
 

Ten Important Guidelines in Creating 

and Sustaining Cultural Change 
 

Below you will find ten important themes which I have found from my own 

experience are key guidelines in addressing the issues of culture change. These are 

not steps in the process in chronological order, but key elements of the process of 

change that need to be addressed simultaneously (adapted from Schein, Cameron 

& Green and personal experiences). 

 

Of course, before you even begin to implement these ten elements, you and your 

senior management team will already have got your story sorted out. You will 

know what change you want to initiate, what values drive the organisation, what 

culture will sustain these values, where you want to get to, how you're going to 

-start the 

cultural change process (e.g. greater competitiveness in the market). And there 

needs to be plans and processes in place which keep the momentum going. You 

will need to create a sense of urgency and continually reinforce the need to 

change. Once you have all that sorted out, these are the ten elements you need to 

address to implement a successful change programme:  

 

1.  A compelling positive vision. Culture change as an isolated objective is 

meaningless. If the current culture does not adequately support the 

achievement of strategic objectives then it has to change. So start from the 

business strategy to determine what organisation capability or core 

competencies need to be developed and derive your vision from that. Ensure 

that there is clear vision and really understand your reasons to change. People 

need to be convinced by a compelling vision rather than compelled in a 

coercive way. They need to see the overwhelming logic of the proposed 

changes. The more people are drawn towards the vision the better. The 

vision must be articulated and widely held by senior management. As a 

leader and manager you must be able to convince everyone that they and the 

organisation will be better off if everyone learns the new way of thinking and 

working. 

 

2.  Formal training. Culture is about the way you do things around the 

organisation, so if you are trying to introduce new practices formal training 

will be needed. If people are trying to learn new ways of thinking, new 

attitudes, and new skills, they must have access to whatever formal training is 

required.  For example, formal training on team building will be needed if 

team working is the new way of working. 
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3.  Involvement of the learner. When you want culture to change you have to 

put yourself into the shoes of the person who needs to change. You can do 

this by involving them as much as possible. Change brought about in a 

clumsy or unthoughtful way will rebound, in the end, on management. As 

everyone learns slightly differently, as a leader and manager it is essential that 

you involve your learners in deciding their own optimal learning process. 

 

4.   No one ever 

changed culture by simply drawing up plans and listing required behaviours, 

so you must ensure that no one feels deviant in deciding to engage in the 

new learning. Informal training and practice must be provided to whole 

groups so that new norms and new assumptions can be built jointly, because 

cultural assumptions are embedded in groups. 

 

5.  Practice fields, coaches, and feedback. You cannot learn something 

fundamentally new if you don't have the time, the resources, coaching, and 

valid feedback on how you are doing. As a leader and manager it is 

important that you recognise this fact and provide practice fields so that your 

learners can make mistakes and learn from them without disrupting the 

organisation. It is also important that your feedback is in line with your set 

of core values. If you say one thing and do another, then you might as well 

give up now. For instance, a stated value of integrity is rather hollow if senior 

managers do not keep their promises, or fail to explain why any plan has 

changed. 

 

6.  Positive role models. Managers need to act as role models. There will be a lot 

of people in your or

you hold. The new way of thinking and behaving may be so different from 

can imagine themselves doing it. As a leader and manager you need to find 

champions and positive role models that others can copy in terms of 

behaviour and attitudes; others with whom they can identify and from 

whom they can learn. 

 

7.  Support groups. People must be able to talk about their frustrations and 

difficulties in learning and changing with others who are experiencing similar 

difficulties. Set up support groups so that problems connected with the new 

working practices can be compared and discussed. This way your staff can 

support each other and learn new ways of dealing with the difficulties. 

 

8.  Consistent systems and structures. One of the most important elements in 

cultural change is ensuring that your reward and discipline systems and 

organisational structures are consistent with the new way of thinking and 

http://www.fstp.co.uk/


 

 

www.fstp.co.uk ©FSTP 

 

working. If you are emphasising team working, then the reward system must 

be group orientated, and the discipline systems must punish individual 

aggressiveness and selfish behaviour, and new organisational structures must 

make it possible to work as a team. If you are emphasising knowledge 

sharing in a sales team, the reward system can, in part, reflect how much an 

individual mentors and teaches other members of their team, rather than just 

giving out a straight sales bonus. 

 

9.  Create a community of focused and flexible leaders. Many people want clear, 

confident and focused leadership during periods of change; however, other 

It is important that you as leaders 

manage and cope with the emergent issues. But most importantly, you need 

to develop emotional intelligence to handle people's response during a period 

of cultural change. 

 

10.  Collective ownership of the changes. It often happens. And it's a big mistake. 

The common trap is to make the H.R. department the owners of cultural 

change, while the CEO and senior management team own the changes in 

business strategy. This approach is doomed to failure because it generally 

leads to senior managers becoming detached from the cultural issues and 

neglecting their responsibilities as a role model. And employees often become 

cynical which can develop into a very powerful force for resisting change. 

This approach leads to the H.R. people being lumbered with programmes 

and initiatives that look all too fluffy and irrelevant, which they end up 

es 

becoming even more cynical! 

 

The Realities About Changing Culture 
 

Never start with the idea of changing culture as this could be your source of 

strength. It is the residue of your past successes. Start with the business issue you 

face or the problem you have; only when you truly understand these can you ask 

yourself whether your corporate culture hinders or helps resolve them. Then 

define what sort of corporate culture you need to have to move into the future. 

What will the dominant culture be: Adhocracy; Market; Hierarchy; Clan? 

Establish how much of the other cultural profiles you need as well. If changes 

need to be made to how the organisation is run, try to build on existing cultural 

strengths rather than attempt to change those elements that you see as weaknesses. 

Create a managed change program that will lead you to the corporate culture you 

desire.  
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If you have the time your change will be an evolutionary one (which can differ in 

speed). Look for change champions  those who have the right attitude and 

outlook that you want to see in the organisation  and promote them to places 

where they can influence others and be positive role models.   

 

Often, when elements of the culture become dysfunctional, you will have a hard 

time changing them because culture is so central to the identity of the 

organisation as it is at present. You may have to replace some of the key leaders 

doing things). This can be a very painful process. Once you make up your mind 

to do this, do it quickly; things only get worse the longer they are drawn out.   

 

If the organisation is at crisis point (aggressive new market entrants, turnaround, 

action and a revolutionary stance. Assess the culture to identify the elements that 

are right  there will only be a few  strengthen them immediately and put them 

to one side. Now you will need to focus your entire attention on those elements 

that are incongruent with the way you know you need to be. Identify them, locate 

the carriers and replace them. ACTION is the key. This is a painful process. I 

always liken this situation to being on an emotional roller coaster. For what it is 

worth, my viewpoint is that the organisation as a whole has the right to survive 

and grow and nothing can be allowed to stop that from happening  and the 

quick the better! However, turnarounds can take their time, especially when 

trying not to throw the baby out with the bath water.  

 

Finally, never underestimate the amount of personal courage and energy this 

whole episode is going to take out of you. You need to delegate as much as you 

can because you will need time to think, to assess and to modify.  Above all, you 

will need time and a place where you can recharge your batteries. 

 

Good luck! 
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Summary: How to Manage Change 

 

 

 

Create the 

environment 

understanding 

 

Share the vision 

Define type of change 

Build a vision 

Formulate plan 

Gain support at 

appropriate level 

Provide necessary 

training 

Communicate 

vision & goals 

Need for Change 

Benefits 

Plan to get there 

To top 

From Bottom 
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