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Background

The sociological approach to culture and culture change is based on three main areas:

· The balance between sociability and solidarity

· How to change that balance, how to move from their negative to their positive features and vice versa

· The ethics of the change manager

This paper draws upon the work and experience of Goffee and Jones published in their book “The Character of an Organisation” (2003).
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The Strategic Context

The strategic ambition of every organisation is to achieve a sustainable competitive advantage that is not replicable by another organisation. This is achieved in both the external environment but also inside of the organisation as well, as the organisation has to match is resources and capabilities with the demands of that external environment.

Ultimately, all competitive advantages can be replicated, whether it’s manufacturing capability, R&D or powerful branding. However, culture is something that is peculiar to an individual organisation; since it’s something that cannot be easily be replicated by other organisations, it is a genuine source of competitive advantage. This is why it is important to understand the nature of culture, what sort of culture subsists in an organisation, whether it is the appropriate culture for that organisation and the levers that can be used to change it.

Unfortunately, culture is a particularly nebulous concept. It is not something that can be touched or manipulated or subjected to a process. This is because it is based on the ethics and values of individuals as well as the history, systems and methods of working that exist in the organisation.

This paper considers the ethics and values aspect of culture. But in so far as it’s probably not possible to change the way people think, the change aspects concern the way in which people behave.
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Sociability versus solidarity

The sociological model of culture is based around a matrix of sociability and solidarity, and as usual there are the “consultants four boxes” that represent four typical cultural norms. These are examined below.

It is important for an organisation to know where it stands on the greyscales of this matrix, because without knowing the starting point, it is impossible to implement cultural change. To aid this discovery, here are some tools that can be used.

High Sociability
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High Solidarity

Note that each of the four cultures has a negative alter ego to the positive side. It is possible to move from one culture to another by increasing and decreasing the amounts of sociability and solidarity, but also in making it less negative and more positive. Also it is possible to move from the positive form of one culture to the negative form of another, and vice versa.

Sociability

The measure of “friendliness” amongst members of a community that comes naturally to people where the relationships are valued for their own sake with no strings attached. It flourishes where there are shared interests, ideas, values, attitudes and history. 

Advantages of high sociability organisations:
· Work is a pleasure for employees

· The environment is usually one of high morale

· Creativity is enhanced

· People go beyond the formal requirements of the job

· Its attractive to those people with outgoing personalities

· Climates that are open, uncensored and freewheeling

· People do the work so as not to let down their friends

Disadvantages of high sociability organisations:

· Poor performance “by friends” is tolerated

· “Friends” aren’t fired or rebuked

· Exaggerated concern for consensus as “friends” do not criticise each other

· Diminished debate about strategies and how the job gets done resulting in the best compromise rather than the best solution

· Cliques and informal networks may circumvent or undermine processes and the official hierarchy that is the normal structure

Solidarity

Based on common tasks, mutual interests, clearly understood shared goals that benefit all involved parties whether or not they like each other personally.
Advantages of high solidarity organisations:

· Ruthlessness and piercing focus on objectives

· Positive and dynamic in satisfying shareholders and customers

· Attracts employees that need goals and the path to achieve them set clearly, and they expect to be rewarded for achieving them

Disadvantages of high solidarity organisations:

· Individuals that get in the way of achieving goals get hurt

The Greyscale

The cube suggests that all organisations have elements of both sociability and solidarity – they are not mutually exclusive. Also, “organisation” is a wide term: it could be group of companies, division, individual department, function, team or group, so one organisation can have several cultures. And one individual can be a member of more than one group, so can be a member of more than one culture, with an associated knock-on effect on the compromise that they have with their ethics.

The cycle

Culture may follow a life cycle. Start-ups are often communal, with energy, vision and commitment provided by a founder in a fluid, intense and exciting environment, where work continues after people have left their place of work.

As the business environment changes, so the mix of sociability and solidarity is harder to maintain, particularly as an organisation grows. This leads to things being done through relationships – the organisation loses some of its solidarity and increases it sociability, moving from communal to networked.

