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ANNEX 1 

    THE LAW OF BIG NUMBERS 
The Hofstede Model on National Cultures consists of six autonomous variables on which national 

cultures are positioned. For instance, a country culture can score very high or very low on the value 

pattern Power Distance or anywhere in-between. The score tells us to which degree on average 

people in that country accept that power is distributed unequally among them. If you would like to 

learn more about this model, please read Annex 2 or Geert Hofstede’s book: “Cultures and 

organizations; Software of the mind”. 

Hofstede’s research has shown that preferences1 of people in society can be displayed with the help 

of a “normal distribution”. Please see the diagram below, which has been copied from page 25 of 

Geert Hofstede’s book Culture’s Consequences, 2nd edition.  

Exhibit 1  

Ratios between the frequencies of culturally influenced characteristic “x” of individuals living in two 

different societies a and b  

 

  

                                                             
1 Please note that the word “preferences” has been used, not the word “values”. The six value patterns defined by Hofstede and others are 

characteristics of national cultures not of personalities.  

http://www.culturesharp.com/


©Bob Waisfisz, www.culturesharp.com  

Let us now look at an individual – an outlier whose preferences fall in the extreme part, say 10%, on 

one side of the normal distribution. This is, by the way, not really extreme.  

Exhibit 2  

10% of individuals of which culturally influenced characteristics, called PDI, score extreme at one side 

of the normal distribution in society Y 

 

What are the chances that this very same person also scores extreme on the other four dimensions? 

That is 0,15. In other words the chance that you meet someone whose scores are all equally extreme 

is 1 out of 100.000.  Suppose the population in a country is around 5.000.000 with no strong regional 

cultural differences. In that country there would then only be 50 a-typical persons between, say,  0–

80 years old. If work life spans roughly 40 years and the average life expectancy is 80, then at any 

moment in time there will be 25 people working who have the same value preferences. The chance 

that you would be able to identify those 25 people in a population of 5.000.000 is very small. But 

suppose we would be able to trace them, the likelihood that all 25 come together in the same work 

place is nil. 

In other words, people with such extreme characteristics will largely neutralize each other, the more 

people work together within one and the same organization.  
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Exhibit 3 

A frequency of culturally influenced characteristics, called PDI, of individuals living in society Y 

compared with the same culturally influenced characteristics at group level 

 

Similarly, if we look at an organization with, say, over 40 people, the chances that the average value 

patterns of these people deviate significantly from the national average value patterns is very small. 

As a consequence, the average value patterns of different work groups originating from the same 

national or regional culture do not differ a lot. The standard deviation of the distribution of values 

among groups is much smaller than among individuals in one and the same country. 

Two possible exceptions to the rule: 

1. The value pattern masculine versus feminine also applies to individuals and smaller groups. We 
see this in medical nurses, whom we can safely assume to score feminine on average. Salesmen 
selling status goods such as cars, and who live and work in the same country as those nurses 
score more masculine.  

2. People who have escaped religious sects have to be deprogrammed, at least that is claimed in 
the US. In other words, some people can apparently be brainwashed to such an extent that they 
almost shed their original personality. The average value patterns of such sects may deviate to a 
high degree from the national central tendency. At the moment there are people who worry 
about children who have been raised, educated and brainwashed by IS. They fear that it will be 
difficult if not impossible to deprogram such kids. 

 
The law of big numbers is enforced by social control. Outliers are normally put in check by the 
expectations of in-group members on what is “normal” and “good” and by in-group interventions if 
somebody behaves “weird”. If outliers do not conform, they may: 
- Become very successful entrepreneurs; 
- Distinguish themselves in other ways in their society; 
- Be put away in a mental institution; 
- Be harassed so badly that they set themselves apart from mainstream society and join a religious 

sect or marginalized group, or worse:  commit suicide; 
- Migrate. 
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ANNEX 2 

    THE HOFSTEDE MODEL ON NATIONAL CULTURES AND BEYOND 

2.1 Introduction 
In this Annex readers can consult the dimensions which describe value differences between 

countries. One of the many factors shaping organizational culture is the national culture in which 

organizations are embedded. In the main text of this book, reference is made to these in several 

places. Here these dimensions will be described in more detail. This does not replace Hofstede’s 

books on this topic, and we recommend you consult the bibliography.  

Managing in an intercultural environment is a real challenge, requiring a lot more than a list of do’s 

and don’ts. What international managers need is a general conceptual framework which can help 

them to understand how, on average, people from different nations view and solve basic problems in 

their own society. This does not apply to managers only. People working in the international political 

arena, exchange students, development assistance workers, military in peace keeping missions and 

partners born and raised in different cultures also face the cultural variety of mankind.  

Geert Hofstede, Professor Emeritus in Organizational Anthropology and International Management 

at the University of Limburg, was able to carry out large scale research in which over 116,000 

respondents in more than 70 countries participated. After years of thorough analysis during the 

1970s, complemented with correlating research, he was able to deduce four basic dimensions of 

culture. The results of his research were published in his books “Culture’s Consequences” in 1980 

and in “Cultures and Organizations; Software of the Mind” in 1993. Whereas the book “Culture’s 

Consequences” is addressing scholars, the book “Cultures and Organizations; Software of the mind” 

addresses lay people. 

In his initial research project, Hofstede identified four autonomous dimensions: Power Distance 

Index (PDI), Individualism versus Collectivism (IDV), Masculinity versus Femininity (MAS) and 

Uncertainty Avoidance Index (UAI).  

This neat picture of four dimensions became more complex when a fifth dimension was found by Dr. 

Michael Harris Bond, together with Hofstede: Long versus Short Term Orientation (LTO). This fifth 

dimension has been published in the second editions of the books mentioned above, published 

respectively in 2001 and 2005. 

In the 3rd edition of “Cultures and Organizations; Software of the mind”, Dr. Michael Minkov gave his 

version of the fifth dimension, next to a sixth dimension: Indulgence versus Restraint (IVR). Minkov 

dubbed his version of the fifth dimension “Flexhumility versus Monumentalism”. The abbreviation is: 

LTO-WVS.  

The two versions of the fifth dimension correlate strongly, but the content is not identical. Readers 

are not told how to use these two versions or whether one has more predictive power than the 

other.  

For neither LTO nor IVR did Hofstede and Minkov postulate an existential dilemma that these 

dimensions address, although Geert Hofstede holds that proper research in this field requires both 

an inductive and a deductive approach. For better or worse the author of this book undertook an 

effort which is elaborated in this annex to integrate the content of the fifth and the sixth dimension. 

2.2 The model on national cultures 

Here we present concise descriptions of the six dimensions as identified by Hofstede and 
through follow-up research by Bond and Minkov. 
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Large versus Small Power Distance (PDI) 
This dimension addresses the fundamental issue of how a society handles inequalities 
among people. This has obvious consequences for the way people build their institutions 
and organizations. 
Power Distance is defined as the extent to which the less powerful in a society accept on 
average that power is distributed unequally compared to members of other societies. This 
affects the behavior of the less powerful as well as of the more powerful members of 
society. People in Large Power Distance societies accept a hierarchical order in which 
everybody has a place which needs no further justification. People in Small Power Distance 
societies strive for power equalization and demand justification for inequalities.  
In Hofstede’s databank Malaysia has the largest Power Distance, implying that parents make 
their children highly emotionally dependent on power holders: as parents, they are the first 
power holders. Austria has the smallest Power Distance, implying that parents make their 
children emotionally independent, relatively speaking. Certainly, there is also obedience in 
Austrian society and people with academic titles receive a lot of respect. But the root cause 
of this is not acceptance of inequality and Power Distance. Cultural constructs of reality are 
not simple and one-dimensional. More than once, a combination of dimensions explains an 
observation better than just looking at the scores on these dimensions separately.  
 
Individualism versus Collectivism (IDV) 
This dimension addresses the fundamental issue of the degree of interdependence between 
individuals. It relates to people's self-concept: "I" or "we". 
Individualism stands for a preference of a loosely knit social framework in society wherein 
individuals are supposed to take care of themselves and their immediate families only. Its 
opposite, Collectivism, stands for a preference for a tightly knit social framework in which 
individuals expect their relatives, clan or other in-group members to look after them in 
exchange for unquestioning loyalty (it will be clear that the word "collectivism" is not used 
here to describe any particular political system).  
The most individualist society in Hofstede’s databank is the USA, where they sometimes say 
jokingly: “Me, myself and I can work very well together”. The most collectivist society is 
Guatemala, where those who are not part of the in-groups in power have been treated and 
continue to be treated as nobodies. 
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Masculinity versus Femininity (MAS) 
People in masculine societies place more value on achievement and success. In feminine societies, 

caring for other and the quality of life are considered to be more important. Sweden is the most 

feminine country in this research, implying that most Swedes prefer a society based on consensus 

and where people work to live, rather than live to work. The most masculine society is Japan where 

ego needs are strong and where wounded pride can induce some to commit suicide. 

This dimension can be explained by the role differentiation among men and women in the past. In 

feminine societies the roles of men and women overlapped to a high degree as with the Vikings in 

Scandinavian countries. In masculine societies the roles of men and women had traditionally no or 

almost no overlap. Thus, in Japan, men are dominant in public and economic life and women are 

dominant at home.  

We do not have the Maori’s as a separate group in the databank, but we may postulate from the 

stories of today and the past that they score more masculine than the Japanese. 

The position of women in society generally speaking does not depend on the scores on Masculinity 

but rather on Power Distance in conjunction with the status men give to women.  

Masculinity versus Femininity has particular consequences for motivation and thus for Personnel 

Departments. 

 

Strong versus Weak Uncertainty Avoidance (UAI) 
Life is per definition uncertain and unpredictable. This dimension describes the degree to 
which members of a society feel uncomfortable with or even threatened by uncertainty and 
ambiguity compared to other societies. In strong Uncertainty Avoidance societies rigid codes 
of belief and behavior are maintained and people are intolerant toward deviant persons and 
ideas. Feelings of anxiety lead people to beliefs and institutions that promise certainty and 
conformity. Weak Uncertainty Avoidance societies maintain a more relaxed atmosphere in 
which practice counts more than principles and deviance is more easily tolerated. The 
fundamental issue addressed by this dimension is how a society reacts to the fact that time 
only runs one way and that the future is unknown. Do people try to control the future or to 
let it happen? Like Power Distance, Uncertainty Avoidance has consequences for the way 
people build their institutions and organizations. 
The society with the strongest Uncertainty Avoidance is Greece. The society with the 
weakest is Singapore. The latter may be surprising, as Singaporeans say about their country: 
“We have a fine country, we get a fine for everything”. This, however, is a reflection of a 
weak Uncertainty Avoidance. Singaporeans like to do what they think suits them best, even 
when their founding father Lee Kuan Yew told them how to behave properly - and despite 
the fact that Singapore is a small city state. Only by imposing heavy penalties was it possible 
to ban “bad” behavior, such as littering and speeding.  
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Long term versus short term orientation (LTO) 

This dimension tells us, according to Hofstede, whether people have a short term or a long-term 

focus. Characteristics of this dimensions are: 

Table 12 

Short term orientation (low score) Long term orientation (high score) 

Reciprocation of greetings, favors and gifts Persistence 

Respect for traditions Thrift 

Protecting one’s “face” Ordering relationships by status and observing 

this order 

Personal steadiness and stability Having a sense of shame 

 

Table 13, column 2, presents the scores of countries identified by Bond and Hofstede. Societies with 

a very high LTO are predominantly located in East and South East Asia (column 6 in table 13). In these 

societies people believe in many truths, have potentially a long-term orientation, easily accept 

change, are thrifty and tend to synthesize information offered to them if deemed useful. 

Most Western and Islamic countries as well as non-Islamic African countries score the opposite on 

this dimension. Short term oriented cultures are characterized by a high degree of religiosity and 

pride. Pride, for example in the form of national pride, but also pride in one’s family. In these 

societies people believe in absolute truth and value traditions. 

 

Indulgence versus restraint (IVR) 

This dimension describes the degree to which people try to keep their desires and impulses under 

control. This dimension was identified in 2009 by Michael Minkov, co-author of the third edition of 

“Cultures and Organizations; Software of the mind” (2010).  

The Indulgent side of this dimension stands for the freedom people feel to live their life as they 

please. In indulgent societies, people feel happier and attach importance to leisure over moral 

discipline and duties. In restrained societies we find the reverse. 
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2.3 Observations about the 5th and 6th dimension 
Hofstede has emphasized that: 

1. Research about national cultural differences should be done by making simultaneous use of a 
deductive and an inductive approach; 

2. Such research should address existential questions with which humanity was confronted in the 
past, and to which different societies came up with different responses due to, for example,  
differences in climate. 

The first four dimensions of Hofstede’s research met these criteria, but it looks as if this is not the 

case for the 5th and 6th dimension. 

Moreover, an issue that has not been clarified in the third edition “Cultures and organizations” is 

that: 

- Bond and Hofstede identified only 4 dimensions. They did not find Uncertainty Avoidance. This 
could be explained because the questionnaire that was used was designed by Chinese professors 
and addressed Chinese preoccupations. Apparently, UAI is not a deep value pattern among the 
Chinese. Instead of UAI they identified what was first called by Bond “Confucian Dynamism” and 
later by Hofstede “Long term versus short term orientation; the fifth dimension in the model of 
Hofstede. 

- Minkov identified only 3 dimensions: he did not find PDI, MAS and UAI during his 2009 research 
project. The question therefore is whether the LTO and IVR dimensions will remain the same if all 
six dimensions would have been simultaneously identified in one and the same databank. 

