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Agenda

12:00

Scott and DavidTee-up
Culture and the Importance of Values

12:10

Sreekanth—Lessons Learned from the IBM Path Forward to
Lean Transformation Methodology
David— ”Color Commentary”, weave in lessons and
learnings from Transformation Experience with Loblaws,
Hudson Bay Company, MDS, Sears Canada, others

12:50 pm

Scott: Tee-up upcoming Webinars

1:00 pm

Adjourn

Starting off Story Line,
Key Points

Changing the
way we exchange
value with our
employees and
manage our
culture.

People

Enhancing the
way you think
and plan

▪

We added the “S” in IIE and now we have to
transform the “I” to Integrated—Integrated Systems
Engineering.

Strategy

▪

It’s the integration of Strategy, Process, Technology
and People that enable and drive Performance
Excellence.

▪
▪

Culture is a crucial factor in the equation.
Often Culture is ‘not managed’, the prevailing Mental
Model is that it is what it is, simply an outgrowth or
outcome of how leaders lead, managers manage,
what our posters and logos say about it.

▪

But the critical reality/truth is that it can be managed
along with other things, consciously and intentionally
and have big, great impact on organizational
performance.

▪

We’ll walk you through examples from IBM
(Sreekanth) and then augment with learnings,
lessons and tips from Dave from his leadership
experiences the past 30 years.

Organizational
Alignment

Trust
&
Values

Performance
Excellence

Process

What we do
and how we
do what we
do.

Technology
Leveraging
hyperconnectivity and
the full power of IT
Enablement

Studies clearly show that Culture is a critical factor (challenge) in
Enterprise Transformations to Achieve Performance Excellence
Major Change Challenges
Changing mindsets and attitudes

58%

Corporate culture

49%

Complexity is underestimated

35%

Shortage of resources

33%

Lack of commitment of higher management

32%

Lack of change know how

20%
18%

Lack of transparency
Lack of motivation of involved employees

16%

Change of process

15%

Change of IT systems

Technology barriers

People Factors
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12%
8%

Process & Technology Factors

Leadership Factors

Points to the lack of
explicit focus
on Organizational
Culture

What is Culture and Why is it Relevant?
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Key Point: Have to address
Culture at Level 3

Similar learnings and guidance
from Senge and others in the field
of Systems Thinking….

P
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t

Organizational Culture Inventory – OCI®
“Culture is everything” – Lou Gerstner (2002)

Why did IBM choose OCI as the
‘measurement’ system?

▪ What is the OCI?
– Most widely-used and thoroughly-researched tool for measuring organizational culture
– Quantifying and managing organizational culture is critical
Brings an organization’s values “to life,”
Supports the implementation of its strategies
Promotes adaptation, goal attainment, and sustainability

▪ How does the OCI work?
– Provides organizations with a visual profile of their operating cultures (Current Culture)
in terms of the behaviors that members believe are required to "fit in and meet
expectations."
– These behavioral norms have a significant impact on the organization’s ability to solve
problems, adapt to change, and perform effectively

Over the past 15+ years,
the OCI® has been used to

▪ Why do an OCI?

measure the current and

– Provides a reliable, valid, and true measure of culture—clearly distinguishing culture
and climate as distinct yet interrelated organizational variables

preferred states of the
Organizational

– Supporting programs designed for strategy implementation, employee engagement,
organizational learning, quality and reliability, and/or customer service (a balanced
scorecard approach)
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Key Point: Culture can and must be
measured over time

Cultures to identify the
key Levers for Change.

OCI® is a proprietary of the Human
Human Synergistics
International ®, 2012
Synergistics
International

®

Organizational Culture Inventory , OCI
Circumplex with a Brief Description of the 12 Styles

Self-Actualizing

Members are expected to gain
enjoyment from their work and
produce high-quality
Achievement
Humanistic-encouraging
products/services
Members are expected
Members are expected to be supportive,
to set challenging but realistic goals
constructive, and open to influence in
dealing with others
and solve problems effectively
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11

1
Affiliative

Perfectionistic Members are expected

Members are expected to be friendly,
open, and sensitive to the satisfaction
of the work group

to avoid making mistakes, work long hours,
and keep “on top” of everything

10

2

Competitive Members are expected
to operate in a “win-lose”
framework and work against
their peers to be noticed

Approval
Members are expected
to agree with, gain the approval of,
and be liked by others
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3
Power Members are expected
to take charge and “control” others,
and make decisions autocratically

8

Conventional
Members are expected
to conform, follow the rules,
and make a good impression

Oppositional
Members are expected
to gain status and influence
by being critical and constantly
challenging one another

7
Styles of Behaviors Required to “Fit-in”
8

Dependent
Avoidance

Members are expected
to do what they are told and clear
all decisions with supervisors