But as complacency, compromise and poor performance is allowed and the external environment increases in competitiveness, organisations become mercenary as they develop the imperative to survive: the dead wood goes.

Its possible to move back to networked from mercenary, or even to communal once the external environment allows and the internal environment is steadied. However, if managers cannot manage this, solidarity can lead to sociability breakdown and the organisation may become fragmented with low solidarity and low sociability.

Not all organisations will start as communal, but may start in one of the other cultures. Some move between different cultures, others simply stay where they are.

Good and bad cultures

No individual culture is better or worse than another, although each has its own negative side. The sections describing each individual culture explain this more fully. What’s important is that the cube is not a mathematical model but an expression of the relationships between people, so it is hard to tell when an organisation moves between each of the 8 cubes and how far. Profitability is the most evident long-term indicator of movement and whether or not that movement is in the best interests of the organisation.
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Ethics

All of the cultural types of the sociological model involve some sort of compromise between the self and work, therefore it is important to understand the personal ethics of the individual in making these compromises. There are five principle ethics that support the sociological perspective (and the questions may not have answers!):

· What are you prepared to do in the name of the organisation?

· How do you define the term “stakeholder”?

· How close do you want to get to people?

· What value do you place on justice?

· How much are you willing to fit in?

What are you prepared to do in the name of the organisation?

This concerns your attitudes towards an organisation and its attitude to it’s other stakeholders and how the individual thinks about that. For example, the organisation may tolerate poor performance but the individual may not. Either the individual shuts up and accepts the situation (it’s rather hard to change it without being the person in charge) or they have to leave.

As a way of resolving this, some people have a third activity to add to “work” and “home”; that third activity can be a charity, commitment to friends or some other activity and the compromise of the “work / life” balance involves all three. This could be more than ethics – it could be morals – as it asks “what do you value”?

Back to Ethics
How do you define the term “stakeholder”?

Just who are an organisation’s stakeholders and how important they are is an important question in any organisational scenario. The answer to this question will vary depending on the cultural balance between sociability and solidarity and also how the individual answers this question.

This is a question that matches the purpose of the organisation with the ideals of the individual. If the organisation has a mission statement (it may not!), does the individual have the belief in it to identify with its ideal?

Back to Ethics
How close do you want to get to people?

This question is an assessment of an individual’s personal aversion to risk and to exposing weaknesses to others. If you withhold, you don’t get hurt but you’re less likely to be loved, but if you reveal, you can be hurt and you can be both loved and hated, but people are more likely to reveal themselves to you.

It is important too understand an individual’s stance to this question because their success with an organisation will be impacted by the culture that subsists. Low sociability, and you can withhold; high sociability and you have the choice, and ultimately the compulsion, to open up.

Back to Ethics
What value do you place on justice?

This is about people’s definition of “what is fair”, and “kind” can be a substitute word for “fair”. People who look after each other develop loyalty and trust, but also it can lead to collusion. 

This is at the heart of reward systems – the value of a person to an organisation – and that will vary according to the definition of “fairness”, and that will depend on where the organisation sits in the matrix of sociability and solidarity. The individual should understand the organisation’s definition of “fairness” as well as their own.

Back to Ethics
How much are you willing to fit in?

This is the organisation’s definition of acceptable norms and behaviour, to which they expect its employees to adhere. Naturally, this involves a compromise with the individual’s own definition, and of course part of that is where the organisation sits in the sociability and solidarity matrix.

Some organisations can be tolerant where a compromise is not achieved, whereas others cannot be tolerant. Also it may vary about what the behaviour concerns – it may not be about the proclivities of an individual if the organisation’s cultural balance is not infringed, but it may be a problem if the individual is openly critical of it.

