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5. PROCESS: THE MODEL ON STRATEGY, CULTURE AND CHANGE 

5.1 Introduction 

If a group of people is the most complex system on earth, then it is unlikely that a change 

process will be any less complex. If the actual culture of a client, its optimal culture and the 

gap between the two are not preset, then it is unlikely that the change process will be 

preset. 

 

Our method connects our change tools with the content of culture: the actual culture as 

measured and the optimal culture the client wants to realize. In all likelihood our approach 

may look very childish in the year 2100, but at the moment we believe it is the best there is. 

 

5.2 Some change principles  

The change principles we describe here DESCRIBE our approach to the change process. Of 

course, this is not an exhaustive summary; the professional literature gives us many more 

change principles. Neither are they unshakable or infallible. Organizational culture is a 

means to an end in order to achieve objectives successfully. Change principles serve the 

same purpose. They have no meaning as such and it is always wise to check whether a 

particular principle suits the consultant or the client in a particular situation. 

These are the change principles we will explore here: 

ǒ There should be a connection between strategy and culture; 

ǒ There does not exist just one good culture; 

ǒ The client should be the owner of the process; 

ǒ There are many ways to describe the actual culture; 

ǒ There should be a connection between culture and change; 

ǒ Do things in the proper order; 

ǒ Keep momentum; 

ǒ Culture and change are just means to an end; 

ǒ Acknowledge minimum requirements to become successful; 

ǒ Acknowledge the emotional component. 

 

ĂÎÿÎþ L¨¥Y¨fl± Yxd b©v¨©¥f 

Strategy and culture belong together, even though some practitioners believe that they can 

help clients well by using one of the two bodies of know-how only. The author remembers a 

client who had invited strategy consultants from a prestigious multinational consultancy 

firm. These consultants expressed their amazement that we were working alongside with 

them.  To them, “culture” was irrelevant in assisting clients to do a better job.  

 

The challenge is to align culture with strategy - but, on top of that, the results of cultural 

audits  help clients to bring their strategies more into focus. Culture is a tool of analysis and 

a language to reflect and discuss improvements meaningfully.  
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In the translation process from strategy to culture it becomes clear whether the selected 

strategies are feasible -  and if so, to what extent and at what costs.  It helps clients to assess 

whether the (im-)material costs of realizing the chosen strategies are prohibitive or not. 

 

.°Yw¢vf zk nxkfY¦navf zatfb¨n®f¦Í 

The police should catch as many criminals as possible. Unfortunately, police officers are not 

always stars in completing administrative procedures sufficiently accurately to win a court 

case to lock up the criminal. Authorities who impose proper handling of administrative 

procedures on police officers, may meet with resistance from those police officers, though 

not necessarily consciously. Police officers are continuously on call and cannot plan their 

work ahead in detail. Their work culture has a loose work discipline (D3). Such a culture runs 

counter to meticulous task execution. 

  

.°Yw¢vf zk nwwY¨f¥nYv bz¦¨¦ afbzwnxl ¨zz mnlmÍ 

Let’s suppose that the authorities insist on following strict and elaborate administrative 

procedures, despite resistance from criminal investigation departments. Let’s suppose 

further that the authorities have so much clout that they are able to move the culture 

towards a stricter work discipline. Then the immaterial price becomes too high as this  will 

inhibit a rapid deployment of police officers. Instead they will be all filling out forms and 

doing their admin chores meticulously. 

 

If the authorities fail to change the culture, what is more likely to happen, police officers will 

become demotivated. They will have good reason to think that one of their core duties - 

catching criminals - is being thwarted by “stupid” administrative procedures imposed on 

them. The way out is to allocate the bulk of administrative duties, which are after all 

required to get criminals sentenced, to employees whose duties are limited to these 

administrative tasks. 

 

In other words, functional diversity has to be created between police officers catching 

criminals and those ensuring proper administrative proceedings, ensuring of course smooth 

communication between these two groups. 

  

To close a gap between actual and the optimal culture, we have three options: 

ǒ Change the culture, 

ǒ Change the strategy, 

ǒ Do both. 

