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INTRODUCTION

The Purpose of the Seminar Guide:
In the Corporate Culture and Performance Videotape, Professor Kotter presents compelling
evidence that organizations that have adaptive corporate cultures significantly out-
perform those that do not. More important, unhealthy cultures can
adaptive cultures created through effective leadership on the pa,

I management.
The purpose of this Seminar Guide is to outline a structugad Workshop desigfed to help
senior managers apply the concepts from the tape to thei e (80h ment—
to help this group:

* Understand their own corporate culture;

+ Assess how adaptive their corporate culture @

* Create action plans for creating a moge adap [r organization can
coQpeater financial returns.

consecutive days, or break it up with several days in between each
pr1uity, it is recommended that you not allow more than a week to

odules.
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INTRODUCTION (continued)

| Seminar Design:

PART 1: CULTURE AND PERFORMANCE

Module 1: Introduction to Corporate Culture
Videotape Content:

Exercise Objectives:

Defines corporate culture and describes the
relationship between culture and the long-term
financial performance of an organization.

Module 2: Low-Performance Cultures
Videotape Content:

Participants begin to identify
culture as well as assess t
had—and will have i
organization’s eco

rpora
re has

Describes the characteristics of unhealthy cultures,
where they come from, and how they undermine an
organization’s economic performance.

Module 3: Adaptive Cultures
Videotape Content:

Describes the characteristics of adaptive culture
they evolve, and how they are preserved over

Module 4: The Process of
Videotape Content:

ine how adaptive their current
is, as well as what they do that
ptive aspects of their culture.

Exercise Objectives:

es in
escribes th

onin
ulture change €

Explores the difficulties and o
creating culture c
activities leaders
implement

Participants identify, from their own experiences, the
kinds of actions that have helped create culture change.
They also determine the corporate culture that their
organization requires for success in the future, and
begin to identify how much of a culture change they
need to accomplish.

Exercise Objectives:

ship behaviors required to
an adaptive culture.

develop an

Module 6: Gettifig Started
Videotape Content:

Participants assess their own performance as leaders in
the organization, and identify obstacles to these
leadership practices.

Exercise Objectives:

Presents a variety of specific steps and actionable ideas
derived from the experiences of executives who have
led culture change efforts.

Participants identify and prioritize culture issues within
their own organization, and develop an Action Plan for
specific steps they can take to create a more adaptive
culture.
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INTRODUCTION (continued)

The Role of the Seminar Facilitator:
Overview:

The Seminar consists of a series of facilitated discussions and team
to help a senior management group apply the key concepts dev
their business. An effective facilitator can play a critical role in'€
benefits fully from the rich content of the tape.

rcises, all designed
in the tape to
at the group

Requirements:

The exercises and discussions in the Seminar are to epable participants to
see their corporate culture from a new perspegis cdfipir

e honestly,
and identify critical areas for change. It is d tor to create an
environment where participants are i explore new ideas.

In addition to your ability to cr i : also need to have a good
understanding of the concepgi
structure and content of g#®S i nd basic facilitation skills including
questioning skills, list ls, a1ld su skills.

Preparation:
Given the i ce @e, 1t is recommended that you prepare

This s

are comfortable with the concepts, definitions, and
hat You want to review key sections of John Kotter’s
erformance—to supplement your understanding.

e fa
u

inar Guide to make sure you understand the purpose and

protess h exercises and group discussions. You may want to adapt some of
these character and concerns of your group. In particular, you should
fu 1Ze the suggested discussion questions by jotting down other questions
ht 3K that are particularly relevant for your senior management group.
. through the Viewer’s Guide to make sure you are clear on its content and

organization.

eviewing the Corporate Culture Diagnostic Questionnaire to make sure you understand
how this questionnaire is structured. You should also review in detail the two scoring

sections in the Viewer’s Guide on pages 26 and 32 which describe how to tabulate the
responses from the questionnaire.
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INTRODUCTION (continued)

The Structure of the Seminar Guide:

Each Module of the Seminar Guide contains four major sections:

* An introduction to the Module that describes the purpose of the unit as
comments you need to make prior to playing the tape segment.

discussions and exercises. The segment overview in the Serm#
in the Viewer’s Guide.

* A series of discussion questions for you to use in le,

The Seminar Guide contains detail
as suggested timing.

These exercises often requace their answers. The Viewer’s
Guide contains prepar ic) se to record their responses. These
appropriate pag

You should
rigid set o

ested structure for the Workshop, not as a
ons may go off in unexpected directions; you
e the group is getting a lot of value out of spending
ay decide to use an exercise from your own
pot—these options are all possible, so long as the group

0 SEMINAR GUIDE



INTRODUCTION (continued)

Pre-Program Planning and Check _List:

Equipment/Logistics:

+ Two flip chart stands with pads

« Markers and tape
+ A video playback unit and large monitor
Materials:
« Viewer’s Guide for each participant V

fickage contains one copy of
opies of the Diagnostic Questionnaire

« Seminar Guide

« Corporate Culture and Performance jdeota

so that each participa

i x \iar package. You need to be responsible for providing
an .

