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Position Paper Purpose & Qualification Statement

The purpose of this Position Paper is to facilitate thinking and discussion on
issues or practices that are of interest to Organisation Development (OD)
practitioners in the practice of OD.

The views captured in this Position Paper are not intended to be definitive or
prescriptive. Instead, it seeks to advance clarity of thinking, collective

understanding, and generation of progressive ideas.

The end goal is to enable OD practitioners to speak with a measure of proficiency
and confidence on the topic with fellow practitioners and with our stakeholders.
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Introduction

Each year organisations in the Public Service
develop or renew their work plans based on a
Strategy which seeks to realise the Vision of the
organisation. The Vision of the organisation itself
is commonly reviewed and renewed every 3 to 5
years to ensure its relevancy to the Mission of
the organisation.

Changes in Vision, Strategy and Work Plans could

lead to organisational ‘pai n s’ result of
corresponding changes in expectations and
assumptions of the ‘v

i.e. Culture of the organisation. Why is culture
important to organisations? What exactly is
organisational culture? How can we go about
developing a desired culture that can respond to
the changes in business strategy and plans?

This article takes a closer look at the concept of
organisational culture and seeks to address the
“why"” , what and
development — in so doing demystify Culture
Development .

Why culture development is not ‘soft’?
..because it has a ‘hard’ (i.e. tangible) effect on
organisational performance

Many woul d ascr i be aspectof
an organisation, yet few would contend that culture
can play a role in ensuring organisational success.

How <can S 0 me t hsi onggnisatianal
culture contribute t o * h gerfodriance
outcomes?

Many problems confronting organisations can be
traced to underestimating the influence of
organisational culture. In attempting to implement
new strategies or plans, OD practitioners would
probably discover that even the best conceived
plans will fail when the requisite behaviours or
mindset needed for the plan to work are
incongruent wi t h t he organi
culture.

Culture Affects Performance Outcomes

Even with the best competitive strategy we
may have, many people will not succead
turning their vision into reality. (The)
something YA aaAy 3 @nkahing)
O2NLIER2 NI 0SS Odzt G dzNB X
strategy and culture is a powerful
combination that can produce a
multiplication effect.
Minister Lim Swee Say,
Learning Organisation Conference 2009
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Borrowing the words of Minister Lim Swee Say:
culture i s fot tureing orgamisatibnl e r
vision to reality. In other words, it is pointless to
develop the best strategic plan if the organisation
culture  will not support its realisation.
Organisational performance is therefore a function

of both a sound strategy and an enabling culture.

Here are research evidences to support that culture
does influence organisational performance:

1 Denison Consulting showed that four aspects of
corporate cul ture,
mission and involve me nate”tied to achieving
superior performance’.

1A Kot ter a n dstudy ecgeided tthat s

ur e a s . S ?l .
companies that Intentionally managed their
cultures effectively over a 10 vyear period

‘oustpgr}‘oc[med similar companies that did not”.
Culture Affects People

Psychologist Schneider proposed that organisation
culture is formed through the process of ASA
(Attraction, Selection and Attrition)’>. An
e mp | o ytaetibnsto an organisation, selection
by it, and attrition from it eventually yields a

! The results are based on a study of 102 public companies from a
Sor@edtrahglemwd’ustﬁes survgyedl bfEDMiBn |C0|l15u|tin§]fr§}n 1996-
2004. Companies are incorporated primarily in the U.S. (89%). Refer to
Deni son Consul ting,
t he Bottom Line,"”
Z/Denison_-_Linking_Culture_&_Performance.ppt#2.

% John Kotter and James L. Heskett, Corporate Culture and Performance
(New York: The Free Press, 1992).
® Benjamin Shneider, “* Th e
Psychology 4(1987): 437 - 453.

Peopl e Ma Reesonnelh e
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particular  profile of employees with an
accompanying kind of organisational culture. While
the process of ASA can shape culture over time,
culture in turn influences the ability of the
organisation to attract and retain employees. As
talented employees look for more than just a pay
check, culture can set an organisation apart from
the rest, and help in a tight talent market.