 

Minkov’s second intercultural research project, financed by Mediacom, took place several years after 

the  publication of the third edition of “Cultures and Organizations”, by Hofstede, Hofstede and 

Minkov. This time Minkov found only two dimensions. The first one correlated strongly with IDV (and 

therefore also with PDI), while the second was a combination of his LTO-WVS and IVR. Yet, the 

research project seemed all-encompassing. As I am not a scholar I can only report this here! 

Let us now return to the LTO dimension: Which existential question does this 5th dimension address? 

Could it be time? This is doubtful, as it has always been hard to define the concept of time, certainly 

in earlier times. Might the LTO dimension be more related to the question: “Whether and how to 

explain the unexplainable”? In cultures that score low, societies try to come up with definite answers 

to explain the unexplainable. Several denominations of monotheistic religions try to give its followers 

such answers. In cultures on the high side of LTO, people are less normative or may not even try to 

explain the unexplainable. The way time is experienced and treated is then just a reflection of the 

interpretations of answers respondents gave to the questions the scholars formulated. Quick 

gratification is then still related to it – not so much due to efforts people make to restrain 

themselves, but rather due to short or long term orientation. For those who believe that the world 

will perish tomorrow, there is no reason to save for the day after tomorrow. 

Which existential question does the 6th dimension, IVR,  address, suppose it is really a separate 

dimension? One existential challenge all human groups face is the socialization of children. Children 

that are not socialized will not become human. Take children who were raised by wolves. When they 

were found at a later age,  it appeared to be next to impossible to turn them into “ordinary” people.  

All children have to be socialized to make them useful members of their society. The implicit 

question is: “To which degree do we need or want to socialize our children?” On page 296-298 of 

Cultures and Organizations, Minkov relates the origins of this dimension to intensive agriculture. 
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2.4 The fifth dimension revisited 
Table 13 compares the scores of a number of countries of the three research projects on the fifth 

dimension. Minkov’s scores are on a scale of 0-100. For reasons of comparison, we have put the 

scores for the Bond and Hofstede research in the same 0-100 scale.  

Table 13*- Different sets of scores of the fifth dimension 

Pragmatism (high score) versus Normative (low score)  

 Bond Minkov 1 Minkov 2 High Middle Low Rejected 

(1) (2) (3) (4) (5) (6) (7) (8) 

Australia 26 21 50   X  

Austria  60 42  XX   

Bangladesh 34 47   XX   

Brazil 55 44 26  XX   

Canada 19 36    X  

Chile   31 10   X  

China 100 87 76 XXX    

Colombia  13 2   X  

Denmark  35 52  XX   

Finland  38 60  XX   

France  63 44  XX   

Germany 26 83 49     

Hong Kong 81 61 92 XXX    

India 52 51 51  XX   

Indonesia  62 35     

Ireland  24 46  XX   

Italy  61 39  XX   

Japan 68 88 100 XXX    

Korea (South) 64 100 95 XXX    

Mexico  24 29   X  

Netherlands 37 67 48  XX   

New Zealand 25 33 42  XX   

Nigeria  16 24   X  

Norway  35 49  XX   

Pakistan  0 50     

Philippines 16 27 61     

Poland  27 38   X  

Portugal  28 37   X  

Russia  81 56     

Singapore 41 72 73  XX   

Spain  48 35  XX   

Switzerland  74 29     

Sweden 28 53 46  XX   

Taiwan 74 93 92 XXX    

Thailand 47 32 60  XX   

UK 21 51 50  XX   

USA 25 26 38   X  

Venezuela  16 0   X  

Vietnam  57 63  XX   

Zimbabwe  21 15   X  
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How to read table 13: 

Although the three projects do not cover the same countries, luckily there is a great deal of overlap. 

A proper comparison is therefore only partly possible, also because the questionnaires differed 

significantly. 

- In column (2) the scores on the fifth dimension are presented as identified by Bond and 
Hofstede. Hofstede labelled this dimension ”Long versus short term orientation (LTO)”. The 
research questionnaire was created by Chinese professors under the guidance of Bond, and 
answered by students who studied in Hong Kong. 

- In column (3) the scores of the fifth dimension are presented as identified by Minkov. He 
analyzed the data of the World Value Survey, and labelled his dimension: “Flexhumility versus 
monumentalism”. In the 3rd edition of Cultures and Organizations, the abbreviation is LTO-WVS.  

- In column (4) the scores of the fifth dimension are presented as identified by Minkov through the 
consumer panels of Mediacom. Minkov designed a new questionnaire for this purpose. 

 

The author of this book has analyzed these scores and tried to come up with some tentative 

conclusions: 

- For countries for which three scores are available, tentative conclusions were made if the 
difference between the highest and lowest score is less than 33 points. Although the difference 
for South Korea is 36, the total picture of this country still shows a convincing picture. 

- For countries for which two scores are available,  tentative conclusions were made if the 
difference between the two scores is less than 25 points. 

 

Countries that score below 33 have a normative culture. Countries that score above 68 are on the 

opposite pole and have a pragmatic culture including South Korea. 

The other countries that score in between, are neither clearly normative nor pragmatic.  

By comparing these three studies, a different name had to be assigned to this fifth dimension. In my 

opinion the wording Pragmatic versus Normative describes this dimension best.  

Many people in countries that score high (China, Hong Kong, Japan, South Korea and Taiwan) handle 

life indeed in a pragmatic way. 

In countries that score low (Australia, Canada, Chile, Colombia, Mexico, Nigeria, Poland, Portugal, 

USA, Venezuela and Zimbabwe) people have a more normative way of handling life. With the 

exception of Poland, these countries are African, Anglo-Saxon and Latin. The only Islamic country 

with a clear score is Bangladesh. Though it is generally assumed that Islamic countries score 

normative, this is apparently not the case for Bangladesh. Bangladesh used to be East Bengal, and is 

still strongly influenced by Indian value patterns. It is in this respect noteworthy that there is no 

country listed above for which the three scores are so similar as in the case of India. The difference 

between the highest and lowest score is just one point. 

Many more observations can be made while consulting table 13, but this book is about  

organizational culture, not national cultures. Because of the confusion and current debates around 

this dimension, some extra space has been allocated to it in this book.  
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Characteristics of the fifth dimension 
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ANNEX 3 

    DATA COLLECTION 
 

3.1 Introduction 
 

Organizational culture: methods of analysis 

When you want to gain insight into job satisfaction, motivation or more in general, human behavior 

in your organization, it is advisable to consider a number of points carefully before assigning anybody 

the task. In the case of organizational culture, you may first want to find out: 

- What do you want to know and why? 
- Are you going to use your own resources or call in external consultants? 
- Which tools will be used to collect information, and are they properly designed? 
- Is there a risk of cultural bias? 
 

What do you want to know and why do you want to know it? 

Many reports about the human factor simply disappear into somebody's desk drawer, never to 

appear again. Frequently, studies are commissioned not because anyone really cares about the 

results, but purely to demonstrate that something is being done about a certain issue.  

If you really want to know what is going on in your organization, it is essential to think matters 

through beforehand. If you want to know if your clients are happy with your products or services, 

you should not ask providers to scan your culture. If you find out that clients are not satisfied, and 

you want to know whether this is caused by the behavior and attitudes of your colleagues, it’s a good 

idea to have your culture scanned.  

Some of our clients introduced themselves by saying, “Things are not going too well. We've tried just 

about everything until now, but to no avail. So we thought, why don’t we find out what sort of shape 

our organizational culture is in?” An opening like that provides interesting possibilities. Scanning your 

culture is one of many options: 

-  A study of the human factor in your organization can focus on the personality structure and 
capacities of individual employees. For example, you may want to know what their growth 
potential is. Talent management is becoming increasingly important. 

- Alternatively, a study can focus on measuring job satisfaction. How satisfied are your colleagues 
compared to those in similar organizations? Although this is a legitimate question, it must 
nevertheless be approached with caution. Whenever this kind of study is carried out, it almost 
invariably affects the organization's internal processes. Suppose a job satisfaction assessment 
shows that the staff is very satisfied. The paradoxical outcome might be that their satisfaction 
lowers, because the study led people to expect that things would become even better. Instead, 
nothing happens because management has been told that everybody is happy. 

- A study can focus on measuring motivation. Of all human aspects at work, this is the most difficult 
to measure. It is quite possible that everyone is satisfied with the situation at work, their salaries, 
their colleagues and how they cooperate, but still no one makes an effort. For this reason, it is 
worth distinguishing between stay motivation and work motivation. If stay motivation scores 
high, it means that employees are keen to stay with their employer, even though they could earn 
more elsewhere. If work motivation scores high, it means that employees work effectively, even if 
working conditions are not always optimal. It is bad news when motivation to stay is high and 
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motivation to work is low. The worst position an organization can find itself in is when motivation 
to stay is very low and motivation to work effectively is also very low, but no one leaves due to 
lack of opportunities. One reason why it is so hard to measure motivation is that people find it 
hard to unravel their own motives. In addition to a number of deeper causes determining 
motivation, such as organizational culture, there are other factors of a more ephemeral nature. 
For example, a competitor raises his salaries, suddenly diminishing your own employees' earnings 
in comparative terms, or the effects of a personal crisis at home. 

- Finally, a study can focus on describing your organizational culture. This is useful if you want to 
find out whether your culture will hinder or enable realization of your objectives and strategies in 
the most successful way.  

 

Internal or external 

A company of any size can have its people tested internally. There are enough well-trained 

psychologists and validated tests available. Whether a company should look for this option depends 

on a number of variables, such as price tag, amount of work for the psychologist, and opportunities 

for an internal psychologist who operates alone to keep up professionally. The same applies to 

measuring job satisfaction. There is sufficient expertise to make a deliberate choice between internal 

and external data collection.  

That leaves us with organizational culture. As this is the subject of this book, we shall devote a bit 

more attention to it. One way not to go about examining your organizational culture is illustrated by 

the approach of a top manager who told his personnel officer to come back a week later with a 

description of their organization culture on one A-4. Amusing as it may look, this is rather sad. This is 

much less likely to happen now than in the early 1980s, when organizational culture suddenly 

became popular, but it is not uncommon that management of an organization assigns a student 

trainee to review the organizational culture on the cheap. This approach, supported by some 

professors, is based on the assumption that an organization can be regarded as an interesting tribe 

for a student of cultural anthropology to practice participatory observation, describing organizational 

culture en passant. It goes too far to reject this approach out of hand, but unless there is some 

means of comparison, any study of organizational culture will be ineffective. Even if consultants 

cannot or do not want to use statistical data for comparison, the client is advised to ensure that they 

are at least able to compare its own culture with that of other organizations.  

Most trainees do not have this practical experience. Their professor is unable to make up for this lack 

of experience, because the holistic approach adopted by the field worker makes it difficult to 

combine the results of participatory observation with teacher's experience. We are not against 

students carrying out research on organizational culture. Practical experience is a useful supplement 

to their studies. All we want to emphasize here is that the outcome of such research is of limited 

value. It is amazing how many companies that would never dream of letting students carry out 

relatively simple operations, do not hesitate to rely almost blindly on the results of research carried 

out by inexperienced and virtually untrained people into what is the most complex system on earth: 

groups of people. 

Of all research focusing on the human factor, organizational culture analysis is the least suited to 

carry out internally. There are various reasons for this. A study of organizational culture gains 

significance only in comparison with results from other organizations. Clients may have a hunch 

feeling, but generally they lack sufficient material to compare.  
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One of our clients was sure that his company's culture was insufficiently goal-oriented (D1), when in 

fact work discipline was much too low (D3). Without sufficient reference material, it is extremely 

difficult to find this out independently.  

It is hard, if not impossible, for a client to describe the culture of his or her organization in objective 

terms. The longer people work for an organization and the higher they have risen on the 

organizational ladder, the more they have become part and parcel of their own culture – which 

makes them myopic to what is obvious to outsiders.  

 

Appropriate methods 

In Hofstede's view a group of people should be examined from as many angles as possible. 

Behavioral scientists - and in their wake, management consultants - are as prone to error as the rest 

of us, so any study is liable to retain an element of subjectivity. The best one can hope for is to collect 

a reliable inter-subjective picture by involving a minimum number of respondents ad-randomly. This 

is why management consultants must enable their clients to check the results of their research 

against their clients’ own perception of reality. Consultants should be courageous enough to say, “If 

the results of the study are entirely inconsistent with your perceptions, we may have made a 

mistake”. 

 

Various methods can be used to examine organizational culture: 

Participatory observation 

Relying only on participatory observation implies that the observer needs to spend a lengthy period 

inside the company, in order to become so much accepted that people behave more or less as if 

(s)he were not there. Only then is it possible to observe real-life behavior and to understand the 

meaning that people attribute to these visible manifestations of their culture.  

 

Before opting for this method, ask yourself: 

1. Does the observer have sufficient experience and is (s)he sufficiently sensitive? 
2. Is the observer able to operate in a trustworthy and circumspect way? 
3. Does (s)he have an open mind, as (s)he claims? In other words, is the observer free of 

preconceived ideas about how people should interact with each other, their work and the 
outside world? 

The second question would not apply if somebody acts under-cover, but this may not be an 

appropriate approach. Once people find out, or once it is made public, it may have an adverse effect 

on the culture. Then people know that they can never be sure they are not spied upon.  