Flip Chart

=

Video Playback Unit

e SEMINAR GUIDE



PART 1: CULTURE AND PERFORMANCE

MODULE 1: INTRODUCTION TO CORPORATE CULTURE

Introduction to Module 1:
Purpose:

* To understand what corporate culture is, and how it impacts the long-ter
performance of an organization.

nancial

the
on’s ‘
* Welcome participants and introduce yourself. V
* Review the overall objectives for the Workshop. %

* To help participants begin to identify their own corporate culture as well as

impact their culture has had—and will have in the future—on tiyls organjzati
economic performance. e

Pre-Tape Comments:

To help you. . .

1. Understand your own corpora,

2. Assess how adaptive your rate cu is;
3. Develop action planggor i mor, porate culture.
* Review the overall age @l f ogr
i gram. dilis
yo oupgas
s 0

* Review the logis ver the specific structure the Workshop

will take for tIf¥€e-day session covering all six Modules, as
individual rated by eks, or some combination of these.
* Revi 1 ide.

odule (described above), and then play Segment 1 of

Approx. 20 min.

Segment

ent explores two critical questions about culture:

at is corporate culture?

Is there a relationship between corporate culture and organizational performance?

o SEMINAR GUIDE
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MODULE 1 (continued)

| Segment 1 Overview (continued):
What is corporate culture?

Organizational culture is defined by Professor Kotter as having twodkvels. At the deepest
level, culture refers to a set of values that are shared by a group
persist over time even when group membership changes. At t
culture refers to a set of behaviors that are common amo
because these behaviors are expected by everyone. New
encouraged to follow these behavior norms by other

Behavior norms are not only more visible than v alsogfch easjer to change.

Invisible £ arder to Change
% Shar- . Valu
L
%*
5
: Bekaviu: Noiias
Visible ; : Easier to Change

rate culture is a subset of organizational culture. It refers to values and behavior
shared across the management levels of an organization.

Ol
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MODULE 1 (continued)

l Segment 1 Overview (continued):

Is there a relationship between corporate culture and organizational
performance?

Professor Kotter’s research suggests that corporate culture can have a signifi@nt impact
on the long-term financial performance of an organization. Corporat an create

an environment that enhances an organization’s ability to take adyantage of
opportunities, or that directly impedes it. V

In addition, his research shows that:
ate econ, vV

p easily;
ormance-

* Corporate culture will have an even greater impact o
performance in the next decade;

* Corporate cultures that inhibit strong, long-term
in fact, the “path of least resistance” leads
enhancing cultures take strong manag

» Corporate cultures can be change
management ranks in an organg
where people anticipate cha
these changes, resulting i

3 *nhancing; the
ir power to build a culture

t and respond effectively to
d greater financial returns.

Post-Tape Discussion: 30 min.

After viewi segment, discussion focused on the questions listed
below. i
+ Wh veral I at Professor Kotter presented in the tape?
e les dgameut m your own experiences where corporate culture has
cted the cial performance of an organization?
* HOW wo u ibe the central values of this organization’s management?
What a Central behavior norms that are shared among managers across this
organizati
ind of impact —positive or negative—do these values and behavior norms have
rganization’s performance?

QO
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MODULE 1 (continued)

rExercises:
Identifying Current Shared Values and Behavior Norms 60 min.

This exercise is designed to help the group identify in more detail tshared values and

behavior norms that make up the corporate culture of the organi

+ Divide the group into teams of four or five.

+ Ask each team to identify the five most widely shared y, ve erful
behavior norms within the organization’s managemen jot thes n
page 11 of the Viewer’s Guide in the first column¢

ms d n the
y should use

« Each team should then evaluate each valu
organization’s performance, and put that s

the 1-to-5 scale described below to do this:
1 = Very Negative Impact
2 = Negative Impact
3 = No Impact
4 = Positive Impa
10

T
SeCon

5 = Very Positi

« Finally, for ea 1d describe a specific instance that has

T,
occurred wathin\ille org®¥hizati shows how specifically the value/behavior has
affectedgge .
s 30 minut

+ Gi exercise.
n t 1l gp es, ask each team to present the results of its work. Build a
tea s/behavior norms and their performance impact scores on flip
s—don’ capture the examples. Post the flip charts around the room.

