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How to Change Your Culture: Organizational Culture Change

EA RN, el R4 22 304k (Organizational Culture 8f Corporate Culture) , DL 4
v R AR A B SO . B A A ORS A L T FER T AT h o  SRAE E Al  RE L SCAk
WBE A i . — e A E A B 48 4E— H 2 ). X KON w5 3R )2
WU, N2 ] i H AR 3 51 10 WA 55 3 T+ 55 5 J T 1 .

1

. Is culture an important part of a company?

2.

If you can choose, what kind of company do you want to work in?

How to Change Your Culture: Organizational Culture Change

Susan M. Heath field

1 Changing your organizational culture is the toughest task you will ever take on. Your
organizational culture was formed over years of interaction between the participants in the
organization,

2 Organizational cultures form for a reason. Perhaps the current organizational culture
matches the style and com fort zone of the company founder. Culture frequently echoes the
prevailing management style. Since managers tend to hire people just like themselves, the
established organizational culture is reinforced by new hires.

3 Organizational culture grows over time. People are comfortable with the current
organizational culture. For people to consider culture change, usually a significant event
must occur. An event that rocks their world such as flirting with bankruptcy , a significant
loss of sales and customers, or losing a million dollars, might get people’s attention.

4 Even then, to recognize that the organizational culture is the culprit and to take steps
to change it, is a tough journey. In no way do I mean to trivialize the difficulty of the

experience of organizational culture change by summarizing it in this article, but here are

"»;,:Q
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my best ideas about culture change that can help your organization grow and transform.

5  When people in an organization realize and recognize that their current organizational

culture needs to transform to support the organization’s success and progress, change can

occur. But change is not pretty and change is not easy.

6  The good news? organizational culture change is possible. Culture change requires

understanding, commitment, and tools.

7  Steps in Organizational Culture Change

8  There are three major steps involved in changing an organization’s culture.

9 (1) My earlier article discusses How to Understand Your Current Culture. Before an
organization can change its culture, it must first understand the current culture,
or the way things are now. Do take the time to pursue the activities in this article
before moving on to the next steps.

10 (2) Once you understand your current organizational culture, your organization must
then decide what the organizational culture should look like to support success.
What vision does the organization have for its future and how must the culture
change to support the accomplishment of that vision?

11 (3) Finally, the individuals in the organization must decide to change their behavior to
create the desired organizational culture. This is the hardest step in culture
change.

12 Plan the Desired Organizational Culture

13 The organization must plan where it wants to go before trying to make any changes in

the organizational culture. With a clear picture of where the organization is currently, the

organization can plan where it wants to be next,

|4 Mission, vision, and values: to provide a framework for the assessmentand evaluation

of the current organizational culture, your organization needs to develop a picture of its

desired future. What does the organization want to create for the future? Mission, vision,
and values should be examined for both the strategic and the value-based componentsof the
organization. Your management team needs to answer questions such as:

15 (1) What are the five most important values you would like to see representedin your

organizational culture?

16 (2) Are these values compatible with your current organizational culture? Do they

exist now? If not, why not? If they are so important, why are you not attaining these

values?

17 Take a look at the rest of the actions you need to take to change your organizational

culture,

18 @ What needs to happen to create the culture desired by the organization? You cannot

change the organizational culture without knowing where your organization wants
to be or what elements of the current organizational culture need to change. What

cultural elements support the success of your organization, or not? As an example,
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your team decides that you spend too much time agreeing with each other rather
than challenging the forecasts and assumptions of fellow team members, that
typically have been incorrect.

19 @ In a second example, your key management team members, who must lead the
company, spend most of their time team building with various members of the
team on an individual basis, and to promote individual agendas, to the detriment of
the cohesive functioning of the whole group. Third, your company employees
appear to make a decision, but, in truth, are waiting for the “blessing” from the
company owner or founder to actually move forward with the plan.

