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Organizational Culture -z
What are we talking about?

A pattern of shared basic underlying assumptions learned by a group as it solved its problems of external adaptation (to
the environment) and internal integration (within the organization), which has worked well enough to be considered valid and,
therefore, to be taught to new members as the correct way to perceive, think, and feel in relation to those problems. ~ Edgar Schein

Why is it important?

Organizational Strategy

| - “Culture eats strateay for breakfast!” Strong cultures

Organization | ~ Peter Drucker are weove effective
Weaknesses \ Cculture fachions an organization’s view of itself and its environment
4 and is a *direct driver* of strateay, tmplementation, and performance

Environment J
Opportunities Reality = ‘SWOT” Analysls 1\

Threats P ot s I A T P . BT g :
= Organizations tend to frame reality as congruent with the basic underlying assuwmptions of their culture,
|
L

— (Bvew ifthat means distorting, denying, projecting, or tn other ways falsifying reality!)

Source: Adapted from P. Grinyer and J.C. Spender, Turnaround: Managerial Recipes for Strategic Success, Associated Business Press, 1978, p. 203; G. Johnson, Managing Strategic Change — Strategy, Culture, and Action, Long Range Planning Vol 25, No 1, Feb 1992, p 30; and D. Tosti
and S. Jacson, Organizational alignment. Vanguard Consulting, 2003, as Adapted by R. Addisan, C. Halg, and L. Kearney, Performance Architecture: The Art and Science of Improving Organizations, Pfeiffer, 2009, p. 75.

What does it look like?

Cultural Framework
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Johnson's Cultural Web

Paradigm
Paradigm — where basic underlying assumptions

reside; not directly observable or confrontable

Story — an event with individual “heroic” & “villainous”
actions that relays understanding of success & failure

Symbol — an object, event, action, or person used to
convey, maintain, create meaning past functional use

Individual incentives emphasizing what is important

Ritual — an activity designed to emphasize culture; can

{Comrol System — a system of measurements & ]
be farmal or informal or even relatively unorganized ]

{Rouline - a functional activity; can be informal or even

unnecessary or have negative utility but done anywa
Frames also have L s i e

A Web protects! ]
Mﬁ‘ X i T P Organizational Structure — a relationship indicating
) supcultures - ' . from where contributions are most valued
Reinforee or change paradigm
. o ! F e o Power Structure — an individual or group with greater
< ot an Iwepal Ene wehl ! - !
Occupational Functional Nota through the web \ N i {mﬂuence on decisions; can be formal or informal
tnclusive List SUCLCESS!!

Source: Adapted from E.H. Schein, Organizational Culture and Leadership, Fourth Edition, Jossey-Bass, 2010, and G. Johnson, K. Scholes, and R. Whittington, Fundamentals of Strategy, Prentice Hall, 2009.

Artifact Survey

Stories What aspects of strategy are highlighted? ~ What behavior do routines encourage? Power structures

What core beliefs do stories reflect? What status symbols are there? What are the key rituals? What are the core beliefs of leadership?
How pervasive are these beliefs? Are there particular symbols? What core beliefs do they reflect? How strongly held are these beliefs?

Do stories relate to strengths or Control systems What do training programmes emphasise?  How is power distributed?

weaknesses? Success or failures? What is most closely monitored/controlled? How easy are rituals/routines to change? ~ Where are the main blocks to change?
Conformity or mavericks? Is emphasis on reward or punishment? Organizational structure Overall

Who are the heroes and villains? Are controls related to current strategies? ~ How mechanistic/organic are they? What is the dominant culture?

What norms do mavericks deviate from? Are there many/few controls? How flat/hierarchical are the structures? How easy is this to change?

Symbols Rituals and routines How formalfinformal are the structures? Are there any linking threads through the
What language and jargon is used? Which routines are emphasised? Do structures encourage collaboration? separate elements of the web?

How internal or accessible is it? Which would look odd if chanaed? What power structures do they support?
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Production Systems
What are we talking about?

~ ProductionSystem

A socio-technical system that combines technological elements (machines and tools) with organizational behavior
(division of labor and information flow). It organizes activity around an objective, transforms inputs into useful outputs, controls system
performance through feedback, and operates in concert with other organizational systems. ~ S. Anil Kumar & N. Suresh

Why is it important?

Organizational Structure

i
Organization
Strengths
Weaknesses

BTN sustesy > implementation JTTETITEW
i N
Environm_ew Performance . Goals

Opportunities areas
Threats Destred outcolmes

Actual cutcomes

\ Processes

Performance

Execution ' )

T
Production System

Source: Adapted from P. Grinyer and J.C. Spender, Turnaround: Managerial Recipes for Strategic Success, Associated Business Press, 1978, p. 203; G. lohnson, Managing Strategic Change — Strategy, Culture, and Action, Long Range Planning Vol 25, No 1, Feb 1992, p 30; and D. Tosti
and S. Jacson, Orgonizational alignment. Vanguard Consulting, 2003, as Adapted by R. Addison, C. Haig, and L. Kearney, Performance Architecture: The Art and Science of Improving Organizations, Pleiffer, 2009, p. 75.