&
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MODULE 1 (continued)

Exercises (continued):

Identifying Current Shared Values and Behavior Norms 60 min.
(alternate exercise)

This exercise is an alternative to the one described above. The purpose, setu d timing
are the same; the major difference is that the teams focus on identifying
“story” and one or two “heroes” as a way to identify shared values and be
This exercise can replace the preceding one, or it can be used in coggunction witlf it—
i.e., have half the teams do the first exercise while the other half do

out the

* Ask the teams to select one corporate “story” that is widel
management ranks and that is repeated often, and to ident1 ree
are perceived as “heroes.” They should jot these do

* They should then identify three to five key values/b
and three to five key values/behavior norms t

+ Each team should then evaluate each val
organization’s performance, and put
the 1-to-5 scale described below t

its impact on the
hey should use

1 = Very Negative Impa,

2 = Negative Impact
es togdo t }w.
enes, ch team to present the results of its work. Build a

3 = No Impact
4 = Positive I

1gg norms and their performance impact scores on flip
room.
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MODULE 1 (continued)

Exercises (continued):
Assessing the Impact on Future Performance: 45 min.

This exercise is designed to help participants begin to identify whether the current
corporate culture will be a help or a hindrance to the organizatiorfiilh the future.

* First, ask the full group to look ahead into the future and thi
changes that will have occurred in their business enviro
on a flip chart.

+ With these changes in mind, ask the group to rex ared values and b ior
norms that they identified in the preceding exer 1p ch rom ghis exercise
should be posted around the room.)

ill be either a
ip chart for the “bigger
ture both the

+ Ask the group to identify those values an
bigger problem or even more useful,

@ SEMINAR GUIDE



PART 1: CULTURE AND PERFORMANCE
MODULE 2: LOW-PERFORMANCE CULTURES

Introduction to Module 2:
Purpose:

* To explore the characteristics of unhealthy cultures, where they come from, and how
they undermine an organization’s economic performance.

* To have participants identify elements of their own corporate culture tha
and that impede the organization’s ability to achieve superior fing@cial returns.

Pre-Tape Comments:
* Review what you accomplished in Module 1 of the Semi
* Review the purpose of Module 2 (described aboveo Seg

ealthy

videotape.

| Segment 2 Videotape: Approx. 20 min.

| Segment 2 Overview:

This segment explores the r -per CHlires and addresses three key
questions:
* What characteriermanc 0 ‘tures?
* Wheredo t froms¢
typ ndermine economic performance?

W, rmance cultures?

nhealthy corporate cultures seem to share three critical
rs tend to be arrogant, behaving as if they have all the
a s an g outside the firm for new and better business ideas. Second,
manage nizations tend to value themselves, their own immediate work
roups, eir own particular products and services more highly than anything else.
the

ganizations tend to be highly bureaucratic, focusing excessively on

Finally,
o dures, stability, and order.

@ SEMINAR GUIDE




MODULE 2 (continued)

I Segment 2 Overview (continued):

Where do these unadaptive cultures come from?

By studying the histories of 20 corporations with unadaptive corpogte cultures,
Professor Kotter identified a particular pattern of events that was mon to most
of them:

» Through some combination of visionary leadership an
developed a good business strategy and implementeddi e

+ Because the strategy worked well, it allowed the
market position and to sustain that position Qyer
market brought these companies substant
competition or adversity.

+ Business success created a strong orate re es and behavior norms
shared across the managemen these firms

« Success bred arrogance.

to believe were the best, and that their
particular ways of doi 1

proved upon.

* Pressures on the competition from the outside,
i artments grew. Managers became

ests of their own particular groups or

igWgrowth, these firms began to put into place a
o were focused on systems, structures, and controls,
vision.

‘egy

Management Arrogance

Parochial Focus
Emphasis on Stability
and Control

Unadaptive Culture

@ SEMINAR GUIDE




MODULE 2 (continued)

‘ Segment 2 Overview (continued):
How exactly does this type of culture undermine economic performance?

Professor Kotter points out that this type of corporate culture undermines ecgnomic
performance because it prevents the organization from adapting to change.
insularity, and lack of leadership can create an environment where ma
critical information and cling to strategies and practices that are no longer e

Post-Tape Discussion :

After viewing the tape segment, lead a group discussion fo
listed below. Record participants’ responses on a fli

* What are your reactions to what Professor Kotter

* Given any experiences you may have had eSPhow do these

* How open to new ideas from the ent ranks in this

organization? Do managers 0? Do managers look for
better ways to conduct the

* Would you characteriz
advancing themsel
concerned are t
employees?

ow focused are managers on
immediate work groups? How
ate interests of customers? Of

* Would i J@lion as highly bureaucratic? Are managers more
conc ili rder? Are innovation and initiative stifled?

. r e o shape this organization’s cultural profile?

@ SEMINAR GUIDE



MODULE 2 (continued)

Exercises:
Diagnosing Your Organization’s Culture:

This exercise is designed to help participants diagnose their currepgcorporate culture,
and in particular, identify any areas that are characteristic of low-
The exercise is divided into two parts—the first part is desig
the second part should be conducted in teams.

formance cultures.
done individually;

Individual Exercise: 30 min.

