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Introduction

Essence of this Part

Which approach to change do leaders in cultural change choose so that
theyare successful in changing their organizational culture? This part focuses
on that question. There is no best method of change. What really matters
every time is choosing a change approach that is appropriate to the company
and the circumstances of the company. The crucial point is first finding out
what is happening inside and outside the organization. What is the motive
for the change? If it is clear why a change is necessary or desirable, then it is
a matter of articulating the vision of the future. Leaders in cultural change
form vital coalitions to work on change. The business idea is clear in the
change and the customer is the main issue. The distance between manage-
ment and operational personnel is small during the change. Everyone is
involved in it. Leaders in cultural change provide direction and space and
play with time and rhythm. Leaders in cultural change generally choose a
step-by-step change approach in which all parties involved have input.

This part gives some insight into the change approach for a successful
change of the culture in organizations. The real art with every change
assignment is choosing an approach that suits the situation. Copying
the approach that was successful for another company will not help as the
situation in your own company is always different. The stories of the
companies in this book can provide inspiration for choosing your own
change approach. The task is then not to stick strictly to the chosen approach
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but in fact to keep track of how the change takes shape. Choosing a change
approach actually means continually monitoring the changes by continuing
the discussion about them with all parties concerned. Leaders in cultural
change are not afraid to adjust the approach if necessary.

Structure of this Part

In this part, I describe six basic principles and twenty ingredients for a
successful change approach for cultural change in organizations. The
principles are the conditions of successful cultural change. They indicate
the areas that leaders in cultural change must pay attention to, no matter
what. The ingredients are part of the change approach. The ingredients help
in coming to a well-considered change approach. In this part, each chapter
contains one basic principle. Each section describes an ingredient for
cultural change. The first chapter in this part is about generating energy for
change. In the second chapter, I examine the formulation of the ambition
for the change and the evaluation of the level of the change. The third
chapter concerns the role of the leaders who place themselves in the change
and build a coalition for the change. The role of leaders is also discussed in
more detail in part three of this book. In the fourth chapter, I discuss the
relationship with customers and the organization of work processes. The
fifth chapter goes into how the change is guided and the commitment of
staff during the change. The sixth chapter is about playing with time and
rhythm and creating peace and space for change. My closing chapter for
this part contains a summary of success factors for the approach to cultural
change in organizations.
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Generating Energy for Change

This chapter is about generating energy for change. Without people who
want to put some energy into a change, the culture of an organization will stay
the same old way it was. Underlying values will turn out to be unchangeable
and entrenched patterns will continue to exist. Energy for change can arise
from a crisis situation and the realization that changes are necessary. The
energy for a cultural change can also come about by using developments in
the environment as a stimulus for renewal. Crisis situations and changes due
to the environment come from outside the organization. Energy for renewal
can also come from people inside the organization. The humiliation of man-
agers and employees or the shame of professionals can lead them to go down
new paths. Honestly, naming problems contribute to support for a change.
We will discuss, in order, the use of a crisis situation, latching upon changes
in the surroundings, naming problems and use of humiliation and shame.

Using Crisis as a Driver of Change

KPN is a leading telecommunications and IT service provider in the
Netherlands, offering wire line and wireless telephony, internet and
TV to the consumers. KPN offers business customers complete tele-
communications and IT solutions. In Germany and Belgium, KPN
pursues a multi-brand strategy in its mobile operations and holds
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position number three on the market. In 2002, KPN was threatened
with liquidation. The directors and managers realized that other
decisions have to be made very quickly. “It had to become much more
commercial and professional. We shut down divisions at high speed. It
became more competitive in all sections. It really does help to take
10,000 people out of an organization: people cannot hide anywhere
anymore. You have a much better view of everyone’s performance. You
could no longer escape, and the first objective was: survive!” For the
Human Resources (HR) department, the crisis means that their own
department has to shed people as well. From the basis of the crisis
situation, the manager of the HR department takes drastic measures in
his own department. He has a task analysis made and the standard tasks
outsourced. This affects about 90% of the work. Only the real HR
professionals remain employed at KPN. These professionals are given
the task of contributing to the quality of management and providing
optimum support to management in the realization of business
objectives. “The biggest challenge of working in this organization is in
performance management: the difference lies in the extent to which the
manager is able to challenge his own people and equip them for excellent
work performance. If the discussions between managers and employees
are successfully matched to the pursuit of excellent performance, then
as far as I am concerned, you are close to the Holy Grail”

