initiative. Changing an organisational culture is not 

simple and it is too great a task for a leader or initiator to take on alone. Successful 

cultural change requires a joint effort of people who are capable of realising change. 

It is essential to form a coalition of people inside and outside the organisation who 

support the change and want to give shape to it. Line managers can have substantial 

representation in this coalition. If line managers are selected, they should be people 

who are prepared to think in a critical, positive way with others and who are a role 

model for others in the company. For the external members of the coalition, the 

kinds of people to consider are important customers, policy-makers, trade partners, 

union representatives, members of works councils and external consultants. A vital 

coalition is necessary for cultural change because such a drastic change can never be 

affected by someone on their own. A vital coalition is formed by people who: 

 

• Do not identify excessively with the existing values and habits. 

• Can and want to support the intended change from a position of commitment 

and experience. 

• Know the current context well and want to share that knowledge. 

• Can contribute innovative or surprising points of view. 

• Dare to stick their necks out and want to take the initiative. 

• Have a wide network and are prepared to put that network to use 

• Are a role model or key person for others. 
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4.4 Involving the outside world 

 

An open attitude to the outside world prevents tunnel vision in your own thinking. 

An open attitude towards external parties is in keeping with ideas about open 

innovation, where businesses share essential knowledge and invest together in 

innovations. Leaders who work on cultural change and bring the outside world in: 

 

• Have an open attitude to external parties. 

• Develop and maintain external networks. 

• Ask customers to participate in the formulation of their strategy. 

• Invite people to come in and take a look at how it works. 

• Find out which external parties can contribute to renewal. 

• Share their knowledge with external parties and see what kind of renewal is 

possible. 

• Enter into alliances to work with other organisations on innovations. 

 

 

 

 

4.5 Organising Teamwork 

 

Teamwork in cultural change requires first of all for working together to be regarded 

as a specific craft and point for attention. It is a skill to discern other parties, build 

networks, generate commitment and appreciate difference. Cultural change is often 

linked to a renewal of values. It is a creative process and an emotional one. The 

creative process is aided by recognising new possibilities, confronting different 

perspectives and daring to experiment. The emotional process profits from people 

knowing each other, showing respect and welcoming success for each other and at 

the same time ensuring that issues are not covered up for reasons of loss of face or 

shame. Openness is essential in teamwork. 

Leaders who organise teamwork: 

 

• Are aware of the playing field they operate in. 

• Know the players, the game rules and the game that is being played. 

• Have a vision of the content of the play and a game strategy. 

• Bring people together and build a team to achieve success. 

• Are enterprising, deliberately take risks and are sensitive to the effect of their 

actions. 

• Are transparent in their acting, open about progress and build up trust. 

 

 

5. Meaningful Leadership 
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5.1 Initiating and Sense-Making 

 

Events in an organisation influence how an organisational culture forms. When there 

are unexpected and special events, the people involved interpret the situation. They 

fall back on earlier experiences in interpreting reality. Their basic assumptions colour 

their perception of the events and influence the interpretation that they agree upon 

together. From that shared interpretation of the events, they can take action. Their 

action gives concrete interpretation to the culture of the organisation. Leaders in 

cultural change influence and encourage this process by paying attention in a certain 

way to incidents and events, by naming them, sharing interpretations and thus giving 

meaning to the event. 

Leaders who give meaning 

 

• Recognise unclear situations and acknowledge the uncertainty that this calls up. 

• Give meaning to the situation by stating openly and honestly what the state of 

affairs is. 

• Give confidence that a new future can be achieved through a joint effort. 

• Ask others to think with them about a new and desirable picture of the future. 

• Are prepared to make an effort and ask others to join in the renewal. 

• Make progress visible and discuss the relevance of the teamwork. 

• Through sense-making and teamwork, create a new pattern of values that can be 

used to approach uncertain situations. 

 

 

5.2 Setting Limits and Guiding Change 

 

In crisis situations, leaders step forward to identify the situation and tackle it. They 

realise that they cannot achieve the change all on their own and they gather people 

around them to work with them. They gather facts and examples and use them to 

indicate the seriousness of the situation. Leaders of companies that have long-term 

success all put customer value in first place, without neglecting the shareholders and 

other interests. They are explicit about what they definitely do not want and they 

show the direction for the desired or necessary change. They set priorities in the 

change and they know when they have to take steps to make space in obstructive 

systems, existing structures and prevailing patterns. 

Leaders who want to make the difference 

 

• Are open to the outside world and know what is important and what affects 

people. 

• Puts the customer and the customer needs first. 

• Use facts and examples to identify the situation. 

• Know what they stand by and what they go for and can express this clearly. 
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• Are explicit about what they do not want and clearly indicate where the limits 

are. 

• Set priorities and thus give guidance. 

• Dare to take decisions in changing systems and structure. 

• Shows how their decisions affect their own behaviour. 