What does it look like?

Ford Production System (FPS) I FPS Leadership Behaviors R

“A manufacturing strategic approach that includes the right Flawless execution: Business Acumen / Commitment to Quality / Courage /

. . . e Customer Satisfaction / Drive for Results / Innovation & Technical Excellence
Leadershlp Behawors, Opera.tlng syStems’ and Key Umfymg Integrity: Demands the Truth / Does the Right Thing / Drives Diversity
Processes supported by an Allgned and Capable Building effective relationships with key stakeholders: Community Commitment
Organization to deliver Best in World Results” | Connects with Customers / Develops Employees and Teams

FPS Operating Systems

Input-Process-Output - Input, Process, { Ophovindy
[ put:kro pU ] OztputM tricsél Standard (s Output x [Abnormallty]d— PP oy %j
| ndon | —— STANDARD!

Output
[ Standard 1 [ Existent? HUnderstood?H Followed? H Sufficient?
Input |~ Proce Output 1 |
Input =5 r’ ' '
‘Don'ttake it, don't make it, don't pass it along!” (| peveiop || confirm Jep{  Train  Jmp{ strengthen

~ Anne Stevens, Executive VP, Ford Motor Company isigndnyi Lifacgcte”

Strengthen = Barriers, Redundaney, Recovery
] ‘SRDPCPME” Scorecard Probability x loss > Burden of precaution
[ Integrated Operating Systems 1
Stngle performance aren -

NOT A CHECKLISTI

[ Operating System

Performance Areas

I\ B‘* Outcome
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Safety Quality Delivery Cost People Mamtenance Environment

Zero Fatalities Lean Material Skilled &
World Class 5 100% Green
and Serious Zero Defects Flow and On- A Motivated
Efficiency Utilization Enterprise
Injuries Time Delivery People

Source: Adapted from Ford Motor Company, 2015.

QOutcomes

Stvate’@'w i L)
to tactical

FPS Key Unifying Processes

Policy Deployment - the structured delivery of shared and supported performance Process Confirmation - the verification and validation that processes are properly
objectives throughout all levels of the organization to ensure total alignment designed to meet standards according to their prescribed frequency and expected results
Time & Data Management - a standardized cadence to eliminate unproductive Standardized Work — the defining of processes at all levels to facilitate compliance with
activities, consolidate similar activities, and prioritize activities to drive specific results standards, elimination of abnormalities, and Continuous Improvement

Continuous Improvement - the structured and disciplined process to drive Visual Management — the organization and communication of information visually to
improvements and accelerate alignment to performance standards immediately identify standards and abnormalities and facilitate Continuous Improvement
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What are we talking about?

Just Culture

Just Culture is a system of shared accountability in which organizations are accountable for the systems they have
designed and for responding to the behaviors of their employees in a fair and just manner. Employees are
accountable for the quality of their choices and for reporting errors and system vulnerabilities.

Why is it important?

Organizational Alignment

i
Organization
Strengths

Weaknesses
!ﬂ

Environmegu

Opportunities
Threats

Culture

Stratgﬂ_) Implementation I LT A Just culture requires a

change in focus
from errors and putcomes to
system design
and management of
behavioral cholces.”
~ David Marx

~

“.  Goals \ Processes \ Tasks

Performance
i

Socio-Technical: Production is Lwherz’.m.tl.g a huwman activf.tg'

Source: Adapted from P. Grinver and J.C. Spender, Turnaround: Managerial Recipes for Strategic Success, Associated Business Press, 1978, p. 203; G. Johnson, Managing Strategic Change — Strategy, Culture, and Action, Long Range Planning Vol 25, No 1, Feb 1992, p 30; and D. Tosti
and S. Jacson, O i fi Vanguard C Iting, 2003, as Adapted by R. Addison, C. Haig, and L. Kearney, Performance Architecture: The Art and Science of Improving Organizations, Pleiffer, 2009, p. 75.

What does it look like?

