S WL CALL IV .

gstration Capsule 12.1 discusses W. L. Gore's strategy-supportive wxpom:
culture, What are the standout features of Gore’s corporate culture? How does
Gore's culture contribute 1o innovation and creativity at the campaay” HW
the company's culture make Gore a good place to work?




gt
»

{ *% 3§

Building Roles of a Company's COr'fe'/

The Two Culture-
3 Ste‘mdards

Values and Fthica

 Foster a work climate where company
- personnel share common and strongly
r —P held convictions about how the 3
¥ 4 ~ company's business is to be conducted,

A company’s
stated core
values and ——

ethical
principles




CHaAPTER Y ¢

SOIDORE Cuthirm and | Baderntin
nbedding Cultupy Norms jn tp
VOrin it the

ting the Culture o Organization

" Once vilue and Perpet-
pred they mua he ¢ values and pet

bedded in 1l nstitutionatized i th ompan s have been formaly

redded 1 the ¢ . 4 - € company s policies : sotics "

i :; \ %‘»iv;k_{ "“){"«hlt! ufmmmnv Personnel Thgl o &hr:“h“ﬂ i e gy

et Wavs Tradition-ee O s can be done in ’ ~

: \ ved © g o ‘ va number of dif-

fanouth indoctrination undpi'}w “;‘:slpﬁﬁl;‘ & With a rich folklore rely heavily on word

+ R ‘ wer of tradition to insi; gl it
paduct. But most compan (IO o instill vahues and enforce ethi

Bilic ‘ _ PATES eMploy 4 o sl values and enforce ethical

{ the following: PIOY a variety of techniques. drawing on some or all

Screening apphicanis

and hiring thase
Incorporating V

discussions of the

anentation programs for ne
crployees,

who will mesh well with the culture.

company’s culture and beh

avioral norms
W Clhplnyccg . il

and training courses for managers and
Having senior executives |

; } rexe 8 lrequently res
eatog s etl\ic-nltlj;;il::? lhcuuuul} fenterate the importance and role of company
. S . H CIpIes at company events and in i feations i
pisizumes Pany events and in internal communications to

Eapecting managers at all Jeve

Is 10 be cult thi
\ g ral role models ; Y > advo
cated cultural norms in the ‘ okl and cxbipi tm advo:

: ir own behavior.
Makimg the dlsp‘lu_\,' of cultural norms a factor in evaluating cach person’s job per-
formance, granting compensation increases, and dccidingivho to prﬁmnf&.
Stressing that line managers all the way down to first-leve
g attention to explaining the desired cultural traits
and claritying why they are important.

I supervisors give ongo-
and behaviors in their areas

1 i‘“na‘aur;igmg company personnel to exert strong peer pressure on co-workers (o
contorm to expected cultural norms.

Holding periodic ceremonies to honor people who excel in displaying the com-
pany values and ethical principles.

To deeply ingrain the stated core values and high ethical standards, companies
wst tirn them into strictly enforced cultural norms. They must make it unequivo-
cally clear that living up 1o the company's values and ethical standards has to be “a
away of ife’™ at the company and that there will be little toleration for errant behavior.

¢ Role of Stories Frequently, a significant part of a company’s culture
captured in the stories that get told over and over again o ilustrate to newcomers
importance of certain values and the depth of commitment that various company
personnel have displayed. One of the folktales at /,appos: know?l for s outsmn}lmg
customer service, is about a customer who ‘urt-lerwd shoes Tor her il nmtfxer from Zap-
pos, hoping they would remedy her mother's loot pu‘m ;'md numbness., F\ h{"ﬂ dn.: .'sh&’k-:s
dn’t work. the mother called the company 10 ask how Lo return them :md uxpl‘a‘m‘
why she was returing them. Two days later, she received a larg’c‘b;)!m;it‘xﬁt (:l *ﬂu\}m
% fwm the company, along with well wu:shc.s_ and 4 CW(“T‘Y rlll}‘h't’mj &“‘"&»x”;tl&
: ﬁfxm‘dimd service on all future orders. Spccxahy'im()l mar u e Lr, m“: h!s .'»lu \\-"‘{ lii
known for its culture of going beyond the call of duty for its Lu\;o n:;::' o ‘;*nd .:fm
K 11 s s spowed in without any food for medls, his daug er called sovers
ar 11 veteran was sno fered srocery delivery. Although Trader Joe's technically
\ ;kn‘mukf-g o :scc il lh‘c}‘“t;lllf‘;t:mif; ‘hclpcd the veteran, even recommending iwntﬁ
Wocsn't offer delivery, [t BHE he store delivered the groveries, the veteran wasn't
 his low-sodium diet. W h;m (§ o . delivery. When Apple’s iPad 2 was launched.