 

 

5.3 Giving Direction and Space 

 

With cultural change, the issue is how space can be made for professionals and 

employees to show their initiative, creativity and entrepreneurial spirit. By giving 

direction from the point of principles, customer value, core values or what definitely 

is no longer permitted, space is created for people to take the initiative and 

experiment with renewal. People in companies who experiment with forms of 

cooperation and ways of working develop new behavioural patterns. They create 

new values in their cooperation and through their enthusiasm, pass these values on 

to others. A process of gradual cultural change comes about that people nurture 

from the real-life situation itself. To give space, direction is needed. The direction is 

given shape by being clear about what the company stands by and goes for, what 

the customer value is, which core values are essential and what the director or 

leader does not want. Within that space, it is desirable to have a variety of initiatives 

that are taken and experiments that are tackled. That helps a network of people to 

develop who continually enter into different relationships and occupy different 

positions. The people in this network tell and share their experiences with each 

other, creating a communal meaning. 

By giving direction and space, a movement gets going if 

 

• The direction is inspiring from a viewpoint of social significance, customer value 

and core values. 

• The direction marks out the context that gives certainty and within which 

renewal can arise. 

• The direction does not have prescribed procedures and provides space for 

individual initiative. 

• In the space people are challenged to take the initiative on the basis of 

commitment. 

• In the space initiators exchange experiences, learn from each other and stimulate 

each other. 

• In the space variety is stimulated, so that shared meanings can arise. 

• People in the space can celebrate their successes and share them with others. 

 

 

5.4 Telling Meaningful Stories 
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Telling stories gives directions and meaning. Attractive stories can inspire people and 

stories can easily be told again to other people. The interaction between the 

storyteller and their audience invites exchange and a search for meaning. As a rule, 

all kinds of stories make their way around companies, stories about the history of 

the organisation, the heroes and the anti-heroes and about special events. Those 

stories strengthen the culture of the organisation and nurture the implicit values and 

standards. They contribute to the picture of “how things are done here.” You can 

learn from the stories about the state of affairs and what the values and standards 

are. By adding new stories, space is created for changes to the leading values. New 

stories can provoke people’s power of imagination and they gain insight into wishes, 

hope and future. 

Renewers of culture use stories to 

 

• Sketch out an attractive picture of the future and inspire people for it. 

• Break open the discomfort that exists and make it discussable. 

• Make subtle distinctions in old stories and add new images and elements to 

them. 

• Say farewell to the old world. 

• Give direction by telling an attractive story about the new world. 

• Invite people to participate and together gain a view of the future. 

 

6. Appreciative Leadership 

 

6.1 Appreciating the best there is and might be 

 

Valuing the best there is starts with the belief that every organisation, and every 

person in that organisation, has positive aspects that can be built upon. Questions 

such as “What’s working well?” and What’s good about what you are doing right 

now?” are posed. When all members of an organisation are motivated to understand 

and value the most favourable features of its culture, it can make rapid 

improvements. This way of thinking is related to Appreciative Inquiry. Appreciative 

inquiry attempts to use ways of asking questions and envisioning the future in order 

to foster positive relationships and build on the present potential of a given person, 

organisation or situation. The basic idea is to build organisations around what works 

rather than trying to fix what does not work. This way of leadership starts a process 

into an organisation to examine the potential for creativity, innovation and change. 

It reinforces positive strengths, brings people together around attractive futures and 

creates meanings by sharing stories of success. Leaders who want to work 

appreciatively  ask appreciative questions: 

Valuing the best there is: 

 

• What is one of the most beautiful in your organisation? 
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• What gives you energy in your work and organisation? 

• When do you go home from your work truly happy? 

• What do people in your work really appreciate in you? 

• What do you appreciate in yourself? 

• What was a beautiful moment in a team you have been part of? 

• Tell me about a change process that gave you energy and pride. 

 

Visualising what might be: 

 

• Tell me how this team or organisation gives energy and pride. 

• What does an ideal team or organisation look like to you? 

• What does leadership look like in this situation? 

• What is the most challenging ideal you can think of? 

• Does it exist in your organisation already, and if so, where? 

 

After identifying and envisioning processes that would work well in the future, the 

development of new processes is planned and prioritised, followed by the 

implementation of the new processes. 

 

6.2 Valuing Differences 

 

Appreciation of customers and appreciation of the strength of the other are not the 

only things that play a part. With cultural development, appreciating the individuality 

of others in a team and being able to handle difference are also involved. Making 

cultural differences visible, discussable and manageable requires a social and 

emotional sensitivity for the things that are going on. And it requires the capability of 

appreciating difference, coping with conflicts and a certain degree of imperturbably. 

Leaders who appreciate difference 

 

• Have an eye for different qualities in companies and appreciate those 

differences. 

• Look for people in their own team who are different to themselves. 

• Bring people together who are from different backgrounds and with different 

qualities. 

• Stimulate bringing differences into the open and making them discussable. 

• Stay involved if conflicts arise from cultural differences. 

