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If Your Organisation is Not Making a Positive
Difference to the Future, it Has No Future!

L ≥ E.C.

Organisational Learning 

must equal or be greater than the speed of 

Environmental Change



4

Purpose Aligns Strategy, Culture and Leadership

LEADERSHIP

STRATEGY

CULTURE

PURPOSE
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Culture Change in Context

Dynamic organisations both influence - and are influenced by - the environment

LEADERSHIP

STRATEGY

PURPOSE

CULTURE
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Purpose Driven

The 21st Century Business Driver

Future-back, Outside in serving the needs of all current and future stakeholders
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“A company's purpose is a bold 
affirmation of its reason for being
in business. It conveys what the 
organisation stands for in historical, 
ethical, emotional and practical terms. 
No matter how it's communicated to 
employees and customers, a company's 
purpose is the driving force that enables 
a company to define its true brand
and create its desired culture.” 

– Gallup 2015

What is a Company Purpose?

“A mission captures the company’s 
ambition, a vision shows what it will 
be like when success is achieved, but 
purpose defines who the company serves 
and the value it creates for them.” 

– Hawkins 2018
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It attracts and 
energises employees. 

The Outcomes of a Purpose

It aligns how the 
company creates 

shared value for all 
its stakeholders.

It creates collective 
shared meaning to 

the enterprise.

It attracts and helps 
create joint 

commitment with 
Partner Organisations.

It provides a galvanising 
attractor for aligning 

the culture, leadership 
and strategy.

It unites passion, 
stimulates creativity 
and inspires people 
to be at their best.
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Lived Brand - Outside In and Future Back

Leadership 
Culture

Organisation
Culture Lived Brand Customer 

Experience
Stakeholder

& Public 
Perceptions

Shared Value

“Outside In” and “Future Back” approach to Organisation Development and Learning breathes
life into your strategy, energising the ecosystem and realising value for all stakeholders 

Leaders embody the culture to deliver the brand experience
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The Five Levels of Culture frame enables 
us to understand cultural patterns within 
organisations and teams; getting beneath 
the surface to enable sustainable change.

GP Strategies Approach to Understanding Culture

Artefacts

Mindset 
Assumptions

Emotional
Ground

Patterns of 
Behaviour

Motivational
Roots

• Each organisation’s culture is unique - so our 
approach to culture change builds from the client 
specific context; future back and outside in -
integrating Culture with Strategy and Leadership.

• Leaders get the culture they behave - all leaders 
have their part to play in living and encouraging the 
needed behaviours- their actions and inactions are 
noticed and influence others.

• Small changes in behaviour can amplify across the 
system. Actively pursued, this can lead to a tipping 
point for positive cultural change.

• Focus on achieving observable, behavioural 
change, made personal and relevant. We know this 
will be an iterative journey.
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Level One - Artefacts (What gets exemplified around here)

Objects and other symbols presented by the 
organisation which gives clues as to expected 
behaviour and attitudes, e.g.

• Symbols of power and authority  
• Layout of sites, workshops, offices, etc. 
• Dress codes
• How major events happen
• Mission statements, values statements, 

strategy documents, etc.
• Objects displayed - photographs, certificates, 

artworks, etc.
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Common patterns of behaviour in the
organisation, which may occur at several levels
and in how the organisation relates to its
customers and stakeholders, e.g.

• How people are engaged with
• How conflict is handled
• What gets prioritised and noticed
• How resources are allocated
• How mistakes are handled
• What is rewarded

Level Two - Patterns of Behaviour (How we relate around here)
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Organisational “world view” or paradigm 
which drives behaviour e.g.

• Habitual ways of thinking - usually valid for
much of the organisation’s day to day business

• Taken for granted assumptions / 
ways of perceiving

• Organisational values in use, rather than 
stated values

Level Three – Mind-set (How we think around here)
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Times Newspaper, 1891

Mind-set

Fog in channel - Europe cut off
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Level Four - Emotional Ground (How we feel around here)

Mostly unconscious emotional states
which provide a context within which events
are perceived and responded to, e.g. 