 

In addition, qualified observers for participatory observation tend to be expensive, next to the 

question of whether it is possible to attain sufficient inter-subjectivity. This method is normally cost 

prohibitive and we will not discuss it any further. 
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Cultural bias 

Perhaps the most important thing for a client is to check is whether the data collection tools and 

analytical instruments which providers try to sell, have been developed in the country in which the 

client is based. If they have been developed in another country, in the USA for example, check 

whether national cultural differences have been considered. Behavior is co-determined by the 

culture in which we are born and raised. Motivation is culture-specific and the best way for 

management to motivate employees is culturally dependent. The same applies to leadership styles, 

cooperation and the information flow, to name but a few aspects of human behavior in 

organizations. Managers working outside the USA are advised to reflect on national cultural 

differences before copying American management techniques and training programs. American 

culture is neither better nor worse than any other national culture, but it is certainly different. 

Research methods and questionnaires that have been developed in another country need not be 

dismissed purely because they have been developed in another culture. Clients are nevertheless 

entitled to demand that researchers and management consultants are able to neutralize any national 

cultural bias. 

 

3.2 Different ways of data collection 
There are different ways to collect data about culture. We explicitly use the term “data” here. Only by 

giving meaning to data will you be able to transform data into information. These different ways are: 

1.   Interaction with (prospective) clients   
2.  Walking around  
3.  Quantitative data collection  
4.  In-depth interviews  
5.  Group interviews  
6.  Study of meaningful documents  
7.  Discussion of report based on structured data collection  

 

With the exception of 3: quantitative data collection, all other methods will produce qualitative 

information, provided a proper job is done. This means that the information cannot be quantified and 

that an exact comparison is not possible. Yet culture exists only by comparison, certainly at deeper 

levels, such as rituals and convictions. This does not imply that quantitative data collection is the only 

legitimate data collection process: although it enables exact comparison, it may not reveal all relevant 

issues, especially when a client’s culture harbors unique aspects that hinder optimal realization of its 

objectives and goals. 

 

3.2.1 Interaction with client  
In whatever form, interaction with clients occurs when acquiring or implementing an assignment. 

Management consultants and change agents will continuously collect data about the client’s culture 

during this interaction. Culture is everywhere. Yet, certainly in the beginning it will be hard to know 

whether the observations and impressions are based on culture or on particular personalities, 

coincidence or context. 

Nevertheless, each contact with the client produces data. 
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3.2.2 Walking around  

Interaction will always yield additional data -  whether collected consciously or 
unconsciously. Management consultants may go beyond such informal data collection, and 
propose to spend a day or so at the office and/or factory to get a feel for your (sub)culture. 
They do this by walking around to observe your work environment and the way your 
colleagues interact with each other and with their work. The amount of time this takes 
depends on the number of units to be audited. If this process becomes too costly, you may 
want consultants to limit themselves to HQ or in the unit which is the most crucial for your 
success. Places of particular interest in this respect are the cafeteria during break hours, the 
coffee corner, reception area, corridors and elevators or staircases. See chapter 4 on  
analyzing the impressions thus collected.  
 
3.2.3 Quantitative online data collection  
Participatory observation is not the only method that often yields disappointing results. Also 

quantitative data collected through questionnaires filled out by employees. We have seen many 

examples of things that go wrong when using questionnaires. High on the list are: 

- Questionnaires sold as organizational culture surveys that proved to be a mixture of job 
satisfaction assessment and organizational culture analysis. From interviews with clients it 
emerged that the practitioners themselves were unable to distinguish the two. They were unable 
to point out which questions related to job satisfaction and which to organizational culture. 

- Organizations such as Galup which have become big with opinion polls, have also entered the 
field of organizational culture. Opinion polls are of a totally different nature than cultural 
surveys. Opinion polls are about opinions. The objective of surveys measuring culture, is ideally 
to describe work reality as objectively as possible. 

- Many questions clearly reveal what top management wants to hear. This makes it very hard for 
respondents to reply frankly. It is not always possible to keep respondents in the dark as to why a 
question is inserted, but the challenge is to phrase the questions neutrally. 

- It is not uncommon that students prepare a questionnaire under the auspices of their tutor, 
based on organizational culture analysis such as briefly described by Hofstede in “Cultures and 
organizations; software of the mind”. Somehow, despite teacher's guidance, respondents are 
asked questions as “To what extent is your organization means-oriented rather than result-
oriented, or vice versa”. Putting the dimensions directly to the client implies that the researcher 
assumes that respondents already know their organizational culture and can compare it to that 
in other organizations. This is seldom the case. 

-  

3.2.4 In-depth interviews  
In-depth interviews take less time than participatory observation, but it is nevertheless a time-

consuming method and therefore very costly. For this method to prove useful and yield reliable 

results, especially when this is the only method used, the interviews have to meet a number of 

criteria (see chapter 5). 

In-depth interviews can best be held when the results of quantitative data collection show that more 

focused information would clarify certain issues and that this would really help the client in better 

realizing its objectives. Then in-depth interviews can be limited to certain topics, thus reducing costs. 

3.2.5 Group interviews  
Bringing people together in group sessions is a cost effective way to collect a wealth of additional 

information. As it is not very focused, it does not replace in-depth interviews, which aim at collecting 

specific information. This group approach is useful if the client prefers a more holistic approach or to 
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collect data in addition to the standardized quantitative approach when there are many problems 

and issues to be solved. Chapter 6 elaborates on how this can give good results while guaranteeing 

anonymity during such group sessions. 

 

3.2.6 Study of meaningful documents  
If a client is prepared to hand them over, internal documents can provide a lot of additional 

information. Many documents reveal what a client wants to achieve in cultural terms. Think of vision 

and mission statements, documents describing core values, outlines of objectives and strategies, but 

also reports of labor satisfaction surveys and organizational culture surveys that were conducted by 

other parties in the past. 

 

3.2.7 Discussion of report(s )  
The discussion of report(s) based on the collected information - the “debriefing”- is an integral part of 

the data collection process. During the debriefing, information can be obtained on: 

- Management is clear or not clear about its strategy; 
- MT members have different opinions about their strategy;  
- Management is too ambitious or too laid-back; 
- Management is inconsistent 
- Contradictions. Such information should not be denied  or reasoned away. Instead one should table 

it. Contradictory information may point at deeper levels of reality in the client organization. 
- Puzzling information, that the client and/or consultant cannot explain. It can be advisable then to 

conduct some focused in-depth interviews. 
 

3.2.8 From qualitative to quantitative descriptions 
Many data collection processes are qualitative by nature, which makes it difficult to compare the data, 

with the exception of course, of “quantitative on-line data collection”. 

It is the challenge to translate qualitative findings in terms of a model to integrate them into an overall 

picture. If consultants have a thorough understanding of the model they use, it is feasible to do so. This 

will allow for an approximation of a quantitative data collection process.  

The extra information will either support the quantitative findings, contradict them or shed more light 

on the actual culture of a client.  

Again, if additional or contradictory information pops up, do not deny it or reason it away, but instead 

to focus on it. Additional and contradictory information may point at deeper levels of reality in the 

client organization. 

 

Clients are often more than happy to limit data collection to an on-line survey. It saves money and 

takes less time from the respondents. Given the sophistication of proper data collection processes if 

applied, a wealth of information will be collected. As our standard approach measures actual culture 

directly and indirectly, we effectively use the two approaches simultaneously. ‘Directly’ means that 

respondents describe their actual work situation. ‘Indirectly’ means that they describe their work 

paradise (see section 3.11.1). 
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3.3 Follow-up 
You may advise the client to collect additional information if contradictory information has come up or 

if there are situations to be redressed for which it is necessary to find out how and why they have 

arisen. Additional data collection can be done through short in-depth interviews (chapter 5) or group 

interviews (chapter 6). 

After sufficient information has been collected, a change journey can be plotted-  if there is scope for 

improvement. The results of such a change journey can be monitored by repeat scans. 

 

3.4 Briefing on “Walking around” 
Culture is everywhere. When management consultants visit a client it is always possible to collect 

additional data by keeping their ears and eyes wide open. Given that one should collect data from 

many different angles, it is useful to make notes of any findings.  

This data can be used as add-on input. It is important to realize that the observation of a  consultant 

can be an exceptional or it can be influenced by the consultant’s personal bias, rooted in his or her 

ideas about how things should be done. 

The first visit to a potential or new client already generates a lot of data. The first impression the 

consultant forms is likely to be the same first impression customers and others form when visiting 

that organization.  

It is interesting to observe the building: is it solid and severe or creative, modern and open; does it 

show elements of grandeur or is it sober? What does the entrance look like: welcoming or 

forbidding? Do symbols refer to the past or to the future? 

The way employees address customers and each other and the way they talk about their work also 

gives interesting qualitative information. Do they know each other, do people greet each other in the 

corridors, is top management visible, do people look away in the elevator etc.? 

Take, for example, a bank in which employees are expected to be neat and tidy and where they deal 

with information in a precise and secure way. There should be some sort of serenity and quietness: 

everything should appear to be under control. If you see employees gossiping about a customer who 

just left or if they address you hurriedly, it gives food for thought.  

 

Below we give a number of tips on how to turn data into information, while walking around. 

 
The reception area:   
- Does it feel welcoming or not? (Welcome may be a reflection of an open system -D5) 
- Does it feel cool or warm? (Cool may be a reflection of a means oriented culture -D1) 
- Do you see artifacts referring to the past or to the future? (Pointing to the future may be 

a reflection of a professional culture, D4, and/or a goal oriented culture,- D1) 
 
Notice boards:  
Are organization charts abound or hard to find (Many charts may be a reflection of an 
internally directed culture -D2) 
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Corridors:  
Are most doors open or closed? (Open doors may be a reflection of an open system - D5) 
 
Cafeteria: 
Seating arrangement: are people always supposed to sit in the same place or group? (This 
may be a reflection of a local culture - D4) 
 
In general:  
- Is everything neat and tidy or sloppy? (Sloppy is a reflection of an easy-going culture - 

D3) 
- What do people wear? Dark suits and conservative dresses or casual dress? (Casual dress 

may be a reflection of an easy-going culture - D3) 
- Work uniforms/prescribed dress codes or one dresses for the occasion? (Dressed for the 

occasion may be a reflection of an externally directed culture - D2) 
- Formal and unobtrusive dress code or informal and smart? (Informal and smart may be a 

reflection of a professional culture -D 4) 
- Happy faces or serious faces? (Happy faces may be a reflection of an employee oriented 

culture - D6) 
- A lot of joking about the organization or the organization is no joking matter (lots of 

joking is a reflection of an easy-going culture - D3) 
- People behave formally or informally (Informal behavior is a reflection of an open system 

- D5) 
 

Particularly in factories, it may be useful to walk around and get a feel for things happening. Take the 

example of a client whose top management decided that the optimal score for one of their factories on 

D1, means versus goal orientation, should be 40. This was because their clients did all the creative 

design work, which our client then printed on bags made from paper they produced themselves. During 

our tour of the factory we were told that most repetitive work was executed by machines. The most 

sophisticated machine had 3,000 different modes of operation, implying short production runs. An 

operator needed three years on-the-job training before he was allowed to run such a machine 

independently. This made us wonder whether the optimal score of 40 was not way too low. As a rule of 

thumb, if repetitive work is taken over by machines and technology, the culture can become more goal 

oriented also on the shop floor, D1. At least as long as health and safety issues are not of great 

importance or if they are becoming less of an issue.  

 

Observations made while walking around are mainly related to symbols, which reflect the most 

superficial level of culture. One should not infer that a closed symbol is by definition a sign of a closed 

culture. The symbols may be in tune with the rest of the culture, but not necessarily.  

Annex 4 explores this matter more in detail.  
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3.5 Briefing on “In-depth interviews” 

In-depth interviews can be used as a freestanding approach to collect information about a 
client system. Given its high costs and the criteria to be met in order to obtain reliable 
information from in-depth interviews, it is not recommended to limit the approach to in-
depth interviews. If it is nevertheless your wish to do so, you will find in this section the 
criteria to collect relevant and reliable information.  
 
3.5.1 Free standing in-depth interviews 

Conditions for a successful approach: 
- All interviewees must be asked the same questions. Culture only exists by comparison. 
- The questions must encourage respondents to provide significant information. Some examples:  

o “What are the worst mistakes you can make here?” 
o “What is most difficult for new employees to get used to here?” 
o “What are the work-related things that keep you awake at night?” 

- Interviewers must be able to put the interviewees at ease and conduct the interview in a 
non-directive manner. It is important that the interviewer does not press the interviewee 
to give an answer at any cost. No answer can also disclose significant information. On the 
other hand, the interviewer must ensure that the interviewee has understood the 
question properly and knows when to probe for more information.  

- The interviews are and will remain anonymous. 
- The interviews should take place in a separate room free from interruptions. The 

ambiance is very important and it is the responsibility of the interviewer to create the 
proper setting. Interviewees should be put at ease, there should be an open and trustful 
atmosphere, the interviewee should feel free to answer the questions honestly. There 
should be opportunity to think things over, give nuances, without needless interruptions 
from the interviewer. 

- Interviewers should be as non-judgmental as possible to avoid steering the interviewee 
into a certain direction. Interviewers should try to draw objective conclusions from the 
material collected when writing the report. 

- Interviewers should only ask questions which stimulate interviewees to give salient 
information.  

- The minimum number of interviewees for each identified subculture, including different 
hierarchical levels per sub-culture, is eight. In order to do justice to the diversity within 
the organization, these eight must be selected in such a way that the interviewees form a 
heterogeneous group. The top manager of the unit concerned and his or her secretary 
are included as standard practice.  