* Hand out the Corporate Culture Diagnostic Quegi
them complete Part 1. Give participants about 1

participants arlghave

* Once they have completed Part 1, each p : ic t the lowest
rated items from Part 1—where the scord : e down on the

+ Still working individually, pa nple emainder of the form on
page 18. For each item t

1. a specific instance, i ganization and that illustrates why they
gave the item

organization’s history and trying to identify where
avig@Rame from.

60 min.

tafcams of three or four.

to@onsolidate their work by coming up with a team list of the three to five
s from Part 1 of the Diagnostic Questionnaire. Each team should prepare
hich identifies these three to five items.

) dition, the teams should be prepared to describe a specific incident to illustrate why

oz th&Prated each item low, what impact that incident had on the organization’s

performance, and how that particular shared value or behavior norm evolved.
* Give the teams 30 minutes to do this part of the exercise.

« When the full group reconvenes, have each team present its results. After all the teams
have presented their flip charts, lead a group discussion focusing on the similarities and
differences among the teams’ analyses.

@ SEMINAR GUIDE



PART 1: CULTURE AND PERFORMANCE
MODULE 3: ADAPTIVE CULTURES

Introduction to Module 3:

Purpose:
* To describe the characteristics of adaptive cultures, how they evolve, and ho hey are
preserved over time.
* To have participants determine how adaptive their corporate culture is, as we ha
they and other senior managers do that maintains adaptive aspec heirgulture.
Pre-Tape Comments:
* Review what you accomplished in Module 2 of the

* Review the purpose of Module 3 (described above),

videotape. e

This segment focuses on\@@cr1 ada att cultures in more detail, and

play iethe

Approx. 20 min.

‘ Segment 3 Videotape:

' Segment 3 Overview:

addresses the follg questio

* What are the i a e culture?

ined over time?

istics of an adaptive culture?

s are characterized by two key elements:

se attention to all three critical constituencies of the business—
holders, and customers. In many cultures, managers value one or even
es highly, but not all three. In unadaptive cultures, managers tend to
ainly on themselves or their own immediate work group.

rship up and down the management hierarchy is valued; people are encouraged to
o¥lde leadership and initiate change when needed to satisfy the legitimate interests of
ose constituencies. In many cultures, this is not true. In unadaptive cultures, orderly
and risk-reducing management processes are valued much more highly than leadership
initiatives.

QO

How does supporting leadership and valuing all three constituencies relate to
adaptability? Professor Kotter has found that when managers pay attention to these
three constituencies, they are quick to spot trends that may affect any or all of them.
And if the firm values leadership at multiple levels, then the organization has the
resources to drive whatever initiatives are needed to respond to these changes.

@ SEMINAR GUIDE



MODULE 3 (continued)

| Segment 3 Overview (continued):

How do adaptive cultures develop?

Professor Kotter’s research shows that organizations with adaptive corporate cultures
have a different historical pattern than those with unadaptive cul

in the firm’s life
ip tfloughout

« In firms with adaptive cultures, the leadership core created a
on customers, employees, and stockholders, and on comgetent leade
the company.

« As these firms became successful, the leadership g r&ed these key va
continuously emphasizing the importance they

« Continued success created an increasing itted to these
values, and adaptive cultures became strd nizations.

S -
ENIORgIRA

&
V4

Effective Stra’? - v

) ¥ Emphasis on Role of 3 Constituencies
A ®  in Creating Success

Emphasis on Importance of
Leadership in Creating Success

Adaptive Culture
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MODULE 3 (continued)

| Segment 3 Overview (continued):

How are adaptive cultures maintained over time?

In order for adaptive cultures to survive over time, Professor Kotter points gut the need
for top managers to:

+ Constantly communicate these core values—verbally and in writing;

+ Behave in ways that are consistent with these values—through
behave, whom they hire, whom they promote, what they rew

Post-Tape Discussion:

After viewing the tape segment, lead a group discu
below. Record participants’ responses on a

+ What is your reaction to Professor Kot

+ How highly valued are customer your organization?
Do managers generally act in de rn for addressing the needs of
these three constituencies? Are s one valued much more
highly than the other twg?

+ How much is leadegghip\@lued ¥h you @gn? Are managers encouraged to take
the initiative an s nec the interests of the three
constituenci

+ What cgg ve h pe your organization’s cultural profile?

Exercises: Q
Diagno, ur'@orporate Culture (continued)
This exe a continuation of the exercise in Module 2. In this case, however,

icipants WPgin to focus in-depth on particular areas of their corporate culture that
aracteristic of adaptive cultures. The exercise is again divided into two parts—the
is designed to be done individually; the second part should be conducted in

@ SEMINAR GUIDE



MODULE 3 (continued)

Exercises (continued):

Individual Exercise: 20 min.
re Diagnostic
—where the score
er’s Guide to jot

* Each participant should review his or her completed Corporate Cu
Questionnaire and pick out two of the highest rated items from Pa
was a 4 or a 5. Each participant should use pages 23 and 24 o
down these items.