Rarely does a management team decide to change its strategy instead of its culture, 

although it is much easier to change strategy than culture.  
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ĂÎÿÎÿ ?z¨ zxf lzzd b©v¨©¥f 

There are many reasons why it is preposterous to claim that there is only one good culture. 

Nevertheless, many consultants insist that the best culture to perform is pre-defined. 

Accepting such a premise makes life of clients and consultants easier. No more need to 

reflect on the ideal culture. No more need to translate strategy into cultural terms. No more 

need to examine whether the environment in which a culture is embedded makes it difficult 

or impossible to optimize the fit between strategy and culture in a simple way. 

 

The challenge is to accept that there are multiple Best Cultures and to formulate the optimal 

culture for this specific client who wants to achieve his objectives and strategies in the best 

possible way. Managers who have never reflected about their work in terms of a sound 

operational model on culture and change need support to translate their objectives and 

strategy into optimal culture. In section 3.5 we showed how this can be done by using 

strategic windows. 

  

In larger and more complex organizations, more than one optimal culture may have to be 

formulated. Work environment of different hierarchical levels and function groups may 

differ that much that functional diversity between subcultures has to be created. IdeallyË 

dn®f¥¦n¨± ¦mz©vd af vnwn¨fd to differences among subcultures which are functional; i.e. which 

are required to allow people to handle their different work environments in the best 

possible way. This relates especially to dimensions 1, means versus goal orientation, D3, 

easy-going versus strict work discipline, and D5, open versus closed systems. Next to 

functional diversity it is wise to create a corporate identity to enable smooth 

communication and cooperation. In other words, creation of diversity just for the sake of 

diversity, will backfire. 

  

ĂÎÿÎĀ *vnfx¨ n¦ z¯xf¥ 

At all times, the client should be in the driver’s seat of change management. This especially 

applies to the CEO. A CEO who is not in control of this process or is uncommitted, will in the 

end frustrate outside interventions as well as internal change initiatives. When change does 

not involve the overall organization, but just a division or department, the same applies to 

the top manager of that group. To facilitate a successful change process on a divisional level, 

it is essential to check whether the top manager below the CEO has enough autonomy to 

define optimal culture and make it happen. If not, the CEO has to be involved. 

 

As we do not prescribe the optimal culture, the client has to be involved right from the start. 

The client knows what is feasible or not. External consultants can make an educated guess, 

but do not have the same inside information as the client does. An external consultant can 

be conducive in pointing out the consequences of the choices for the optimal culture, but 

not more than that. 

Mmf ¢¥zbf¦¦ ¦mz©vd xz¨ zxv± ¢©¨ ¨mf bvnfx¨ nx ¨mf d¥n®f¥Ð¦ ¦fY¨ a©¨ Yb¨©Yvv± ¢©¨ mnwÙmf¥ ¨z 

¯z¥u ¨z Ybmnf®f bmYxlf 
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This clashes with the interests of external consultants. If external consultants have more 

work, they will earn more. In a time when the adagio “lean and mean”  is the norm, clients 

throw a lot of work into the lap of consultants. This is does not sounds very logical, but 

management may not have staff available to take on an extra workload. External 

consultants will do well not to succumb to the temptation to do all the work themselves. 

The way to ensure that clients do not get the feeling that realization of change will put too 

much additional burden on their shoulders is to integrate change into day-to-day work 

activities.  

  

The more change is integrated into day-to-day work activities, the less clients have the 

feeling that additional work burden is put on their shoulders. As it is acknowledged that 

change will become more and more  part of daily work life for many among us, it is 

important to integrate change in normal work routine. 

  

Not only will an integrated change process alleviate the work burden, but it will equally 

prepare us to face continuous transformations. The world around us changes rapidly 

through interconnectivity and innovations that cannot be ignored and affect our work 

constantly. 

 

ĂÎÿÎā >Yx± ¯Y±¦ ¨z df¦b¥naf ¨mf Yb¨©Yv b©v¨©¥f 

In section 2.3 several ways to assess actual culture were discussed. One can conduct 

in-depth interviews and workshops, during which a lot of information about a culture is 

collected. One may work for a certain period of time as an “under-cover agent” within the 

client organization, or one may want to collect and analyze all documents published by the 

client and all survey results made available on the  subject of labor satisfaction, for example. 