 
The eight chosen interviewees should preferably cover as many different characteristics 
of the employees in this unit as possible in terms of: 

- Hierarchical level 
- Gender 
- Seniority and age 
- Professional background 
- Type of work activities 
- Degree of sophistication of tasks at hand 

- Ideally two interviewers, a man and a woman, conduct four interviews each. This 
minimizes bias and ensures that reality is observed from different perspectives. 
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- The interviewer prepares a verbatim report of each interview, supplemented by his or 
her observations during the interview and visits to the client. 

- Finally the eight interviews are compared and consolidated into one report. The report 
contains both a central tendency which was found in all eight reports, supplemented by 
unique individual observations that might be significant for whatever reason. In this way, 
cultures can be described in comparative terms by describing their central tendency and  
their extremes.  

-  
3.5.2 In-depth interviews as an add-on 

It may be recommendable to use in-depth interviews for additional data collection, when: 
- After discussion of a concept report with the client a number of issues remains unclear. 

These issues have to be cleared up before the change journey can start. Some examples 
of unanswered questions are:  
- Why is there seemingly a lot of distrust?  
- Why do respondents perceive their boss as paternalistic or autocratic while this is not 

recognized by the boss concerned?  
- To address conflicting information or information which goes against everything people 

believe to be their work reality. 
- To help the client to formulate a more specific change strategy or implementation plan. 
Exit-interviews with those who leave the company can be very helpful to obtain a complete 
picture of reality. 
 
In-depth interviews as an add-on will normally only be conducted to acquire additional 
information after the quantitative data collection has taken place and only when important 
questions remain lingering. 
In such cases, the interviews are normally directed at obtaining specific information and will 
therefore take less time.  The conditions above on how to conduct in-depth interviews do 
not need to be strictly applied, but objectivity and anonymity should never ever be 
compromised.  
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3.6 Briefing on “Group interviews” 
Qualitative information can be collected by observation - implicitly during discussions with the client, 

or explicitly by walking around. Such data collection remains superficial. Qualitative information can 

also be collected through in-depth interviews  to get to the core of the matter, provided the costs are 

not an issue and really good interviewers are on the consulting team.  

Our challenge was to develop a focused qualitative data collection process that is cost effective and 

uncovers the hidden aspects of a culture. For this purpose we developed a special data collection 

process using Metaplan methodology.  

Invented in Germany, Metaplan allows for productive brainstorming and structures the information 

efficiently afterwards.  

The aim of the method is to stimulate participants to generate a wealth of ideas.  

 

3.6.1 Procedure 
This data collection process can be divided into different steps: 

Step 1: 

Agreeing with the client on the core questions to be raised during the workshops. We normally use at 

least 6 questions.  These questions are formulated in such a way that they stimulate participants to 

come up with a wealth of observations. See paragraph 6.3 for an elaboration on core questions and 

their use. 

Step 2: 

One or two moderators put the core questions on pin boards, flip charts or on the wall. Moderators 

typically use five core questions plus an open question that allows for additional topics to be 

covered. The workshop ideally consists of around 25 participants, divided into 5 subgroups. In order 

to avoid social control, participants belonging to different hierarchical levels should not be put 

together. 

Each subgroup brainstorms on a core question allotted to them, and comes up with as many 

observations as they can think of. The members of each sub-group can discuss general ideas and 

should encourage each other in coming up with statements. Hearing and reading observations made 

by a colleague in their sub-groups, may stimulate the generation of additional observations. At this 

stage, they do not discuss the validity of their observations. Every idea is written down individually 

on a Post-it and put under the core question. It should include an indication of whether this is 

perceived as positive (+) , negative (-) or neutral (+/-).  

Step 3: 

After brainstorming in subgroups about the core questions allotted to them, participants are invited 

to walk around and read the observations from the other sub-groups on the other core questions. 

Everybody should individually add as many observations as they wish to those already written down 

under the core questions not yet covered by the members of a sub-group. 

Step 4:  

During the break, the moderators number the observations per core question to facilitate the next 

steps.   
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Step 5: 

The participants prioritize the observations. This has to be done individually and anonymously. 

Participants are asked to walk around and tally four “post-its” from each core question, which they 

feel describe their work reality best. In other words, they are not asked to choose the most positive 

or the most negative description. 

Step 6: 

The moderators count which statements were chosen most. This qualitative information can be 

integrated into the report later. Statements which have not been chosen might equally provide 

salient information, certainly if a different result was expected. This should also be documented. 

 

3.6.2 Role of moderators 
The moderators play an important role in successfully generating additional information. Their main 

task is to try to avoid socially desirable answers by creating a pleasant atmosphere. In an atmosphere 

of trust and openness everyone feels free to come up with observations without being monitored. 

Participants should not be inhibited to ask questions and to express their worries regarding this 

exercise. It is important that they do not think that the results of the exercise can be held against 

them. That is why the whole process is anonymous; participants are not only told so, they should also 

believe it, based on the atmosphere the moderators have created  

The moderators should be sensitive enough to know or feel whether everyone understands what is 

requested. 

The Metaplan method does not guarantee that all salient information has been captured. That is why 

it is so important that the moderators are able to put the participants at ease. Only then will they 

obtain a lot of additional information, which only becomes meaningful once participants have 

prioritized the observations. 

 

3.6.3 Core questions 
The core questions are to be carefully chosen to reveal the most relevant information in the shortest 

time possible. This does not mean that you cannot change the questions or add specific ones for a 

particular client. 

3.6.3.1 First five standard core questions 

These five standard core questions are usually posed to Professionals and Operational Staff: 

1. What struck you most when you joined the company? 

2. Formulate discrepancies between what is said and what is done.  

3. Through which behavior do colleagues help or hinder you to perform well?  

4. Through which behavior does your direct boss help or hinder you to perform well? 

5. Through which behavior does top management help or hinder you to perform well? 
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For managers, core question 6 replaces core question 4: 

6. In order to make the organization more effective, what is it that your direct subordinates 

should stop doing and what should they do more? 

Examples of other core questions: 
7. When you are among friends or family, which aspects of your work do you like talking about 

and which aspects do you try to avoid? 

8. Describe different behaviors you have noticed when colleagues are faced with a difficult 

situation or a crisis at work. 

 

Core questions mentioned under points 3 and 6 in particular can be adjusted to address the 

preoccupations of the client.  

It is good to ask participants to formulate any issue which is not covered by the core questions. An 

additional question can be: “Please describe any important aspects of your work reality which are 

not covered by your answers to the five core questions”.  Frequently, people come up with 

observations that deal with labor satisfaction rather than organizational culture. Nevertheless, it 

gives participants the opportunity to vent all their concerns. 

3.6.3.2 Briefing 

Core question 1: Moderators invite participants who joined the company most recently, to this sub-

group. If the group has difficulty in coming up with observations, some hints can be given, such as: How 

were you welcomed, and did you feel welcome on your first day at work?  What kind of rituals did you 

notice? What did the work place look like and how did it feel? 

Core question 2: In every organization there are, to a certain extent, discrepancies between what is said 

and what is done. For example, HR policies in theory and the way they are put in practice. This may 

cover e.g. career development, training, introduction of new policies such as customer orientation, 

quality management, etc. 

Core question 3: By ’colleagues’ we mean everybody who operates more or less on the same 

hierarchical level as you. 

Core question 4: Some examples can be: not keeping you informed, not supporting you well in the 

execution of your work, supporting you when others wrongfully accuse you, assisting you to develop 

yourself professionally, involvement in decision making, etc. 

Core question 5: For example: only emphasizing what goes wrong, jumping from one reorganization to 
the next, developing a clear vision and communicating it clearly. 
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ANNEX 4 

    CHECKLIST FOR WALKING AROUND 
 

In this Annex, a list of symbols and behavioral patterns is presented per dimension, that may provide 

the user with additional information about organizational cultures. Please pay attention to the 

following: 

1. Do not use this list alone to gather information about cultures. Cultures are not necessarily 
neatly integrated phenomena. Management may have introduced new symbols that match their 
new aspirations. When the rest is left as it was, a cultural mismatch may result. This may not be 
immediately obvious right away, as symbols are the most visible part of culture. The reverse is 
also possible: after a successful cultural change, some visible symbols of the past may still be 
hanging around. Perhaps the much-respected founder was fond of old clockworks, for example. 
Just using this list may then make people believe that the culture must score local, whereas in 
reality a successful change from a local culture to a professional culture may have been realized.   

2. The meaning an outsider attributes to the symbols and behavioral patterns (s)he observes, may 
not be in line with the meaning insiders attribute to them. This may weigh even more if the 
outsider and insiders come from different national cultures. 
 

In other words, treat the symbols and behavior you observe with prudence. If they match or 

complement the findings of other data collection processes, they will strengthen the overall picture.  

If not, it may be enlightening to explore this mismatch further. 

 

Diagram 66 
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D1: Means versus goal orientation 
Means           Goal 
1.  Cold  1.  Warm 

2.  Formal 2.  Informal  

3. Uniform design and lay-out 3.  Diversity in design and lay-out 

4. Organization charts abound (D2) 4.  Organization charts hard to find  

5.  Relics from the past 5.  Future oriented symbols 

6.  Pessimistic attitudes 6.  Optimistic attitudes 

7.  Rules and regulations in public places  7.  Company news in public places 

8.  Negative stories about colleagues abound 8.  Positive stories about colleagues abound 

9.  People don’t seem to give their real  

     opinion       

9.  People speak out freely  

 

D2: Internally versus externally driven 
Internal                External 
1. Rules and regulations in public places  1. Proof of customer satisfaction on display  

2. Information about internal stakeholders in 

     public places 

2. Information about external stakeholders in 

     public places 

3. Work uniforms or prescribed dress codes 3. We dress for the occasion  

3. Information in public places shows           
     concern with ethical values and norms  

4. Design and symbols shows a nimble and  
     volatile image 

5. Organization charts abound (D2) 5. Organization charts hard to find 

6.  The only thing that matters are “Hard  

      facts” 

6. Special telephone line for clients’    
      complaints 

7. People know it all, when you come up with    
     something new 

7. People eager to realize improvements 
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D3: Easy-going versus strict work discipline 

Easy-going                Strict 

1.  Untidy 1.  Everything neat and tidy 

2.  Busy coffee corners 2.  Time clock or its modern equivalent 

3.  Few internal forms and statistics 3.  Many internal forms and statistics 

4.  Casual dress 4.  Dark suits and conservative dresses 

5.  Lot of jokes about own organization 5.  Serious faces  

6.  Idea boxes in public places 6.  Cost saving data in public places 

7.  Information about maverick solutions in  

      public places 

7. Instructions in public places 

  

D4: Local versus professional 

Local           Professional 

1. Dresses formal and unobtrusive 

2. People who are different seen as     

     threatening 

1. Dresses informal and smart 

2. People who are different seen as   

     interesting 

3. Lots of jokes or harassment to redress   

     deviant behavior 

2.  3. Memberships/alliances with occupational/    

professional organizations on display 

4. People continuously extinguishing    

     fires without drawing any lessons  

4. Futuristic design 

5.  Company jargon abounds 5. Little or no company jargon 

6.  Pictures of family on desks 6. Technical gadgets on desks 

7.  In-groups behave in a chummy way 7. Diplomas and academic titles carry a lot of    

    weight    

8. People know it all, when you come up with  
     something new  

9.  A lot of behavior seem to be prescribed 

8. People appear to be critical yet are          

    interested in the news you tell them 

9. You see people behaving rather differently 

 

  

http://www.culturesharp.com/


©Bob Waisfisz, www.culturesharp.com  

D5: Open versus closed system 

Open                                         Closed 

1. Doors are usually open 1. Doors are closed  

2. Relaxed security procedures 2. Tough security procedures 

3. Comfortable dining room/cafeteria 3. Dining room/cafeteria feels unwelcome 

4.  Reception area makes you feel welcome 4.  Reception area makes you feel excluded 

5. People greet each other 5.  Only people from the same in-group          

      greet each other 

6. People behave informal  6.   People behave formal  

7. Company parties sometimes get out of  

     hand 

7.  Company parties, if organized at all, are   

      stiff affairs 

8.  People are approachable 8.  People are not easily approachable 

9. People speak out freely  
 

10. People behave with confidence 

9. People don’t seem to give their real  
opinion  

10. People behave in an insecure way 
 

D6: Employee versus work oriented 

Employee                                               Work 

1. Happy faces  1. Serious faces  

2. You are normally approached in a friendly   

     manner 

2. You are often left by yourself as people do 

    not seem to have time for you 

3. Ordinary language is used 3. Many unusual words or organization  

     specific abbreviations are used 

4. Personalized work sites 4. Uniform work sites 

5. Work environment attuned to the needs of  
     employees 

6. Work environment attuned to     
     requirements defined by management 

6. Diplomas and academic titles have some   
      importance 

6.  Only suitability for work counts 

 

7.  Affirmation of bond with local community   

     on display 

7. Comparative performance data in public  

    places on display 
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ANNEX 5 

    PITFALLS – How to choose the best change consultant? 
INTRODUCTION: 

When we started working with organizational culture at the end of the 1980s, we came across quite 

some management consultants and change agents who stated: “Culture offers an opportunity to 

start a meaningful discussion with the client, nothing more and nothing less”. A sophisticated 

approach to measure culture was too costly and unnecessary in their view. To our regret, this idea 

still lingers on and is based on assumptions such as: 

1. “Culture is a rather simple phenomenon”.  Apparently, one doesn’t need to dig deep to start a 
useful discussion with a client. 