• Use conflicts about values as an opportunity to open up a valuable dialogue. 
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6.3 Building Trust 

 

Leaders in cultural change display self-confidence and have persuasive power, 

especially on the basis of inspiration and because they fit in with the underlying 

motives and values of employees. They act in a way that is consistent and 

predictable and matches the values being articulated. Leaders of successful 

companies remain optimistic about the chances of success, particularly if there are 

barriers or things are difficult just at that moment. They emphasise the positive side 

of the vision, show where they have come from, make visible any progress that has 

been made and give others the confidence that they are making a positive 

contribution to the success. The leaders in change entrust important tasks to others, 

provide access to sensitive information, eliminate unnecessary checks and build a 

strong team of people who carry the cultural change. They have an eye for the 

personal development of team members, create an open atmosphere and offer 

support to team members so they can complete their tasks satisfactorily. Leaders in 

cultural change work on trust by 

 

• Being self-confident and optimistic that the change can be realised. 

• Being open and honest about the situation as it presents itself. 

• Emphasising the progress and what has already been achieved. 

• Honouring agreements and doing what they say. 

• Acting consistently in accordance with the professed values. 

• Making successes visible and allowing others to share in them. 

• Supporting people in their contributions to the change. 

 

6.4 Introducing Fair Process 

 

Almost all business studies demonstrate that openness and honesty are essential to 

a change process, particularly if that change process affects the culture of the 

organisation and everything that seemed to be natural is turned upside down. The 

leaders create clarity in unclear situations. They are honest about what they also do 

not know themselves and they invite others to think with them. In this way, they 

create equality in collecting and sharing information. A communal search process 

comes about, a search for the meaning of an unclear situation. That search process is 

about recognising and acknowledging the emotions of others and themselves. The 

concept of “fair process” occurs literally in several companies. An honest process is 

characterised by involving people in decisions that affect them There is 

understanding for the feelings of others and space for expressing emotions. 

A fair process arises if 

 

• The parties involved have the possibility of sharing experiences and articulating 

the situation. 

• There is space for expressing and sharing emotions. 
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• The parties involved can influence the course of the proceedings and their 

outcome. 

• The process of decision making is transparent. 

• The final decision is clear and experienced as fair. 

• It is clear what the decision means for individuals. 

• It is clear what is expected of people on the basis of the decision. 

 

7.Learning Leadership 

 

 

7.1 Experimenting & Learning 

 

In every organisation, people learn from critical events and mistakes. These learning 

experiences form the culture because in these kinds of situations people in the 

organisation learn how they have to deal with unexpected things. These experiences 

become embedded in the “way we do things around here.” Leaders can stimulate 

learning processes in organisations and thus contribute to the formation of a 

learning attitude which can contribute to strategic renewal. The idea behind this is 

that people in learning organisations are curious and willing to experiment. 

Experimenting and learning means that people from different backgrounds are 

prepared to share their knowledge and welcome each other’s success. Systems 

thinking is based on building shared vision, reflecting on mental models, team 

learning and personal mastery. Building shared vision fosters a commitment to the 

long term. Mental models focus on the openness needed to unearth shortcomings in 

our present ways of seeing the world. Team learning develops the skills of groups of 

people to look for the larger picture beyond individual perspectives. And personal 

mastery focuses the personal motivation to continually learn how our actions affect 

our world. For leaders, the art is in recognising the five disciplines and working with 

them to bring about an open culture and a learning organisation. Basic principles for 

stimulating a learning organisation in which people experiment and learn are: 

 

• Continually clarifying and deepening our personal vision, focusing our energies, 

developing patience and seeing reality objectively. 

• Questioning our mental models, which are deeply  ingrained assumptions, 

generalisations or even pictures of images that influence how we understand the 

world and how we take action. 

• Building shared vision; a practise of unearthing shared pictures of the future that 

foster genuine commitment and enrolment rather than compliance. 

• Team Learning that starts with dialogue, the capacity of members of a team to 

suspend assumptions and enter into genuine thinking together. 

• Systems thinking as the art of seeing patterns and connections between events, 

understanding their backgrounds and being able to give meaning to them. 
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7.2 Learning from Mistakes 

 

To be able to learn from mistakes, you have to recognise and accept that mistakes 

are made. Making adjustments requires the progress and the results of a change to 

be monitored and made visible. Companies that work on cultural change pay a lot of 

attention to learning processes. They continually monitor the progress of the change 

process. The leaders force themselves to examine their own presuppositions and 

substantiate them with observable facts and events. They delay their judgement and 

test their ideas by asking the opinion of others, from inside and outside the 

organisation. They use formal methods to follow the change process and invest in 

formal and informal networks to check the progress of the change and establish 

whether results are already visible. They are not afraid of making mistakes because 

they are convinced that they can fix them. They see mistakes as an opportunity to 

learn from and to develop themselves. If the mistakes are made on a strategic level 

and the continued existence is endangered, the impact on the cultural values of the 

organisation is large. Precisely in these kinds of situations, implicit standards arise 

about what is acceptable and what is not. These standards sow the seeds of 

unconscious patterns about what is normal and desirable. 