» Still working individually, participants should ¢

omp der
pages 23 and 24. For each item they selected, they sho e e:
1. a specific instance that has occurred in theipor: 101 and, t ustidies why they
gave the item the rating they did;

2. the impact that incident had on the or ’

3. how that particular shared vgiue\@behavior nogfiipe d 1M he organization,

* Finally, each partici i i i ays in which the management ranks
maintain these v: iy i —for example, “screening” potential

plicitly teach core values and behavior norms;
ms and penalizing those who do not, etc.

70 min.
f three or four.

tQ consolidate their work by coming up with a team list of the three
s from Part 1 of the Diagnostic Questionnaire. Each team should
at identifies these three to five items.

maintain these behavior norms over time.
* Give the teams 40 minutes to do this part of the exercise.

*+ When the full group reconvenes, have each team present its results. After all the teams
have presented their flip charts, lead a group discussion focusing on the similarities and
differences among the teams’ analyses.
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MODULE 3 (continued)

Exercises (continued):
Assessing Patterns in Your Culture:

In this exercise, participants identify the overall corporate culture profile forgheir
organization based on a consolidation of their Corporate Culture Diagnosti
Questionnaires. Again, the exercise is divided into two parts—the first
be done individually; the second part should be conducted as a full group.

Individual Exercise:

* Each participant should complete the Culture Diagnostic

of the Corporate Culture Diagnostic Questionnaire,
how adaptive their corporate culture currently is. A
participant should have calculated a series qffi
organization’s corporate culture:

* An average score for the two key dj i adgptive ¢ Valuing
Constituencies and Valuing Lea }

* Average scores for each of
Shareholders, and Cust,

onstituencies: Employees,

* Average scores for

iV aluing Leadership: Establishing
Direction, Aligpd i

40 min.

t the overall corporate culture in the organization as

giull group. To do this, designate one participant to collect
each of the participants and to calculate an average for the
roup on, s person should calculate an overall average for Valuing

onstit and an overall average for Valuing Leadership—each of these two averages

o is simply a rage of the three cluster averages within the dimension.
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MODULE 3 (continued)

Exercises (continued):

Group Exercises
* While the participants are calculating the group’s averages, you sho#ld prepare the

following flip chart:

Current Corporate Culture

Valuing Constituencies:
Employees
Shareholders

Customers

Valuing Leadership:

cakculated the overall averages for the current culture, capture these
rt.

ts to analyze the patterns in the data and to capture the key points on
hart.

irst, look at the overall averages for the two dimensions Valuing Constituencies and
aluing Leadership. Is one substantially higher or lower than the other? What are
o the implications of this pattern?
- Next, look at the averages for the three clusters within the Valuing Constituencies
dimension. Are all three at similar levels, or is one cluster significantly higher (or
lower) than the others? What are the implications of this for your business?

Note: If, for example, the organization values Shareholders and Customers much more highly
than Employees, Employees may feel that their concerns are unimportant, and may act in ways
that ultimately do not serve the customer.

- Finally, look at the averages for the three clusters within the Valuing Leadership
dimension. Are all three at similar levels, or is one cluster significantly higher (or
lower) than the others? What are the implications of this for your business?

Note: If, for example, the scores are high on Establishing Direction and on Aligning People, but
low on Motivating/Inspiring, this may mean that, while the firm’s vision is well understood, it is
not being implemented as effectively as it could be.

@ SEMINAR GUIDE



PART 2: CHANGING CULTURE
MODULE 4: THE PROCESS OF CULTURAL CHANGE

Iintroduction to Module 4:

Purpose:

* To explore the difficulties and obstacles inherent in creating culture chang
describe the kinds of activities leaders need to focus on in order to impl
effective culture change effort.

d to
an

* To help participants determine the corporate culture that their izatiQn require

success in the future, and to identify how much of a culture d tq
accomplish. 5
Pre-Tape Comments:

* Review what you accomplished in Module 3 of thd

* Review the purpose of Module 4 (describe e t 4 of the
videotape.

| Segment 4 Videotape: Approx. 20 min.

‘ Segment 4 Overview:

v eInpoiN

process rporate culture and addresses the
+ What is cul and what\@h't?
* Why 4 ' rporafPcu ifficult?
. e lture change?
Q is cult and what isn’t?
As Wrofes; ints out, it is important to recognize what constitutes true culture

ganiZation. People tend to label any organizational change as “culture”
ample, if the boss decides to make the work hours 8:00 a.m. to 5:00 p.m.

change.
change—
o igaead of 8:3a.m. to 5:30 p.m. However, this example is not a change in the culture—

ly a change in the rules. Unless the change represents a shift in shared values
vior norms, it is not truly culture change.

t Walso important to recognize that the challenge of changing culture is different from
he challenge inherent in maintaining an already adaptive culture over time.
Maintaining an effective culture can be difficult, particularly when the organization is
under severe stress from expansion or from acquisitions that bring with them different
cultures of their own. But, transforming a problem culture into one that enhances long-
term economic performance is a substantially more difficult effort.
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MODULE 4 (continued)

| Segment 4 Overview (continued):
Why is changing corporate culture so difficult?