Members are expected
to shift responsibilities to others
and avoid being blamed for mistakes

6

4

5
OCI® is a proprietary of the Human
Synergistics International

Agenda

12:00

Scott and DavidTee-up
Culture Definitions and Measurement

12:15

Sreekanth—Lessons Learned from the IBM Path Forward to
Performance Excellence
David— ”Color Commentary”, weave in lessons and
learnings from Transformation Experience with Loblaws,
Hudson Bay Company, MDS, Sears Canada, others

12:50 pm

Scott: Tee-up upcoming Webinars

1:00 pm

Adjourn

Adaptive
Culture
Success

Process
Excellence

Learning

Lot’s of Models and Frameworks out there, this is an example of one
that IBM has utilized successfully…

Business
Performance
Balanced Scorecard
• Customer Value
• Financial Excellence

• Process Excellence
• People Learning & Growth

Leadership

Path Forward
Change Paradigm

Transformational
Leadership

Building Organizational
Capabilities for Business Transformation
“Teach your associates to teach themselves and in that
way you will strengthen the entire organization” – IBM
Founder, Thomas J. Watson, Sr. 1947

Innovation and continuous improvement enabled through
process excellence and high performing organization culture
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STAGE 3:

Lean Skills Development

Continuous Learning

STAGE 2:

STAGE 1:

Readiness for Change

IBM Path Forward Lean Deployment Strategy
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The
“Burning
Platform”

Organization Vision of
Success

Success Measures,
Barriers and
Top Actions for Success

Leadership Commitment
Organizational Lean
Strategy

Leadership Development
Strategy

OCI and Lean Assessment
(Culture/Process/Skill Maturity)

Leadership Impact/
Life Styles Inventory

Lean
Transformation
Skills
Development
and Training
“House of Lean” – Focus on Process, Technology

Self-directed Improvement
Teams

Preferred Organizational Culture

Continuous Learning

Organizational Readiness for Change Indicator – Key Factor
Business Relevance
What is the context and
content of the change?

Management
Support
Are the leaders going to
support?

Behavior
Tops Down support of change

Ready for Change

Personal Relevance

Developing Change
Leaders

“What is in it for me?”

Bottoms Up implementation

Beliefs and Attitudes

Achievability
Belief that the change
can be made

Adapted from Holt et al., 2007

Continuous
Monitoring
Review readiness metrics

▪ Four Foundational Factors for Change Readiness
– Business Relevance: Refers to the characteristics of a particular change – aka, the burning platform
and the vision; Balanced scorecard decision making → COMPELLING REASONS FOR CHANGE
– Management Support: Tops down support and buy in is critical for a successful change →
TRANSFORMATIONAL LEADERSHIP
– Achievability: Refers to the confidence that individual employees will contribute to the change; it
defines the motivation to change (individually and collectively) → SKILLS DEVELOPMENT
– Personal Relevance: Refers to whether the change is perceived to be personally beneficial → WIIFM
12

Dave on Loblaw (NG98)
Transformation and Beyond
Dave, you have been involved in a number of Enterprise Transformations over the past 30 years. Your first
was with Loblaw Companies, followed by Hudson Bay Company, MDS, and many more in past 10 years.
1--How can we be effective and efficient at Readying Leaders, Managers, Employees for Change and
Improvement?
2--Also speak to how you ‘sold’ transformation and, in particular, the culture work component to leadership
from a business case building perspective.

Dave’s Learnings, Insights, Tips on “Readying” an Organization or Organizational Unit for
Change and Improvement and selling Culture Management as a FACTOR:
•
•
•
•
•
•
•
•
•

Dave, one of the concepts we’ve worked with is the concept of Enterprise Value
(x=# of cust relationships, y=value of those relationships, z=duration of the
relationship).
VALUE
EXCHANGE
OPTIMIZATION

POSITIONING
STRATEGY

25
x

OPERATIONAL
EXCELLENCE

50
x

10
x
1x

Improve Positioning via..

Managing the Exchange of Value
With Stakeholders

Geographic Coverage / Offerings
Provided / Served Segments /
Branding/ Imaging, etc.

Altering the Give/Get,
Responding to unmet and unfulfilled
needs, QFD, Innovation, Rebalancing
Segment Investment

Improve Quality, Efficiency,
Productivity, Innovation,
Engagement, Quality of Work life,
Sustainability
Apply principles and methods of
ISE and ILSS

How does improving Culture impact an organizations ability to
grow the ‘cube’—lifetime value of the customer?