2. “Culture is such a complex phenomenon that it doesn’t make sense to try to capture it in terms of 
a model”. That may have been true in the past when there were no good models available. 

3. “By starting a meaningful discussion with a client, it is easy to find out what the major cultural 
issues are that may hinder realization of optimal results”.  On the contrary, it is very difficult for 
insiders to know their own culture well.  

4. “There is no need for a unified approach and no need to learn from comparing results with those 
of other consultants”.   Discussions with clients based on the consultant’s intuition are hard to 
compare. Without the possibility of a proper comparison, one does not know what has been 
found, let alone what lessons one can draw from one’s findings regarding culture. 

5. “As a consultant I am clever enough to draw the right conclusions from a meaningful discussion 
with the client”.  The consultants may be very clever, but their experience always remain limited, 
given the complexity of work life. Without sophisticated tools and a data bank to describe 
culture properly, a lot remains uncovered. 

 

It is not surprising that to some, the word “culture” provokes sneers. It may be due to all the broken 

promises that the topic of culture meets with so much hesitance, if not scorn. Of course, not only 

management consultants are to blame. Clients are as much at fault, as they often look for simple 

solutions to complex challenges or worse, do not want to hear negative feedback.  

The check list below may benefit you as a (potential) client to find out whether (potential) providers 

are up to standard. Your ability to assess this is crucial, as almost every management consultancy 

firm nowadays claims to be able to assist you in realizing the most functional culture2.  Whether 

potential providers are really able to help you is not always clear initially because: 

- Organizational culture describes behavior, work attitudes and convictions of groups of people. A 
potential provider should be able to describe your organizational culture adequately. By 
adequately we mean creating a balance between too much and too little information that 
properly describes all the characteristics crucial to helping you to realize your objectives in an 
optimal way.   

- There is no independent organization that guarantees the quality of potential providers of 
services on organizational culture and change management. 

- Not every potential provider will give you value for money. Yet the complexity of the topic makes 
it difficult to assess this beforehand and also not after the change process has been terminated. 
Organizational culture is, after all, not the only factor that defines your success or failure.  

                                                             
2 Whether the word “culture” is used in the process is irrelevant. If the word “culture” has too many negative 

connotations, you can call it “core values”, “behavior”, or whatever term suits you best. No matter what it is 
called, one can only ignore group processes at a huge cost. 
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The checklist below will help you to decide whether and to which degree a Potential Provider (PP) 

can meet your requirements and qualify for your assignment. 

The requirements are more or less listed in order of priority. So if a PP does not meet the first couple 

of requirements, you had better ask yourself whether that particular PP is qualified for the job. No 

need to probe any deeper. 

 

Questions you may want to ask a Potential Provider (PP): 

1. The tailored pitfall   
Does the PP use a standardized questionnaire or propose a tailor-made questionnaire? 

2. The anti-model pitfall  
Does the PP use a model in which the results of an audit are presented? 

3. The down-to-earth pitfall  
Does the PP use a sophisticated model? 

4. The one-for-all pitfall 
Does the PP distinguish between subcultures? 

5. The guinea pig pitfall  
Does the PP have enough data, know-how, experience and tools to support you well? 

6. The one track pitfall 
Is the PP a strong believer, rejecting all approaches but one? 

7. The integrity pitfall 
Does the PP behave with integrity or is (s)he only ‘talking the walk’? 

8. The international pitfall 
Is the PP able to connect organizational culture with national culture? 

9. The change pitfall 
Are the change efforts of the PP based on a sound conceptual framework? 
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5.1 The tailored pitfall 
 

   Question Topic Yes   No 

1. Do you make use of a standardized  questionnaire?   

 

 

If the answer is “yes”, continue to the next question.  

If the answer is “no”, you may want to stop the interview and look for another PP.  

 

 

Clarification: 

Culture only exists by comparison. A tailor-made questionnaire will not give you meaningful 

information about your actual culture. This may sound confusing: a tailor-made approach is 

appealing to many clients. It gives the impression that your specific situation and your specific 

requirements are fully taken into consideration. Let’s zoom into why culture only exists by 

comparison. There are at least two reasons, conceptual and methodological: 

- Conceptual: Culture defines differences between groups, whether at national, regional or 
organizational level. For example, there is no absolute norm for the best client orientation, D2. 
We can only find out which organization scores lowest and which one highest on client 
orientation. Between those two extremes we can project a scale, from 0 to 100, on which other 
organizations score. 

- Methodological: The answers of people to a question may portray reality fairly objectively, or it 
may not. This depends on whether respondents feel forced to come up with socially desirable 
answers.  Without a comparative scale, it may seem that an affirmative reply to: “Do you and 
your colleagues work with integrity?” is a good result. In reality respondents do normally not say 
“No” to such questions, as they would be implicated. Thus, “good” may not be good enough and 
“excellent” may only mean good, depending on the nature of the question.  On the other hand, 
“good” may be untenable, as ideological considerations may have colored people’s 
expectations. What is “good” or not, does not depend on absolute yardsticks, but on what is 
feasible and functional.  

Tailor-made questions can surely complement a standardized questionnaire, but only as an addition. 

  

http://www.culturesharp.com/


©Bob Waisfisz, www.culturesharp.com  

 

5.2 The anti-model pitfall 
 

 

Question Topic Yes    No 

2. Does the PP make use of a model?   

 

 

If the answer is “yes”, continue to the next question.  

If the answer is “no”, you may want to stop the interview and look for another PP, unless…..see 

clarification 2 below.  

 

 

Clarification 1: 

A model consists of variables, also called dimensions, which group various aspects of a culture 

together. It is almost impossible to derive meaningful information from the collected data without 

the use of a model, given the complexity of culture and the need for comparison.  

In all fairness, some cultural anthropologists claim that models do not reflect the richness of human 

existence. To them, reality can only be fully comprehended when living or working for an extended 

period of time among the objects of their study. Without entering into a theoretical discussion about 

participatory observation, we can safely say that: 

- Qualitative data can contribute to a full picture of reality, in addition to quantifiable data 
obtained through questionnaires. 

- Participatory observation is cost prohibitive to most clients. 
- If no other data collection process is used, participatory observation makes comparisons almost 

impossible. 
 

Clarification 2: 

We have met a few highly gifted interviewers, so good at their job that they were able to describe 

the culture of their clients accurately using only in-depth interviews. Unfortunately, such people are 

very rare. On top of it, it is time consuming and therefore a costly process. It is up to you to go ahead 

with gifted interviewers who do not use a model, but just an open mind.  

By the way, we were able to check this, as during the scientific research both quantitative and 

qualitative data collection took place. 
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5.3 The down-to-earth pitfall:  
 

Does the PP use a sophisticated model? 

Models simplify reality and allow us to make sense of the extremely complex world around us. 

However, simplicity comes in different forms. In the ideal situation models simplify reality without 

losing information that is meaningful for you, the client. To answer this question let’s break it down 

into eight sub-questions.  

Question Topic      Yes     No 

3.1 Can you refer me to any scientific publications in which the 

model you use, has been described? 

  

3.2 Does the model hold at least 5 autonomous dimensions?   

3.3 How many questions have been used in the original research? 

(100 and more questions is “Yes”, less than 60 is “No”. Skip 

this question if it is in between 60-100. 

  

       No     Yes 

3.4 Do you use only typologies, implying that the measurements 

do not yield scores on dimensions? 

  

      Yes     No 

3.5 Do the dimensions have two poles?   

3.6 Are the poles described in terms that cannot be applied to 

individuals? 

  

3.7 Does the client define the optimal culture, or do you know 

beforehand what our culture has to be? 

  

3.8 Are the questions in the questionnaire presented in random 

order without any headings? 

  

 

You do not have to be overly strict. You can safely  continue to the next question if at least four out 

of eight sub-questions are ticked off in the left-hand column. If five or more sub-questions are ticked 

off in the right hand column, we advise you to stop the interview and look for another PP, unless you 

are interested in a specific issue or if you are only looking for a superficial picture of your ”work 

reality”. In that case feel free to go on to the next question.  

Clarification 3.1: 

Models can be based on scientific research, but they can also be dreamed up by consultants using 

their work experience. The latter brings the high risk of a biased model, founded in the personality 

and limited experience of the consultant(s). Even the experience of the most veteran consultant is 

limited in face of the totality of work life on this globe. 

So, how can you find out?  Simply by asking the PP: “Can you show any publications about the results 

of your scientific research in academic journals or in books?” 
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Clarification 3.2: 

Proper research in this field will produce a model with autonomous dimensions on which the culture 

of your organization or parts of it, score. Autonomous means that the score on one dimension is 

unrelated to the score on another dimension. In other words, the scores on these dimensions do not 

influence each other. This is essential because certain combinations of scores cannot appear if 

dimensions are not autonomous, something of which you and the consultant may not be aware. You 

might then be focusing your energy in the wrong direction. For example, a very innovative and 

creative culture cannot occur in a unit where simultaneously a rigid work discipline is required  to 

reduce life-threatening situations. In addition, a model that does not have autonomous dimensions, 

cannot fully cover work reality. 

 

To ensure that the model is sound, as a general guideline, you may check whether the model 

comprises at least five autonomous dimensions. 

 

Clarification 3.3: 

Even scientists are unable to guarantee that a particular model covers reality in total.  A good model 

enables scientists to cover reality to the largest degree possible. In order to achieve this, questions 

have to be collected from professional literature, from people in the field (that is, you and me) and 

from in-depth interviews. At least 150 questions may need to be tested for its applicability. After a 

first trial, a final questionnaire is developed, which may still consists of 100 questions. But do not 

worry: you and your colleagues do not have to answer all these questions. We are talking here about 

the scientific research on which the model should be based.  

 

Clarification 3.4: 

Whether research-based or not, typologies over-simplify your work reality. Typologies phrased in 

terms of pyramid, street market, fiefdom, etc., will never do justice to the complexity of what is 

really happening. A sound model consists of variables. If a model has 6 dimensions for example, the 

number of possible combinations is huge. Suppose we also distinguish per dimension  “below” and 

“above average”, then we can already identify 64 typologies, which nobody can handle. This is still a 

very rough distinction. Suppose that we have created 5 scoring areas per dimension: low, somewhat 

low, in-between, somewhat high and high. Combining the scores on all six dimensions leads to a total 

of 15,625 possible typologies.  In other words, although typologies can at first instance give meaning 

in a chaotic world, they are not really helpful in a thorough analysis, unless you only need something 

superficial.  

A well-known model developed by Quinn and Cameron distinguishes 4 typologies: clan, adhocracy, 

market and hierarchy. This implies that only two dimensions are used. Can such a simple model really 

do justice to a complex world, in spite of its nice presentation? 
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Clarification 3.5: 

Models with one-polar dimensions can be elegantly presented in the form of a web. Denison and 

others developed such a model. All dimensions run from the center outwards. In this way, the results 

are shown in a concise and handy way. The set back is that such models are fully normative, because 

the message is: “High scores are better”. This underestimates work life enormously.   

Culture is defined by both external and internal factors. An external factor can be the number of laws 

and directives a company has to comply with; this is a given. Internal factors can be the repetitive 

work people have to do, or the internal political games people play.  

Bipolar dimensions can capture this complexity of work life. Consider easy-going versus strict work 

discipline: one cannot predict what the culture should be beforehand. In research departments an 

easy-going culture is likely to be preferable, as it promotes a creative spirit. In departments with 

mass production a strict work discipline makes more sense. 

Models with one-polar dimensions are founded in clear ideas on how firms should be managed. They 

are based on generic management principles and not on the particular situation and on the particular 

work requirements certain organizations have to deal with. The same applies to different 

departments, function groups or managerial level within one and the same organization. 

If you want to know in how far generic management principles are being applied in an organization, 

the Denison model can be valuable. But not if you want to assess or develop the unique position you 

as client finds yourself in (actual culture) - or want to find yourself in (optimal culture). 

 

Clarification 3.6: 

Group behavior is not necessarily the sum of the behavior of all the individual group members. 

Putting ten bright, intelligent people together, does not necessarily create an “intelligent” group. In 

other words, reality on individual level does not necessarily coincide with reality on group level. 

Group processes such as feelings of insecurity about how group members will behave or jealousy 

may diminish the effectiveness of the individual members. There are consultants who claim that a 

group of mediocre people who work well together yields better results than excellent people who do 

not work well together.  

It is even possible that what looks logical to an individual may be the reverse to a group. This is called 

the ecological fallacy. When describing dimensions it is recommendable to use labels that are not 

used to describe individuals, so that personality and culture are not confused.  
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Clarification 3.7: 

It is not possible to predict what the ideal, i.e. the optimal, culture should look like. On the one hand 

generic management principles can be applied everywhere. On the other hand, the way employees 

to relate to their work at the conveyor belt should ideally differ considerably from the way top 

management relates to its work. 

Companies will lag behind if they copy the competition blindly in what they offer, in how they sell 

and organize themselves. One needs to create a unique sales proposition. Likewise, the culture of a 

firm should be positioned in such a way that it assists in realizing its unique sales proposition in the 

most effective and efficient way, given its particular market position. 

The results of a scan of the actual culture only become meaningful after the client has defined its 

optimal culture, together with the consultant. The consultant should not try to define the optimal 

culture on behalf of the client. The client knows best which requirements it has to meet to become 

successful or to increase its sales. The role of the consultant is to explain the model in such a telling 

way that the client is able to define its optimal positions. If, by the way, a client is not able to define 

which requirements it can be best realized, the client may first want to turn to strategy consultants 

before defining its optimal culture. 