 

 

 

7.3 Sharing Experiences 

 

There are many ways to share experiences and setup learning processes. The basic 

principle, however, is always the same: Get people together in an open atmosphere 

to exchange experiences that match their own ambition and invite others to make 

the translations to their own work practice. Learning from experiences in cultural 

change gains shape if 

 

• People assume the responsibility themselves for their learning process. 

• Personal development is appreciated and linked to personal ambitions. 

• More than one perspective on a situation is possible and can be discussed. 

• Space is offered in which people can articulate their own visions and discuss 

them with others. 

• Mental models and implicit presuppositions can be discussed. 

• Defensive routines can be discussed. 

• There is security for discussing emotions and showing uncertainties. 

• Administrators and managers make their own learning experiences visible. 
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8. How to deliver cultural change? 

 

 

8.1 Articulating Urgency 

Articulating the urgency can convince people that a drastic change is absolutely 

essential. Leaders in cultural change steer by output. Output incorporates the clear 

articulation of the problem, the formulation of a guidance goal, the definition of the 

result and indicating the preconditions of the solutions. It is about expressing clearly 

what is at stake and giving a direction with sufficient room to move so that others can 

contribute to the goal in their own way. The output gives guidance and vision, 

formulates the ideal picture and the dream for the future. Leaders who steer by output 

assume the competence of employees who want to do their bit and whom they can 

trust. Leaders who articulate the state of affairs are assertive about the problem, the 

goal that has to be achieved and the preconditions the solution must fulfil. Leaders can 

increase the urgency in various ways: 

• Articulate the urgency by gathering information about financial performance and 

customer satisfaction and sharing it explicitly with others. 

• Make important points of weakness evident in comparison with rivals and 

denounce these points. 

• Implement symbolic interventions by removing examples of extravagance and 

economising on obvious luxury. 

• Discuss the business problems honestly in management sessions, staff meetings, 

texts and video messages. 

• Stimulate people to talk regularly with dissatisfied customers, complaining 

suppliers and purchasers and grumbling business partners. 

• Set objectives for profits, productivity, customer satisfaction and completion 

times so high that they cannot be achieved with the current working methods. 

• Create tension between the current situation and the possible future situation by 

imagining a vision. 

 

 

 

 

8.2  Setting Borders 

 

Setting borders is working with “unvalues.” It is a method of value steering that 

directors or leaders use to indicate what they do not want. They block specific 

behaviour and thus create space for employees to look for other work practises. 

It is a specific way of providing direction and still allowing sufficient room for 

manoeuvre to arrive at different work practises. The different work practises give 

rise to other habits and patterns of cooperation. In using “unvalues”, leaders 
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steer by criteria but they keep out of the concrete solution. They leave the 

search for a solution up to the employees and the professionals. Criteria provides 

security for the leader in setting boundaries and granting freedom and are a 

challenge to employees to find a solution. “Unvalues” are important because 

they concretise abstract goals and are evidence that a leader is taking the 

problem seriously and wants to work on it. When directors indicate what they do 

not want, a discussion gets going between directors and professionals about the 

reason why certain work practises are no longer acceptable. The underlying 

problems and the “why” question come up and make it possible to hold a 

meaningful discussion about the issue of what the organisation stands for and 

goes by and the role of employees and professionals in that. This intervention is 

not recommended if the problem is acute and the solution has already been 

established, there is a suspicion that employees will not come up with a solution 

or if conflicts are dragging on between directors and operational staff. 

Working with “unvalues” has a number of points for attention: 

 

• Analyse the problem by searching for the cause behind it. Gather as much 

concrete data and as many concrete incidents as possible that tie in with the day-

to-day work practise. Translate these unwanted incidents into a value statement 

that indicates what is no longer desirable or allowable. 

• Be extremely clear in how you formulate “unvalues” and if necessary, press 

home the statement through interventions in the structure or the technology of 

the work. 

• Avoid giving solutions for how the work should be done and steer by objectives, 

results and criteria for the execution of the work. 

• Be prepared for questions about the why of the decisions and use these 

questions to enter into discussion about the underlying problems, the values that 

are important to the work and the identity of the organisation. 

 

 

 

 

 

8.3 Appointing New People 

 

Appointing new people has the same kind of dynamics as changing players. 

Introducing new players is a relatively simple intervention to bring existing work 

practises and patterns up for discussion. This creates space for new working 

methods. New people bring new experiences and qualities. In appointing new 

people, leaders can make clear which qualities and values are relevant to the 

work. One specific form is introducing a group of young new employees who 

introduce new expertise and call the existing ideology and working methods into 

question. They are people from outside the organisation who look, think and 

work differently and who want to identify with the goals and ambitions of the 
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department and the company. The idea is that the new people work in positions 

where they can influence others in the organisation. The new players are able to 

build new coalitions with customers and business partners outside of their own 

organisation. They thus introduce new perspectives and work practises that 

make it possible to discuss existing work practices. Conditions for this 

intervention are the availability of resources for appointing new people and the 

leader himself having sufficient time to supervise new people. 

Appointing  new people as a cultural change strategy requires the following: 

 

• Carefully setting up the recruitment and selection process; the influence of 

members of the Old Guard must be limited, so that people with different 

experiences and qualities have a chance. 

