














Above all else, take the time to build and strengthen relationships with all employees — and don‘t
forget to pay special attention to those employees who came from an acquired company. Be
present for all employees, have an open-door approach and candidly answer their questions.
Managers are the lynchpin in helping employees to understand the changes going on and how
they fit in, so be sure you are equipping your managers with key information and messages to
share with their employees. In addition, developing a communication plan is critical and should
include opportunities for two-way communication — employees need to feel heard. Establishing
anonymous surveys to elicit employee questions and feedback are a great way to get employee
insights throughout a shift.

Shifts often lead to the need for different types of talent. Remember, the talent that got you
where you are today, may not get you to the next level of your business. Shifts often introduce
new customers, technology, markets and values, leading to a need for new employee skills,
knowledge and behaviors. When you go through a shift, it will be critical to assess your current
talent and identify the gaps. Do you need to hire additional talent, train and develop current
employees, and/or transition employees out of your organization? Often, all three of these
strategies are necessary.

Your HR processes and strategies must live and breathe the values and behaviors you are trying
to cultivate. When shifting, review your recruiting and hiring strategies; your new hire orientation
program; your performance management and succession planning processes; your learning and
development curriculum; and your rewards and recognition programs to ensure they support
any cultural changes and new strategic objectives resulting from the shift. For example, you

need to ensure that your organization’s job postings reflect your company’s values and

desired behaviors; that values-based interview questions are used; that your orientation
communicates the mission, vision, values and behaviors; and that performance plans assess
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Shifts in Action

Let’s take a moment to examine three case studies of organizations experiencing major
“shifts” — all of which needed a strong partner and a smart plan for navigating the changes
and challenges before them.

Case Study #1: An Integration of Two Cultures

A highly-successful company acquired a distressed company. This acquisition resulted in
the “new” company having employees in multiple states and countries. There were many
differences in these two companies, including HR practices, markets served and leadership
philosophies. The CEO quickly saw the issues and brought us in to help.

Our firm, Successful Culture International (SCI), implemented an approach to address the
critical aspects of the shift within their culture. We started by helping them develop the
mission, vision, values and behaviors reflective of this “new” company. At the same time,
we did a needs assessment with employees to assess their concerns. Not surprisingly, a
perceived lack of communication was the top issue.

From there, we worked with the leadership team to establish a yearlong communication
plan that adopted multiple communication channels. In addition, the organization had
doubled in size, shining a light on management and leadership. Neither organization’s
management had ever been provided with training. So, we started by working with
leadership to identify the needed management competencies and then implemented a
full-scale management university to address critical management gaps. In conjunction
with this training, we provided one-on-one coaching to the senior leaders.

We also worked with the organization to strengthen its HR processes in support of its
culture. For example, values-based interview questions were developed and included in
the interview process along with updated job descriptions that focused on behaviors
needed to support the culture and objectives. In addition, a new and improved company
overview was added to the orientation, new compensation plans were established, and

a recognition program by which employees could recognize their peers and management
was introduced.
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Case Study #2: An Industry Roll-Up of
Several Small Businesses

A private equity firm funded the roll-up of multiple small businesses (all less than $10 mil-
lion) and appointed a CEO to lead the newly created firm. The founders of the acquired
firms have always led their own firms, each with their own distinctive cultures. The new
CEQ’s objective was to create a single umbrella culture that unified the founders and their
employees, and that gave them a single core value system, mission and vision to follow.
The ultimate purpose of the roll-up was to create a single entity to be acquired by one of
the industry giants, so healthy financial performance across all businesses was critical.
SCl applied its proven model to establish an overarching culture and unify all disparate
businesses:

* The CEO chose to start from scratch to create a new set of core values, a mission
statement and a vision statement. To ensure buy-in, we included all founders in the
process. We sent out surveys for all three of the foundational elements, and then
worked through our proprietary process to create the statements.

We facilitated an offsite retreat to educate the leadership team on the connection
between culture and leadership, and rolled out the new identity elements, which
included the vision, mission, values, and desired employee behaviors.

We trained the founders how to take the new information back to their employees.

We instituted a strong, proactive company-wide communications strategy to reinforce
the values, mission and vision, and to continue knocking down the silos between the
individual businesses.

Concurrently, we launched an anonymous organizational assessment with the
leadership team and their direct reports to get candid feedback about what was and
was not working.

* We implemented one-on-one coaching with all the founders to work on what was
holding them back from being fully engaged, and to thoroughly understand their
personal motivations for staying with the company. Some were motivated by money,
others were not. Some were motivated by meaning and purpose. Others had difficulty
letting go.

Because the company has ambitious growth plans and hiring needs, we re-engineered
their recruiting, hiring and onboarding process to be values-based and culture-centric.
This will ensure that all future hires align to the overarching culture.
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Case Study #3: Industry Disruptor

A disruptive firm in the medical industry invested millions of dollars developing its plat-
form over the first three years of the company’s life. They focused only on the technology.
When the time came to launch, they wanted to attract the very best developers and lead-
ers in a highly competitive space who would be committed to the company for the long
haul. They also wanted to be known for a standout culture.

SCl applied its proven model to define and strengthen the company culture and to estab-
lish a culture-centric recruiting and onboarding process. We achieved this in many ways.
First, we used our processes to define the company’s values, mission and vision. We rolled
these out to the entire company, and educated the company on the connection between
culture, values and leadership.

We then led employees through an exercise of “shared responsibility,” in which they col-
lectively defined the desired and expected behaviors for each value, and then committed
to living them.

We also led the company’s recruiting process alongside their COO to ensure the compa-
ny hired for both technical and cultural ft. We wrote the job descriptions, formulated the
interview questions, attended job fairs, conducted interviews and made recommendations.
We formally onboarded all new employees in satellite offices.
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Culture is a Continuous Process

As our case studies demonstrate, repairing, building and maintaining a healthy culture that aligns
to business strategy takes intentional and ongoing effort. Just as you get done conquering one
shift, another shift will be coming your way. Therefore, you can never take your eye off your
culture.

* Do you have a well-articulated mission, vision and values that are aligned with your
business strategy?

* Is the right talent in place to achieve your business objectives?

* Are your HR processes running seamlessly and in support of your goals?

* Are you communicating continuously to your employees?

Shifts happen: Don’t let them scare you. No matter which shifts are going on in your organi-
zation, there are always distinct opportunities to maximize these moments to create a thriving

culture that drives growth in a sustainable, differentiated way. Not sure how to get started?
We'd love to help you. Contact us!

‘ SUCCESSFUL
CULTURE
‘ INTERNATIONAL
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