Cultural behavioural norms also enable individuals
to understand the desired behaviours within an
organisation, in order to perform at their best. This
is especially pertinent given the increasing
complexity of Public Service work which requires
leaders to empower employees with greater
decision-making authority. Additionally, culture
does not merely affect the bottom line. It can also
influence ethical conduct of employees.

What is Organisational Culture

Development?

Organisation development researcher Edgar Schein
defines organisational culture “ a s a
shared basic assumptions that was learned by a
group as it solved its problems of external
adaptation and internal integration, that has
worked well enough to be considered valid, and
therefore, taught to new members as the correct
way to perceive, think and feel in relation to those
probliems”

Schein also describes culture as manifesting on 3
levels: Artefacts, Espoused Values & Assumptions®.
A simple illustration is the culture iceberg (see
Figure 1)°.

1 Artefacts are obvious visible manifestations, such
as observable behaviors and images. Examples

* Edgar Schein, Organizational Culture and Leadershipalifornia:

Jossey-Bass, 2004).

® Elements of organisational culture can be identified in these
components: artefacts, language in the form of jokes, metaphors,
stories, myths and legends; behaviour patterns in the form of rites,
rituals, ceremonies and celebrations; norms of behaviour; heroes;
symbols and symbolic action; beliefs, values and attitudes; ethical
codes; basic assumptions; and history. Refer to Andrew Brown,
Organisation Culturé.ondon: Financial Times Management, 1998), 10-
11.

® Steven Mcshane and Tony Travaglione, “* E| e me ngdargsatiandl
Culture,
(Australia: Mcgraw-Hill, 2006), 476.

pa

include dress codes, working hours, how decisions
are made, social events, the handling of
disagreements and conflicts etc. Espoused Values
delve a bit deeper in that they consist of beliefs,
philosophies, values, strategies and goals
articulated by organisational leaders, usually on
an organisation wide level. While these are
preferred or espoused ways of working articulated
by the leaders, they may not necessarily reflect
everyone's perception

1 Assumptions lie beneath the layers of artefacts
and espoused values. They are derived from
shared mental models that have been validated
and reinforced over time. These assumptions
guide the beliefs, thoughts and attitudes that
drive behaviours.

Surface culture

Artefacts and
Behaviours=

Espoused Values

Assumptions

Deep culture

Figure 1. Iceberg Diagram

Now that we know what culture is, how do we as
oD practitioners
possible to develop organisational culture?

The good news is that it is indeed possible to
develop and nurture a desired organisational
culture. The not-so-good news is that it requires
disciplined action and persistence.

Here are some key ingredients for developing
culture:

OClarity & Consistency
There must be clarity on the desired culture,
where desired behavioural outcomes are clearly
defined. This clarity needs to be consistently
communicated throughout organisation.

Or

E x h i hniOrganikaiondl Behavioural on the Pacific Rim
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ODesirability

Besides clarity and consistency, the other
ingredient that needs to be thrown into the mix is
‘“desirability’ There
employees receive a clear signal that these
behaviours are truly desired. Common signals
include the use of recognition incentives, as well
as leadership role modeling.

OTime
Lastly, these ingredients need to be baked in the
‘“oven of ti me’ Ti me

permeate throughout the organisation. More
importantly, time is needed to gain the trust of
the employees that these are indeed the
behaviours to exhibit. The element of time is
especially crucial when there are changes in
organisation leadership and restructuring.

It is only when a critical mass of the employees
embraces these behaviours — thus creating new
behavioural norms — that you can take heart in
knowing that you are gaining success.

Culture Development Competency Checklist

Checklist

*

Knowledge

Theory Understand what organisational
culture means

Understand behavioural frameworks
that aid in the culture development

process

Practice Possess working knowledge of the
culture development process
Understand the current situation from
different stakeholder viewpoints
Apply interventions and tools
appropriately

Checklist

*

Skills

Communication
and Negotiation

Be able to proficiently communicate
culture development ideas and process
to stakeholders in a convincing manner

Identification of *

Vital Behaviours

Be able to identify the vital behaviours
that will result in the desired
behavioural norms of the organisation

Design of * Be able to use behavioural frameworks
Interventions such as MARS (i.e. Motivation, Ability,
that can Role Clarity, Systemic Factors) in
Influence designing a ‘cocktail’
Behaviours that collectively will influence

individual and group behaviours
Table 1: Culture Development Competency Checklist

How to..? Gearing Up for Culture

Development

Wi{h %his inamind?it(ais(aescsientiatl f8r ODeprgctsitiLcjmrer‘sa
to possess a good working knowledge of culture
development and adequate organisational acumen.
This will better equip us to advise our organisational
leaders on related issues (see Table 1).