  

Our methodology starts with on-line data collection to measure the actual culture. This 

generates scores on dimensions that can be compared with scores in the databank of other 

organizations. If subcultures have been identified, then comparison among the different 

subcultures is just as important. Online data collection yields very precise results, that, 

however, should not be taken too literally. Work life is too complex to be captured in a 

precise number. These exact numbers only represent relative tendencies such as very high, 

high etc. when compared to other scores. To be on the safe side, we tell the client that only 

a difference of 10 points is significant. 

  

For reasons of comparison we always start with quantitative data collection, although other 

data collection processes are certainly valuable as well. 

When the results from the quantitative data collection give rise to further probing, it may be 

advisable to follow up with other data collection processes.  An experienced consultant 

knows which alternative data collection process to choose, such as in-depth interviews or 

workshops 
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ĂÎÿÎĂ Mmf nx¨fl¥Y¨fd bmYxlf ¢¥zbf¦¦ 

Until now we have rarely come across approaches in which the content of culture and the 

change process are connected. This is not so surprising, as many consultants have until now 

emphasized the change process per se, instead of the content of culture. Many books, e.g. 

tell us how to change irrespective of the content of culture. 

 

To quite a contingent of management consultants, culture is a nice pretext to engage in a 

meaningful discussion with their clients. We wonder whether these consultants want their 

medical doctors to use the same principle, having a fruitful discussion with them without 

making use of any diagnostical tools such as a blood test. 

 

We believe that it is not a question of “either, or”. Ideally content Yxd process should be 

fully integrated, but until now rarely is the content of culture matched with the change 

process.  

 

Quinn’s model includes content of culture, but not as input for the change process. 

To embark on a chance process for the most complex system on earth - a group of people 

-means acknowledging that the process will be complex, and that we cannot predict nor 

preset the actual and optimal culture of a client and the gap between the two. 

That is why we connect our change tools with the content of culture. For indirect change, 

we make use of “change levers”. From a data bank of around 800 possible interventions the 

client can select those interventions that address the discrepancies to be bridged in a 

focused way. Annex 7 presents examples of change levers on different levels of culture. 

All these change levers were taken from literature and change practices. In other words, 

nothing new was added. The novelty is that the change levers have been connected with the 

content of culture. 

 

The change levers are attributed to the 6 dimensions and in a further step, to the aspects 

per dimension that a client wants to change. The diagrams with the asterisks, discussed in 

section 3.13.2 present these aspects and their relative urgency to change. More examples 

are given in diagram 46 in section 5.3 and diagram 54 in section  5.3.4. 

  

Content of culture and direct change are connected in our tool “Executive Match”. This 

measures in how far the behavior of a (top) manager will hinder or enable realization of the 

optimal culture. The Executive Match is a 360° assessment tool but differs from similar 360° 

tools in that it is not based on generic management principles but on the optimal subculture 

that management wants to build in their own management team. The results are calibrated 

against the actual subculture of the management team and against the optimal subculture 

as defined by them. 
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Normally, top managers should relate differently to their work than the other layers in the 

organization. Whether top management should also relate differently to everybody else in 

the organization and to the outside world cannot be predicted. The challenge is to build 

unity in as far as feasible, and only create functional diversity if this helps to achieve the 

common goals. Only a change approach that integrates process and content does justice to 

the complexity of work life. 

 

ĂÎÿÎă H¥z¢f¥ z¥df¥ 

Does it matter in which order you embark on the change process? Actually, we are not 

prescriptive here. There are many processes that lead to sustainable change.  For example, 

we experienced that managers in Brazil insist on doing it their way, perhaps because it then 

gives them the idea that they are in control. However, we have our reasons to follow a 

certain course. We present three propositions and describe our preferred process in more 

detail. 

 

,fknxnxl z¢¨nwYv b©v¨©¥f afkz¥f ¥f®fYvnxl Yb¨©Yv b©v¨©¥f 

After the online survey by which the actual culture is measured, management determines 

the optimal culture in Workshop 1. After they have come to a conclusion about their 

optimal culture, we show the results of the online survey on the actual culture. This order is 

important, as it prevents management from being biased. Management  needs to analyze 

work reality with a blank mind, without any preconceived ideas. At times, the client objects 

to this order and then we show the scores of the actual culture beforehand. It will not 

obstruct the process, but may diminish its effectiveness somewhat. After all, after having 

read the report with their the results they are asked to reassess the optimal culture they 

had defined. The report may induce them to reconsider the optimal scores they had chosen 

earlier. 