Back to Ethics
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Networked

	Positive
	Negative

	
	

	Make friends all over the organisation. People genuinely like each other; they know about each other's families, what they did at the weekend etc and work time is spent finding out. Leads to strong sense of belonging and loyalty and a passionate identification with the product
	Bring two jackets to work - appear to be everywhere, but no one knows where you are. Keep the best information for the boss

	Help others when they need it - often before they ask. A high value is placed on tolerance and patience; under-performance is something to be helped. Open communication that avoids criticism, so good for creativity, organisational learning, flexibility and agility. Rapid communication aids decision-making
	Make sure you're at the meeting before the meeting as the importance decisions are made behind closed doors ("between friends") ahead of the meeting and the meeting itself dissolves into cliques to discuss how ill-informed the others were

	Rules are meant for interpreting. This can lead to the slow evolving of tacit knowledge
	Forward your e-mails to the right people

	Your career belongs to you. Networked organisations self-select their staff - the ones that are relaxed, convivial, a fluid environment. Even non-network people become networked once inside the organisation. Also this means that networked organisations are meritocracies, based on network maintenance
	Keep your head down - risk avoidance, otherwise someone from another clique will knife you in the back. Marked by slow decision-making and risk-averse behaviour


Features of leadership:

· Excellent inter-personal skills – being able to “play the room” and to read social situations

· High emotional intelligence – they have to know themselves

· Able to be fun, exuberant and with critical insights rather than charismatic or visionary

· To be liked but not loved

· Able to get things done by who to talk to

In negatively networked cultures, these attributes are used to manipulate and to develop and bolster cliques for their own end rather than for the good of the organisation, to play the room selectively. Time and energy is spent on maintaining the clique rather than promoting the objectives of the organisation.
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How important is it to be at the meeting before the meeting and why is there so much debate about something so simple?
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Rumour is a negative feature of the networked culture

Back to Contents
Mercenary

If “mercenary” is too hard a word for “you only do it for the money”, try “focused”, “intense” or “determined”.

	Mercenary

	Positive
	Negative

	
	

	Get to work on Sunday. Not so much about the how of a networked culture, but when and who. An efficiency that dispenses with debate & discussion; time between idea and execution is brief. Work is about work - its sacred! 
	Get to work on Saturday: heartless, mean, restless, ruthless, selfish, even glee at the failings of others and inhumane.

	Make things happen. It’s not a selfish culture; it may be task-orientated, but the sum of the parts is greater than each part. Socialising happens, but only to get something, whether its advice, information, insight, but not friendship
	Do unto others before they can do unto you. The enemy is inside as well as outside; people who don't deliver are "useless".

	Destroy the competition. Physically and emotionally resilient, its people are restless, ruthless, & hardworking to deliver high performance. It not about beating the opposition, its about destroying - and it doesn't matter who it is. Sometimes the enemy isn’t obvious, but when it is, the culture is energising & directive.
	Focus on your own bit and damn the others. This arises from short-termism to the extent that even the org itself is damned! In turn, leads to silos. Also people become defensive then devious as high solidarity becomes localised & the competition is internal

	Hit your targets. The culture is focused on the outside: scrutinise, compare and benchmark; the measure of your success is that of others. Targets are used frequently, are numeric & explicit: don't just say "improve ROCE", but say by how much and when. Feedback is open and with no personal malice, low sociability means meritocracy and no cliques: good work is rewarded
	Keep something up your sleeve. Localised silos means that to advance the interests of your group, you need a card to play; if it were a +ve mercenary, the card would move the organisation forward.

	Keep It Simple Stupid. Hierarchies are flat - use of the term "associates" breeds high self esteem, sense of purpose & responsibility. Change is not only accepted but embraced. High comfort levels over disagreement, conflict & risk because low sociability makes it less personal and high solidarity breeds shared interests. Usually found in highly competitive industries where risks & rewards are largest.
	Only do what's measured. In +ve, clarity of goals & focus on competition keeps people winning but in -ve its a tunnel vision of hitting targets, often short-term goals whatever the long-term effect.


	Useful mercenary strategies
	Times to avoid the mercenary culture

	
	

	Fast action is imperative
	Where opportunities arise constantly, a scenario that happens often in most post-mergers

	Little time for debate & consensus building
	Transformantional change environments

	Need to work in concert - everyone needs to know what they need to do and when and without delay
	When creativity or information-sharing is needed: if it is, then ensure its rewarded!