Of the nineteen organizations in this book, six use the crisis they are
experiencing as the reason for realizing cultural change. They choose a
tightly managed and radical change approach. A crisis emphasizes the
urgency for getting into action, but a crisis without a vision will lead to
paralysis rather than movement. In contrast to what many managers think,
you do not need a crisis for cultural change. Creating a “burning platform”
or a feeling of urgency is not a condition of success, but if a crisis does
occur, it is better to make use of it.

A crisis situation puts the existing working methods and culture under
pressure and can get a cultural change moving. In a crisis, it is clear to
everyone that things cannot keep going the way they are. “The way we
always do things” does not work anymore. A crisis causes a shock and
contributes to the realization that the self-evident truths in the organiza-
tion need to be broken. Never let a crisis pass by unused, is one of the
sayings, as a good crisis offers opportunities for implementing real changes
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in the structure and the culture of an organization. The shock of the
crisis, the drastic changes in the structure, forced redundancies and the
accompanying uncertainty can have a disrupting effect. The uncertainty
can turn to paralysis if it is not clear which direction needs to be followed
to get out of the crisis. The art of management is making clear that this
concerns a threat to the whole organization. Full disclosure is necessary to
make the position of the company clear. Energy for change can be created
by expressing the confidence that a new future is possible through working
together in unity. This requires leaders in crisis to radiate confidence that
things will turn out alright and to call on their employees to follow them.
A crisis can lead to a turning point, a new path to the future. Often, it
involves a radical intervention in the organization, as the example above
shows. The reason for the intervention is the threat to the continued
existence.
Managing cultural change in crisis situations means:

e Gathering indisputable facts on how the business is going and being
totally open about the situation the business is in.

e Stating that interventions are needed and that it will never be the way it
was again, without disqualifying the past.

e Being sympathetic to the feelings of uncertainty, the loss of colleagues
and of old values and habits.

e Making the power and the pride of the organization visible and revealing
how a new future is possible from that power.

e Formulating a vision of the future that makes evident that there is a
future for the business, albeit in a different form and with different
working methods from now.

e Specifying which activities will be stopped and showing some
understanding at the same time that it is a difficult decision because
colleagues are dismissed.

e Bringing a clear message about the strategic values and the core activities
of the new enterprise and the behaviour that is appropriate for it.

e OQutlining the approach that has been chosen and the further steps that
must be taken to get out of the crisis and work on a new future.

e Retaining the focus on the customer and the market and taking it as a
guiding principle in developing new market-oriented activities.

e Expressing confidence that a joint effort will get the business back on
top again.

e Inviting people and giving them confidence to participate in the
necessary change and build up a new future.
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Creating a Sense of Urgency

The aviation industry is under enormous external pressure.
Competition is high and the prices are under pressure. In order to
stand out, a balance needs to be achieved between the price and the
quality delivered. There is pressure to innovate in the provision of
service. Customers want to be able to book and change their flight
from the comfort of their own homes. And they want to be able to fly
to many destinations without the hassle of transfers. Society sets
increasingly high requirements to limit the negative effects on the
environment and environmental organizations look critically at the
sustainability of air traffic. The stringent safety requirements and
pressure to reduce costs demand innovation in the maintenance of
the airplanes. The economic crisis is responsible for a drop in the
number of passengers and the amount of freight and puts enormous
pressure on the prices. If the labour relations come under pressure
and leads to strikes, it can result in huge damage to the reputation and
fewer customers in the future. The question is how a business can take
this pressure from the surroundings and use it to achieve a renewal of
the company strategy, the service, the work on the ground and in the
air and the labour relations and can invest in international collabora-
tion. KLM and Air France are the first companies in the aviation
industry to take the initiative to combine forces. An explanation is
given to the staff as to why the company chooses this offensive
strategy. The organization also emphasizes the pride and strength of
both companies and indicates clearly how the merger will contribute
to making its own competitive position stronger. The company
becomes the largest airline company in Europe with the largest
number of destinations in the world.