• Analysing existing working methods and patterns and checking what kind of 

input can be used to change these working methods and patterns. Using this 

analysis as the basis for listing criteria for new people to be appointed. 

• Preparing and supervising the new people in making existing work practises 

discussable by contributing new experiences. 

• Protecting new people if they are pressured by others who want to hold on to 

the old culture. 

• Investing in team development and recognising and valuing the new input with 

the invitation to others to experiment with renewal. 

 

 

 

 

8.4 Intervening in Structure & Technology 

 

The structure of an organisation reflects the implicit ideas about organising. A 

tight, hierarchical structure emphasises the meaning of a leader who takes 

decisions and bears the responsibility for them, while a decentralised structure 

reflects the importance of individual initiative and shared responsibility. The 

structure of an organisation links up with underlying value systems. Changing the 

structure thus also illustrates the departure from old values and shows that new 

values are important. Changing from a functional structure to a customer-

oriented structure makes it clear that the customer comes first and one’s own 

speciality is no longer leading. Interventions in the structure of an organisation 

have more than just symbolic value. A structural change means that the way 

work is distributed also changes as do the methods of cooperation and reporting, 

the communication patterns and the work processes. This creates new 

cooperative arrangements and different work practises. The culture of an 

organisation gradually changes along with the new structure and work practises. 

The existing technology structures the work in a certain way. By changing that 

technology, the work can be given shape in a different way and different work 

practises arise. Information systems allow people to store knowledge, make it 
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accessible and share it. This speeds up work processes and allows the customer 

to be served better. The customer becomes even more strongly the first 

consideration. Changing cooperation and the underlying values that give 

direction to the behaviour. The intervention is far reaching, costs a lot of time 

and energy from management and employees and success is not guaranteed. If 

an organisation realises the change to strategy, structure, technology and culture 

in conjunction, we can speak of an irreversible change in the meaning of the 

organisation. 

Structural interventions for cultural change consist of a number of steps: 

 

• Analysis of the environment and customer needs and formulation of what the 

organisation stands by and goes for. 

• Establishment of the customer value and customer strategy and checking the 

possibilities that new technology offers to fulfil this. 

• Fundamental reconsideration of how the work can be organised differently 

through the use of new technology and with the customer value in mind. 

• Formulation of performance objectives, translation of these objectives into 

concrete working methods and redesign of the work processes and the technical 

systems. 

• Setting up a change organisation that gives shape to the changes to work 

processes, technology and organisational structure and supervises their 

introduction. 

• Establishment of new structures and work descriptions, setting up of teams 

focusing on customers or work processes and development of monitoring 

systems to measure results. 

• Creation of teams and development of teams in their transition to a new method 

of working. 

• Support of managers in a transition from task-oriented to result-oriented 

leadership. 

 

 

 

8.5 Designing New Ways of Working 

Setting up a work process influences the organisational culture indirectly by 

changing work practises and routines. This involves realising a high quality of 

service and productivity and high work satisfaction at the same time. It is striking 

in the example that the first attempt to streamline the work gets stuck due to the 

professionals who do not want to cooperate because this undermines their 

autonomy. In the second instance, the work processes are streamlined 

successfully because a customer perspective is chosen and space remains for the 

professionals to interpret the work as they see fit. Streamlining work processes 
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anchors a specific work practice and can thus lead indirectly to different 

behaviour and a different work culture. Excessively inflexible work processes 

obstruct personal initiative, flexibility and entrepreneurship and this can be at 

odds with the desired cultural values and attitude of the people who perform the 

work. Setting up new work processes takes time. One condition of this 

intervention is that the employees understand the usefulness of the change to 

their work. 

When setting up work processes, it is relevant to pay attention to: 

 

• The meaning of the work for customers, the desired quality of the delivered work 

and the speed at which that quality can be delivered. 

• The meaning of the work for employees: this concerns the impact of the work on 

others, the possibility of identifying with the work because it is a self-contained 

whole and the variation that the work offers. 

• The autonomy in the execution of the work: the freedom that people have to 

perform the work as they see fit and the possibility of influencing the results of 

the work themselves. 

• A view of the effectiveness and results of the work and the opportunities the 

work offers for improving one’s own work process. 

• Commitment by professionals in designing their own work process so that the 

work process fits the meaning of the work for customers and their own 

professionalism. 

 

 

8.6 Developing Monitoring Systems 

 

Setting goals and measuring results is one way of emphasising what is important 

in the organisation. Formulating goals motivates people to achieve goals. 

Measuring results contributes to insight into the effects of your own behaviour. 

This instrumental intervention guides behaviour, influences what gets to be 

discussed and puts specific values in the spotlight. One thing that can be 

considered is not to impose the goals unilaterally from the top down but to set 

them in consultation with the people involved. The discussion about the goals 

provides the opportunity to clarify the backgrounds and cultural values behind 

the goals and allows them to be more effective. One danger is that the 

monitoring systems become too complicated and too many variables are 

created. The means overshoots the end and winds up separated from the desired 

cultural values. Linking the monitoring system to individual performance 

measurement reward and evaluation also leads to the cultural meaning 

disappearing to the background and makes it difficult to hold a conversation 

about the relevance of the goals and the means by which they can be achieved 
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and improved. The following steps can be helpful in setting up monitoring 

systems: 

 

• Establish goals that match the mission of the company, the business strategy and 

the desired culture. 

