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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
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Purpose Aligns Strategy, Culture and Leadership

LEADERSHIP

STRATEGY

CULTURE

PURPOSE
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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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Organisational Learning

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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The Need to Learn Faster

• Not only do the organisations need to learn faster 
and continuously, but so do their employees. 
Most of what today’s students learn in college is 
out of date within fewer years than it took them 
to learn it, and they no longer choose a career 
but recognise that in their working life they will 
undertake many different work roles and have to 
retrain many times. Some have predicted that over 
half of the jobs now being carried out in America 
and Europe will not exist within 20 years, due to 
digitalisation, robotics, and artificial intelligence.

• Organisations are growing faster and dying 
sooner. The life cycle of organisations in the 
Fortune 500 is getting shorter.
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Levels of Organisational Learning

Learning 0 …would be the organisation collecting 
a great deal of data about what is happening in 
its environment (e.g. customer needs, competitor 
analysis, new political, economic, social, technological, 
legal and environmental (PESTLE) trends) as well as 
what is happening in its own organisation (e.g. staff 
pulse and engagement surveys, performance data, 
feedback, functional reports). 

Learning I … in organisations is the organisation’s 
continuous improvement through the many daily and 
weekly tactical adjustments the organisation makes in 
how it operates, through seeing what is going wrong 
and what can be improved

Learning II … would be the organisation’s ability 
to stand back and look at and change the mindsets, 
assumptions and beliefs that provide the frame 
through which it is learning and adapting to changed 
circumstances, in level one learning. Also Level II 
learning includes changing how we learn as a team 
or organisation (termed deutero-learning by Argyris
and Schon 1978 and 1996). 

Learning III … This level of learning in organisations 
comes about when an organisation realises that what 
made it successful in the past will not work in the 
emerging future, and it needs to undertake a 
fundamental metanoia, an organisational 
transformation, that embraces fundamental change 
in its strategy, culture and collective leadership and 
the connections between them.
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1. Future-back learning: The organisation needs to be co-creating learning between itself and the 
emerging future in its wider context and eco-system. All members of the organisation need to be 
“leaning into the future” (Scharmer and Kaufer 2013), sensing what is emerging over the horizon, 
engaging in strategic future foresight and exploring potential future scenarios. Innovation needs 
to be driven not from incremental improvements on what the organisation does today but from 
the third horizon of “future foresight” (Sharpe 2013) that will be needed to make the organisation 
“future-fit.”

2. Outside-In learning: All members of the organisation need to be environmental scanners
engaging with and seeking feedback from customers, potential customers, suppliers, investors, 
potential employees, competitors, industry forums and wider communities on how the 
organisation’s eco-system is changing.

7 Key Learning Processes 
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3. “Team of Teams” learning: the organisation needs to orchestrate “learningful” engagement between 
all teams within the organisation. Teams sharing their own learning, receiving feedback from all 
other teams. Teams co-exploring the synergies between them and how they can connect, partner 
together and learn from each other better. (McCrystal et al. 2015, Hawkins 2017, Hawkins 2018.)

4. Team learning: Every team having its own learning and development plan and process, on how it 
can continually learn to function at more than the sum of its parts.

5. Individual learning: Every individual within the organisation having a learning and development 
plan, which is developed in dialogue with the teams in which they are a member, and in dialogue 
with what is emerging in the first four levels of inquiry above.

7 Key Learning Processes 
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6. Inter-functional Relationship learning: It is important not to just focus on the separate entities 
and sub-systems conveying learning and feedback to each other, but also attending to developing 
the relational interfaces between levels. For true leadership development to happen, it first needs 
to be more than collective leader development; helping the leadership culture to learn and evolve. 
Secondly, we need to not just focus on leadership development for different levels of the system 
but to develop the connectivity between the different levels within the organisation, both vertically 
between the different levels of the organisational hierarchy, and horizontally across different 
functions and countries.

7. Unlearning: Whereas learning happens through new perception, new understanding and sense 
making leading to new action; unlearning is a confounding experience, when a current behaviour, 
mindset, belief or emotion is challenged by being confronted with a different reality. Organisations 
and individual human beings constantly look for confirming data, but to assist unlearning we need 
to provide and create disconfirming experiences (see Hawkins 2017b).

7 Key Learning Processes 
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Three approaches:

Developing the Leadership Culture

1 2 3
Through a

coaching culture

Through linking
leadership development 

and organisation 
development

Through developing 
internal resources
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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



The Coaching Cycle

Determine the
organisation’s

strategic, culture and
leadership outcomes
and align to coaching

Establish coaching
evaluation process

at the outset 

Build coaching capacity
through supervision

and continuous
development

Harvest systemic learning 
regarding leadership, culture 

and strategic outcomes

18
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Stages in Developing a Coaching Culture

External
coaching 
provision

1

Developing 
internal 

coaching
capacity

2

Actively 
supporting 
coaching 

endeavours

3

Coaching 
becomes the 

norm for 
individuals 
and teams

4

Embedded
in HR and 

performance 
management 

processes 

5

Coaching 
becomes the 

dominant 
style of 

managing 
and leading

6

Coaching 
becomes

how we do 
business with 

all our 
stakeholders

7
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Developing a Coaching Culture - Outputs 