• Unprocessed reactions to major
organisational changes 

• Emotions imported from the
organisation’s boundaries (from work
with clients, customers, stakeholders) 
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• Why we care about this 
organisation, beyond meeting 
some of our own individual 
needs through it

• The often forgotten passions 
that inspired the birth and 
later development of the 
organisation

• How people find meaning 
in their work - what matters 
to them

Level Five - Motivational Roots Collective Purpose
(What is heartfelt around here)
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1. Organisational change impacts levels of 
culture differently

2. Temporary mismatches between levels of 
culture are likely, so...

3. ... change must be managed across all levels of 
culture or the culture will tend to resist change

4. The deeper levels of culture - mind-set, emotional 
ground, motivational roots - are the hardest to 
see, but have the most potential to unify

5. The deeper levels of culture can be developed or 
unblocked, but are resistant to imposed change

Five Levels of Culture Summary
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1. Delegate it to H.R.  

2. Just change the competency framework for Manager and Leaders 

3. Just restructure the organization.                        Which of these have you experienced.

4. Change the CEO. Please put the number in the Q&A box

5. Believing you can teach a new culture through training programs

6. Change the artefacts and strap lines, too far before the enacted culture 

7. Try and copy someone’s else’s culture.

8. Believing culture lies in the people.

9. Making a ‘from-to’ contrast between old culture bad and new culture good.

10. Arguing whether to do it ‘top-down’ or ‘bottom-up’, neither will work on their own

Top Mistakes in Culture Change
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Points of Leverage for Change

Top
Down

Board, Exco, Leadership Forums
Senior Team Development

Strategic narrative for clients/customers, employees & investors.  
How best to leverage this?

Bottom-
up

Pulse and Engagement Surveys
- other sources of data

Rapid feedback loops on how people see it now and guide to actions
Invite Leaders to decide how they want their behaviours measured

and to get feedback?

Middles
Join-up

Leadership Development
Inter-team events

Engage in generating the culture shift & bringing it alive
How to involve leaders to enact the new culture?

Outside In External Stakeholder views, Client 
Experience, Lived Brand

Impact in the market; external feedback on how it is experienced
Can you involve customers/clients in a unique experience?

Inside Out Marketing/Business, Performance 
Mgt. Appointments, Org Design

Generating the difference in external proposition and re-setting 
internal process / external balance 

How link to your competitive position/offering?

Entry Point OutcomesActions
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• A unique change approach designed 
for your unique culture

• Clear perspectives, frameworks 
and tools, not simple prescriptions
or tick box processes

• Outcome focused; developing solutions 
to meet emerging needs 

• A partnership for success: our 
consultants alongside your in-house 
team, leveraging our resources/expertise 
to best meet your needs

How We Work With You

• What we offer includes:
– Scope and plan the overall approach 

and evolve/develop through time
– Design and conduct a systemic action 

inquiry processes
– A joint team where we coach and 

support the in-house team as they lead 
on activities

– Design and deliver specific change 
interventions e.g. leadership team 
coaching

– Design and implement ways of 
capturing progress over time
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Example 1: Global Investments Business Merger

Merger of 2 strong 
businesses/brands 

to become 
Europe’s largest 

player in a global 
market

Integration of 
investments 
businesses 

generated new 
power balance 

in Group

Many different 
legacy cultures 

working in 
different business 

disciplines 

Generate a new 
culture at a time 

of significant 
business upheaval, 
looking for rapid 

synergies etc.

Actions
• Culture audit – internal/external 

interviews; focus goups; virtual inputs
• Generate change integration narrative –

connected to strategy and brand teams
• Leadership teams coached as forming 
• Integration workshops design/facilitation
• Developed internal change capabilities

Outcomes
• Leaders owning the culture agenda
• Mindset shift; behaviours, working 

patterns: created the new; let go of the old
• People engagement
• Rapidly integrated leadership teams
• Cross-functional connections
• Client-led culture/strategic narrative 
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Example 2: Integrating a Global Engineering Business

• Strategic Context: grown internationally through a series of rapid acquisitions and needed 
to integrate the businesses: Becoming One.

• Approach: 
1. Stakeholder interviews to identify the cultural and business issues as it aimed to 

double in size. Identified a need for developing key talent 
2. Coached Executive Team - team coaching and coached some individually in support 

of major changes they were leading.  Set the challenge to leaders across the business
3. Leadership Programme for top 150 leaders - mix of senior executives and rising talent.  