How to...? Getting into the Thick of the
ip&tidheeded for the mess

Putting the Team Together

Are we ready to kick off our culture development
project? Start by putting the team together (see
Table 2). Before embarking on a culture project, we
must recognise that a culture project cannot be a
stand-alone, with the OD department as its only
advocate.

As practitioners, we must be conscious of the need
to build awareness, education and support from
other organisation stakeholders. We need to let
members Kknow
support in the culture development process, and be
totally committed to the culture change project.

After enlisting participation and support from your
stakeholders, the culture development process can
then begin. In this paper, we hope to provide key
phases and steps that highlight the entire process.

management and
middle managers to
cascade directives

A Evaluate objectives

and outcomes
constantly

OD Practitioner Senior Management Middle
Management

A Champion project A Articulate with A Implementation

A Determine project clarity the desired on unit and
objectives and behaviours and department
outcome culture level

A Plan and coordinate A Champion and A Ensure
project support project initiatives are

A Plan timeline A Strategise with OD correctly

A Communicate plans practitioner on cascaded to
to senior desired objectives staff
management and and outcomes A Model the
middle managers A Model the desired desired

A Work with senior behaviours behaviours

Table 2: Role of Different Stakeholders in Culture Development
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Phase #1: Define the Desired End State

How do we go about defining a desired culture? We
can start by asking ourselves: What is the operating
context of my organisation? What type of culture
best supports the type of work we do?

1 Step #1: Align Desired Culture to Organisation
Goals and Context

Al i gn cul ture wi t h
context. For example, if you are tasked with
imbuing a culture of innovation, it may be helpful to
understand what innovation means within your
organi sation’s operat.i

1 Step #2: Articulate Desired Behavioural
Outcomes

The next step is to translate what this desired
culture would look like in specific behavioural
terms. This would also include translating
organisational values statements into desired
behaviours which we want employees to exhibit in
the organisation.

Phase #2: Diagnose the Current State

Gaining a sense of a n
provides direction to where we need to go in order
to achieve our end desired end state. As OD
practitioners constantly interact with staff, we can
be in a good position to gain insight into the current
state of culture in our organisation.

1 Step #1: Know What Tools to Use

To gather data on current culture, focus groups and
interviews can be handy tools to include under our
arsenal of diagnostic tools. We should also consider
using conscious observations about the way things
are done in our organisation’. We should not
underestimate the value of employing such an
approach.

’ For more information on accessing culture through observation

methods, refer to Ter enc e E. Deal
Cultures into Practice, Diagnosis: Learning t 0 Read
Corporate Cultures: The Rites and Rituals of CorporatéNeife York:
Perseus Books Publishing, 2000), 129 —135.

t h

organi sation

1 Step #2: The Art of Asking Culture Questions

Asking well-considered questions will significantly
influence how well we can elicit the current state of
our organisation’s cul

As a rule of thumb, use open-ended, broadly
defined questions when adopting an exploratory
approach. Adopt close-ended, multiple choice
options when we already have fixed options in
mindor gani sation’

When crafting our questions to understand culture,

it is helpful to keep the iceberg model in mind:

ng context and goal s.

1. What are the artefacts® explicitly displayed
within our organisation? Identify and list
artefacts. This segment deals with
understanding obvious manifestations of
culture: Artefacts can be workspace design,
company collaterals and commonly displayed
workplace behaviours. Even obvious physical
structures like allocated parking lots for senior
management can speak volumes about an
or gani euautei on’ s

2. What are the organisation’s espoused values?
Identify and list espoused values. These are
typically gxpibited fintofficial torganisation value
statements and philosophies, or Dbelief
statements that are repeatedly articulated by
senior management.

3. Finally, what are the core assumptions that
govern behaviours within the organisation?
We can start by comparing values with
artefacts. Are they congruent? The key to
understanding deeper cultural issues is by
identifying similarities, inconsistencies and
conflicts observed between overt behaviour
and espoused values.