Of the companies in this book, four organizations explicitly seize on the
pressure from outside in order to get a cultural change going. The cultural
change in these organizations goesless in fits and starts than with the companies
in crisis. The reason for the change comes from changes in the environment,
such as changing customer demands, increasing competitive pressure or new
technological developments. These changes in the environment are conducive
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to a gradual change of strategy, structure, working methods and culture. It is
striking that the organizations in this book do not see their environment as a
threat. They do not make use of their environment to create a sense of urgency
for change and motivate people to change through that urgency. They see their
environment rather as an exciting field in which opportunities present them-
selves. This makes it possible to choose a step-by-step change approach in
which people are involved to imagine and realize the future.

In order to use the environment as a source of energy for change, you
need a good picture of what is at hand in the surroundings and you need to
form a vision of the future for what the new organization could look like.
The advantage of an argument for change from the environment is that the
current situation is not disqualified. The cause of the change is outside and
does not lie in dysfunction or errors in the past. For superiors and managers
especially, this external orientation is meaningful because they often identify
with decisions taken in the past. From the pressure from the environment,
they can choose an offensive strategy that appeals to the strength present in
the organization. Because more time is available for the change, they can
involve more people right from the start. The art is in imagining the future.
Interventions like future conferences, search conferences or “open space”
can be useful in imagining the future.! In these kinds of interactive interven-
tions, people with different positions and roles get together to identify
changes in the environment and make a picture of the future together. It is
quite possible to involve customers in the development of a vision of the
future. Involving customers in strategy development is certainly not widely
accepted yet. This is strange because involving customers can provide sur-
prising new perspectives that go much further than your own perception of
the environment. It is also possible to make a picture of the future in test
projects and represent it concretely in a simulation of how the future could
be. This strategy of seduction works well in a step-by-step change approach
where the precursors show enviable successes in the new working method.

Using changes in the environment is quite possible if you:

o Identify what is important in the environment, what is happening in the
political and economic situation, what the changing customer wishes
are, which technological possibilities offer opportunities and which
societal themes are emerging.

e Choose interactive approaches so that the developments in the environ-
ment can be identified by all sections of the company and the future can
be imagined together.

0001727843.INDD 65 @ 10/13/2012 2:30:39 PM



66

0001727843.INDD 66

®

Strategies for Cultural Change

Involve customers in the development of the strategy because this brings
in a “third” perspective that goes further than the usual mindset.

From your own strength and pride, show how the change contributes to
an attractive vision of the future, in which this strength is expressed.
Make successes visible, as success attracts success and good examples
are followed.

Take the time to implement changes in structure and culture and prop-
erly monitor the progress of the change and if necessary, adjust the
approach.

Articulating Problems

The first thing the new manager at Philips Recruitment Service does
is hold discussions with customers in the business units and with the
recruiters in her own department. These discussions form the basis
for her to articulate the department’s problems. She lays her finger on
the spot and discusses the inward-oriented attitude of the recruiters.
The new manager is the personification of the change in working
with the customers. She does what she wants her department to do.
She investigates the needs of line managers, takes their wishes seri-
ously and also bears the demands of headquarters in mind. She makes
clear to the recruiters in her department that Recruitment has to
adopt a multiple customer orientation: the line manager who has to
fill a vacancy, the job applicant who is looking for a job, educational
institutes where young potentials are studying and headquarters with
aneed for young professionals with leadership qualities. The recruiters
are stimulated to investigate the experiences of these customers with
the service of Recruitment and to inquire the needs of these cus-
tomers. This intervention makes the customer perspective the key
element and focus in the work of Recruitment. Step by step, the
department works on the problem areas experienced by customers.
The new manager adheres to three principles that are leading in her
change approach: (1) know your customer, you live from them and
you have to serve them as well as possible; (2) know the facts, then
you know what you are talking about; and (3) know your team, then
you can work together on quality.
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The story above is an example of how a leader collects indisputable facts
and identifies problems concretely. Articulating problems indicates
clearly what the leader does not want. In ten organizations in this book,
leaders articulate concrete problems as to why things cannot continue the
way they are. In three companies, leaders in cultural change choose to
indicate explicitly what they do not want. They denote clearly which work
practices will no longer be tolerated and invite others to find alternative
work practices.