9 month journey with initial coaching, 2x3 day active and action learning groups 
between modules, culminating in a virtual leadership summit. 

4. Key Projects - participants identified change challenges affecting the business and 
worked in groups to address these, presenting them at a global forum and resulting in 
significant business changes. 

5. Iterative Interventions - continued to identify cultural patterns and design workshops 
to address these and closely tie development to business needs as the company strived 
to become One. 

• Impact: Seen as a driver for business integration and collective ownership of the 
strategic agenda.
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Strategic Context

• Strategic pivot away from core product to one
that relies on new technologies

• New position in market; relationship to customers, 
regulators etc. 

• Substantial transformation journey at pace (competitive)

• Customer relationship/go to market strategy
very different

• Need to engage leadership in:

– business logic and process changes

– mindset shift; behaviour and patterns of working

Example 3: Global FMCG

Approach: 

• Client had already identified 
required shifts in behaviour and 
approach and communicated 
the challenge

• We designed and delivered 
Leadership team coaching to help 
senior teams establish change goals 
for their business areas

• Individual senior leader coaching 
to help live the behaviour shift

• Further leadership development 
initiatives
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Department for Work and Pensions

Worked in partnership with Organisational Change Centre of Excellence as they worked 
toward the goals of improving customer experience, value for money for tax payers 
and raising staff engagement. Our work included the delivery and integration of:
• Team Coaching” to the Executive Team and Board, adding value in four spaces - working 

together; working apart; managing the current business; and leading transformational 
change. We also linked the effectiveness of the Executive Team with the Change Agenda.

• Partnership with the internal team in Organisation and People Development (OPD) to 
enhance their capability to provide first class OD consultancy eg structural review, process 
for reducing headcount, succession planning, transition support, talent assessment, coaching 
leaders to manage change in their teams, transition support to the new Director of OPD.

• Delivering three Organisation Systems workshops to the Change Team (using the
Barry Oshry Systems approach) and providing supporting methodology

Outcomes included:
• At the annual and two-year Capability Review it was noted by the reviewers that the 

effectiveness of the Executive team had improved significantly. 
• Internal consultants became more capable and effective in supporting the Change Director 

of the multi-million pound Change Programme
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Some Insights from Our Experience

• “Culture eats strategy for breakfast”
• Culture exists in the mind-sets, values, assumptions and patterning

of relationships in the organisation and into its ecosystem
• Culture can be diagnosed and understood but not managed top down  
• Recognise what works now in the culture and leverage this to accelerate change
• Lots of words and initiatives are so much hot air; its behaviour that drives change
• Look to co-create a movement for change which engages Leaders both as

individuals and collectively;  do they buy the problem? what is in it for them? 
• Identity is held at an emotional level - so you have to address feelings not 

just reason
• As the culture starts to shift it will find ways to resist or rebound
• Legacy Systems and Processes - some take time to transform and hold you back
• Since culture is embedded in behaviours and business practices - e.g. Brand, 

Reward, Leadership and Management practices there are many practical changes 
needed as well as developmental
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Shaping our Destiny
Visionary

Leadership
Creating new 

possibilities and meaning

Cultural
Leadership

Making deeper
connections

Creating the climate

Strategic
Leadership
Making clear

choices creating
partnerships

Performance
Leadership

Making it
happen

Transformational
Leadership

Orchestrating 
integrated

change
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We’re at our best when helping our clients achieve their best.

Making a meaningful impact on the world together.

We’re social, chat with us!

emea-enquiries@gpstrategies.com

@gp_emea GPStrategiesLtd

gp-strategies-ltd GP Strategies EMEA

gpstrategiesltd.com/learning-lab

gpstrategiesltd.com
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If you want to follow up with a conversation then please contact us.
phawkins@gpstrategies.com
LinkedIn: www.linkedin.com
Twitter: @releadership

Telephone: +44 (0)7802 887418
Office: +44 (0)1225 444709
Website: www.renewalassociates.co.uk

mailto:phawkins@gpstrategies.com
http://www.linkedin.com/
http://www.renewalassociates.co.uk/
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