20 @ 1In each of these situations, components of the organizational culture will keep your
organization from moving forward with the success you deserve. You need to
consciously identify the cultural impediments and decide to change them.

21 However, knowing what the desired organizational culture looks like is not enough.

Organizations must create plans to ensure that the desired organizational culture becomes a

reality.

22 Change the Organizational Culture

23 Tt is more difficult to change the culture of an existing organization than to create a

culture in a brand new organization. When an organizational culture is already established,

people must unlearn the old values, assumptions, and behaviors before they can learn the
new ones.

24 The two most important elements for creating organizational cultural change are

executive support and training.

25 e Executive support: Executives in the organization must support the cultural
change, and in ways beyond verbal support. They must show behavioral support
for the cultural change. Executives must lead the change by changing their own
behaviors, It is extremely important for executives to consistently support the
change.

26 @ Training; Culture change depends on behavior change. Members of the
organization must clearly understand what is expected of them, and must know
how to actually do the new behaviors, once they have been defined. Training can
be very useful in both communicating expectations and teaching new behaviors.

27 Additional Ways to Change the Organizational Culture

28 Other components important in changing the culture of an organization are:

29 e Create value and belief statements: use employee focus groups, by department, to
put the mission, vision, and values into words that state their impact on each
employee’s job. For one job, the employee stated: “I live the value of quality
patient care by listening attentively whenever a patient speaks.” This exercise
gives all employees a common understanding of the desired culture that actually

reflects the actions they must commit to their jobs.
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30

31

32

34

35

Practice effective communication: keeping all employees informed about the
organizational culture change process ensures commitment and success. Telling
employees what is expected of them is critical for effective organizational culture
change.

Review organizational structure: changing the physical structure of the company to
align it with the desired organizational culture may be necessary. As an example,
in a small company, four distinct business units competing for product,
customers, and internal support resources, may not support the creation of an
effective organizational culture. These units are unlikely to align to support the
overall success of the business.

Redesign your approach to rewards and recognition: you will likely need to change
the reward system to encourage the behaviors vital to the desired organizational
culture.

Review all work systems such as employee promotions, pay practices, performance
management, and employee selection to make sure they are aligned with the
desired culture. As an example, you cannot just reward individual performance if
the requirements of your organizational culture specify teamwork. An executive’s
total bonus cannot reward the accomplishment of his department’s goals without
recognizing the importance of him playing well with others on the executive team

to accomplish your organizational goals.

You can change your organizational culture to support the accomplishment of your

business goals. Changing the organizational culture requires time, commitment, planning

and proper execution—but it can be done.

From About.com: Human Resources
http: //www. execterim. com/ pd f/Organizationalculturechange. pd f
(1303 words)
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interaction n. Z#,X &L . recognize v. ARk ;IA B,

participant n. &5 & culprit n. $4e; £F

echov. LA ,%45; M F WA
prevailing a. &% 89 ; & 4764
hire v. ¥ ; & A ;40

n. [3F £ X A8 ] 4R 10 69 A
reinforce v. Mm%, mE ;&
rock v. E# ;¥
flirt v. PH;FHF ;2 F 2 F
bankruptcy n. #&

trivialize v. B ;L EHIA[(F E L, R
BF ]

transform v. T #,8 % ; #4L

commitment n. RiF; & A

involve v. &4 ;%&#

pursue v. 44 ; M F

accomplishment n. R #; T &R

mission n. 4£%-; B 4%



Unit One Q‘J —
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deserve v. R, N4F specify v. B AL B ;32 e eee g &4
consciously ad. B ¥ ; &y F 83 bonus n. 34 ;% sFE

1. Susan M. Heathfield A JJ % I % 5,45 B 5 41 28 & e ot o], L CBE VI3 8D 51 5 &
(facilitator) FillIF AEZRK . HAE G ELREABRKRR B BES KR, s S fEL
ARIR 55 (50 1% . H i, Heathfield j& TechSmith Corporation &1k A . #EH SR 5
VA K2 N %5 W5 et )