 

Clarification 3.8: 

The challenge of measuring culture is to describe work reality objectively with the help of  

respondents who are by definition subjective. The author of this checklist is, by the way, also 

subjective, so beware!  

In labor satisfaction surveys, the subjectivity of the respondents is not a problem: it is precisely the 

intention to find out how people feel about their work. With a culture survey, the intention is to 

know how “things are really done here”, not how people feel about it. This is a difficult task, as 

people tend to describe their work in enhanced terms, according to what they deem socially 

desirable. This is especially likely among top and senior management who have a vested interest in a 

beautiful picture.  Sometimes respondents describe their work in more negative terms than reality 

warrants, because they are demotivated or alienated. Our emotions color our perceptions. 

A questionnaire is required that does not allow respondents as a group to influence the outcome. 

Unless you are a social scientist, it is not possible to check directly whether this is the case. We 

therefore propose to check whether the questionnaire has been properly constructed by asking the 

potential provider: “Are the questions in the questionnaire presented in random order without any 

headings, so that respondents have no clue as to what management would like to hear?” 
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5.4 The one-for-all pitfall 
 

 

Question Topic     Yes     No 

4. 
Will you measure subcultures in our organization separately if 

so required,  or do you limit yourself to one measurement? 

  

 

 

If the PP is able and willing to measure subcultures separately, please continue to the next question.  

If the answer is no, stop the interview and look for another potential provider (PP) unless your 

organization meets certain characteristics. 

 

 

Clarification: 

Many clients are surprised  to hear that a single measurement only suffices if everybody does exactly 

the same type of work.  Many PPs equally believe that one measurement is enough to present a 

meaningful picture of culture. In doing so they either measure the average culture of very different 

subcultures, leaving out a lot of salient cultural characteristics per subculture, or they restrict 

themselves to one subculture, usually that of top management.  Surely, it is not necessary to 

measure all the subcultures in an organization. Measurements may well be limited to the parts that 

are most crucial to the client. But the client should make that selection, not the PP who offers only 

one measurement. 

The exception to the rule will be, if your organization is small. In a small organization with, say, not 

more than 16 group members no subcultures can be identified. There may be still smaller groups 

within such a group, but these are then characterized by small group dynamics and not by culture. 

Although it is hard to make a precise distinction between small group dynamics and culture of 

subgroups, the difference is characterized by the ease by which group dynamics can be changed. 

Culture is the hardest to change. 
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5.5 The guinea pig pitfall:  
 

Does the PP have enough data to support you? This is not a difficult question, but it can best be 

broken down into two sections, with a number of sub-questions.  

- Section 1: Does the PP have enough data to support you? 
- Section 2: Does the PP have enough know-how, experience and tools to support you? 
 

Question Topic Yes   No 

Do you have enough data to support us? 

5.1 How many organizations does your data bank contain? 

50 or more is “Yes”, less than 50 is “No” 

  

5.2 How many different sectors are represented in your data bank? 

10 or more is “Yes”; less than 10 is “No” 

  

5.3 Does your data bank differentiate between functions?   

5.4 Does your data bank differentiate between hierarchical levels?   

                    Do you have enough know-how, experience and tools to support us? 

5.5 Can you tell us real life stories to illustrate the two poles of each 

dimension?  

  

5.6 Can you tell us whether the choices we made re our optimal 

culture are feasible in the context in which our culture is 

embedded? 

  

5.7 Are you utilizing report generating software?   

5.8 Do you make use of integrated change tools by emphasizing 

both process and content, which implies that the content of 

your change tools is adjusted depending on what we want to 

realize? 

  

5.9 Are you able to monitor our progress?     

 

You do not need to be overly strict. We recommend to continue to the next question if at least five 

out of nine sub-questions are ticked off in the left hand column.  

If more than four sub-questions are ticked off in the right hand column, we advise you to stop the 

interview and look for another PP, although of course it is your decision to continue the interview or 

not. 
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Clarification section 1: 

Culture only exists by comparison. Without a proper databank, the results of an 

audit/scan/measurement are meaningless. It is not easy to define “proper”, but a sound data bank 

contains a minimum of 40 measurements, founded in rigorous research and covering a wide variety 

of organizations, functions and hierarchical levels. ‘Variety’ in, for example commercial firms and not-

for-profit organizations, in services and products, in functions such as production, marketing, IT and 

R&D, and in hierarchical levels. The less rigorous the research and the smaller the variety in 

participating organizations, the bigger the data bank has to be in order to give meaningful 

information. A data bank that only contains organizations from one sector is not very helpful. A data 

bank with only insurance companies, is not very insightful, even if your organization is an insurance 

company.  

Just to be on the safe side, check whether the data bank has over 50 organizations, including at least 

10 types of organizations and covering different hierarchical levels and functions. 

 

Does this exclude new or starting data banks? Yes and no! Yes, if they want to start from scratch 

using you as a guinea pig, unless you enjoy participating in new research. No, if they have a recently 

established data base based on sound research. 

 

 Clarification section 2: 

It is one thing to map a culture; it is another to assist you in making good use of the results. This is 

hard to assess, because clients normally know less about the topic than PPs. The risk is that the PP is 

selling you hot air. 

Whilst by no means a complete list, the following questions help you to assess how much know-

how, experience and support tools the PP has:  

 How often has the PP assisted clients in defining their optimal culture? A model is a construct of 
reality and by storytelling do the dimensions come to life. A PP should be able to illustrate how 
people behave in organizations which score extreme on either pole of a dimension or 
somewhere in the middle.  

 Which tools can the PP deploy to assess the feasibility of your optimal culture? The context in 
which you operate defines the minimum and maximum score that is attainable for your 
organization. Health risks lower the recommendable score for goal orientation (D1). 
Requirements and rules dictated by the central government lower the maximum score for client 
orientation (D2), etc. If the PP has developed such tools, it implies that (s)he has insight into the 
environment that influences your culture. After all, your organization does not operate in a 
vacuum and is  influenced by external stakeholders and physical conditions. 

 Does the PP create reports to reassess the optimal culture, to validate the findings of the survey, 
to seek to clarify and to formulate follow-up actions? Ideally, these reports are made by report 
generating software, which ensures that you will receive value for money.  

 Does the PP have fully integrated change tools? Does (s)he focus on the content of change, next 
to the process of change? In other words: can the content of the change tools be adjusted to 
particular gaps between actual and optimal aspects of culture which you want to bridge?  

 How does the PP monitor the progress of your change journey? 
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5.6 The one track approach 
 

 

Question Topic   More    One 

6. Do you use one data collection process or more?   

 

 

If the answer is “More”, continue to the next question.  

If the answer is “One”, you may want to stop the interview and look for other PPs.  

 

 

Clarification: 

Many PPs want you to believe that there is only one best approach to data collection; the one-track 

approach. In reality one approach may not suffice. We have seen that tailored questionnaires or in-

depth interviews do not allow for comparison. A rigorous approach which allows for comparison 

yields normally much better results. But in-depth interviews can unearth significant information, 

which would not have been uncovered by a quantitative approach. Imposing all sorts of data 

collection approaches on you, the client, is a costly adventure, but a PP should certainly be able to 

propose a second data collection process, if the first one still leaves blank spots.  

It is possible that contradictory information surfaces while collecting data with standardized 

questionnaires. If you are unable to explain such contradictions that are felt to be in need of 

clarification, a follow-up of a different data collection process may be advisable. 
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5.7 The integrity pitfall:  
 

Does the potential provider behave with integrity or are they only ‘talking the walk’? Again, not an 

easy question, but let’s break it down into four sub-questions.  

 

 

Question Topic   Yes     No 

7.1 Would you allow us to stop your work and efforts 

whenever we like, without being forced to pay for work not 

done? 

  

7.2 Would you allow us to take over part of your work with 

your support, depending on what it is we can do ourselves? 

  

Question Topic   No Yes 

7.3 As far as we know, there are no differences among the 

sales locations, but would you allow us to split the Sales 

group into the three locations to find out more about the 

three managers who each head up a sales location?  

  

7.4 Whatever the content of the report(s) turns out to be, can 

it/they be immediately distributed by you to all concerned, 

as we have nothing to hide? 

  

 

 

If you have ticked at least three sub-questions on the left-hand side, go on to the next question.  

If you have ticked more than one sub-question on the right–hand side, we advise you to stop the 

interview and look for other PPs. 

 

Clarification 7.1: Will the PP provider truly serve your interests? 

Every PP will tell you that (s)he is here to serve your interests, of course against a fee. There is 

nothing wrong with this attitude, we all need to earn money. But will the PP deliver value for money? 

That is difficult to assess, because the input of the PP is: 

- One of many factors that defines the success of your change efforts.  
- The input of a PP is one of the least tangible inputs and therefore troublesome to measure. 
- The input is directed at organizations which are systems of such enormous complexity, that it is 

anyway hard to measure tangible output.  
Consequently, a PP can easily sell you hot air. This checklist helps you to prevent this, although you 

will have to remain on top of it, to ensure that the PP continuously strives to deliver value. A 

consultant that acts with integrity should be: 

 Tough to get in; easy to get out. This implies that (s)he will not try to sell you a fixed number of 
days/services. The best PP is one which you can send away any time.  
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 An honest PP is prepared to deliver “bad news messages”, even if it could harm him/her or 
his/her organization. Some clients react in a very defensive way to bad news, even when it is 
transferred in a politically correct manner.  

 

Clarification 7.2: Will the PP leave you in full control? 

Given the complexity of the topic there is always the risk that the PP may, albeit unintentionally, take 

the lead. You know less about culture and you may be too busy. However, you should be and remain 

the owner of culture and change. You can check whether the PP will leave you in control by asking: 

“Will you allow us to take over part of your work with your support?” 

Some activities can be conducted by you or your people, once the PP has demonstrated them several 

times: defining the optimal culture in other units, conveying the results to teams in the company and 

driving indirect change. 

There is one important exception: the PP should warn you that internal consultants should not 

facilitate these activities for higher echelons. Check the PP’s approach by asking whether the PP 

thinks that it is also a good idea that internal consultants work for top management as well. 

 

Clarification 7.3: Will the PP protect you against yourself? 

After a period of skepticism, some clients become over-enthusiastic about culture. Clients can 

become so eager for feedback that they split up groups to be measured not on the basis of significant 

behavioral differences, but according to their own information needs on particular groups or 

managers. But if there are no sub-cultures, the additional scans will not supply additional meaningful 

information. Other ways of collecting may be better suited, such as individual assessments, labor 

satisfaction surveys or in-depth interviews. A PP should warn you that too many separate scans and 

reports are not useful but instead drown you in information overload. 

Here, we use an example of a question on a Sales department and three locations. Of course feel free 

to adapt it to your situation. 

 

Clarification 7.4: Will the PP protect you against yourself? 

Top managers may tell the consultant that they have nothing to hide and that all findings can be 

distributed to everybody right away. That is even more likely to happen when the optimal culture is 

supposed to be more open.  However, the information in the reports is not there to blame someone, 

it is there to make the optimal or new culture happen.  The top manager of a unit that has been 

measured separately is the only one who will come into focus and should therefore always be the 

first to see the results, unless nothing damaging has been found. Only after the manager has seen 

the results, can the PP omit harmful information about the manager from reports that will be 

distributed to a wider circle. Omitting harmful information is permitted, changing information not. 
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5.8 The international pitfall:  
 

Is the PP able to make a connection between organizational culture and national culture? 

Let’s have closer look at this question, by breaking it down into four parts.  

 

 

Question Topic No Yes 

8.1 Do you use the same model to describe national cultures as to 

measure organizational culture? 

  

8.2 Have the questionnaire and the model you use been developed in a 

different country from ours? 

  

Question Topic Yes No 

8.3 If “Yes” to question 8.2.:  Have you validated the questionnaire and 

the model for our country, for instance, by adjusting the scales of the 

dimensions, and the questions that load the dimensions? 

  

8.4 If  “No” to question 8.3 : Can you prove that you have sufficient 

knowledge of national cultural differences and their consequences 

for management to adjust the findings to our national context? 

  

 

If you have ticked “No” for 8.1 and 8.2 or “Yes” for 8.3 or 8.4 this potential provider seems fully 

up to standard and is highly recommended to engage. Then there is just one more question to 

go.   

 

Clarification: 

The national or regional culture in which HQ and its subsidiaries are located is one of the  factors 

that shape organizational culture. In other words, if a PP cannot adjust the findings for national 

cultural differences, then the wrong conclusions can be drawn. Even if you are located in only 

one country, outside of the USA, you may still have to deal with the international connection. 

Questionnaires and models developed in the USA are adopted by consultants all over the world. 

They need to be validated for the country in which you operate. If they are not, the consultant 

needs to translate the findings to the different national or regional contexts where you are 

based. This applies to any managerial tool developed in one nation and used in another. 

Sometimes the same model is used to describe national cultures and organizational cultures. This 

leads to false results. A nation is a totally different entity than an organization.  Organizations are 

founded by people to realize well-defined objectives. Nations develop over time and have not 

been created to realize exact objectives. Moreover, national culture is a defining factor of 

organizational culture, not vice versa.   
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5.9 The change pitfall:  
 

Are PP’s change efforts based on a sound conceptual framework? Again, we split this question into 

four parts.  