• Articulate goals and make them measurable, goals that are challenging and 

realistic and whose results the people involved can influence. 

• Implement a clear, operational translation of the cultural values and measurable 

goals into concrete behaviour. 

• Communicate about the goals and desired results, monitor the progress in 

reaching goals and make milestones visible. 

 

8.7 Symbols 

 

Symbols are a strong sense of expression of the identity and business idea of an 

organisation. A symbol allows you to tell a story about the company and what 

the company stands by on a social level. The story based on symbols can be 

transmitted easily and thus finds its own way, as it were. Symbols can contribute 

to pride, to identification with a company and to a feeling of unity. Symbols can 

also confirm the core values. Symbols refer to invisible but important things such 

as thoughts, ideas, feelings and emotions. Symbols give meaning to what is 

happening and influence how people regard reality. Symbols play a part in giving 

meaning and in the stories there are to tell about a company. Symbols can be 

interpreted in more than one way and some employees or customers can reject 

them. That is why it is essential for an organisation to choose the symbol after 

careful consideration and to tell a story with the symbol that reinforces the 

identity and core values of that company. 

When working with symbols it is advisable to 

 

• Choose symbols with a story attached that touches on the meaning and values of 

the company. 

• Take into account symbols that were meaningful in the past and to which people 

attach meanings that affect the identity of the organisation. 

• Be careful with symbols that involve religion, archetypes or cultural rituals. 

 

8.8 Storytelling and Sense-Making 

 

Telling stories is a powerful intervention for giving meaning and clarifying the 

direction of the change. Stories also serve a preserving function in the changing 

of a culture. Stories celebrate the successes but also the setbacks of an 

organisation, honour the heroes and anti-heroes and pass on the backgrounds of 

all kinds of behaviour. People learn from stories what the situation of the 
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organisation is, what the standards and values are and how they are expected to 

behave. A story can also stimulate the power of imagination to gain sight of the 

things people yearn for and what they see in store. Telling a story requires a 

storyteller and an audience. The interactions between storyteller and listeners 

create a space within which they exchange ideas, experiences, feelings and other 

mental content. Telling and exchanging stories thus touches hidden assumptions 

of people in organisations. The story aims not only at the past but also at a 

possible future. With cultural change, the skill is in storytelling the future. Stories 

can also boost a cultural change that is already underway and serve as an 

example and inspiration if they are about successful actions and successes. The 

listener looks for a meaning in the story. Metaphors in stories can get people 

thinking and giving instructions for a change direction. Using stories in a change 

process can help to develop a vision of the future and contribute to sense-

making and application in your own organisation. The intervention is also 

suitable for outlining an inspiring picture for the future and saying farewell to old 

stories. If people who are involved exchange stories, insight into each other’s 

perspectives and perceptions arises. The stories enable them to bring pictures of 

reality together. This intervention is not suitable if existing stories are cherished 

that have a preserving effect and cannot be used for solving conflicts between 

groups. 

Some tips for telling stories include: 

 

• Use  expressive language, for instance in the form of a metaphor, a simile or a 

parable. 

• Use recurrent patterns and archetypical elements that touch on deeper 

experiences and emotions. 

• Switch perspectives regularly, for example, between the main character and 

other actors. 

• Let the players in the story literally speak and think out loud. Make their 

experience and deliberations visible. 

• Every so often digress and possibly weave commentary in from the side-lines. 

• Work with several layers of meaning that can make connections in different ways 

to fundamental values and opinions. 

• Take care that there is a good ending or an open end so that the message offers 

the possibility of identification, makes a depth impact and fixes itself in people’s 

minds. 

• Make connections between the story and the day-to-day events in the company 

or the department, but do not explain the story. 

 

8.9 Valuing Differences 
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Diversity in teams means that people contribute different perspectives and 

qualities to a team. This variety can contribute to the strength of organisations if 

they can make the diversity of talents, views and ambitions productive. 

Personnel systems that can monitor and mobilise diversity are required. In a 

team that has a diverse composition, the team members come from different 

backgrounds and have different needs, preferences, expectations and lifestyles. 

Making difference discussable can help a team function properly. There are many 

tools available to make diversity in teams visible and discussable. These tools can 

be based on motives, lifestyles, career anchors or core qualities. All these 

instruments work in more or less the same way. A questionnaire sets out 

individual qualities or specific characteristics that are then discussed in the team 

to get a better view of each other’s strong and weak sides. The team members 

then make agreements about forms of conduct and the way they can get the 

best out of each other and how they can support each other. Making differences 

visible and discussable is not recommended if there are repressed conflicts or if 

the situation is not safe enough for holding an appreciative discussion. In that 

case, it is more sensible to make obstacles discussable, regulate the conflict, 

switch team players or aim the discussion at the performance of tasks of the 

team. 