ged for either the groceries At e \mediately, with a note attached that said
ne was retumed o the compiny almuost 1M ' :
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Strong-Culture Companies The hallmark of a strong-culture company
< the dominating presence of certain deeply rooted values and behavioral norms
that “regulate” the conduct of company personnel as they go about the company’s
business.'! Strong cultures enable a company to operate like a well-oiled machine
smoothly operating without a lot of intervention from management. Senior manag:
ers in strong-culture companies embody the cultural norms in their own actioﬁs
and expect the same of others within the company. An unequivocal expectation that
company personnel will act and behave in accordance with the adopted values and
ways of doing business leads to two important outcomes: (1) Over time, the values
come to be widely shared by rank-and-file employees—people who dislike the cul-
ture tend to leave—and (2) individuals encounter strong peer pressure from co-workers
1o observe the culturally approved norms and behaviors. Hence, a strongly implanted
corporate culture ends up having a powerful influence on behavior because so many
cqupzmy personnel are accepting of cultural traditions and because this acceptance is
:;lsu?tf;? :grgﬁ;l.h management expectations and co-worker peer pressure to conform
g N o .
tureslgix?ildbi :;lilhll;[e;eé;lgg 1%; t(:i’lgsaféznr ga( penoc} of deliberate and rather intensi.ve‘cm‘
e dE\’elopI;I o i culturez- (15 qsf(())rlrll;(tllmes‘ decades). Two factors cor_unbute to
‘shTes, Sriciples, and pripos thz'lt an:, o gr or strgng 1eadeEr who established cor
the company, and (2) a sincere long-stand'we oS baving contr}buted crie suc‘cesso‘
business according to these estz’lblishedt c;ﬂg Congegy emminien MR FoS i
low workforce turnover, geographic col;fl e Continuity of leadershl
success all contribute to the emer e atl.on, £.1r‘1d considerable Orgamzatlom
gence and sustainability of a strong culture-~
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In i};q{l];i;;y_;;}g business environments, a corporate culture that 1s Feceptive o
altering organizational practices and behaviors is a virtual necessity., However :(‘;‘ln'
tive cultures work to the advantage of all companies, not just those ip rupid-::ha%
environments. Every company operates in a market and business climate thag is Chai:]gc
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Unhealthy Cultures That Impede
Good Strategy Execution

The distinctive characteristic of an unhealthy corporate culture is the presence of
counterproductive cultural traits that adversely impact the work climate and company'
performance. Five particularly unhealthy cultural traits are hostility to change, héavily
politicized decision making, insular thinking, unethical and greed-driven behaviors,
ard the presence of incompatible, clashing subcultures. 4