Focus of Accountability vs Performance Marx’s Three Duties '

Values Practices Behaviors

cawn have different Llevels of each duty Nacessary harm - minimum
Fewest fatlures e — amount of harm necessary to
f g ‘—‘—-d‘P f Avoid ’ Follow prevent greater harm
aximize errormance e —
8 n}ust|f‘able risk and rocedural rules N ) .
c unnecessary harm P ]IISKIfIiHE.I‘ISk—‘hE probability
(O and n;agn:itudiof harm g
E considered to be acceptable
= 4§ Duties o) stances
o) 'PI’O‘PEY balawce LD/]Q broum, b Procedural rules — obligated,
HL: . L /7[9, ¢ may p vevent | permitted, or prohibited
O —J ust Culture fog SHtLS{HLLMQ all processes and tasks
o : Produce s =
D&CA 95t three Desired outcomes— a defined
reversed! future state toward which
. - = TEN.SION! activities are aimed
Organization HR Individual —_—
FOCUS Of Accountablllty Brkia - Avetd > Foll . Priegih Source: Adapted from D. Marx, Dave's Subs,
YECERENCE: AVOL otlow roduce Your Side Studios, 2015.
Just Culture Framework
[ Behavioral Choice and Behavior Tenor of Response J

I Input Process Output Evaluation

I Individual ] I Other actors I Ext or nt
1

Breach?
Violation?

Intend risk?
Intend harm?

- | Tenor should .
r 1 Choiceis | be
I Observe I—I Orient H Decide l—l Act ] .
‘ ‘ Satisfactory Affirm -E g’
s
I Choice H Behavior J 3
J [ . Prudent Support /% %
%lmper{ect 52 Cogwnitive 7 Physical . At-risk Coach B
tncomplete ability ability 7 o o Reckless Correct =
p.
l”’"’””[’;&_’?”"" e e e e | Malicious Punish ,\E g
L T ] L Y ] L T d Mistakes, Blunders — Error — Cownsole ]
Kunowledde  mental Rule Moral SLIpS  physical LApSES Lbstrmgthm the systen! E i

Mistakes violations Blunders — 4
Revenge and retaliation # valid purposes!

/DYL \ .- < General or S?Ecﬁﬁc ! Purposes of Response
Wi . s Deterrence — discourage particular actions with artificial consequences

Incapacitation — remove individual from future situations

Jr- Rick ,
x ?
T ,‘ ‘ + . + - + . = D - Mem 2 D; @‘mtc‘g Rehabilitation - restore individual via treatment, education, or training
. coownize, ace row
Perceived RE'PBtLtL\/B and Euliviubptive 9 P9 Restitution— remedy an unjust enrichment or loss

Normalization Df deviawnce -ng-ﬁgymaw% 'PYDPOYtLDW&!LLtg | <—— Retribution— diminish perceived need for revenge or retaliation




Organizational Change iz

What are we talking about?

Change Management and Change Leadership

Change Management involves (a) planning and budgeting, (b) organizing and staffing, and (c) controlling and
problem solving. Change Leadership involves (a) establishing direction, (b) aligning people, and (c) motivating and
inspiring. They are two distinct yet complementary systems. ~ Dr. John Kotter

Why is it important?

Organizational Alignment

Poor performance is typieally
troubleshot backwards

Organization )' |
Strengths

Weaknesses
—

Environment
Opportunities

Change Reconstruct Tighten

Culture trategy ntation Performance

‘once we have alignment

Alignment Gap Performance we cawn do amazf.wg thiwgs."

\“(, . T o ’
Threats o o Values Practices Behaviors . br. Greg Stowne, Director,
& Ford Motor Company

Soclo-Techwnical: Production is LwhevethH a human actLvitg!

Source: Adapted from P. Grinyer and J.C. Spender, Recipes | gic Success, Business Press, 1978, p. 203; G. Johnson, Managing Strategic Change — Strategy, Culture, and Action, Leng Range Planning Vol 25, No 1, Feb 1992, p 30; and D. Tosti
and S, Jacson, Organizational alignment, Vanguard Consulting, 2003, as Adapted by R. Addison, C. Haig, and L. Kearney, Performance Architecture: The Art and Science of Improving Organizations, Pfeiffer, 2009, p. 75.

What does it look like?

Strategic Drift

Strategic drift: tendency for strategies to develop
incrementally and failing to keep pace with environment.

Opportunity May take years and even go unnoticed.

-------------------- “Adapt or diel” Strategies tend to develop incrementally because:
i : - Timing, lack of resources, imperfect and incomplete

Strategic change information, and biases that favor the status quo
lneremental

Environmental vs. Strategic Change

Environmental change
Dywna mic

g } Innovation (Fucticre)

— t)\ Agility & speed Biases: Present, Familiarity, Loss aversion, Confirmation
Execton sl Source: At!.apted from G. Johnson, K. Scholes, combat blases through fl'amlng and nudglng
E‘[CFLQLE V\:Gg é re lia b “—Ltij ap::n:i.c:v:ﬁ,nfut;;i Fundamentals of Strategy,

Kotter’s Change Process Model

“Blg Opportunity Statement™
- What happened? Wwhat should we do

' Eight Accelerators .