External
coaching 
provision

1

Developing 
internal 

coaching
capacity

2

Actively 
supporting 
coaching 

endeavours

3

Coaching 
becomes the 

norm for 
individuals 
and teams

4

Embedded
in HR and 

performance 
management 

processes 

5

Coaching 
becomes the 

dominant 
style of 

managing 
and leading

6

Coaching 
becomes

how we do 
business with 

all our 
stakeholders

7

Develops an 
increase in the 
organisational 

learning 

Increase in 
individual 
leadership 
capacity 

Increase in 
distributed 
leadership

Higher 
engagement 

with all 
stakeholders
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Developing a Coaching Culture - Outcomes

External
coaching 
provision

1

Developing 
internal 

coaching
capacity

2

Actively 
supporting 
coaching 

endeavours

3

Coaching 
becomes the 

norm for 
individuals 
and teams

4

Embedded
in HR and 

performance 
management 

processes 

5

Coaching 
becomes the 

dominant 
style of 

managing 
and leading

6

Coaching 
becomes

how we do 
business with 

all our 
stakeholders

7

Develops an 
increase in the 
organisational 

learning 

Increase in 
individual 
leadership 
capacity 

Increase in 
distributed 
leadership

Higher 
engagement 

with all 
stakeholders

Higher performing 
organisation

Higher value creation
for all stakeholders



The UK business was facing internal issues. 
While other international offices had merged 
with another business, propelling the 
organisation to the number 1 or 2 spot globally, 
the UK firm had not, and remained in the 
number 4 spot. 

The incoming UK Chairman had been elected 
on a platform of growth via change in the 
partner behaviours to better match the 
corporate values.

They also had to deal with a perception from 
other regions of the firm that the UK business 
was underperforming.

After the programme the client climbed from 
12th to 4th place in the Sunday Times 20
Best Big Companies to Work For. 

Global People Survey showed an increase in 
trust (up 10%), living the firm’s values (up 4%), 
and retaining talent (up 6%). 

Fiscal Performance: A key objective was to close 
the gap between the organisation and the other 
Big 4. This was achieved when they found the 
firm were better placed to weather the recession 
than its rivals.

Participant Satisfaction: Events were rated by 
participants on a variety of points, and scored 
an average of over 8/10. 

Business Need Our Solution Results

A Partner Leadership Development Programme
for all 400+ partners in the UK practice.

The design included:
• Foundation Event in cohorts of 24. 

Coaching capability was developed to enable 
better quality dialogue with others in/outside
the business

• each partner had a 1:1 coaching dialogue
with a facilitator to frame and deliver their 
personal learning 

• Learning groups re-enforced coaching
capability and business impact

• A selection of specialist workshops on: 
Personal Leadership Capacity; High 
Performing Teams and Client Relationships; 
Transformational Coaching. 

• Leadership Summit where 4 
cohorts gathered to share success 
stories and build viral motivational
processes to shift the culture

EY Case Study
Developing Leadership/Coaching Culture

22
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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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• 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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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

© 2019 GP Strategies Limited. All rights reserved. GP Strategies, GP Strategies and logo design, Academy of Training, Asentus, B2B Engage, Bath Consultancy Group, Beneast Training, BlessingWhite, CLS Performance Solutions,
Clutterbuck Associates, Communication Consulting, Effective-Learning, Effective-People, Emantras, Future Perfect, GP Sandy, Information Horizons, Jencal Training, Lorien Engineering Solutions, Marton House, Maverick Solutions,
McKinney Rogers, Milsom, Option Six, PCS, PerformTech, PMC, Prospero Learning Solutions, Rovsing Dynamics, RWD, Smallpeice Enterprises, Ultra Training, Via Training, YouTrain, EtaPRO, GPCALCS, GPiLEARN, GPiLEARN+,
GPSteam, and VirtualPlant are trademarks or registered trademarks of GP Strategies Corporation in the U.S. and other countries. All other trademarks are trademarks or registered trademarks of their respective owners.
Proprietary to GP Strategies Corporation 27


	Developing a Leadership Culture for an Agile World
	WELCOME
	If Your Organisation is Not Making a Positive�Difference to the Future, it Has No Future!
	Purpose Aligns Strategy, Culture and Leadership
	GP Strategies Approach to Understanding Culture
	Organisational Learning
	The 21st Century Business Driver
	What is a Company Purpose?
	The Outcomes of a Purpose
	The Need to Learn Faster
	Levels of Organisational Learning
	7 Key Learning Processes 
	7 Key Learning Processes 
	7 Key Learning Processes 
	Slide Number 15
	Developing the Leadership Culture
	Lived Brand - Outside In and Future Back
	The Coaching Cycle
	Stages in Developing a Coaching Culture
	Developing a Coaching Culture - Outputs 
	Developing a Coaching Culture - Outcomes
	EY Case Study
	Department for Work and Pensions
	How We Work With You
	References
	Slide Number 26
	Slide Number 27