 

If a client comes up with requests that will obstruct the effective execution of the change 

process, we will not take on the assignment. In section 5.2.9 you will find more about this. 

  

,n¦¨¥©¦¨ Yxd Yx°nf¨± 

If there is a lot of distrust and anxiety in the organization, it is highly advisable to address 

that before anything else, certainly if a direct change process is envisaged. 

  

Tmzw ¨z nx®zv®f ¯mfx 

The ones who will define the strategy and the optimal culture or subcultures need to have:  

ǒ An overview of the context in which the organization operates; 

ǒ An overview of what is required in the near future to maintain or to improve results. 
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This implies that the higher managerial levels should define strategy and optimal culture, 

unless there are rank and file people who meet these two requirements as well, for example 

work councils. Involving the work council brings positive contributions and a higher level of 

buy-in. Depending on the content of the optimal culture, involvement of the work floor is 

normally very constructive when it comes to formulating tangible change activities at a later 

stage. 

We plan the process according to a scenario, while ensuring sufficient flexibility to adjust to 

the circumstances and the requirements of the client - as long as these do not obstruct a 

successful implementation. If a client wants to test our approach, we prefer a pilot with top 

management because: 

ǒ They should  be in control and at all times be the owner of the strategy and culture. 

Top management should never delegate the final formulation of  its strategy and 

optimal culture. 

ǒ  Top management has to define its own optimal culture, but also that part of optimal 

culture that is shared across hierarchical levels, units and function groups. This 

serves as  the glue of its organization. 

ǒ The message comes across stronger if management shows that they are brave 

enough to test the waters. 

 

Ideally the CEO and his direct colleagues should not delegate formulation of mission and 

vision statements or formulation of general objectives and strategies away. They are of 

course free to involve as many employees as they like during the process of formulation, but 

they should keep final responsibility. This is normally a fact of work life, accepted by most 

top managers. This, however, is less the case for the formulation of optimal culture, despite 

the fact that strategy and culture ought to be fully interlinked. If it is accepted that both 

topics belong together, then it may be easier to convince top management that they should 

also keep final responsibility for the definition of the optimal culture. This, by the way, will 

enforce the importance of starting the process at the level of top management, particularly 

if more than one subculture has been identified internally and if these subcultures will be 

measured separately. Suppose the process starts at a lower level, say at the level of the 

Sales Department. 

 

Management of Sales will then define the optimal culture. If top management has not 

already done the same exercise, it will be hard for top management to support the optimal 

choices made by management of the Sales Department, certainly regarding those aspects 

which should unite the different subcultures. 
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ĂÎÿÎĄ <ff¢ wzwfx¨©w 

Management should acknowledge the importance of keeping momentum. Without 

momentum any change process will lose credibility in the eyes of employees. This certainly 

applies to a direct change process but can equally play a decisive role in indirect change. If a 

long period has elapsed between data collection and presenting the results to employees, 

people will rightly or wrongly infer that management has something to hide, probably 

information that points to the failures of management. This may push the culture towards a 

closed (D5) and more means oriented (D1) culture . If this is in line with the optimal culture 1

as defined by management, withholding information may be the right thing to do. If this is 

not the intention of management, the process will negatively impact outcome. Notably if 

management wants to create a more open (D5) and more goal oriented (D1) culture.  

 

Report-generating software substantially shortens the time frame between data collection 

and sharing the results with employees. Until 2010 we wrote these reports by hand and that 

was a time-consuming exercise, certainly when more than one report had to be written. 

  

Momentum can be thwarted if employees feel threatened by change, certainly if they have 

enough time to indulge in slander. It is for this reason that we advise management to ensure 

that everybody is so busy that there is no time left for the grapevine . 2

Such warnings may apply more to the not-for-profit sector than to the competitive 

commercial sector. 

  

Momentum can also be thwarted by defensive top managers who deny the results. This is 

rare, but does happen occasionally. One of our colleagues encountered this situation once. 