In order to create a starting position for a cultural change, a leader can
decide to articulate problems concretely and not to avoid them. Naming
problems openly and honestly and making your own role in them discuss-
able creates confidence and gives energy for renewal. One specific form is
working with “unvalues”: values that are no longer acceptable. Leaders in
cultural change can choose to be authoritarian about the problem, as long
as they stay out of the concrete solution. The problems must be based on
indisputable facts and illustrated by concrete negative and positive
examples. This creates a nice tension in which renewal can arise almost
naturally in the self-evident patterns. In general, if consensus about the
problem is reached, this means a large step has been taken. The same
applies to cooperation between organizations in chains or networks.
Recognition of problems and acceptance of problems provide a basis for
getting to change. When problem acceptance is the basis, often a gradual
change approach is chosen with the people involved contributing greatly to
working on solutions.

Articulating problems helps to break through deep embedded behav-
ioural patterns if:

e The problems are based on indisputable facts and concrete negative and
positive examples,

e The leader’s own role in the problem is not denied, but is a visible part
of the story,

e The examples give people the feeling that indeed things cannot keep
going this way and that something has to happen,

e The leader has decided on the problem and indicates why things cannot
continue the way they are,

e The leader makes concrete what is no longer acceptable and formulates
principles the solution must satisfy and

o The leader creates space for the people in the organization to come up
with solutions themselves.
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Expressing Humiliation and Shame

Youth Format is an organization for providing help services to young
people and their parents. The 850 professionals at Youth Format offer
professional help to children, young people and parents who cannot
cope on their own for the moment. They have difficulties at home, at
school or problems with themselves. On the basis of the pride and the
shame of the professional, a process is started to experiment with new
work practices. “Sometimes as a care provider in youth care you are at
your wit’s end. Things are just going right with a child and then we are
forced into a different form of help services, because the funding
flows do not allow the child to stay with us in the group. You get the
feeling that all your work was for nothing. It is frustrating to have to
start ‘peddling’ a child to get different assistance. As care worker you
are ashamed of the system you work in. I want to make an effort to
intensify the cooperation with our chain partners and see what we
can do” At Youth Format, the commitment of the professionals to
their work is the starting point for change. The ideas for new work
practices arise from concrete cases that employees are proud of or
conversely ashamed of. The renewal that comes about from these
concrete situations goes beyond the boundaries of their own organi-
zation and breaks set relations and work practices. The renewals that
are realized form an example for others.

Professionals in care institutions quite quickly experience professional
shame and pride about the way they have to do their work and the effect it
has on the people who need help. The managers at Albert Heijn experience
a deep feeling of humiliation when they are confronted with a financial
disaster due to fraud within the Ahold group. Albert Heijn has always
performed excellently, but its environment suspects the company because
of the fraud case. They decide to put their heads together and show that it
can be different. The humiliation results in self-reflection and new energy
to make Albert Heijn the best supermarket business in Europe.
Humiliation and shame are important sources of energy for renewal of
existing relationships and work practices. Feelings like “never again” and
“this is not what we want” result in people looking back on dramatic events
and questioning self-evident truths that led to the humiliation or shame. The
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shame of professionals and humiliation of managers can contribute to their
going down new paths. The cultural change gains shape because they want
to make a difference and want to stick their necks out. This concerns man-
agers and the professionals who want to make a difference on the basis of
their own commitment and realize their dream. If the company management
gives them the space and the trust, innovative approaches and experiments
can arise, which signify a breakthrough in existing values, standards and
work practices. The strength for renewal is often already present as a dor-
mant force in people in the organization. Sometimes it does not take much
to tap this source of renewal. The experiments gradually lead to an idea of
what the future could look like and how renewal is possible. Positive experi-
ences lead to a new vision of the future. This working method requires a
step-by-step change approach that allows space for innovative experiments
and that takes the time to share experiences and learn from them.
Using the internal strength for renewal comes down to the following:

e Know and make discussable your own passion and the passion and
shame of the professionals and managers,

e Provide direction and space for innovative experiments that match the
energy that is present,

e Link experiments that renew and break through frameworks to concrete
work situations in which the tension between dream and reality becomes
visible,

e Make connections at all levels in the organization to allow the renewing
experiments to succeed and

e Make successes visible and tell stories about them, so that others feel
they are held to account and will also take initiatives to work on renewal.

Note and Reference

1. Boonstra, J. J. & L. I. A. De Caluwé (2007) Intervening and Changing: Looking
for Meaning in Interactions. Chichester: John Wiley & Sons, Ltd.
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Envisioning

A crisis situation, pressure from the environment, a shared problem
experience or a feeling of shame are not specific conditions for cultural
change, even though they can help to expose basic assumptions, question
existing values and standards and reveal entrenched patterns. You need
more to change the culture in organizations. In this chapter, I discuss the
articulation of ambitions, the imagining of the future and the evaluation of
the level of change.

Building Common Ground

The vision of Amazon is to offer “Earth’s biggest selection of products
and to be Earth’s most customer-centric company.” This vision is trans-
lated to the daily business, namely to “relentlessly focus on customer
experience by offering our customers low prices, convenience, and a
wide selection of merchandise” In the words of founder Jeff Bezos,
Amazons effort is building a place where people can come to find and
discover anything they might want to buy online. This vision of breadth
and selection lay behind the choice of the name “Amazon,” the name of
the world’s largest river. How the company could best deliver on this
vision is a continuous key question for people inside the organization.
Servicing the customer has led Amazon to embrace selection, price
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and convenience as the key dimensions that define customer
experience. The vision behind this is the conviction that in a world
that is becoming more transparent and turbulent every day; it is strate-
gically smart to align yourself with the customer. The company defined
three sets of customer: customers, seller customers and developer cus-
tomers. A lot of the strategy comes from having very deep points of
view about the customer, believing that they are stable over time and
making sure that business activities line up with the customers. There
are over 80 million customer accounts and more than 1.5 million active
seller customers. The developer customers use Amazon Web Service,
which provides easy access to technology infrastructure such as host-
ing that developers can use to develop their own web services. Amazon
talks about their customers as “our community” that creates a feature-
rich context, including product reviews, online recommendation list
and buying guides. Jeff Bezos stated that it is important to be stubborn
on the vision and flexible on the details. Amazon experienced an evo-
lution in the marketplace business, started as an online bookstore and
now offers all kinds of products and services. The company made a lot
of twists and turns in the execution of the vision and worked on features
that the customer did not use. The vision is based on the strategic
questions of why we exist and what we are. The answers to the strategic
questions are stable. It is certain that broad selection, fast delivery, low
prices and high convenience are the pillars for the vision that makes
Amazon one of the most successful online stores.