Sreekanth, IBM has found that Culture has a significant impact
on an organization’s long-term economic performance

Tell us a little more about this….
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IBM Path Forward Business Transformation – Success Story
Transition
State

Initial
State

Cultural Performance Index - CPI

Maturing
State

181

313

369

Financial Performance

Under Plan

Under Plan

Exceeded Plan

Inventory Management

Under Plan

Under Plan

Exceeded Plan

Quality Performance

Under Plan

Improving

Exceeded Plan

Process Maturity

Score: 2/5

Score: 3.1/5

Score 3.9/5

245

358

728

3.62/5.00

3.68/5.00

3.71/5.00

0/20

0/80

46/300

10 (<3%)

30 (<10%)

220 (55%)

Leadership CPI
Employee Satisfaction
Kaizens/# Ideas
# Employees Trained

An adaptive culture + process focus + engaged employees produce superior business results
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Dave on Loblaw
(NG98) Transformation
Dave, you have been involved
in a number of Enterprise
Transformations over the past
30 years. Your first was with
Loblaw Companies.

Talk about how Culture
Transformation played a role
in this dramatic increase in
Shareholder Value for Loblaw
post NG 98.

NG98

•
•
•
•
•
•
•
•
•
•

Levers for Change for Action Planning

▪ Focus on gaps between current
and ideal (preferred) from OCI
▪ Employee focus groups and
action planning sessions
conducted to gain insight into the
gaps on 11 areas
– Root Cause Analysis is used
extensively

▪ Implement actions that address
both climate and culture factors
▪ Weekly review by Senior
Leadership team to monitor
progress, breakdown barriers and
recognize teams
▪ Monitor Adoption Rates
– How impactful are the actions and
are employees engaged in the
transformation?
– Organizations define metrics to
monitor the engagement

1
18

Quantifying the Culture and the Outcomes of Culture are
critical first steps to understand organization’s health

Dave on Levers
Dave, since your Loblaw
Transformation
experience, you’ve been
Exec VP for Hudson Bay
Company, President of
MDS Shared Services,
Noske Kaeser, and now
building your own
organization.
Building off Sreekanth’s
last slide, can you give
our audience some
tangible examples of
levers you rely on to
‘cause’ positive culture
shifts and also
Improvement in
Performance Excellence?

Dave’s ‘Levers’ to create positive
culture shifts:
•

Bootcamps…

•

Importance of Values and Operating Principles
•

•
•
•
•
•

Leaders ‘walking the talk’

Competency Development

Bootcamps were designed to improve people’s ability to be more
effective human beings, employees first and foremost. They shaped,
in some cases, catalyzed ‘ideal employee behaviors’.

Greatness is a lot
about disciplined
people (thought,
word, deed)

Systems
&
Statistical
Thinking
ILSS

Personal
Mastery

Disciplined about
what?

Mental
Models

Creation
Skillful

Other Four Disciplines

Team
Learning

Bootcamps focus on improving personal and
professional mastery—Feedback as mechanism
for improved consciousness

Through the use of
“Feedback” Methods
the Blind Self Pane
can be minimized.

Much about Culture is
‘hidden’ but knowable

Dave, you do ‘measure’ culture to get a pulse read on it but you’ve
emphasized more the Importance of Values and Operating Principles—really
started with this as a way of planting the seed for culture development..
Serve Ourselves

Serving the Higher Good

Conventional

Creative

Territorial

Sharing

Individual

Team

Competitive

Collaborative

Indecisive

Decisive

Problem-Solver

Creation Skillful

Focus on Activity

Focus on Results

At-fault/At-blame

At-Cause

Being Popular

Making the ‘Right’ Decision

Fearful

Courageous

Closed, Political, Indirect

Open, Honest, Direct

Defending/Debating

Question/Statement Ratio Low

Listening/Dialoguing
Question/Statement Ratio Hi

Hierarchical/Jobs

Contributions

Attack Ideas

Nurture Ideas

Under Performance

FULL POTENTIAL PERFORMANCE

SERVING

EXCELLENCE

INTEGRITY

LEARNING

Ground Rules or Operating Principles aid transitioning
from ‘talk the talk’ to ‘walk the talk’
Use open, honest, direct communication.
◼

Say what you mean and mean what you say; be direct.

Maintain confidentiality
◼

No attribution/no retribution

Make good Agreements and Manage them to build trust
◼

◼

If you have breakdowns, manage the breakdowns in a way that builds trust
show up right on time to start, we’ll end right on time, and when we do
assignments/exercises, do them the way you are instructed

Maintain a Supportive Environment
◼
◼

Help others if/when they get stuck
Active and/or deep listening

Be prepared and stay focused
◼

Stay focused on the conversation at hand

Be Self-Monitoring
◼

Keep your observer on, stay conscious, listen to your listening

Maintain a proper attitude for learning
◼

◼
◼

1% possibility
stay open to experimenting, taking a risk
minimize judgment (right/wrong; agree/disagree; like/dislike)

Dave, discuss this briefly in the context of your Importance of Values Chart…
Corporate
Culture
CPI = 315