Even prior to receiving the results, the CEO was already rather defensive. When our 

colleague commented on the results and gave the CEO feedback on his interactions with 

other managers, the CEO started to argue about words. He asserted that he was not ©xYavf 

but ©x¯nvvnxl to fill the void between him and middle management. Our colleague tried to 

de-escalate this fierce argument, but the CEO became ever more angry up to a point where 

he became intimidating. Our colleague remarked that this was now exactly the reason why 

the other managers were afraid of him. Then the CEO spitted out: “Ah, you purposely upset 

me so that you could tell me this”. Our colleague told him that he was not sufficiently 

politically savvy to do so, but to no avail. The culture scan had clearly shown that this CEO 

was extremely defensive. “If you didn’t agree with him, you were against him”.  

Now many years later, change efforts are slowly picking up,  still based on our findings. 

 

  

1 Open communication is enabled by the scores on D1 and D5. 
2 The importance of the grapevine is one of the many things that can be measured by our quick scans. 
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ĂÎÿÎą *©v¨©¥f Yxd bmYxlfÌ wfYx¦ ¨z Yx fxd 

Organizational culture is a tool of analysis and a language that allows us to discuss in a 

meaningful way how to improve. Efforts to change culture should not be initiated as 

standalone projects, but tie in with on-going activities that aim at executing our work more 

efficient, effective and, yes, with more joy. This does not imply that such changes are 

necessarily incremental. Cultural change may involve turnaround management, if aimed at 

changing the core activities of a company,  e.g. in the case of a company which wants to 

move from production of bulk chemicals to the production of fine-chemicals. Or it may 

involve mergers and acquisitions, if at least one partner has to realize substantial 

adaptations. Culture and change are a means to an end, so it is wise to de-emphasize these 

words. 

 

N¦nxl ¨mf ¯z¥d Ñb©v¨©¥fÒ 

After the reporting-phase, the word culture no longer needs to be used.  The word “culture” 

sometimes carries negative connotations because it refers to the “tell and sell” approach, 

which too often failed. What matters is that attitudes and behavior of employees - including 

top management – lead to achieving their goals in a more efficient, effective and gratifying 

way. The word “culture” can even be dropped right from the start. Instead we could use: 

“work practices”, “the group factor” or “work reality”. Culture is a tool of measurement and 

analysis; nothing more and nothing less. 

 

N¦nxl ¨mf ¯z¥d ÑbmYxlfÒ 

As with the word “culture”, using the word “change” should equally be avoided whenever 

possible. Its implicit message is that things have gone wrong in the past. The need to change 

expressed explicitly by top management, invokes that rank and file people tell management: 

“Just you show me”. Or: “You change, I change”. If they don’t dare to say so, they may at 

least think so. That may be a logical reaction, but management has a special function and 

therefore may have to behave differently. Functional diversity may e.g. imply that top and 

senior managers should behave in a less strict way than e.g. secretaries, administrative staff 

and web designers.  

  

ĂÎÿÎĆ !buxz¯vfdlf wnxnw©w ¥f¤©n¥fwfx¨¦ 

First things first. If minimum requirements are not met, forget about cultural change. Thus, 

acknowledge the minimum requirements which have to be met before (culture) change can 

be realized successfully. 

 

Minimum requirements come in two categories: 

ǒ Dysfunctional attitudes and behavior of management 

ǒ Distrust and/or anxiety  

If these categories prevail, they have to be addressed first. 
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First ensure that: 

1. Board members agree about mission, vision and objectives of their organization; 

2. Power play among top managers that blocks sound developments is addressed; 

3. Top managers are fully committed, do not shy away from responsibilities and reserve 

enough time to make change really happen. 

 

If the CEO and top managers are unwilling to meet these requirements, realization of 

optimal culture will in all likelihood fail. External consultants should be prepared to hand 

back such an assignment, unless there are strong indications that the top will become more 

constructive during the process. 

 

Distrust and anxiety also need to be addressed upfront. Such emotions can frustrate a direct 

change approach. In financial and economic volatile times this should not be 

underestimated, especially when change entails laying off people. Once the decision is taken 

to shrink the labor force,  dismissals should follow quickly.  If not, distrust and anxiety will 

increase and the most qualified employees will leave “voluntarily”, since they have the 

biggest chance of finding somewhere else another job. 