2. comfort zone FFifi X Pl X & — R0 BUR A, &b FIERORZS , AT/ E BF3E, T
B EEZzh . PEE, BRE—TMTEEXERE - A WMRZETFIHR, KB E LT

I DX [ SF REAT I 2 BRAT O B fa LR SRS AR, AN EHEIL
,vr‘Ex,ercis‘es

I. Acquiring information

Directions: In this section, you are going to read ten statements attached to the text. Each

statement contains in formation given in one of the paragraphs. Identify the paragraph

Jrom which the information is derived. You may choose a paragraph more than once.

1. Most people like to keep the way of working unchanged in an organization, since they
are getting used to it.

2. To picture a desired future of the organization is a necessary part of setting a framework
to assess the current culture of an organization.

3. You should first know which part of the current organizational culture needs to be
changed before you can take any actions.

4. The organizational culture of an organization reflects the preference of its founder.

wn

Creating value and belief statements can help all the employees to better understand the
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desired culture the organization wants to achieve.

6. As to the bonus of an executive, it is necessary to take his department’s goals and his
ability to cooperate with his executive team members into consideration.

7. It is hard for people to take measures to change the corporate culture even though they
have realized it is the cause of many problems.

8. It is vital for the executives of the organization to take the lead to change their own
behaviors and support the change all the time.

9. If the different units of the same company compete for the products and other resources,
rather than support each other, it is hard to create an effective organizational culture.

10. When people realize that the change of the organizational culture may contribute to

more success and progress of the organization, the change is likely to occur.

Answer Sheet
1 2 3. 4, 5
6. 7. 8. 9. 10.

11. Comprehension of the text

Directions: Answer the following questions based on the text.

1. How can the established organizational culture of an organization be reinforced?

2. Why do people want to stay at comfort zone?

3. Why must an organization plan where it wants to go before deciding to make any
change?

4. Why is it more difficult to change the culture of an existing organization than to create a
culture in a brand new organization?

5. Suppose Peter is an employee in an organization. He is smart, energetic, and creative.
He brings a lot of customers for the organization. However, most of the time, he does
not lik¢ to abide by the rules of the organization. Many employees complain his self-

centeredness. If you are the leader of an organization, what will you do?

III. Vocabulary practice

Directions: In this section, there are ten sentences with blanks. You are requested to select
one word for each blank from a list of choices given in a word bank. Read the sentences
through carefully before making your choices. Each choice. in the bank is identified by a

letter. You may not use any of the words in the bank more than once.

A) Typically B) compatible C) challenge D) pursue E) involves
F) established G) prevailing  H) occurs DD impact J) reflect

K) create L) promotion M) elements  N) customers ) consistently

1. Changing the culture of an organization is not an easy thing, which taking

many aspects into account.
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2. Changing the culture is more difficult than merely creating something new.

3: the real estate sector leads the recovery of the economy, which means that it
will often pick up before some other aspects.

4, T understand it might be a when people come to a new company which they
have never had any chance to know anything about before.

5. If the culture of an organization contributes to the success and progress of that
organization, there is no need to make great change of the culture.

6. Only when the executives realize and take the lead to change their own
behaviors abiding by the requirements of the new organizational culture, is it possible
for that new culture really comes into being.

7. The system of an organization should encourage all its employees to work hard
and think for the benefit of the organization.

8. It is necessary for all the employees to have a clear mind of the of the mission,
vision and values of the organization on their jobs.

9. Most of the time, the loss of will force the whole organization to start to
reconsider what is wrong with the organization.

10. Only when some significant event , is it likely for the executives to consider

taking some change of the current organizational culture.

Answer Sheet
1. 2. 3 4, 5.
6. i 8. 9. 10.