	Short timeframes, simple problems, simple value chain
	Complex problems, learning and value chains - ambiguity can lead to "marching over the cliff in step"

	Customers judge the organisation by its performance only
	The organisation needs to be customer focused in all of its operations, eg customer service, R&D - back to value chain

	Clarity of numerical targets
	Change obfuscates targets


Features of leadership:

Tend not to look deep into people’s hearts and minds, rather to think that people have 2 motivations for work – fear and greed. The have ruthless focus to create intensely competitive environments that deliver promises:

· “The greatest boss I ever hated” or

· The toughest boss I ever loved”

However in a negative environment, the boss is driven by a personal agenda, which may be dysfunctional to the objectives of the organisation. Highly intensive, super control freaks with a hyperfocus on results. You need some sociability in the mix.

The problem with the mercenary culture is that the low sociability and high solidarity leads to a fragile psychological contract as the bond between employees and employer (and in the negative state between employees and employees) is strained. The difficulty is invoking the high solidarity and high sociability of the communal culture and then to keep it there. The levers to change this are covered in a separate paper a psychological approach to culture; of all the behavioural sciences, the route science, psychology, is most important in re-establishing this bond.
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Communal

	Communal

	Positive
	Negative

	
	

	Join the family. Cummunal cultures are usually (but not always) found in start-ups because the founder employs his mates who demonstrate enthusiasm in being involved in something that could be big - the "garage" culture. Being "part of the family" means that people are concerned with your personal background, in good times as well as bad, as well as your commercial performance, since the family coerces around the product.....
	Leave your family (for the work family). This happens where the work family takes over to the exclusion of the real family and the employee loses touch with their real family. A sign of excessive sociability.

	Love the product. Employees at all levels are on a mission to promote the product - to live & breathe it with passion. Sense of urgency - the outside world must not miss out on the product, to the extent that it is the only product
	Don't worry about the competition - "our goods are so good that the competition can't win, so why would customers go anywhere else?" Smugness leading to complacency as a sign of excess solidarity.

	Live the credo. Strong identity with mission statements and internal systems to support the incalcation of the credo in staff. All the more important once the founder leaves & the company is large. Credos mean "focus on work all the time" - work hard and you get rewarded, so don't bother politicking. The focus also extends to focus on the competition and how to win, often by spawning new products & processes.
	Educate (stupid) customers - "there's nothing wrong with our product, so if customers don't use it, they are wrong and need educating". More smugness leading to complacency as a sign of excess solidarity. Both this and the previous point lead to the organisation not aggressively seeking new staff and second leads to reducing the programs that make people stay. Star performers often leave.

	Follow the leader - the leader sets the tone and agenda, is inspirational & dominates all aspects of the company and (unlike mercenary) as a high-profile symbol of success. The leader is the source of meaning with moral authority, offering lofty ambitions. The off-site debates about strategy & values still happen, but the leader drives it.
	Trust your colleagues to know - again caused by smugness. It illuminates the challenge facing managers who strive to create the communal culture; it’s behaviours are so attractive that its easy to encourage them too much.

	Fight the good fight - the combination of following a cause and a person. Something special, important & different is happening - lots of story telling with legends & myths. The result is the marshalling of employees' intellect & emotions and to commit it against the competition, in a way that cannot be replicated.
	Surrender to the leader - the leader doesn't have followers but disciples based on the stiffling of dissent resulting in the leader's views become accepted as doctrine. Challenge is heretical and career-inhibiting.


Since the positive form focuses on leadership to a great degree, the question is “why?” The problem with this form is that it is very hard to maintain because of the intrinsic contradictions of sociability with solidarity and to maintain a balance between them. For example: 

· How do you cover a colleague for poor performance (sociability) versus focus on achieving excellent performance (a feature of solidarity); or

· The debate that’s needed when faced with a competitor (sociability) versus the impulse to go and win (solidarity).