 
ĂÎÿÎþý !buxz¯vfdlf ¨mf fwz¨nzxYv bzw¢zxfx¨ 

Culture scans and the follow-up usually arouse emotional responses. Culture scans generate 

information on the central tendencies in groups. Individuals are not singled out, with the 

exception of the CEO and managers of the measured units. They are important factors in 

shaping the (sub)culture and can, to a degree, be singled out. Several questions relate to the 

way a group is managed. 

  

>YxYlf¥¦ ¯mz Y¥f ¦nxlvfd z©¨  

No report ever mentions the names of managers who have been singled out. It is impossible 

to attribute with any certainty dysfunctional aspects of a subculture to the manager of a 

certain unit. Certainly when the information doesn’t concern the top manager of the overall 

organization, the information should be treated with prudence because the management 

style of a division leader is: 

ǒ influenced by his/her superior 

ǒ Influenced by the style of his/her predecessor which is still part of the subculture 

ǒ Influenced and partly overruled by the overall culture 

Thus, managers are always implicitly singled out, never explicitly. The information may 

nevertheless give us a good insight into dysfunctional aspects. For example, the manager: 

ǒ may be working above his/her competence level 

ǒ is unable to handle constructive criticism 

ǒ is playing political games 

ǒ is unable or unwilling to support his/her direct reports 

ǒ is too autocratic or paternalistic 
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If outcomes of the scan can damage a particular manager, it is crucial to share this first with 

the person concerned, before sharing the report with others. The whole purpose of the 

exercise is to support the client and it is in nobody’s interests to make information public 

that can be harmful to some. Dysfunctional behavior of individuals should be redressed. If 

these individuals don’t change their behavior, then they should be transferred or fired but 

not pilloried. 

 

Despite our careful code of conduct, it is clear that such information can come across as 

very threatening. External consultants should be ready to handle negative reactions from 

managers or staff who feel “betrayed”. 

  

,n¥fb¨ bmYxlf bYx af ¨m¥fY¨fxnxl  

Direct change can be menacing, certainly when employees - rightly or wrongly - assume that 

there will be winners and losers. If dismissals are to be expected then it is important to: 

ǒ Do it quickly and decisively; 

ǒ Do it in a humane way; 

ǒ Make it clear to those left behind that they are not next in line, for example by 

offering training and education. By doing so, it shows that management is 

committed to keep everybody else on board. 

 

?z f¦bY¢f¦ 

It is extremely easy for top managers to ignore their own dysfunctionalities, despite the fact 

that these dysfunctionalities become visible by comparing the actual culture with the 

optimal culture as defined by themselves. Being in control, managers can come up with a 

thousand excuses why this time they have no time for “culture” as they have to deal with so 

many much more important issues which need their immediate attention, so they say. 

Such behavior can be best compared with the captain of a soccer team who doesn’t want to 

reflect about how his team can win the next match. But that is not how many top managers 

look at their work reality, because culture is soft, isn’t it? 

  

Therefore, a very compelling direct change tool is required to motivate them to consider 

their own behavior, attitudes and convictions and to get them moving. A 360 degrees 

assessment tool can be very conducive. Not an ordinary tool based on generic management 

principles, but one that mirrors their behavior against the optimal culture that was defined 

by them. It is then not so easy to reject or downplay such findings. 

 

*zx¨¥Ydnb¨z¥± nxkz¥wY¨nzx z¥ dfxnYv 

A client may not immediately recognize Information presented in such a culture report. 

External consultants should welcome discussions about contradictory findings. Such 

discussions lead both the client and the consultant to a deeper understanding of the client’s 

work reality.  
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There is no reason for external consultants to feel threatened, as the generated reports are 

fully based on answers the respondents have given. The chances that these answers depict a 

clear picture of work reality is high. Hofstede knows probably better than anybody else how 

to avoid socially desirable answers as much as possible when designing questionnaires that 

address culture.  

 

Mz¢ wYxYlf¥¦ nx dfxnYv 

Not just the results of culture scans and follow-up may provoke a lot of emotions among top 

managers. There are those who vehemently reject the use of culture as a tool of 

management and state that culture is for softies. Let us review our definition: “Culture 

describes the way in which people in their organization, including top managers, relate to 

each other, to the outside world and to their work”. 