There are several steps to valuing differences in teams: 

 

• Check whether differences are discussable or whether it is meaningful to use the 

power of the difference within teams. 

• Establish whether discussing differences is an intervention on the level of the 

entire organisation or only within specific teams. 

• Check what the team’s task is and the role of the team members, in order to 

establish which instrument is the most appropriate for identifying and listing 

differences. 

• Ask individual team members to fill out a questionnaire or make differences 

visible and discussable in other ways. 

• Organise team meetings to discuss the differences and assess the power of the 

difference. 

 

 

 

 

8.10 Discussing Barriers 

 

Make it possible to discuss obstacles or barriers can help in clearing them out. 

Barriers can come from negative experiences with previous change processes, a 

lack of confidence in management, insufficient belief that the intended change is 

attainable or from defence of the existing culture that offers a certain degree of 

security. It reveals that uncertainties and emotions can be discussed and that 
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there is a willingness to learn from earlier experiences. Making it possible to 

discuss the barriers creates trust in the mutual relationships. Implicit 

presuppositions that reflect the current culture come to the fore. It is precisely 

this that makes it possible to enter into a dialogue about the difference between 

the existing culture and the desired culture. 

Several lines of approach are possible when making obstacles discussable: 

 

• Draw up a list of why previous changes led to unsatisfactory results and discuss 

what can be done to make this change succeed. 

• Openly discuss the role of superiors and managers in the change process and set 

out clearly what their role is in the change. 

• Look for a common basis and invest in trust to give shape to the change. 

 

 

8.11 Mirroring Contradictions and Tensions 

 

As an intervention for cultural change, the iconoclasm is especially suitable if 

groups have a negative picture of each other and communication is as good as 

impossible. This intervention can also help in value conflicts to reveal the 

underlying values and look for overarching values. The iconoclasm has been 

applied successfully in many different situations. The basic model can be adapted 

to specific situations. Sometimes, the iconoclasm is preceded by discussions with 

both parties, in order to obtain a better picture of the conflict and to prepare the 

groups in the meantime for conflict resolution. This intervention is very useful if 

there is a lot of tension in the organisation that needs a release valve or there is a 

gap between the top management and the workers. The intervention is not 

suitable if parties do not want to examine themselves and do not want to 

present themselves as vulnerable in looking for solutions. 

The iconoclasm consists of the following steps: 

 

• An independent supervisor asks the groups whether they like the idea of 

improving their relationship with each other and solving the problems. 

• At the meeting, the supervisor briefly introduces the wish of both groups to solve 

the problem and improve their relationship, formulates goals, standards and 

preconditions and creates an open and honest climate for discussion. 

• The groups each make a list of their thoughts, attitude, feelings and perception 

of their own group and a second list with predictions about what the other group 

will say about them. 

• At a plenary meeting, the participants exchange the different pictures of the 

groups. Participants from the one group are asked only to listen to the 

presentation of the pictures of the other group and vice versa. 
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• The two groups split up to answer the question of why the other group sees 

them that way and what they have discovered about themselves and the other 

group. 

• Another plenary session follows at which the groups exchange their diagnosis. 

During this discussion, usually all kinds of incorrect perceptions and 

misunderstandings disappear and the climate for discussion improves 

significantly. 

• The groups now work communally on further analysis of the backgrounds to the 

conflict, setting priorities for solutions and improvement of the mutual 

relationship and developing further action plans. 

• They make an agreement to get together again after some time to discuss the 

progress. 

 

8.12 Creating Learning Environments 

 

Setting up learning processes involves offering a learning space in which the 

people concerned can exchange experiences, reflect on them and learn from 

them. Learning environments that are based on action learning are proposed as 

particularly suitable for management and professionals, as they enable each 

person to reflect on and review the action they have taken and the learning 

points that arise. Action learning is an educational process whereby the 

participant studies their own actions and experience in order to improve 

performance. Learners acquire knowledge through actual actions and repetitions 

rather than through traditional instruction. Action learning is done in conjunction 

with other people in small groups called “action learning sets.” The arrangement 

of a learning environment takes into account the cognitive and social 

relationships that develop during the learning process and offers space to 

activities that contribute to cultural renewal. Setting up learning processes is a 

powerful intervention in cultural change if the learning processes go deeper than 

just behaviour and the learning processes also affect entrenched behavioural 

patterns and underlying assumptions. If that happens, the learning process can 

evoke a lot of emotion. Then, the art is in continuing to examine imperturbably 

what the learning process is doing and where the emotions come from. One 

disadvantage of this intervention is that it requires a large investment of time 

from the people concerned. The following rules of thumb are available for setting 

up learning processes are: 

 

• Find out what the next development step of the company can be that chooses 

for a learning process. Is this a step in the known world or is it precisely about 

entering an unknown world? 