A challenging and clear vision provides direction for the actions of people
in an organization. It also provides direction to the people who work
there. People who are strongly customer-oriented are strongly attracted to
the vision of Amazon and the strategy that derives from it. People who are
competitively minded will not choose as quickly to go and work for
Amazon. The clear vision thus strengthens itself. Arcadis also has a strong
and appealing vision: “We aim to enhance mobility, sustainability and
quality of life by creating balance in the built and natural environment.
Over the years, we have worked diligently to retain our core values, and
we've made it our priority to ask ourselves the tougher questions about
who we want to be - as a trusted consultant, as an employer, and as a cor-
porate citizen.” 3M also has a clear leading vision with the statement that
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they want to be the most innovative enterprise in the world. This vision
clearly shows what 3M’s distinguishing competence is. All the businesses
in this book can see quite clearly who and what they are and what distinc-
tive qualities they strive for. Formulating a clear and challenging vision
is an effort for top management. A vision of the future of a company cor-
responds closely with what I wrote earlier about the importance of a
business idea. The formulation of a business idea is about organizations
knowing what they stand by and go for, knowing and using their core
qualities to realize renewal and being able to distinguish themselves by
creating value for their customers. Often such organizations are founded
through the strong vision of the founder or a leader. Successful visions in
large, mature organizations are rarely the product of a single individual.
The vision evolves over a longer period of time and is the product of a
participative process involving important people in the organization who
must embrace the vision for it to be successful. In organizations carried by
vision and values, word-of-mouth advertising is sufficient. The products
are bought, not sold.

An inspiring and appealing vision is based on a picture of the identity of
the organization and comprises at any rate:

e An idealized picture or a dream that conveys an intuitive, appealing
picture of what the organization can be in the future;

e A source of self-esteem and common purpose that helps people
to develop a sense of purpose about their membership of the
organization;

e The general purpose of the organization and the added value for
customers, shareholders, business partners and society as a whole;

e A picture of the identity that transcends the business units and divisions
distinguished and has a binding effect;

e An explicit vision of who the customers are and which customers the
organization considers part of its customer group;

e Clear customer values and core values that connect staff and customers;

e The competences with which an organization occupies a specific market
position and distinguishes itself from possible rivals;

e Explicit statements about the guiding principles and what can go at the
expense of what and

e Detailed answers to basic questions such as what product to make or
service to provide, how decisions will be made and what values influence
decisions.
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Clarifying Ambitions

At the Rabobank, a number of local bank directors report that the
needs of the customers are changing. Customers seem to want to do
increasingly less with the bank branch around the corner and more via
ATMs and Internet banking. The bank directors are of the opinion
that Rabobank Group should put the possibilities of information and
communication technology (ICT), mobile devices and social media to
better use to improve its service. They fear they will be pushed aside by
the competition, especially by newcomers that keep their expenses low
by using Internet technology, as happened in the aviation sector. The
chairman of the Board of Directors picks up these signals. He brings
in an external Internet expert to work with a team on improving
the service to customers through the use of information technology.
The expert gets to work and collects ideas from inside and outside the
bank. His principle is: everything is already there, but often not at the
right spot. He works separately from the organization as it stands, as
an innovation venture. This is the decision of the board chairman,
who wants some speed in this. In 2001, they have an e-Commerce
programme. The Board of Directors takes it over. The plan visualizes
what customers will experience in 2008 as a result of changes to the
systems, the structure and the work culture. This visualization makes
the ambition of the bank of the future visible and tangible. All the bank
directors are invited to come and have a look. This shared ambition
forms the basis for the team to get to work in an enterprising way with
a step-by-step change approach that the ambition makes possible.

The example of the Rabobank serves to illustrate how the board chairman
takes up the ambitions of the local bank directors. He gives direction to
the ambitions and makes good time in order not to lose the moment. Due
to the complexity and drastic nature of the change task, he chooses a
step-by-step change approach. Organizations that are successful in cultural
change have a picture of the future in mind and an ambition that gives
direction to the change and stimulates people to participate. They put the
customer in the number one position and want to qualify for the future.
Ambitions can come into being in very different ways. Sometimes, top
management takes the initiative to articulate a vision and an ambition for the
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future. That is usually the case if the business is in a crisis situation or if it
concerns a process of cultural development that spans a period of several
years. Top managers have to play an exemplary role as formers and carriers
of the culture. Other times, managers and employees are also involved in
helping think about the future ambitions. This often happens in organiza-
tions that employ many professionals and where there are problems with
no obvious solutions. Contributions from professionals are needed to
formulate and realize solutions. In a few cases, leaders in cultural change
invite customers and partner organizations to talk with them about the ambi-
tions for the future. Sometimes, an organization simply starts on innovative
experiments and uses successes to show how things can be done differently.
Articulating ambitions focuses on a few questions:

e Who hasa good eye for what is going on inside and outside the business?
Who has insight into customer needs? Who is well informed about new
developments?