 

If top managers do not believe that this is an important part of their work reality, their 

implicit message can be that they do not care about people’s emotions. “Emotions have no 

importance; just get on with your work”, they may think or say. At the same time these 

tough guys can be quickly upset or offended if people do not do what they were told to do, 

or when they are contradicted. Getting upset or offended are also reflections of emotions. 

Why then not acknowledge emotions in others? Without emotions we are robots - and as 

robots we would indeed not have to worry about culture. Research of Hofstede has shown 

that those who behave explicitly as the toughest guys are often the most vulnerable. 
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5.3   One of many scenarios 

There are many ways to realize change. We prefer a particular sequence of activities, but it 

goes without saying that one should always be prepared to deviate from the process, unless 

the client proposes deviations that lead to nothing. Our preferred workflow is shown in 

Diagram 41 below. 

  

Diagram 41 

 
Start with an intake to find out what the client wants to realize. Then collect data to 

measure the actual culture, expressed in scores in the model, and measure the environment 

in which the culture is embedded, expressed by the external normative windows. 
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Diagram 41 can be split into three more detailed pictures that show more precisely our 

preferred workflow. 

Diagram 42 

  

Input to realize workshop 1 are the strategic windows. The strategic windows have been 

constructed based on the size of the normative windows. The size of the internal normative 

windows are fixed, which one exception. In all cases in which people are physically 

threatened the window has to be made smaller. The size of the external normative window 

is defined by the environment in which the culture is embedded. This has been measured 

during the on-line data collecting process, next to a measurement of the actual culture.  
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 The way this is presented during workshop 1 is presented in Diagram 43: 

Diagram 43 

 

In Workshop 1, the client assesses the optimal culture per dimension. For each dimension 

the strategic window is shown, which of course differs per dimension and per (sub-)culture. 

The model should be well explained conceptually and larded with examples. In other words 

another part of the input of workshop 1 is extensive know-how of the model. The 

participants, usually the management team, need to be aware of the purpose, vision, 

mission, objectives and strategy they want to achieve. This workshop helps them to focus 

better on these concepts and on who they want to be. Annex 6 can serve as input for 

participants to assess their optimal scores. 

 

It is not necessary that every manager or the entire MT participates to assess the optimal 

culture. It can be discussed with only the top manager, but then buy-in has to be obtained 

later on. Output of workshop 1 are optimal scores on the dimensions. Based on these 

optimal scores and the results of the measurement of the actual culture a report will be 

generated.  
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In workshop 2 this report will be discussed, see diagram 44:  

Diagram 44 

 
The salient findings in the report are presented in diagrams. Diagram 45 presents the results 

on all eight dimensions. For each dimension two bars are shown:  one presenting the actual 

score and the other the optimal score. All optimal bars are blue. The actual bars have 

different colors depending on the gap between the actual and optimal scores. Dark green 

indicate a high functionality, whereas red indicates a very large dysfunctionality. 
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Diagram 45 

 

 

Diagram 46 presents which aspects per dimension, expressed in a color different from 

green, offer scope for improvement. This diagram is similar as diagrams 37 and 54. Every 

“diagram with asterisks” contains different information, as the number of combinations are 

endless. In section 3.13.2 you will find an explanation about how to read these diagrams. 

  

17 

©Bob Waisfisz, www.culturesharp.com 



Diagram 46 

 

 

Before discussing the report the consultant should carefully check whether it contains 

anything that might damage the manager of the group whose culture was measured. 

Normally, managers have no objections even if the report contains somewhat damaging 

information about him. Sometimes therefore managers have to be protected against their 

lighthearted openness or bold behavior. The text in a report should never be changed, but 

can be omitted.  After this check the report will serve as input for Workshop 2. Ideally the 

same group participates as in Workshop 1 to ensure that all know the model and also to 

avoid duplication of discussions. 

  

In Workshop 2 the participants check if their work reality has been correctly described and 

whether any explanations are needed. The consultant may sometimes also need 

clarification, certainly in the case of unusual outcomes. Given the countless number of 

different reports that can be generated, this is not uncommon. 