Organizational
Preferred Culture

Plant/
Organization

Management
Team CPI = 802

Dept/
Functional
Team

CPI = 1069

CPI = 369

CPI = 620

Senior
Leader
CPI = 884

CPI = Culture Performance Index

Research shows that Transformational Leaders ‘pull’ the organizational culture towards their (leader’s) constructive
styles of behavior
•Underscores the need to develop more transformational leaders in the organization to enable true culture
transformation
3 Understanding the impact of leaders on their teams, and
therefore, the organization is an important step
▪Published at the 2011 Industrial Engineering Research Conference
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Identifying the Key Skills Required for Transformation
Transformational Leadership

Lean Skill Levels

Teaming and Coordination

New Product
Introduction

Employee Engagement

Lean Core Operations

Visual Factory
Kaizen Practices

4
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Process maturity assessed to understand the strengths,
weaknesses and skill levels of the organization

Successful Lean Transformations Use Team-based Problem Solving
Effective Lean Solutions =
Quality

X

Rational Skills

Acceptance

Interpersonal Skills

• Analyzing the Situation

• Listening

• Setting Objectives

• Supporting

• Simplifying the Problem

• Differing

• Considering Alternatives

• Participating

• Discussing the Consequences

• Striving for Consensus

Lean techniques successfully integrate both these skills
5
*The OCI is a registered Trademark of Human
Synergistics International, Inc.- Dr. Robert Cooke
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Rational and interpersonal skills are key for
transformation efforts; Team-based problem solving is
the answer for gaining consensus

Bootcamps were designed to socialize and develop ISE thinking and
skills, ILSS principles and methods but also to do strategy and policy
deployment (top down, bottom up)

Greatness is a lot
about disciplined
people (thought,
word, deed)

Systems
&
Statistical
Thinking
ILSS

Personal
Mastery

Disciplined about
what?

Mental
Models

Creation
Skillful

Other Four Disciplines

Team
Learning

Lessons Learned - Summary
▪ People, Process and Leadership Focus – the foundation for a successful transformation effort
– Define the “What is in it for me to change question” early and clearly
– Leadership team needs to walk the talk – lead by example and not superficial support

▪ Skill based training for all employees to transform their own processes and organization
– Rational and interpersonal skills are critical for sustaining the gains
– Question: “What behaviors do we expect the employees to change as a result of this skill or program”

▪ Culture assessment tools prove vital information on the organization’s health and readiness
for change
– Organizational culture, Leadership impact, group styles and life styles are modeled; every 18-24 mos.
– Process and technology maturity is gauged to understand the skills requirements annually

▪ Defining the right metrics to drive the right behaviors
– Metrics to monitor the key aspects of transformation efforts

▪ Dedicated time for activities and recognize contributions
– Should not be viewed as “another thing that I need to do”
– Recognize contributions to the transformation and relate it to the business results
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Questions, Comments
▪ Thank you for your time and attention!
– Please contact us for any further questions:
sreeekan@us.ibm.com
david.poirier@ThePoirierGroup.com
ssink@jumpcurves.com
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Time Permitting, Scott
will share a few
participant questions to
Dave and Sreekanth.

So, practice First things First and
take some time out and invest in
yourself and your future

It Pays Off—I’ve attended 45 IISE Conferences and the
Return on Investment has been 25+:1 !!!

2020 Webinar Line-up:
1st Quarter

25 Feb--Agile Methodology to Enable Rapid Process Innovation and
Improvement (Joan Tafoya and Caitlyn Kenney)

19 March 2020: Creating Cultures that Support Full Potential
Performance/Operational Excellence.
22 April 2020: Best of Best ILSS Certification Capstone Project

Case Studies—select from OSU Med Center, Hirschvogel, Abbott
Nutrition, Columbus City Schools, Sutphen, and others.

April IISE Chap #1
Lunch and Learn Webinar
▪

Each April, Chapter #1 selects the top 3 Certification Capstone Projects and shares them
as Webinar Case Studies. This year our Projects will be 3 from the list of candidates
below:
•
•
•
•
•

•

Jenna Tishenkel, Grange Insurance, “Optimizing Processing Time for Fast Track
Claims”.
Julia Reedy, Ohio WillowWood, “Value Stream Variation Reduction”
Aaron Kramer, Sutphen, “Lean Kanban Optimization”
David McGee, Hirschvogel Automotive Group, “Building a Simulation Model to
improve Flow in Order Fulfillment”
Matt Haight, Columbus City Schools, “Developing and Implementing a Visible
Management System to include Tiered Huddles and Visibility Boards to Optimize
Student Transport”
Christina Pedicini, Transmet Inc. “Increasing Wear Life of Scrubbers to Improve
Throughput Capacity”

Chapter #1 Webinar Archives….
https://www.iise.org/details.aspx?id=46729