Question Topic Yes No 

9.1 Do you distinguish between direct and indirect change?                      

(Direct change is telling people how to behave from now on; 

indirect change is changing people’s environment so that they 

would be stupid not to adjust). 

  

9.2 Do you have instruments to change the environment of our 

employees in a focused way? 

  

9.3 Do you have instruments which induce our top managers to 

change their behavior in line with their optimal subculture? 

  

Question Topic Integrate Separate 

9.4 Do you want to integrate change into our day-to-day operations 

or to create a separate change project with its own dynamics? 

  

 

Consultants have different philosophies about change so it is up to you to decide what is wisdom. We 

have our preferences, but it is part of your discretionary power to select what works best for your 

organization.  

You have come to the end of the questionnaire. If you have not rejected the PP by now, you can be 

sure that this provider will deliver value. Whether it is value for money depends on the fees charged!  

Clarification 1: 

One of the most intriguing aspects of organizational life is that it is very cumbersome to make change 

happen. Yet, people continuously adjust their behavior depending on the situation in which they find 

themselves. Many change initiatives are unsuccessful, because the reasons to change do not make 

sense to the people or because they fear that they will be victimized during the process. 

It is rather common nowadays to assess the willingness and ability to change among employees. The 

crucial question is not whether rank and file workers are willing to change, but whether top 

managers are and whether the changes they propose make sense to the rest of the organization. Too 

often we see that top managers proclaim the new culture without acting accordingly, even when 

they profess to “walk the talk.” 

When does it make sense to adapt behavior? It makes sense to do so when one’s environment has 

changed so much that it would be stupid not to adjust, called an indirect change process. Only top 

management cannot change its own environment at will. They have to carry the weight of behavioral 

adjustment by themselves, called a direct change process. 
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Sometimes top management puts the full burden of behavioral adjustments on the shoulders of 

everyone else, without adjusting their own behavior. They tell their subordinates what they expect in 

terms of vision, mission statements and core values, through workshops and by other means of 

communication. But such direct change is only successful in times of crises. Changing a culture can 

best be done in an indirect way: by changing people’s work environment so that they would be 

stupid not to adjust.  

As said before, top management normally cannot change their environment as they create the 

environment of their organization, at least to a certain degree. What is more, they often have plenty 

of excuses why they have no time to adjust, and may not even be willing to question their attitudes 

and behavior to start with. 

Which instruments does the PP have to make change happen? Question 5.8 informed about 

integrated change tools. Here you want to know whether the change tools are compatible with the 

change philosophy of the PP. 

Change projects are often organized as separate projects, detached from work reality. This leads to 

sub-optimal results, certainly when you opt for indirect change. Changing the work environment is 

about day-to-day activities. The levers of change or specific change interventions tend to be common 

instruments, like work enrichment, job rotation or personal assessment. These levers of change 

should not be used indiscriminately, but in a focused way in order to change specific aspects of your 

culture. This applies to changes on a certain dimension as well as to particular aspects of a position 

on a dimension. For example, successful implementation of work enrichment will change a culture 

into a more goal oriented direction (D1), but it has no effect on the other dimensions.  

 

Closing remark: 

You have come to the end of this questionnaire. We hope that it has helped you to choose external 
consultants who are worth their money. We wish you much success in meeting your challenges in 
the best possible way! 
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ANNEX 6 

    DESCRIPTION OF DIFFERENT AREAS PER DIMENSION 
 

The information in the diagrams in this section is not the incontestable and absolute truth.  

The way to read the diagrams is as follows:  

 

The more a culture scores to the extreme (either towards 0 or towards 100), the more accurate the 

information in the areas 1 and 4 is. For this reason, the arrows in areas 1 and 4 point to 0 and 100. 

The descriptions in the other areas give an average picture: 

a. The description depicts an average position in an area. For that reason the arrows point to the 
middle of each of those areas. 

b. The description itself is about an average picture in the data bank of the content of that area.  
 

For the areas 2 and 3 we can state that the more centered a culture scores, the more uncertain it is that 

the content of a culture coincides fully with the descriptions presented below. In other words, one 

cannot assume that the answers that load a score on a dimension, cluster around the average score if a 

culture is located in the middle of areas 2 and 3. It may well be that in a certain organization no 

clustering took place. For example, a score of 50 can be the average of extremes, i.e. of answers loading 

scores either at 0 or at 100, but not necessarily so. See also diagram 20 in section 3.8.1  
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Diagram 65 
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Diagram 66 
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Diagram 67 
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Diagram 68 
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Diagram 69 
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Diagram 70 

 

 

 
 

 
  

http://www.culturesharp.com/


©Bob Waisfisz, www.culturesharp.com  

ANNEX 7 

    EXAMPLE OF CHANGE LEVERS 

7.1 Introduction 
In this chapter, we present the change levers for D6, employee versus work orientation, and hope this 

example illustrates how to go about it. 

 

The change levers can be applied to managers and to people who do not manage others most of their 

time. Top and senior managers should ideally be more involved with change at a strategic level, 

whereas others are supposed to translate these change levers into real-life activities. Managers below 

senior managers should translate the change levers both on a strategic and at an executive level. There 

is nevertheless a great deal of overlap between change levers constructed for managers and non-

mangers. 

Diagram 71 is an elaborated version of diagram 64 in Annex 4. 

The blue “onion” has five layers. Symbols form the most superficial layer, and Beliefs the core.   

In the white area in the “onion” four aspects of work reality are placed, such as structures and systems. 

These four aspects influence culture, although the impact is sometimes exaggerated, as in the case of 

structure. They can nevertheless contribute to change if it is well understood how to apply them in a 

focused way. 

 

The five layers and four aspects create theoretically nine categories of change levers. As we are 

discussing indirect change here, the layer “Behavior” will not be addressed, but replaced by “Generic 

change efforts”. 

Category 1, “Symbols” has the lowest impact on change but is the easiest to apply successfully. 

Category 8, “Beliefs”,  has the highest impact on change, but is also the most difficult to apply 

successfully.  

Category 0, “Generic change effort”, lists change levers which apply to Dimension 6 irrespective of the 

aspects a client wants to change.  

 

The total number of change levers for D6 is 115. This seems a lot, but the number of change levers for 

D1 and D4 is even bigger. These two dimensions are often considered the most crucial to clients, and 

carry more information. 
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Diagram 71 

 

 

7.2 All change levers for management on D6 
 

How to change a culture into a more employee-oriented direction  

Management frequently thinks that the culture is too employee oriented. Rarely does management 

wants its culture to be more work oriented. Turning the culture into a more work oriented one, can be 

simply achieved by putting employees under more pressure. The change levers that aim at making the 

culture more work oriented, carry the sign: ↔  

A total of 79 change levers aim at making the culture more employee oriented (including subcategories 

under 5 and 6) and 36 change levers to make the culture more work oriented. 
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6.0 Generic change effort 

6.0.1 We want management to take co-responsibility for our welfare  

6.0.2 We want management to be considerate yet not to be fooled 

6.0.3 Ensure that everybody is fully aware that if we don’t work like hell we will go down the drain 

due to economic hardship ↔ 

6.0.4 Ensure that everybody is fully aware that without quick thinkers and quick decision makers we 

will not survive  ↔ 

6.0.5 We don’t want management to take co-responsibility for our welfare. We can look after 

ourselves  ↔ 

6.0.6 We prefer a management who is not soft on our colleagues as this will only jeopardize the 

success of our organization ↔ 

 

6.1 On the level of “Symbols” 

6.1.1 Ordinary language is used instead of many unusual words or organization specific  

 abbreviations  

6.1.2 Diplomas and academic titles have some importance instead of only suitability for work counts  

6.1.3 Affirmation of bond with local community on display  

6.1.4 More positive and neutral remarks about other internal groups than negative remarks and 

complaints  

6.1.5 Work environment attuned to the needs of the employees  

6.1.6 Social welfare data in public places instead of comparative performance data in  public places 

on display  

6.1.7 A lot of attention paid to a healthy and pleasant work environment  

6.1.8 People talk in terms of “what we have done” instead of “what I have done”  

6.1.9 Seniority is high compared to similar groups/organizations   

6.1.10 People don’t worry about losing their job  

6.1.11 People who are successful are not singled out in public  

6.1.12 Attention paid to physical work environment instead of physical work environment is of no 

importance  

6.1.13 Many unusual words and/or organization specific abbreviations are used 

instead of ordinary language ↔ 

6.1.14 Employees have to adjust themselves to their work environment instead of the other way 

round ↔ 
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6.1.15 Comparative performance data in public places instead of social welfare data in public places 

on display ↔ 

6.1.16 People talk in terms of “what I have done” instead of “what we have done” ↔ 

6.1.17 People who are successful are singled out in public ↔ 

 

6.2 On the level of “Structure”  

6.2.1 Blurred lines of command instead of clear lines of command  

6.2.2 Creation of semi-autonomous units 

6.2.3 As few major changes and restructuring as possible  

6.2.4 From centralization of decision taking to most qualified decides   

6.2.5 Clear lines of command instead of blurred lines of command ↔ 

6.2.6 Major changes and restructuring to overcome economic and financial crisis ↔ 

6.2.7 Centralization of decision taking ↔ 

 

6.3 On the level of “Capabilities and attitudes of management” 

6.3.1 Gaining people’s trust  

6.3.2 Thinking in terms of employee interest  

6.3.3 Interpersonal skills  

6.3.4 A “People” manager  

6.3.5 Positive vis-à-vis work council and workers co-determination  

6.3.6 Making newcomers feel at ease, feel welcome and sought after  

6.3.7 Supportive  

6.3.8 Helps good people to develop their potential instead of trying to keep them for own 

unit/department 

6.3.9 Ability to avoid burn-out  

6.3.10 Takes personal problems into account  

6.3.11 Cooperative  

6.3.12 Does not take personal problems into account but instead puts people under pressure to 

perform well ↔ 

6.3.13 Thinking only in terms of the interest of the organization ↔ 
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6.3.14 Good on crisis management ↔ 

6.3.15 Negative towards work council as this slows down decision taking ↔ 

6.3.16 Non-cooperative ↔ 

 

6.4 On the level of “Systems; excluding reward systems” 

6.4.1 The most qualified decides instead of all major decision making focused at top  

6.4.2 Decision making based on input given by committees, project teams and work  groups 

instead of a lot of individual decision making  

6.4.3 Focus on the realization of objectives instead of focus on the realization of financial targets  

6.4.4 The word HR is no longer used and the Personnel Department strikes a balance between 

serving the interests of employees and those of the employer  

6.4.5. A lot of informal networking instead of a clearly defined authority and responsibilities  

6.4.6 Creating a protected environment with the prospect of good results for many years to come  

6.4.7 Increase level of education among (top) managers  

6.4.8 As few major reorganizations as possible  

6.4.9 From sending people to a seminar as a remedy to sending people to a seminar as a reward  

6.4.10 Manage non-continuous work activities as much as possible through project teams, which are 

as diverse as possible  

6.4.11 Proper introduction system for newcomers in place and in use  

6.4.12 Major decision making focused at top  ↔ 

6.4.13 A lot of individual decision making instead of decision making based on input given by 

committees, project teams and work groups ↔ 

6.4.14 From sending people to a seminar as a reward to sending people to a seminar as a remedy ↔ 

6.4.15 Clearly defined authority and responsibilities  instead of a lot of informal networking ↔ 

6.4.16 Focus on the realization of financial targets instead of focus on the realization of objectives ↔ 

 

6.5 “On the level of “Formal and informal reward systems and sanctions” 

6.5.1      Company-wide rewards instead of individual rewards  

6.5.2 Social events to celebrate successes instead of sanctions for those who do not reach their 

targets  
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6.5.3 Sanction managers who do not remedy their behavior, although they have received proper 

support, on: 

- Being uncooperative with managers of other departments, units or function groups  
- Talking in a prerogative way about other managers and the groups they manage  

6.5.4 (Top) managers are assessed on internal norms and cash flow instead of external norms (profit 

and market)   

6.5.5 Base promotions especially on the following qualities: 

- Concern with people   
- Finds creative solutions to keep employees on board in difficult times  
- Gets decisions easily accepted and implemented  
- Increases profitability on the long run  
- Solves problems re cooperation with other managers and groups instead of complaining 

about it  
- Supportive  

6.5.6 Managers help people advance also outside own department even if they prefer promotion 

inside own department  

6.5.7 Reward those who are good in integrating colleagues into successful project teams coming 

from different disciplines/units/divisions and representing differences in personal 

characteristics such as gender, ethnicity and cultural background  

6.5.8 Individual rewards instead of companywide rewards ↔ 

6.5.9 Sanctions for those who do not reach their targets instead of social events to celebrate 

successes ↔ 

6.5.10 (Top) managers are assessed on external norms (profit and market) instead of on internal 

norms and cash flow ↔ 

 

6.6 “General strategies” 

6.6.1 Ensure that people are involved in the decision making process  

6.6.2 Ensure that people are becoming interested in learning from other units, departments and 

function groups by:  

- Job rotation 
- Internal internships 
- Management development seminars/workshops in which participants come up with 

recommendations for a unit or function group different from their own 

6.6.3 Ensure that people are aware that if we don’t do our utmost we may go bankrupt ↔ 

6.6.4 Ensure that people know that we have to put ourselves and our colleagues under pressure, but 

only for an oversee able period of time ↔ 
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6.7 On the level of “Rituals” 