e Which ambitions are important in the organization? How can we give
the ambitions space?

e How do we imagine the ambition in appealing pictures and stories?
How far do we go in promoting our ambition and how do we translate
the ambition into a vision of the future?

e Who can help us in translating the ambitions into a strategic vision and
into initiatives in which the ambitions will be realized?

Articulating Mission Statements

Olijslager is a paint wholesaler in the north of the Netherlands. Its cus-
tomers are independent painters and painting businesses. Olijslager
wants to offer optimum service to painters. To do this, it adheres to four
principles: reliability, faultless service, competitive pricing and innova-
tiveness. To be the best supplier for its customers, Olijslager invests in
innovative products and services. It stands by its guiding mission
“Simply close by”. There are all kinds of ways for painters to make their
orders. They can ring from the scaffolding, order through the Internet
at home or visit a store where they can also receive advice about prod-
ucts. The employees support the painters with their knowledge of paint
products and the possibility of getting new customers. The company is
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also close by with respect to the painter himself. For environmental
and health reasons, the business encourages painters to start working
with new paint systems that are water based. From the perspective of
the mission, employees take the initiative to organize information
meetings for painters about this new paint at times when the painters
have more time anyway, due to the crisis or bad weather. Employees
also make a CD for the painters with music for on the scaffolding. The
economic crisis took its toll on the painting industry. However, through
its strength and vision, Olijslager was able to overcome the crisis and
overtake its competitors. Here too, “Simply close by” is the leading
principle. The acquisition of rivals gives painters the feeling that
Olijslager is physically close by and always ready to serve them.

The example of Olijslager illustrates how a clear mission enables companies
to put their core qualities into action to realize renewal and make themselves
stand out by creating value for their customers. Amazon’s mission is: “Earth’s
biggest selection of products and to be Earth’s most customer-centric
company.” At Dutch Railways, it is about “Contributing to sustainable
mobility” The mission of Youth Format is: “Youth care as if it is your own
child,” while 3M focuses on innovative technology in a changing world to
be the most innovative company in the world.

Leaders in cultural change are rarely guided by what their rivals are
doing. They focus on their customers and the market. That does not mean
that they have no idea what their rivals are doing, but orientation on the
competition can never result in an inspiring vision that originates from
strength. What it is about is your own unique mission that fits in with the
business idea and the core qualities of your organization. A clear and attrac-
tive vision gives direction to behaviour and strengthens the desired cultural
values in a company. It motivates people to cultural change.

A few questions lie at the heart of articulating a mission:

e What is the context in which the mission is articulated? Is there a crisis
and is there little time? Is the organization under pressure and is there
time to develop a joint mission?

e Is the business doing very well and do we have the time to collect as
many ideas and perspectives as possible?

e Who takes the initiative? What is the role of management? Can
management agree about the mission and the strategic priorities?
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e  What kind of contribution is required and who will participate? What
kind of people from outside the organization can provide positive input?
Do we also allow customers to participate in the articulation of a mission?

e How do we prevent tunnel vision? Who can help us with differing
opinions and critical questions?

e Who can help us translate the mission into day-to-day activities and
who can initiate contact with customers?

Expressing Levels of Change

The ambition of the Immigration Service is to make the alien applicant
as the central focus of the primary process. The organization articulates
this ambition from a situation characterized by large backlogs, many
complaints and complex collaboration issues between chain partners.
The process of change needs to be simplified and made manageable;
in order to do this, management distinguishes between “getting the
service into order,” “improving the service” and “renewing the service”
This turns out to be a fortuitous decision; the backlogs are quickly
gotten out of the way. This is a condition for making free time
internally and all