How to achieve a communal culture, and to keep that balance, is the theme of the paper a psychological approach to culture, which has a strong focus on meaning. 

In addition, when the charisma and defining of a visionary leader leaves a communal culture, it can easily lead to a fragmented culture, unless the leader can create something else, a credo or “a way” that can be their surrogate.
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Fragmented

	Fragmented

	Positive
	Negative

	
	

	Name yourself valuable. Judgement is on productivity and quality of work & nothing else, so no need for impressing sociably. Sometimes there can be solidarity with an outside organisation but not within it. With low solidarity, staff attrition is high. You need to be top in your profession, not necessarily a top performer in the organisation
	Wear a bulletproof vest to work. The ethic of the individual is so strong that selfishness & arrogance reign; smart people develop superiority. They savage ideas that aren't theirs because they're not theirs

	Keep your eyes on the prize - outside. Customers don't care about what goes on inside the organisation, only about the results, so employees must be concerned only with the customer and not at all with the organisation
	Learn to manage primadonnas. It is very hard to manage people who refuse to engage in collective activity (eg meetings) as they make it evident that they'd prefer to be elsewhere. Finding synergies between groups or being creative needs the person to volunteer not compulsed, so these activities become restricted.

	Honour ideas and outcomes, not individuals: this is the successor to the outside prize as great ideas are the source of competitive advantage, whether or not people internally socialise. Employees have to be intelligent, smart. And remember, people have to present ideas - -ve forms occur with pervasive cynicism or excessive critique, people not turning up when they should, difficulty in recruiting
	Honour thyself. This is the extreme of very low / no identification with the organisation and in the -ve state, bad attitudes & behaviours undermine the organisation.

	Hire brilliantly. Low sociability, so nothing personal in analysis of ideas or holding back criticism of friends. Discussion between equal professionals will improve all of them. Tolerance of idiosyncratic behaviour
	Give what you must and no more - and that's why there's no 5th negative feature, because no one would say!! Just enough effort is all that's required & given as anything more would be for the benefit of the organisation

	Show up, occasionally. Employees have to work out of the office - at home, in cars, at clients, in a library etc. They must be intrinsically motivated to work well, particularly if there is significant time between performance reviews. But they must show up occasionally to take part in organisational rituals, even if they hate it.
	


Features of leadership:

Leaders need to continually remind members of their obligations to the collective and enforce their advice with a formal control system. They encourage minimal levels of sociability 

In the negative form, the organisation loses trust in the leaders and managers so that the organisation becomes the enemy. Employees even suspect each other. In these circumstances, the negative form develops rapidly when the founder / leader departs, things start going wrong and a blame culture ensues.
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If culture were properly negative fragmented, would there be cubicles at all?
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Background to changing cultures

There are two aspects to this model concerning change, but it is important to note that these aspects must not be seen as being isolated from one another:

· Turning negative into positive
· Switching between cultures
In addition, there are both forces external to the organisation as well as internal to it that can precipitate change in an organisation’s culture.

Turning negative into positive

Clearly, an important aspect this model is to ensure that the organisation does not slip from the positive form of its culture into the negative form. For this, each culture has its own levers for preventing this slippage. Note that its like weight gain – you can go one way without trying, but it takes time and effort to get back to where you want to be!

The lever to use in some of these situations is to enforce the positive qualities of another culture.

In a negative networked culture, some of the levers lie in the features of a positive communal culture or even a positive mercenary culture.

	 
	 
	 
	 

	 
	Networked culture
	 

	 
	
	
	 

	 
	Extensive rumour, gossip and intrigue "Corrosive Corridor Conversations"
	Confront rumour mongers. Get to the grapevine first. Make more information public
	 

	 
	Exclusive cliques
	Move people by changing their jobs and / or locations
	 

	 
	Long meetings without commitment to action
	Introduce structure. Limit time. Conclude with action points & accountabilities. Meeting monitors?
	 

	 
	Criticism about products
	Celebrate quality. Invite employees to use products. Make constructive solutions
	 

	 
	 
	 
	 


In a negatively mercenary culture, the levers can lie in increasing sociability, such as the “away days” and conflict resolution. The repeating of common purpose comes from a communal culture.