® For more information on eliciting cultural assumptions through

understanding artefacts and espoused values, refer to Edgar Schein,
“When and How to

“The
and Ev o Onganimagohgl Cuitune andeadershiggSan Francisco,
CA: Jossey-Bass, 2004), 223 —393.
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Phase #3: Design the Interventions

With a clear articulation of our desired culture in
terms of specific behavioural outcomes and a
realistic understanding of our current state, we can
proceed to design informed interventions to bridge
the gap.

1 Step #1: Identify Vital Behaviours

We change culture by changing the behavioural
norms of the organisation. To do this, we first want
to identify vital behaviours - actions that if we keep
doing, will help us achieve our desired behavioural
outcomes. For example, the practice of doing a 5-

 Look for positive deviants: employees who
are markedly more successful than the rest
in exhibiting desired outcomes

9 Observe their behaviour to look out for the
specific behaviours that deviate from others
which contribute towards their success

ODetermine the Crucial Moments
I  Map out process steps that lead to results
Y Determine the crucial moments
 Find out the behaviours in those moments
that lead to results

6 Collect Data
 Interviews with staff to collect information

mi nute-i ht heacck i vhe start ofbae f 0 r eto find out more about vital observable

meeting can be a vital behavior that results in the
desired outcome of  having  generative
conversations.

So what exactly are Vital Behaviours? They are
behaviours that:
9 lead directly to results
9 break self-defeating patterns
9 cause many other positive behaviours to
follow

The next question then is, how should we go about
identifying Vital Behaviours®? Vital behaviours are
context specific. They may be reusable and generic
(such as a predictable pattern), or vary from
situation to situation. The key is in identifying what
works for your context. Here are some approaches
you can employ in identifying vital behaviours:

O Begin with an Information Search
9 Research good practices or talk to experts
[Caveat: Note that organisational context

may defer from that of good practices cited]

O Use Positive Deviance

For more information on vital
Cruci al Skill s: How to
http://www.vitalsmarts.com/userfiles/File/newsletter/Newsletter%200
11310QA.htmand “ Sources of I nsight,
, http://sourcesofinsight.com/2009/06/30/vital-behaviors/a n d
Skills, Vital Behaviours for Entrepreneurs,
http://www.crucialskills.com/2009/05/vital-behaviors-for-

entrepreneurs/.

behaviour s,
Find Vital

behaviours

1 Step #2: Use MARS to Make Exhibition of Vital
Behaviours Normative

After identifying the vital behaviours that we would
like to focus our culture development efforts on, we
need to find ways to promote them. We can do so
by leveraging on different factors that influence the
display of these vital behaviours.

Understanding behavioural frameworks such as
MARS™ can help us understand the underlying
factors that affect human behaviour. (See Figure 2)

Human
Behaviour & Performance

Intrinsic Time

Extrinsic Budget

Attitudes Environment

Motivation Systemic
Factors

Knowledge Role

Skills Ability Clarity Task Boundary

Expectations

Figure 2. MARS framework

refer to “Vital

Behaviours”,

Vital Behaviours”

“Cruci al

1% Steven Mcshane and Tony Travaglione, “MARS Model of Individual
Behaviour and Results” , OiganisationalBehaviouron the Pacific
Rim( Australia: Mcgraw-Hill, 2006), 36.
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. . e i Type of Interventions
MARS outlines the 4 drivers of individual behaviour Motivation  § _ Intrinsic Motivation: Recruitment system

and performance: Motivation, Ability, Role where employees are hired based on
Perception and Situational Factors. alignment of personal values to desired
organisational culture

1 Motivation — Does the individual want to
exhibit the vital behaviour? 1  Extrinsic Motivation: Reward and

9 Ability —Is the individual able to display the Lezmiys senemes
vital behaviour?

9 Role Clarity — Does the individual know
with clarity what vital behaviours they are
expected to exhibit?

9 Systemic Factors — Are there systemic

Ability 1  Enabling Skills: Training and development
programmes to provide employees with
the requisite competencies