• Define who the participants are in the learning process and what their role is in 

that learning process. Estimate how much time they have available to invest in 

learning. 
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• Investigate who the relevant partners are for cooperating with and involving in 

the learning process. Explore and negotiate the specific contributions that the 

partners want to make to the learning process and share with others. 

• Find out what is already happening in the area of renewal and learning and which 

tensions are occurring and which ambitions play a part. 

• Make a conscious choice of the physical spaces in which the learning will occur. 

Will that be at the business premises of the participating companies or outside of 

them? Which technology can be used in the learning process to stimulate 

learning? 

• Take time to think about the formation of groups and learning teams. What is 

the best size, where are the boundaries of diversity and what is the position of 

smaller groups in the greater whole? How is the communication driven in and 

between the groups facilitated? 

• Discuss the roles teachers and supervisors will have in the learning process and 

how these teachers are connected to the important issues in the learning 

pathway. What is a stimulating balance between theoretical knowledge, practical 

knowledge and usable methods? 

• Determine how new language can be introduced that opens up new 

perspectives, brings new possibilities of acting within sight and creates different 

patterns of interaction. 

• Consider how new pictures of the future can arise and be envisioned. How can 

possible futures be made discussable in the company and be brought up for 

discussion in the relationship with suppliers, buyers, customers and other 

interested parties? 

• Consider how obstacles can be removed and extra space created to discover new 

roles and try out methods and experiments with new strategies. 

• Consider how learning experiences are linked to the daily work practice and the 

practical acting and how the effect can pass on to others. 

 

8.13 Distributing Learning Experiences 

 

Distributing learning experiences works in several directions as a cultural 

intervention. It gives the initiators strength to hold on to the success won in their 

case and keep their network on its feet. In sharing success, they remain 

enthusiastic themselves, and they pass this enthusiasm on to others. They 

stimulate others in their own organisation to do the same and take the initiative. 

Professionals from partner organisations are also invited to cooperate in new 

working methods. Gradually, a continuing movement of professionals comes 

about who work on breakthrough renewal. A condition of success for this 

renewal is good teamwork between professional, managers and directors. The 

often-difficult relationship between these players receives a positive new 

impulse from the successes in the work practice. Those successes also have an 
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external meaning. In groups in the outside world, more positive pictures of the 

quality of the service and the social meaning of the company grow. Distributing 

learning experiences on the basis of success does not cost much and is an 

extremely effective intervention for developing new work practises and values. 

There are several lines of approach to distributing learning experiences as a 

cultural intervention: 

 

• Making learning experiences explicit means that increasingly more knowledge 

develops within the organisation about the way innovative initiatives can result 

in success. 

• Stories about positive experiences and results contribute to professional pride 

and to the activation of professional values that guide acting. 

• The learning experiences contribute to shared giving of meaning to what is 

important in the company and what deserves attention. 

• Successful learning experiences inspire others to also take meaningful initiatives 

that result in renewal of service and the underlying values. 

• Discussing learning experiences gets a discussion going between professionals, 

managers and directors about what important values are in the organisation and 

when those values obstruct the professional execution of the work. 

 

8.14 Sharing Successes 

 

Sharing successes as an intervention contributes to pride and self-confidence. 

Successes are positive experiences that nurture learning communities and they 

produce stories and enthusiasm that in turn can spread through networks. These 

networks are not static but are in movement themselves as well. New 

relationships are always being started and people get relocated. People take the 

positive experience they gained with them when they move to different 

locations. That means that renewal partly comes from one’s own networks in an 

organisation, definitely if that organisation is larger and has all kinds of 

subcultures. Experiences and underlying values find their own way if they are 

linked to successes, positive experiences and inspiring stories. 

The effectiveness of this intervention can be increased if the following matters 

are given some attention: 

 

• It is good to tell success stories in different ways, to have different people tell 

them, at different locations and using different meanings, such as booklets, 

videos, conferences, lectures etc. 

• Getting people and networks together requires initiative and effort on the part of 

network leaders and people who play an intermediary role in more than one 

network. 

• It is essential to make the value of the experiences clear and to fit in with the 

perceptions of others for this aim. 
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• Success stories spread more easily than methods, techniques, protocols or 

successful practises. Stories about success offer inspiration and evoke curiosity. 

 

 

9. Useful Resources 

 

9.1 Useful Links 

 

https://www.culturepartnership.eu/en/article/5-inspiring-resources-on-cultural-

leadership 

 

https://improvement.nhs.uk/improvement-hub/culture-and-leadership/ 

 

https://hbr.org/2018/01/the-culture-factor 

 

https://www.forbes.com/sites/rodgerdeanduncan/2018/10/30/culture-

leadership-performance-how-are-they-linked/ 

 

https://www.strategy-business.com/feature/10-Principles-of-Organizational-

Culture?gko=1f9d7 

 

https://www.gartner.com/en/executive-guidance/culture 

 

http://www.ihi.org/resources/Pages/Publications/Leading-a-Culture-of-Safety-A-

Blueprint-for-Success.aspx 

 

https://www.breathehr.com/blog/10-great-ways-business-leaders-influence-

culture 
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