	 
	 
	 
	 

	 
	Mercenary culture
	 

	 
	
	
	 

	 
	Faction fighting
	Repeat message of common purpose and common enemy. Create opportunities to link activities. Publicly reward common purpose goals
	 

	 
	No time to think - always a drive to action
	Initiate future-focused strategic review. "Away days" to help people step back to gain perspective
	 

	 
	Important things not done as they're not measured
	Refocus measurement systems. Include items that need co-operation
	 

	 
	Ego clashes and revenge seekers
	Training in conflict resolution
	 

	 
	 
	 
	 


In negatively fragmented cultures, the levers can lie outside of the organisation, however within it, increased creativity (a feature of increased sociability) is an important lever.

	 
	 
	 
	 

	 
	Fragmented
	 

	 
	
	
	 

	 
	Good people leave
	Use competitive reward system to tie-in stars. Back up with rewards relating to self-fulfil desires
	 

	 
	Lying about outputs or exaggerating their significance
	Repeated market testing to ensure you have the stars. Use search consultants to find out who / why others want your stars. Collect objective data from clients & respected authorities about reputation of your stars
	 

	 
	"Not invented here" mentality
	Create contexts that reduce risk - brainstorming, training feedback skills, recognise good work
	 

	 
	Failure to see interdependencies
	Light touch leadership that makes connections between people
	 

	 
	 
	 
	 


Again, external levers are common in dealing with negative communal cultures.

	 
	 
	 
	 

	 
	Communal
	 

	 
	
	
	 

	 
	Complacency - underestimating the competition
	Regular benchmarking, particularly to radically different organisations
	 

	 
	Believing own propaganda - "drinking your own bathwater" and “Talking the talk but not walking the walk”
	Build opportunities to discuss and critique credo. Ensure values and associated behaviours are built into the appraisal and reward systems
	 

	 
	Not learning from other organisations
	Expose to others through alliances and consultants bringing in new people
	 

	 
	 
	 
	 


Back to Change
Moving between cultures

The lines of sociability and solidarity are greyscales along which an organisation can move. At the same time, it can display different elements of different cultures, particularly where it lies at or near the cusp. Forcing an organisation to change a culture is no only difficult but it is also hazardous. This section is split into events that change organisational culture that are external and those that are internal.

External events

External events can precipitate change in organisational culture

Networked to mercenary

In identifying the levers to operate in changing a culture, it is important to understand the features of the culture where the organisation is now compared to the culture that you would like to move to. For example, a comparison of networked and mercenary cultures suggests the following differences:

	 
	 
	 
	 

	
	Networked
	Mercenary
	

	 
	
	
	 

	 
	Implicit goals
	Explicit goals
	 

	 
	Acceptance of ambiguity
	Need for clarity
	 

	 
	Obsession with analysis
	Bias to action
	 

	 
	Comfortable with complexity
	Drive for simplicity
	 

	 
	Personal agendas
	Corporate goals
	 

	 
	 
	 
	 


Networked cultures will automatically push back on attempts to change it, as the draw back to being in the more “natural” sociable state is strong or people resist it whilst presenting outward faces of acceptance or such change initiatives simply run a course. To maintain the pressure to change from networked to mercenary, these levers are relevant:

· Maintain the pressure to change using the push factors of external events and internal change champions

· Paint a vivid picture of the final destination

· Make change appear practical by focusing on clear and prioritised action items

· Redesign the reward system to encourage new behaviours

· Celebrate achievements as they are attained

· Act quickly to correct those that falter and help them with new behaviours

Another problem in moving from networked to mercenary is that the social ties of the network are broken before solidarity is achieved and the organisation’s culture becomes a fragmented culture. This is marked by:

	 
	 
	 
	 

	
	Problems
	Cures
	

	 
	
	
	 

	 
	Increased staff turnover, often of the best people
	If they must go, let people go humanely
	 

	 
	Lower levels of trust
	Keep talking to people
	 

	 
	Reduced social interaction as people "look after themselves"
	Make sure the starts are retained
	 

	 
	 
	 
	 


Finally, attempts to change from networked to mercenary may produce a particularly unintended result. When the networked culture responds to the change by “pulling back”, attempts to counter this over-compensate and this loses both the positive networked culture and the positive mercenary culture as the organisation becomes negative mercenary.