6.7.1 From people who behave busy even if they are not, towards relaxed people even if a high work 

pace is demanded   

6.7.2 From managers who think and talk continuously about productivity towards managers who 

maintain a balance between work life and social life 

6.7.3 From castigating those who are unhappy in their job towards accommodating to personal 

desires, where practicable  

6.7.4 From talking about people as recourses and treating them as such towards the 

acknowledgement that every person is unique  

6.7.5 From changes ordered from above towards changes in consultation with those involved  

6.7.6 From employees worrying about losing their job towards confident employees   

6.7.7 From employees sponsoring social events towards management sponsoring social events  

6.7.8 From a lot of grumbling in terms of like “what is the point of working for this organization” 

towards “mutual affirmation”  

6.7.9 From affirmation of rivalry between units/departments towards affirmation of trust and 

cooperation between units/departments  

6.7.10 From a lot of grumbling towards convivial rituals  

6.7.11 From leaving newcomers by themselves towards making newcomers feel welcome  

6.7.12 Confirmation of close relationship with local community  

6.7.13 From managers who maintain a balance in their organization between work and social life 

towards managers who think and talk continuously about productivity ↔ 

6.7.14 From changes in consultation with those involved towards changes ordered from above ↔ 

6.7.15 From confident employees towards employees worrying about losing their job ↔ 

6.7.16 From management sponsoring social events towards employees sponsoring social events ↔ 
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6.8 On the level of “Our convictions (beliefs)”: 

6.8.1 Organization makes useful contribution to society  

6.8.2 If you care for your people they will stay on  

6.8.3 The well-being of employees is co-responsibility of the organization  

6.8.4 The strength of the organization is in our people  

6.8.5 A group decision is the best decision  

6.8.6 We are all equal  

6.8.7 Everybody has his qualities. If somebody doesn’t perform well it is the duty of both employee 

and management to ensure that something is done about it  

6.8.8 We believe that you should put people under pressure during only a limited period of time, i.e. 

during a crisis; otherwise it will backfire in terms of decreased productivity  

6.8.9 The importance of the total organization comes prior to the importance of each                               

              separate division, department, unit or function group  

6.8.10 Managers should to support their people who are doing the real work after all 

6.8.11 It is survive or perish ↔ 

6.8.12 The well-being of employees is the responsibility of employees and not of our organization ↔ 

6.8.13 The strength of the organization is in our ability in getting things done, e.g. by putting our 

employees effectively under pressure ↔ 

6.8.14 Some people are more equal than others ↔ 

6.8.15 An individual decision is the best decision ↔  
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ANNEX 8 

    A SCRIPT FOR WORKSHOP 3: HOW TO CHANGE INDIRECTLY 
 

General introduction: 

In this section we present a script for Workshop 3.  For consultants, a detailed script exists. The 

author of this book can be contacted by consultants who wish to apply this script.  

  

Diagram 72 displays the ideal lay-out of the conference room in which the workshop takes place.  

Ideal, because as outsiders we are not always in control of the facilities. One has to be flexible. 

Change management consultants always need has to be flexible anyway, because there are always 

unforeseen events. 

 

Diagram 72 

 

This lay-out is for a workshop with five teams. We have handled up to twelve teams of 3-4 members 

each. It is best when tables are small and high so that the teams are standing up and actively engaged 

in discussions and work. But again, other arrangements may work as well. During plenary briefings the 

participants convene and sit down in front of the screen to listen to what they are supposed to do 

during the next steps and to look at the power point presentation. The briefing is conducted 

intermittently so that they do not get flooded with information at the beginning. 
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Introduction of workshop 3: 

It is essential that a well-respected manager of the client starts the workshop and not the external 

consultant. This manager explains why it had been decided to embark on a change journey and what is 

expected from the participants. After that (s)he introduces the external consultant(s). 

If the client accepts it, participants will be told that the management team will join them at the end of 

workshop 3 to listen to their suggestions and the reasoning behind it. 

Note: All diagrams shown below will be projected on the screen. 

Diagram  73 

 

First briefing for consultants on diagram 73: 

In this particular example, seven teams participated, each with their own color. 

Suppose that management wants to realize optimal positions on two dimensions. To this extent they 

have selected four statements from the diagrams with asterisks. With 7 work teams with 3-4 members 

per team, not too many change levers should be presented. 

The change levers are offered per statement and divided per category, such as symbols and 

convictions. In order to cover the four statements, the recommended activities are:  

- Select those change levers that will have the biggest impact and which make sense to all. 
- Do not try to cover all categories for which change levers have been presented. In this case 2 

categories can be skipped, so that the 7 work teams will cover one statement completely. 
- One round will take around half a day. The participtants are requested to conduct two rounds, 

which takes one full day. 
- Offer two statements per round, instead of one.  
- If more than 40 people of the same subculture and hierarchical level are directly affected by the 

change project, the group can be split up. Workshop 3 will then be conducted twice with each group 
covering part of the selected change levers. 

- Do not group people from different hierarchical levels together, to avoid too much social crontrol. 
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Each change lever has to be written on top of a flip chart, so Post-Its can be put on the flip chart.  

Prior to the workshop, the consultant and the organizers have divided the participants into work teams. 

Upon entering the conference room, the participants hear to which team they have been assigned, and 

where that team is seated.  This can be done in many other ways. 

The first briefing is plenary, and only addresses the first statement as in diagram 73.  

First briefing for participants by consultant(s) on diagram 74: 

The consultant gives a concise overview of what has happened so far and what participants will be 

asked to do.  

Diagram 74  

 

 

 

Briefing for consultants on diagram 74: 

Most participants will not have participated in workshop 1 and 2, so they need an update of what has 

happened so far.  It is also good to elaborate a bit on why they were not invited to workshops 1 and 2. 

For example, because their daily work made it impossible to participate in the first two workshops and 

because the earlier workshops were meant for people with a broad overview of the organization, its 

objectives and its future.  

Briefing for participants by consultant(s) on diagram 74: 

- Explain the importance of culture and give a definition. 
- Explain in a concise way what has been done during workshop 1 and 2. 
- Emphasize the importance of this workshop. 
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Diagram 75 

 

Briefing for participants by consultant(s) on diagram 75: 

1. Change initiatives often get stuck in words, because change intentions have not been translated into 
real life activities. Participants should not fall in the same trap and therefore focus on their own 
situation at work during this workshop.  

2. The participants should forget about culture when translating the change levers on the pinboards 
into real life activities. Remember, at the end of the day we will no longer use the word “culture”. 

3. If a change lever covers a strategic issue, the particpants should translate it into real life activities for 
the entire organization, provided the strategy does not just concern their own department or team. 

4. If a change lever is on a rather concrete level, they should translate it into real life activities that help 
them and their direct colleagues to do a better job. 
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Diagram 76 

 

 

Briefing for consultant(s) on diagram 78: 

Emphasize that you want quantity. Each team should come up with as many translations of the change 

lever into real life work activities as they can think of. 

 

This is not teamwork, although the particpants are grouped in teams. Research has shown that 

brainstorming in teams is not really effective. The participants have to work individually and  use each 

other’s output as a stimulus to come up with more ideas on the Post-Its.  

 

Keep on repeating that you want to see more Post-Its and intervene when people try to reach 

consensus about a text. 

 

Briefing for participants conducted by consultant(s) covering diagram 78: 

- On your tables you find sets of Post-Its. There is set for everyone.  
- Each of you has to work individually and independently. You cannot prevent others from writing 

something, or tell them it is farfetched, or enter a discussion about the ideas. 
- First, we go for quantity and later on we change it into quality. 
- So come up with at least forty actions. 
- Appoint a spokesperson per team  
- Okay go ahead! 
- Call them to the plenary session, if hardly any new Post-Its are added.   
- Allow the spokesperson some time to understand what his/her colleagues have written down. 
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Diagram 77 
 

 

 

 

 

 

 

Briefing for consultant(s) covering diagram 77: 

This step is quite straightforward.  

 

Briefing for participants by consultant(s) on diagram 77: 

- Ensure that the participants understand the text on the Post-Its written by the other groups.  

- They should make a mental or written note about statements they cannot read or which are not 
clear, so that they can ask for a clarification later.  

- The participants return to the plenary session if (nearly) everybody has finished reading. 
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- Diagram 78 

 

 

 

 

 

 Briefing for consultant(s) on diagram 78: 

- This step is quite straightforward.  
- Just facilitate the need for clarification, if there is such need. 

- Show the next slide when there are no more questions. 
 

Briefing for participants by consultant(s) on diagram 78: 

Invite people to ask questions  
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Diagram 79 

 

 

 

 

 

 

 

 

 

 

Briefing for consultant(s) on diagram 79: 

- This step is also quite straightforward.  
- People may talk a lot with each other. That is fine as long as it relates to the work at hand. 

 

Briefing for participants by consultant(s) on diagram 79: 

- Invite people to add more activities everywhere 
- Once nobody adds any more Post-Its, the participants return to the plenary session. 
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Diagram 80 

 

 

 

 

 

Briefing for consultant(s) on diagram 80: 

- Ensure that the participants have Post-Its and stickers.  
- Each particpant receives 2 stickers per change lever. If people have worked on 14 change levers per 

workshop each partcipant should have 28 stickers. 
- The participants can only put two stickers on two different Post-Its per change lever;they are not 

aloowed to put two stickers one one post-it. 
- Reiterate what is written on slide 80 plus the additional information presented here. 
 

Briefing for participants by consultant(s) on diagram 80: 

- You will now go from quantity to quality. 
- You do this individually. Do not try to influence each other. 
- Okay, go ahead. 
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Diagram 81 

 

 

 

   

Briefing for consultant(s) on diagram 81: 

- When everyone has put stickers on the Post-Its, the real-life activities will be selected from the 
Post-Its with the highest number of stickers. For example, all Post-Its with more than 6 stickers are 
selected and you circle them. Meanwhile the participants have a small break. 

- Each team goes to their original change levers and makes notes of the selected real-life activities. 
- Welcome a flexible attitude during the plenary discussion. 

 

 

Briefing for participants by consultant(s) on diagram 81: 

- Discuss per team whether you agree with the choices made or whether you prefer to replace a 
certain choice.  

- After the discussion per team have a plenary discussion. If a team wants to change one of the 
activities chosen have a short discussion about it and sound out what the group thinks about it.  
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Diagram 82 

 

 

    

Briefing for consultant(s) on diagram 82: 

- On each table should be as many stickers as there are participants. It is nice and handy if the 
stickers have the form of a human being on which a name can be written. 

- Participants select their preferences. Ensure that participants can only put one sticker with their 
name on their preferred Post-It after you told them to go for it. 

- The way they will be called is something to be decided by management. You can suggest 
something like:  Ambassador, superintendent, renovator, etc.  

- Introduce a second round so that everybody will get an assistant, implying that theoretically two 
persons, not necessarily the same,  are responsible for the realization of two activities. 

- Explain to the partcipants what they are supposed to do. 
 

Briefing for participants by consultant(s) on diagram 82: 

- Explain to the partcipants what they are supposed to do. 

- Okay. Go ahead.  
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Diagram 83 

 

 

 

   

 

 

Briefing for consultant(s) on diagram 83: 

- It is very important to placce the input of participants into perspective. If this is not well done some 
may become very demotivated if management does not accept all recommendations. Alter all, what 
they did was formulating recommendations to management. 

- Management has the final responsibility for formulating the strategy and the culture of the 
organization or group they manage. They should give their blessing to the realization of the optimal 
culture and the change program. 

- By doing this, management takes ownership of the change programme. If tmanagement does not, 
they can easily frustrate realization of such change programs.  
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Diagram 84 

 
 

 

 

Briefing for consultant(s) on diagram 84: 

- It is essential  to get management involved and to show participants that they play an important 
role  

- Management will in all likelihood receive additional debriefings from their representative in 
workshop 3 as well as from the external consultant to discuss the way forward.  

- If desired teams can change their spokesperson every time they need to speak up. 
 

Briefing for participants by consultant(s) on diagram 84: 

- Invite the spokesperson of each team to give a concise presentation of the selected activities and 
mention the person(s) who are willing to realize them.  

- Invite management to give their opinion about workshop 3 and their expectations. 
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ANNEX 9 

    A HAND-WRITTEN REPORT 
 

Only once a client refused to define its optimal culture before it had received information about its 

actual culture. This is not our preferred order, but no matter how we tried to convince the client, they 

insisted on seeing the actual culture before defining their optimal culture. 

Client is king and so we went along. After all, the reverse order would not obstruct the entire process. 

We made a power point presentation in which the actual scores with relevant information about the 

content of its actual culture was presented.  

 

To do this, no sophisticated report generating software is required. We only had to make six slides, 

which you will find below. No normative windows were shown, because the top manager did not want 

to fill out the Questionnaires on Bonding and on Functional Diversity.  

 

Interesting: The picture of the actual culture was quite special.  

- The actual culture described under D1 (means versus goal oriented) contained dysfunctional 
aspects.  

- The score on D5 (open versus closed system) as well as the content, implied that the actual culture 
was very closed, although not dysfunctional per se.  

- The score on D6 (employee versus work oriented) as well as the content, implied that the actual 
culture scored extremely work oriented, so much that it was dysfunctional. Never before during 
almost thirty years had such a work-oriented culture been identified. 

 

 

The actual score on each dimension below has been indicated by a blue arrow:  
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Diagram 85 

 

Diagram 86

 

Diagram 87 
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Diagram 88 

 

Diagram 89 

http://www.culturesharp.com/


©Bob Waisfisz, www.culturesharp.com  

 

Diagram 90 
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