 

After an informative discussion in which additional information may surface, participants 

review the optimal scores. After all, they described their optimal situation with the help of a 

model they may not have been familiar with. For this reason it is essential that consultants 

have enough work experience to highlight consequences of the choices made during the 

first workshop and if so required during this second workshop.  
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If the report contains a dnYl¥Yw ¯n¨m Y¦¨f¥n¦u¦, implying scope for improvement, the 

participants select the characteristics they want to work on. That is, if they want to redirect 

their actual culture towards the optimal culture.  

 

The communication strategy should ideally be discussed in this workshop as well. If the 

measurement was limited to top management, there is hardly any need to do so. If such a 

limitation doesn’t exist, then it is essential to consider how to inform colleagues and 

employees certainly those whose culture has been measured. 

  

There are many options to start and to manage a change process. Literature about change 

management is overwhelming in its choices. We have nevertheless developed our own 

change philosophy and change tools  to ensure an integrated approach. The diagrams 47 

and 48 show our indirect and our direct change methodology will be executed. 

  

Diagram 47; Indirect change 

  

  

Suppose that in Workshop 2 the client expressed its unhappiness that employees identify 

too much with their direct boss or direct colleagues instead of with the content of their job 

(statement 3 in diagram 46). How to change these words into actions?  
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Our list of change levers contains around 800 items that are categorized around the 

dimensions. For each statement a tailored list of change levers can be generated that assist 

the client to implement change. The change levers are much more tangible, yet still only 

words. 

 

Change initiatives are often bogged down because words are not translated into real life 

activities. In Workshop 3 people are invited to translate the change levers into real life 

activities and to initiate the first implementation phase. See for a more detailed description 

section 5.3.6. 

  

Diagram 48; Direct change 

 

 

There is no one to tell the CEO to change his/her convictions, attitude and behavior. It will 

not be easy for top managers to change, certainly not convictions which may be very dear to 

them. The solution is a mirror that reflects the CEO’s convictions, attitude and behavior in 

such a clear manner that (s)he can no longer deny that (s)he has to change if (s)he wants to 

pursue success on the long run. 
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The “mirror” we developed is an online survey which is administered to all immediate 

colleagues of the top manager, next to a self-assessment. Its 44 items describe opposite 

behavior, attitudes and convictions in terms of the model.  For example: 

  

16. When he likes you, he 

confides in you, when he 

doesn’t like you he will not do 

so 

     1     2     3     4     5 16.  He stimulates cooperation 

among the management team 

  

The outcomes show to which degree this top manager will enable or hinder realization of 

the optimal culture. This description is obtained by a quantitative comparison of his/her 

scores with the optimal scores and a qualitative part. Section 5.3.7 gives a more detailed 

description. 

 

The process described in the diagrams 41 to 48 is divided into several steps. In Chart 1 the 

steps are divided in preparatory activities and in Chart 2 in change management activities. 

 

Chart 1 
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Chart 2 

 

For steps 1-4 and 6-7, detailed charts have been made with descriptions of the activities one 

may want to deploy (sections 5.3.1 to 5.3.6). For step 5, change strategy, no separate 

description is presented. This can be done from a very generic level to a very precise and 

specific level and everything in-between. 
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ĂÎĀÎþ L¨f¢ þÍ 6x¨Yuf 

L¨f¢ þÎþ 6x¨¥zd©b¨nzx 

The chart below gives an overview of the activities which clients may want consultants to 

address. Depending on time constraints while trying to win the assignment, all or a selection 

of these topics can be covered in a first discussion with a potential client or in additional 

meetings. 

Chart 3 

 

 

  

During the intake the following should be explained to potential clients, so that they can 

decide whether they want to go ahead with a culture scan - and if so, to whom the client 

wants to grant the assignment: 

The first question a client wants to answer is whether the offerings will help you, as a client? 

  

?z¨fÍ  in reality the process is more complex. It may well be that to convince a client of the 

added value, consultants have to start with just one scan. Preferably top management is the 

first to undergo a scan. In our experience, once the top has experienced a culture scan, it is 

hooked and wants to know the results of fully-fledged measurements that cover the whole 

organization or that division which needs special attention. 
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