Change-Resistant Cultures Change-resistant cultures—where skepticism
about the importance of new developments and a fear of change are the norm—place2
premium on not making mistakes, prompting managers to lean toward safe, conseri
tive options intended to maintain the status quo, protect their power base, and guand
their immediate interests. When such companies encounter business environments
with accelerating change, going slow on altering traditional ways of doing things ¢t
> 4 serious liability. Under these conditions, change-resistant cultureSCI}CO.‘f“?g;f'
number of unhealthy behaviors—avoiding risks, not capitalizing on emerging Wﬂ;’;
tunities. taking a lax approach to both product innovation and continuous xmpm"?.. A
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f'jit;i("i'lvd Cultures What makes a politicized internal emvironment s
C L ealthy is that political infighting consumes a great deal of f’r*:;zn; A;,,‘.,;:;T:;f :‘
“,_ﬂn; the result »lh:l.l \-Nhu(’s t?GSl for the company takes a ﬁ.lci.scal 10 f"hm:;
pemy erng. In companies where internal politics pervades the work chimate, empire-
Jding managers pursue their own agendas and operate the work units under lh;“ir
jsion as autonomous “fiefdoms.” The positions they take on issues are usually
amed al protecting or expanding their own turf. Collaboration with other organiza-
gl units 1S viewed with suspicion, and cross-unit cooperation occurs orudzingly.
the support or opposition of politically influential executives and/or coalitions ;m:u;g
Lents with vested interests in a particular outcome tends to shape what acticns
(akes. All this political maneuvering takes away from efforts (o exccute
ficiency and frustrates company personnel who are less political
hat is in the company’s best inierests.
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nwardly Focused Cultures Sometimes a company Feigns &
1 market success for so Jong that its personnel start
r can develop them on their own. There is a strong
sndency to neglect what customers are saying and how their needs and expectations
Ehaﬁging Such confidence in the correctness of how the company does tm_r;gs
d an unflinching belief in its competitive superiority breed arrogance. prompung
pmpany personncl to discount the merits of what outsi@ers_ are f.ii)lﬂg and o see litde
{f from studying best-in-class performers. Insular thinking. internally driven solu-
ms, and a must-be-invenled-herc mindset come 1o permeaic the cor;_)omu: cult?rf:.
ainwardly focused corporate culture gives rise 1o managerial inbreeding and a fail-
 recruit people who can offer fresh thinking and outside perspectives. Th;b;g -
of insular cultural thinking is that the company can underestimate the cap{b:ht}:
accomplishments of rival companies while overestmating its own—ali Qt whic

ishes a company’'s competitiveness over time.
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nconsistent approaches 1o strategy Ne;::
ton, and encourage meompatible methods of pcup!‘c{ management. Clashing Suhcu}i
ires can prevent a company from coordinating itﬁ’\ cilnns‘ o crati and execute Strategy
and can distract company personnel from the business of business. Internal jmkcviﬁé
smone the subcultures for cultural dominance impedes teamwork among the “"“m«
4 s various organizational units and blocks the emergence of a collaborative approgy,
to stratepy execution. Such a lack of consensus about how to proceed is likely 1o Tesyly
i fragmented or inconsistent approaches to implementing new strategic initiatives ang
i limited success in executing the company’s overall strategy.
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Changing a Problem Culture

When a strone culture is unhealthy or otherwise out of sync with the actions gng
behaviors needed 1o execute the strategy successfully, the culture must be changed o5
rapidly as can be managed. This means eliminating any unhealthy or dysfunctiona!
cultural traits as fast as possible and aggressively striving to ingrain new behaviors and
work practices that will enable first-rate strategy execution. The more entrenched the
unhealthy or mismatched aspects of a company culture, the more likely the cultur
will impede strategy execution and the greater the need for change.

Changing a problem culture is among the toughest management tasks becaus
of the heavy anchor of ingrained behaviors and attitudes. It is natural for company
personnel 1o cling to familiar practices and to be wary of change, if not hostile 1
new approaches concerning how things are to be done. Consequently, it takes con-
certed management action over a period of time 1o root out unwanted behaviors and
replace an unsupportive culture with more effective ways of doing things. The single
mast visible factor that distinguishes successful culture-change efforts from failed
attempts is competent leadership at the top. Great power is needed to force major ik
tural change and overcome the stubborn resistance of entrenched cultures—and ged
power is possessed only by the most senior executives, especially the CEO. Howevwt.
while top management must lead the change effort, the tasks of marshaling supp
for & new culture and instilling the desired cultural behaviors must involve & C0&°
pany’s whole management team. Middle managers and frontline supervisors P
key role in implementing the new work practices and operating approaches._hdp"’*gl