1 Enabling Work Systems”: Infrastructure
and processes that supports employees

factors (i.e., time, budget, and exhibiting the desired behaviours by
environment) that prevent the individual making it easy & convenient to do so
from displaying these vital behaviours? Role Clarity 1  Explicit Communication: Employee
communications that explicitly
The table below offers possible considerations in communicates with clarity the desired
designing interventions that can promote the behaviours. E.g. posters, town halls,
exhibition of vital behaviours (see Table 3). induction programmes etc

1  Implicit Communication: Leadership role
modelling to send consistent signal to
employees regarding the desired

Phase #4: Reinforce the Culture

Culture change takes time because individual

behaviours

mindsets and behaviours do not change easily. Systemic T ResoUrcaConstraintincaram

Factors situations, constraints in resources such
We can however shorten the time needed by as time & budget can inhibit the
consciously and conscientiously reinforcing the exhibition of new behaviours being
desired behaviours such that they become promoted. This is often the case when
behavioural norms. In so doing, we make progress there will be a |
toward the desired organisational culture. due to the lead time needed to acquire a

new behavioural skill. The organisation

We can reinforce the culture we want in our mustther'efore b.ewnlllng&prepared e
accept this drop in performance, and

or ganl Sat_l on by ,Cr e,at bn invest the time and budget needed. Bel
— Action — Results i.e. the BAR (Beliefs-Actions-

12 .
Results) Loop Model™ (see Figure 3). Y  Environmental Constraints: As social

beings, individuals perceive cues from
behavioural norms by observing the
environment around us. These norms
help us decide how to think and what to

' Refer also to Deloitte Review, Culture and the Myth of the Black Box

http://www.deloitte.com/view/en_US/us/Insights/Browse-by-Content- do. Promoting the new desired
Type/deloitte-review/deloitte-review- behaviours can be hindered when the
archive/article/efde4d63e70fb110VgnVCM100000ba42f00aRCRD.htm. existing culture (i.e. behavioural norms)

For more information on culture development interventions refer to

John Shook, geHaw Ctud tGhean L eMTs ot opposes these new behaviours. To

Sloan Management Review 51 no. 2, (2008), avoid/overcome this situational factor,
http://sloanreview.mit.edu/the- we can either identify vital behaviours
magazine/articles/2010/winter/51211/how-to-change-a-culture- that can co-exist with the prevailing

| - - i/.

essons-from-nummi/ culture or work to
2 The BAR Loop Model is a type of positive reinforcing loop that is specific behavioural norms of the current
commonly explained in Systems Thinking theory. Refer to information culture that opposes the new desired

on Syst ems Thinking, “Ment al M behaviours. ,

http://www.systems-thinking.org/theWay/sre/re.htm.
Table 3: Types of interventions according to needs
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Actions: E.g.
Employees are
involved in
cross-
departmental
Belief: E.g. Belief projects
that collaboration
leads to greater
effectiveness in
performance &
that it is valued

Result: E.g. Cross-
departmental
projects produce
better results and
are well recognised
by leaders

Figure 3. BAR Loop Model

The BAR Loop Model describes how the virtuous
cycle of Beliefs-Actions-Results can reinforce
desired behaviours. This leads to the development
of behavioural norms, and consequently, culture.
The central idea behind the BAR Loop Model is that
individuals act (i.e. behave) based on their beliefs.
Beliefs in turn are influenced through results
experienced by the individual — positive results
reinforces the belief that certain actions (or
behaviours) are desirable while negative results has
the opposite effect.

Let us consider a more specific example. Some
organisations place a value on the belief that
collaboration is crucial to a more effective
organisation. However, it is a daunting task to
control peopl e’ s bel i
collaboration.

It would be easier to focus instead on encouraging
collaborative behaviours and finding ways to
reward such behaviours. This could mean
encouraging employees to participate in cross-
departmental projects. However, our job is not yet
complete once we gain success in getting
employees to join cross-departmental projects. The
next step is also crucial if we want to reinforce the
behaviour.

This next step requires our intervention when this
‘“‘action’ | eads . ({l.ecowhen the
cross-departmental project is recognised to have
produced better results) This step involves us
strengthening the feedback loop between the
‘“positive result and

ef s

positi

the desired belief. This then leads us one step closer
towards developing our desired behavioural norm
i.e. culture.