This is evidenced by behaviours being about compliance rather than commitment, fear of mistakes counters creativity, innovation and fun and, being an inward looking feature of failed solidarity, different functions compete and faction-fight. This can be countered by some simple measures:

· Explain change

· Agree on new measures

· Keep a longer term vision

· Identify & counter silos by invoking co-operation; repeat collective purpose

· Tolerate mistakes but not poor performance

· Maintain fun and don’t make the change a grind

Communal to fragmented

This can be either a direct move or it can be through networked and then mercenary in the shape of a reverse Z. Often start-ups are communal, hence this being the start of the reverse Z. It can be prevented (but probably not completely cured) by:

· Resisting the temptation to let friendship impede business decisions

· Ensuring that appraisal systems focus on objective measures

· Fight complacency: remind everyone of the power of existing & potential competition

· Make the mission live; it isn’t a tablet of stone that cannot be changed.

· Develop successors, however little time the entrepreneur thinks is available

· Use consultants to help assess needs objectively.

Communal cultures, for all of their virtues, are particularly fragile and difficult to maintain and the move into the fragmented culture can appear to be a crash that spells the end of the organisation.

Back to Change
Internal events

A summary of the triggers and processes of change for particular cultures can be summarised as follows:

	 
	 
	 
	 
	 

	
	
	Networked
	Communal
	

	 
	
	
	
	 

	 
	Triggers
	Informality
	Teamwork
	 

	 
	
	Fun
	Personality
	 

	 
	
	
	
	 

	 
	Processes
	Unplanned connections
	Complex
	 

	 
	
	Diversity
	Long-term
	 

	 
	
	Slack
	Innovation all over
	 

	 
	
	Radical
	Visionary leadership
	 

	 
	
	Slow implementation
	
	 

	 
	
	
	
	 

	
	
	Fragmented
	Mercenary
	

	 
	
	
	
	 

	 
	Triggers
	Cognitive conflict
	Market pressure
	 

	 
	
	
	
	 

	 
	Processes
	Creative individuals that compete
	Planned
	 

	 
	
	Slack through autonomy
	Measured
	 

	 
	
	Recruitment is key
	Incremental
	 

	 
	
	
	Separated
	 

	 
	
	
	No slack
	 

	 
	
	
	Fast implementation
	 

	 
	 
	 
	 
	 


If the organisation’s managers know the mix of sociability and solidarity in their organisation, then they can select the lever to use to achieve a particular objective and to ensure that the culture of the organisation is aligned to that objective.

For example, innovation is fostered under different circumstances based to culture:

· Networked – informal interaction or having fun, but it looks messy

· Communal – deliberate and intensive team effort for a project that will “change the world”, even if the team is geographically dispersed

· Mercenary – market pressures, through planning and measuring

· Fragmented – selfish effort of one highly-trained professional, working with autonomy, who, as a “star” has won the resources

Innovation is not triggered in negative forms, so this should be change to foster innovation. A key aspect of innovation is talking to customers to see how they use products; in negative cultures, people’s interest is only in themselves, not customers (networked) or fighting themselves (mercenary) or they preach their own perfection to themselves (communal) or they refute the existence of customers (fragmented).
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Two really:

· Business transformational change using culture as the tool has to be done by outside consultants and the most singular difficult aspect is changing the Chief Executive. If he / she doesn’t change, there will be no buy-in to the program and it has to be led by the CEO to be successful. No other Board member could lead this type of program and make it a success.

· And what do I use it for? By assessing the culture of an organisation, I can predict behaviour and anticipate reactions in the process change management in which I do get involved. Most of the case studies make an assessment of the types of culture that I encountered
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