Transforming an organization’s corporate culture can be done, buiglt happens slowly

and with great effort. Four basic characteristics of culture mak

« The two levels of culture—shared values and behavior norms—are i
Making policy changes may accomplish some limited b o1 C
values still remain that are inconsistent with those b i er time
to reinstate old practices.

tructure,
eaten its

+ The culture within an organization usually
and therefore the power structure usually,
privileges.

+ Culture is perpetuated by a vari
appraisal, reward, and promot
way, these will slowly und

+ Because culture touc
loss, people will clj
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MODULE 4 (continued)

’ Segment 4 Overview (continued):

What needs to happen to create culture change?

Professor Kotter studied a number of companies that successfully impleme

suggest that leaders who want to create culture change should focus t
few critical activities:

* Communicating the vision widely and repea d consistent

language.
* Modeling, through their own action ey want infused
into their firms, “walking the tal S ili words, and provides examples
to others in the organization
* Empowering other peoplgao a in consistent with the desired §
values, and to impleme i icC; part of empowering others is g
removing barrier, t in the way of the desired behavior. :
* Looking for s j ' seS; short-term successes are critical in order
to give the ¢ lity®eep people motivated, and demonstrate

atien ergstence; major culture change takes a long time—years

anq s to persist in the face of obstacles and setbacks is
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MODULE 4 (continued)

Post-Tape Discussion: 45 min.

After viewing the tape segment, lead a group discussion focused on the questions listed
below. Record participants’ responses on a flip chart.

* What experiences have you had with culture change—in your gwn§@kganizations or in
others?

amplgs discuss

chapge, what worRed—
j u! change issue? If

* How are your experiences similar to or different from t
the tape?

+ As you think about your own experiences with
and what didn’t—in accomplishing the chajg

* As you assess your own corporate culturd
s0, how would you describe what ngeds to

Exercises:
Assessing the Nee

re detail the scope of the culture
exXercise is divided into three parts:

In this exercise, p
change that th

* The first using on identifying key trends in the

comp n 1 provide the greatest challenge to the
co futurd’succ
art ise is designed to be done individually—with these trends in
icip, se of the Corporate Culture Diagnostic Questionnaire to assess

port igashared values and behavior norms are to the organization’s
evelop a picture of the required corporate culture;

v aInpoN

he exercise is designed to consolidate participants’ individual

res S,
* The
Q“ f the required corporate culture into a composite for the group as a whole.
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MODULE 4 (continued)

Exercises (continued):
Group Discussion: 30 min.
* During an earlier exercise—Assessing the Impact on Future Performance fr

Module 1—participants began to identify critical changes that may take pl
business environment.

ree to five

* Ask the participants to review those flip charts and to identify the,

critical challenges they feel the company faces in the future. C Its o
discussion on a flip chart.
Individual Exercise: 3amnin.
* With these critical challenges in mind, participantg or¥plete Pa
y this.
D e

Corporate Culture Diagnostic Questionnaire. Give
e

Culture
g Sheet is similar
e Scoring Sheet are

* Once participants have finished completin
Diagnostic Scoring Sheet on page 32 ofy
to the one they completed for Part
on page 31 of the Viewer’s Guide

@ SEMINAR GUIDE
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MODULE 4 (continued)

Exercises (continued):

Group Exercise: 45 min.

ture as the
dated into one set

* In order to have a discussion about the overall required corporate
participants view it, their individual Scoring Sheets need to be con
of average scores for the full group. To do this, designate one
six cluster scores from each of the participants and to calculate an avé§@e forghe group.
In addition, this person should calculate an overall aver r V. i
and an overall average for Valuing Leadership—each
average of the three cluster averages within the dj

+ While the participants are calculating the gr
following flip chart:

Avg.

Avg.

Overall Avg.

* Once the group has calculated the overall averages for the current culture, capture these
averages on the flip chart.

+ Ask the participants to analyze the patterns in the data and capture the key points from
the discussion on another flip chart.

- Which items or clusters were assessed as most important for the organization’s
success? Why?

- Which items or clusters seemed less important? Why?
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PART 2: CHANGING CULTURE
MODULE 5: CHANGE AGENTS

Introduction to Module 5:
Purpose:

* To describe the specific leadership behaviors required to develop and sustainga more
adaptive culture.
* To have participants assess their own performance as leaders in the org and to
identify obstacles to these leadership practices.
Pre-Tape Comments: V
* Review what you accomplished in Module 4 of the Semi
n Seg

* Review the purpose of Module 5 (described above
videotape.