We should also take note that it is possible for the
presence of ' negative reinfo
the opposite direction, which hinder our culture
development efforts.

Phase #5: Evaluation of Efforts

Evaluation is important because it helps keep our
efforts in culture development on track, allowing
for better focus of efforts, reassessing possibilities,
and spotting or responding to unexpected effects.
Evaluation is therefore undertaken as a catalyst for
action. This might be an action to change the course
of the intervention or to inform changes in the
practit i oner ' s appr oaalture
development efforts. The real value of evaluation is
therefore not in proving that a solution has worked
but rather in learning and improving future efforts.

Evaluation can be categorised in different ways, and
one way is to look at it from three categories,
namely evaluation of processes, outcomes and
efficiency.

f Evaluation of processes assesses how the
intervention or programme is operating.
How it is being implemented? Is it going as

pRIh& andPep&tgMP t i ons  a

{ Evaluation of outcomes looks at the effect
or impact the intervention or programme is
having — either periodically during the
intervention or after it comes to an end. Is it
achieving the expected results? Is it worth
continuing, or expanding? How can we
improve its effectiveness?

9 Evaluation of efficiency looks at the costs
and benefits of the intervention or
programme —including financial costs and

benefits.
ve resul t’

Evaluation of efficiency which is commonly known
as ROl (return-on-investment) evaluation will be

difficult to undertake because it will be hard to

I)bﬂec%lvely ofﬁa%t*fy tl’la'e value of tuflure Eén?en ifs ©
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subjective nature. Our focus should therefore be on
evaluation of processes and of outcomes.

Consider the example of a company seeking to build
a collaborative culture. An outcome measure could
be t he i ncrease i n
willingness to collaborate. A process measure could
be the number of cross-departmental projects
formed.

Apart from quantitative approaches, anecdotal
evidence can also be a useful indicator in evaluating
the outcome of culture development efforts.
Anecdotal evidence can also serve to elaborate or
shed light on the reasons behind the quantitative
results.

Food for Thought

Here are some thoughts on common issues that
Public Service OD practitioners may encounter
while developing culture. If you have interesting
insights to share, we welcome your stories!

1. Multi-Generation Workforce

Different expectations come with the different
generations represented in the workforce. Though
we must be careful not to stereotype, each
generation may be motivated by different values
and incentives, hold differing views on career,
learning and development, and different
expectations of leaders and work environment. As
an OD practitioner, it is useful to keep in mind these
differences of a cross-generation workforce.

It is helpful to revisit the MARS framework by
drawing attention to how “Motivations” play a role
in shaping behaviours. Understanding the different
motivations of individuals helps us be mindful in
applying relevant approaches to influence
behaviours.

2. Multiple Desired Cultures and Subcultures

It is interesting to note the many desired
behaviours or mindsets that are being promulgated
in the Public Service. On a Whole-of-Government
level, there are overarching cultures that influence
organisation-level culture. A well-known example is

empl oyees

the PS21 movement, which encourages a culture of
change-readiness and innovativeness. Our Public
Service values, namely Integrity, Service and
Excellence, also exemplify the desired culture at the
Whole-of-Government level.

’ receptivity
At the organisation-level, individual organisations
may promote their own values. Professional groups
may also have their own set of values. For example,
teachers, healthcare workers, and uniform groups
may be guided by their professional ethos and
values.

The different cultures may seem overwhelming to
navigate through, as they appear disparate from
one another. One useful approach would be to spell
out all these different cultures, and identify
relationships and similarities at the behavioural
level amongst them. The next step would be to
prioritise and decide which are more important to
focus on.

For example, PS21 may seem like a mammoth effort
separate from your
efforts. However, this may not be so if we look at
how PS21 can be contextualised to fit individual
organisations and what each individual organisation
wants to achieve.

Concluding Thoughts...

We hope this paper has helped to inform your
thinking on issues concerning culture development.
Moving forward, here are 3 concluding questions to
help us become more mindful about culture
development:

Am | convinced that organisational
culture can be developed in a
systematic manner?

Am | clearer about the role an OD
practitioner can play in culture
development?

What are possible next steps | can take
to develop organisational culture?
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