_ The Hierarchy and the Network

about it? How will it make us better? Ineremental Change twnovation Relentlessly model
- clear, Mewmorable, Enduring: SIMPLE! | Hierarchy | | Network | URGENCY!
- - Efficlency § Agility §
| The Big Opportunity ) relinbility o Sense of Urgency
l The Big Opportunity {U\D‘J‘) INSTITUTE . ~BUILD
{Q. @ Change Guiding Coalition
X e D -
W 0
it 9 o
| ChangeVision | o & SUSTAIN Big FORM
by N Acceleration (e get s il Vision & Strategic Initiatives
[ Strategic Initiatives I -
i I GENERATE ENLIST
A Short-term Wins Volunteer Army
.\ Silos _/ S c;f Networlke
Principles of Successful Change o % -, ENABLE
- o (P cortl ; ;
Management & Leadership ln concert! [fé‘z? < 2 i e Hierarchy
Head & Heart  =ational § compelling! %,
: = panpeetig
! Y : . Dual operating systems (nseparable bl
Souree of Short-term wins, ™ . i
AGGELCrﬁtLOV\. 5 Clﬂ ANGE any vs. rew 50% 1 Source: Adapted from J. Kotter, Accelerate, Harvard Business Review Press, 2014.
2 “Want to” vs. “Have to” Y eEED”
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Leading Systematically

What are we talking about?

Leadership System

How leadership is exercised, formally and informally, throughout the organization; it is the basis for and the way key decisions are made,
communicated, and carried out. It includes structures and mechanisms for decision making; two-way communication; selection and development
of leaders and managers; and reinforcement of values, ethical behavior, directions, and performance expectations. ~ Baldrige Glossary

Why is it important?

“The only thing of real importance that leaders do is to create and manage culture; the unique talent of leaders is their ability to understand
and work with culture; and it is an ultimate act of leadership to destroy culture when it is viewed as dysfunctional.” ~ Edgar Schein

What does it look like?

Lencioni’s Organizational Health Model

Three to seven members: NOT ALL-INCLUSIVE!

Stngular Tewporary,

\ Leadership Team ] RALLYING CRY! Thematic Goal qualitative,
Sman Fourto six § shaved
N mall group =
ool = Defining Objectives
P“'@‘\O ,@g\{)’ Collectively responsible / b\
1\0\/ k5 ‘(}5 _
o QW Common objectives . :
o 50\'”9 ! = = . L. . own golng § shared Metrics
(Al See Leadership Behaviors! Build Cohesive —
% Leadership Team Standard Operating Objectives
[ Human Systems | - o
Take tnventory of Your priorities

Recruiting
Hiring o . { Cascading Communication ] Cownsistent,

- - Over-Communicate b b BB
Orientation Clarity P ,
Performance management dellberate
Compensation & Rewards Stmple, LV|—] tming!
Recognition repetitive,
Dismissal V\/LMLU’IPLE WL&D“AAWLS! é é é

Source: Adapted from P. Lencioni, The Advantage, Jossey-Bass, 2012.

Leadership Behaviors

Psychological Safet

Absence of Fear of Lack of

Achieve

Avoidance of Inattention to

Master

Conflict
Source: Adapted from P. Lencioni, The Advantage, Jossey-Bass, 2012.

Embrace Focus on

Commitment Accountability Results

Credibility
Integrity | Congruence Humility Courage
p— Character Intent \ Motive Agenda Behavior ]
OCredIbl'ltV ” Capability { Talents Attitudes Skills | Knowledge { Style
ompetency Results \ Past Current J Anticipated :
Leadership Team Meetings
[ Meeting Types ] [ Tactical Agenda ]

Daily Check-in: Share daily schedules and activities (ROE: max 10 minutes,
no sitting, focus on coordination, never cancel regardless of attendance)

Weekly Tactical: Review activities & metrics; resolve tactical issues (ROE:
~45-90 minutes; See Tactical Agenda)

Monthly Strategic (or ad hoc strategic): Discuss, analyze, and decide
critical issues affecting long term success (ROE: 2-4 hours; limit to one
or two topics, require preparation, engage in healthy conflict)

Quarterly Off-site Review: Review organization, environment, culture, &
strategy (ROE: 1-2 days, do not over-structure or overburden)

Real-Time Agenda: Top three concerns/person (ROE: <1 minute/person)

Scorecard Review (SCR): Thematic goal & standard operating objectives

Discussion: Prioritize and discuss most important issues from Real-Time
Agenda & Scorecard Review

Potential Strategic Topics: Validate, prioritize, and schedule if appropriate
(ROE: Resist urge for further discussion)

Decisions/Actions: Review & clarify all decisions and assign actions and
timeframes (ROE: Confirm formal commitment from each team member)

Cascading Messages: Agree on messages and timeframes