’ Segment 5 Videotape: Approx. 20 min.

[ Segment 5 Overview:

g an organization’s culture
ge; this segment looks at culture
ngrder to produce effective change.

* What specific V1 asy C e change agent engage in?
* What kinds e al% cWure change agents?
i i oe uccessful culture change agent engage in?

change agents provide a great deal of leadership.
nning, organizing, and controlling; leadership means
Ction or vision to guide their actions, aligning people behind

and the process for su
change agents and wha

ing in touch with the needs of internal and external customers, shareholders,
employees;

- Constantly challenging assumptions and “conventional wisdom”;

- Creating a vision for the company, the division, or the department that is both
exciting and sensible;

- Developing realistic strategies for accomplishing the vision.
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MODULE 5 (continued)

| Segment 5 Overview (continued):
« Aligning People:

- Constantly communicating the direction in which people shouldieo;

- Communicating the vision (of the firm, the division, the t) in a clear,

simple, and powerful way;
- Behaving in ways which are consistent with the vig V

- Demonstrating personal commitment to the ision gnd strategy:

* Motivating/Inspiring:

- Communicating the vision in a way th! s to idual values;

implement tegies;
ide peop ving the vision;

people eir efforts to accomplish important

- Involving people in deciding
- Providing coaching and

- Providing enthusi
goals;

- Recognizingfan a essfully implementing the vision.
What ki as culture change agents?
The ful ct¥ure udied by Professor Kotter shared a particular
“p

erigcd to e a track record of producing change in the past, and
entl eir current challenge with some experience at implementing
gee b

S
* The ve an “outsider” perspective, characterized by an openness to new
i roaches;

same time, they also had an insider’s power base with the credibility and the
o resources necessary to get the job done.
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MODULE 5 (continued)

I Segment 5 Overview (continued):

Developing a more adaptive culture starts with the individual—with change agents who
have certain characteristics and who engage in specific leadership behaviors. Working

collectively and focusing on key process steps for producing change, these @8nge agents
can produce the changes necessary to create a more adaptive culture.

Change Agents
Characteristics + Behaviors

The Process '~ ' ung>

VM2 Adaptive ¢ 'ty

Post-Tape Discé 30 min.

e tape segment, lead a group discussion focused on the questions listed
. Record participants’ responses on a flip chart.

oulook at managers in general within the firm, how would you assess the level of
ormance in the three areas described above—Establishing Direction, Aligning
People, and Motivating/Inspiring?

* What are the obstacles to these leadership behaviors within your organization? How can
you overcome them?

* How much leadership “bench strength” do you have in your organization? Are the
leadership skills found throughout the management ranks or limited to a few
individuals?

* How will you go about expanding the leadership within your organization?
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MODULE 5 (continued)

Exercises:

N

Assessing Your Leadership Performance:

In this exercise, participants develop a sense of their own effectivengds as change agents

Questionnaire and the Scoring Sheet; this individual activity conclu i ersonal
planning section, where each individual identifies one o focus
on, and generates specific actions he or she could tak

Individual Exercise:

* Each participant should complete the Lead
page 36 of the Viewer’s Guide. Give partic

begin the exercise, it is helpful to provide t guidelines:

- The questionnaire is for ea i ’ n€ else will see it; they are

- Participants shoul r the questions carefully, and answer
each question as as they can.

of the Viewer’s Guide. This Scoring Sheet will

strengths and weaknesses as leaders of change in

. They sh about 10 minutes to complete the Scoring Sheet, and
0

1r ay, or the three leadership clusters—Establishing Direction,
oga

s know that they will have about 20 minutes for personal planning,

f; e results of their Leadership Self-Assessment Questionnaires. Ask each
antYo use a blank sheet of paper for this exercise.
« Theg@vill first need to review their data and identify any key patterns in the scores. On

the front of the blank page, they should jot down their five highest scores and their five
west scores from the questionnaire. They should also jot down two key messages from
the data—what does the data tell them about their leadership strengths and weaknesses?

20 min.

» Then each participant should identify one or two leadership areas—specific practices or
groups of practices—where the participant might want to focus in order to improve his
or her leadership within the organization. On the back of their planning sheets,
participants should identify specific actions they can take to address each of those
areas/practices where they scored lowest.
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MODULE 5 (continued)

Exercises (continued):
Identifying Obstacles to Leadership Practices:

This exercise focuses on identifying critical obstacles to effective leadership j
organization, and on identifying specific changes that may need to be mad
eliminate those obstacles. The exercise is divided into two parts—the
group discussion; the second part is designed to be done in pairs.

the
reduce or
js a full

Group Discussion:

* Ask the group to review their own Self-Assessment score vevall scores the
group calculated for Valuing Leadership from Part 1 of th T Qu nair
These scores reflect their views on (a) how much eg /
leadership practices, and (b) how much the mana 3 1 OWBtrate
these behaviors.