IV. Translation

A. Translate the following sentences into Chinese,

1. Changing your organizational culture is the toughest task you will ever take on.

2. To recognize that the organizational culture is the culprit and to take steps to change it
is a tough journey. _

3. In no way do I mean to trivialize the difficulty of the experience of organizational culture
change.

4. When people in an organization realize and recognize that their current organizational
culture needs to transform to support the organization’s success and progress, change
can occur.

5. The organization must plan where it wants to go before trying to make any changes in

the organizational culture.

B. Translate the following passage into English.

Al SCAE B TE R AR A LR . iR R O B B 4l SCAk 5 2 BB R A 45 KU A
O BT MW AW G . 2 RS0 S BT A BEXURS AR R . . T L, 2 W) A BN B — AR AR e
6] F R -5 O A8 XU AR BL IR B3 T, DRI 0 A ) 0 b ST SCBRB A B89 A TG i — 2 5
.
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What Is So Bad about Global Capitalism?

=

WA 42 BRAL (global capitalism) , H 52 B8 A 3 SCRy A7 7 X0 B b T S 28 0F 1 4
BRAE. Bl RERVEA U H WA 2ERE h E X LRNHET MR TAE L
FI“BEA T SO R ERAL” . BRI A )™ B A 500 B P 3 0 3l » 2R A S FE G B, $2
THEB RO . SR WA BRG] T — R R 4 BR BT IR L 0 AE hn
AR 22 16 5 A0 PR okt ok A B 5 o ek 2 A R B 0 o e 2 T IR o AT B A 5 26 25 MR

1. Why does the author mention WTO, World Bank, and IMF?

2. How much do you know about global capitalism?

What Is So Bad about Global Capitalism?

—Ten Sociological Critiques of the System
Nicki Lisa Cole

I In our view, global capitalism is distinct from previous versions of the economic
system. The five key elements that make capitalism “global” are: 1. the fully globalized
nature of the production and distribution of goods; 2. the flexible nature of a global pool of
labor that corporations can choose from; 3. globalized circuits of accumulation and
investment among wealthy corporations and individuals; 4. the existence of a global class
of elite who set the agenda for production, trade, finance, and development; and, 5. a
globalized form of governance, known as the transnational state, run by these elite via
institutions like the WTIO, World Bank , and IMF, among others. Now, let’ s take a
critical look at the implications of these particular arrangements of capitalist relations of
production. The following ten critiques are drawn from the work of sociologists William 1.
Robinson and Saskia Sassen, the research of urban scholar Mike Davis, and on the
philosophy and writing of Indian physicist and activist, Vandana Shiva.

2 Global capitalism is, to quote Robinson, “profoundly anti-democratic.” A tiny group

of global elite decide the rules of the game, and control the vast majority of the world’s
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resources. In 2011, Swiss researchers found that just 147 of the world’s corporations and
investment groups controlled 40 percent of corporate wealth, and just over 700 control
nearly all of it (80 percent). This puts the vast majority of the world’s resources under
control of a tiny fraction of the world’ s population. Because political power follows
economic power, democracy in the context of global capitalism is nothing but a dream.

3 Approaches to development that agree with the ideals and goals of global capitalism do
far more harm than good. Many countries that were impoverished by colonization and
imperialism are now impoverished by IMF and World Bank development programs that
force them to adopt free trade policies in order to receive development loans. Rather than
increasing local and national economies, these policies pour money into the coffers of global
corporations that operate in these nations under free trade agreements. And, by focusing
development on urban sectors, hundreds of millions of people around the world have been
pulled out of rural communities by the promise of jobs, only to find themselves un- or
under-employed, and living in very crowded and dangerous slums. In 2011, the United
Nations Habitat Report cstimated that 889 million people—or more than 10 percent of the
world” population—will live in slums by 2020.

I The neoliberal ideology that supports and justifies global capitalism undermines public
welfare. Freed from regulations and most tax obligations, corporations made wealthy in
the era of global capitalism have effectively stolen social welfare, support systems, and
public services and industries from people all over the world. The neoliberal ideology that
goes hand in hand with this economic system places the burden of survival only on an
individual’s ability to earn money and consume. The concept of the common good is a thing
of the past.

5  Global capitalism has marched steadily across the planet, swallowing up all land and
resources in its path. Thanks to the neoliberal ideology of privatization, and the global
capitalist imperative for growth, it is increasingly difficult for people all over the world to
access the resources necessary for a just and sustainable livelihood, like communal space,
water, seed, and workable agricultural land.

6  Global capitalism spreads consumerism as a way of life, which is fundamentally
unsustainable. Because consumer goods mark progress and success under global
capitalism, and because neoliberal ideology encourages us to survive as individuals rather
than communities, consumerism is our contemporary way of life. Desire for consumer
goods, and the way of life they signal, is one of the key “pull” factors that draws hundreds
of millions of rural peasants to urban centers in search of work. Already, the planet and its
resources have been pushed beyond limits in Northern and Western nations. As
consumerism spreads to more newly developed nations with global capitalism, the depletion
of the earth’s resources, waste, environmental pollution, and the warming of the planet
are increasing to catastrophic ends.

7 The globalized supply chains that bring all of this stuff to us are largely unregulated,
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and systemically full of human and environmental abuses, Because global corporations act
as large buyers rather than producers of goods, they do not directly hire most of the people
who make their products. This arrangement frees them from any responsibility for the
inhumane and dangerous work conditions where goods are made, and from responsibility
for environmental pollution, disasters, and public health crises, While capital has been
globalized, the regulation of the means and relations of production have not. Much of what
stands for regulation today is a fake, with private industries examining themselves.

8 The flexible nature of labor under global capitalism has put the vast majority of
working people in very dangerous positions. Part-time work, contract work, and unsafe
work are the norm, none of which bring benefits or long-term job security to people. This
problem crosses all industries, from manufacturing of clothing and consumer electronics,
to service sector work in the U. S., and even for professors at U. S. colleges and
universities, most of whom are hired on a short-term basis for low pay. Further, the
globalization of the labor supply has created a race to the bottom in wages, as corporations
search for the cheapest labor from country to country, and workers are forced to accept low
wages, or risk having no work at all. These conditions lead to poverty, food insecurity,
unstable housing and homelessness, and troubling mental and physical health outcomes.

9 The hyper-accumulation of wealth experienced by corporations and a selection of elite
individuals has caused a sharp rise in wealth inequality within nations and on the global
scale. Poverty among plenty is now the norm. According to a report released by Ox fam in
January 2014, half of the world’s wealth is owned by just one percent of the world’s
population. At 110 trillion dollars, this wealth is 65 times as much as that owned by the
bottom half of the world” s population. The fact that 7 out of 10 people now live in
countries where economic inequality has increased over the last 30 years is proof that the
system of global capitalism works for the few at the expense of the many. Even in the
U. S., the wealthiest one percent captured 95 percent of economic growth during the
recovery , while 90 percent of us are now poorer.

10 Global capitalism fosters social conflict, which will only persist and grow as the
system expands. Because capitalism enriches the few at the expense of the many, it
generates conflict over access to resources like food, water, land, jobs and other
resources. It also generates political conflict over the conditions and relations of production
that define the system, like worker strikes and protests, popular protests, and protests
against environmental destruction. Conflict generated by global capitalism can be short-
term, or prolonged, but regardless of duration, is often dangerous and costly to human
life. A recent and ongoing example of this surrounds the mining of coltan in Africa for
smartphones and tablets, and many other minerals used in consumer electronics.

11 Global capitalism hurts people of color, ethnic minorities, women, and children the
most. The history of racism and gender discrimination within Western nations, coupled

with the increasing concentration of wealth in the hands of the few, effectively prevents

10