* Ask the group to identify critical obstacl ip withj anWation. Make
sure that when the group identifies a i h leadership
practice (or practices) is (are) mosty . owing questions

- Do competitive press practices? What about other
environmental fac or regulatory issues?

- Does the orggaigati i ate leadership issues? Are the
ts ncial goals so stringent that they create
sthat are contrary to the leadership

- i cture of the firm create obstacles? What about the
? Is the promotion process consistent with these

Are n r obstacles that inhibit the management ranks from engaging in
th rshi ices?
* Capture th Its of the discussion on flip charts.
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MODULE 5 (continued)

Exercises (continued):

Pairs Exercise: 50 min.

* Divide the group into pairs, and ask each pair to choose one critica
list to work on.

bstacle from the

* Ask each pair to identify specific changes that may need to be made

eliminate the obstacle they have selected, as well as two ree ways that th
managers can provide leadership despite the obstacle. Gach
chart to present the results of their work to the fu

* Give the pairs about 30 minutes to do this. Then r
pair to present its recommendations.
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PART 2: CHANGING CULTURE
MODULE 6: GETTING STARTED

Introduction to Module 6:
Purpose:

* To explore a variety of specific steps and actionable ideas derived from the
of executives who have led culture change efforts.

* To help participants identify and prioritize culture issues within theif
to develop a preliminary Action Plan outlining specific steps thejacan take to
more adaptive culture.

Pre-Tape Comments:

* Review what you accomplished in Module 5 of the Sgi

* Review the purpose of Module 6 (described abo
Videotape.

| Segment 6 Videotape: Approx. 20 min.

| Segment 6 Overview:

s derived from the observations
¢ led Culture change. Their comments
they can begin a culture change

This tape segment co
and experiences of sev!
should stimula i
effort, or en 1 ay.

| Post-Tape Discussion: 30 min.

—

lead a group discussion focused on the questions listed
esponses on a flip chart.

. o
. ther

+Of th
implem

in this list of action steps described in the tape? Why?

desctibed, which are the highest priority for your organization to
owest priority? Why?

ich seem most practical? Least practical? Why?

Exe S:

Identifying and Prioritizing Culture Problems —“Gap” Analysis 45 min.

This exercise and the one that follows are critical summary exercises designed to pull
together all the work done thus far in the Seminar, and to help participants develop a set
of recommended priority action steps which they can take to create a more adaptive
corporate culture in the organization.
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MODULE 6 (continued)

Exercises (continued):

This first exercise focuses on the “gaps” between the current corporate culture—as

reflected in the group’s composite scores from Part 1 of the Diagnostic Questionnaire—
and the required corporate culture—from Part 2’s composite scores@efore beginning
this exercise, make sure the two flip charts summarizing curren ate culture and
required corporate culture are posted at the front of the room:

Current Corporate Culture rat

Valuing Constituencies:

Employees Avg.
Shareholders Avg.
Customers Avg.

Overall Avg. Overall Avg.

Valuing Leadership:
Est. Direction Avg.
Aligning People Avg.
Mot./Inspiring Avg.
Overall Avg.

* On'the rtsy or circle the largest gaps between the current and required
cultur jor gap, ask the group for any observations they have about why the
ga {5

t because the current culture score is very low and, if so, why is that the case?

- I¥it because the required culture score is significantly higher than the current culture
score, even though that score—when not compared with what is required—may
seem reasonably high? If this is the case, what is behind the need for such a high
required culture score?

&
<

+ Capture the group’s observations on a blank flip chart.
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MODULE 6 (continued)

Exercises (continued):
Developing an Action Plan: 45 min.

This final exercise takes the full group through an action planning processgesigned to
identify specific steps that this management group needs to take to addres

culture gaps identified in the preceding exercise.
Wﬁom th‘
i pies: '

 First, ask the group to identify the one or two highest priority
analysis they did in the prior exercise.

* For each of these priority gaps, develop an Action Plan
- Action Steps—next three months;
- Who will be responsible for accomplishing
- What additional help or resources ar§ieded.
- Action Steps—next six 1 N

plishg

- Who will be respongi

- What additional de

+Usea prep@art like th§@@ne ated below to capture this information:

Help Needed

Action Steps Who? Help Needed

Next 6 Months
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MODULE 6 (continued)

Closing Comments:

+ Review the overall objectives for the Workshop.

« Summarize the two flip charts that describe the current corporate cyllire of the
organization and the required corporate culture, and summariz y gaps between

the two.

+ Review briefly the action steps the group has developed.

+ Ask the participants if there are any “next steps” that th ds to take—
example, reconvening the group for follow-up me uss th@status of the action
steps; conducting small-group sessions with i orts t, similar

seminar process, etc. The facilitator’s next s anning charts
are typed up and distributed to the particip

articiiate

+ Thank the group for their p
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