HOW TO GUIDE

BUILD A
CULTURE FOR
COMPETITIVE
ADVANTAGE
FROM THE CHANGE SHED

WHY

CULTURE

IS

SO

IMPORTANT

A strong culture
gives you a critical
competitive edge
that can not be
easily replicated.
It will make your company
more valuable, more
enjoyable and more future
proof.
There are several benefits
to a purposefully designed
and built culture.
Makes your company a
great place to work

Avoids the risk of toxic
cultures
Ensures better
engagement, which has
huge benefits for sales,
productivity and
retention of talent
Reduces founder overreliance
Raises your business
valuation
Makes you more
attractive to talent,
customers and investors
For something that has
such incredible benefits,
why leave it to chance?
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BUILD
THAT

THE

EXCITES

Targeted particularly at
early stage and start-up
companies, with several
team members or more,
this eBook will guide you
through DREAM for
competitive advantage.
DREAM is an acronym. It
stands for:
-

Define
Refine
Engage
Assets
Mechanisms

CULTURE
YOU

It is a systematic
approach.
Each stage is a part of a
process which will help
you to build a culture for
competitive advantage.
One which excites you
and your colleagues.
It is worth giving the
process the right
amount of time and
focus because the
results can be
transformational.
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DEFINE

CULTURAL

BUILDING

BLOCKS

In this step you will create your culture building blocks.
These are your Purpose, Values, Philosophy, and Vivid
Vision. Each is described below.
Purpose – why we exist.
A strong performance culture is purpose led. This means
that you have a statement of why your company exists,
and the impact you have.
Values – what we value most.
Your values are the way you want to be and behave. They
describe what we do now and in the future, and what we
value most.
Philosophy – how we operate.
Your philosophy is your Modus Operandi – your way of
working. It is your fundamental “how” to which you can
always return as your core guiding principle.
Vivid Vision – what we will be and do.
Your culture comes alive through the outcomes that you
achieve as you build a great place to work. You do this by
creating a detailed 3 year “vivid vision” of your future.
Tips!
It works best if you work on your culture in a small group
to begin with, during the first two steps, DEFINE and
REFINE. We typically recommend the founding team and
an external facilitator. Each step can be developed in
person (where it is safe to do so) or through online tools
which have whiteboarding/brainstorming functionality.
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1.1 -

DEFINE

YOUR

PURPOSE

Outcome
You are trying to build a sentence from the structure "To So That - Because". Once you have created this sentence, it
may not exactly follow this format, but by thinking through
the three components, you will formulate clear ideas on
your purpose as a business. You should brainstorm as
many alternatives for each part of the sentence as you can.
To [the thing that you do] so that [the results you get]
because [the reason why].
Examples
To help innovative businesses to collaborate, so that they
can share ideas and resources, because more than 70% of
new ideas come from outside-in thinking.
To work with parents, to find realistic solutions to their
babies' sleep difficulties so that they feel confident to
make changes, because every parent-child relationship
should be free from the anguish of sleep disturbances.
Tips!
The "To" statements will be the things you do really well,
better than your competition, the things that your
customers value the most. "So that" should be about
results, the impacts we achieve that change our customers'
lives, that make us particularly proud. "Because" will
include the fundamental things that we believe about our
business, and our guiding philosophies that affect the way
we do things. Don't be constrained at this stage by the
stuff you already have written down!
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1.2 -

DEFINE

YOUR

VALUES

Outcome
A typical set of values will be anywhere between 4 and 6
items long. However, you might just have one. Remember
they are the way you want to be and behave. They
describe what you do now and in the future, and what
you value most.
Therefore they need to lend themselves to guiding
behaviour. For each of your values, you should be able to
follow the value statement with "which means that..."
and list several implications of the value.
Examples
For one of my clients, "Be kind, be helpful, be brutally
honest, no arseholes" is a core value. Which means that:
Kindness is our default setting.
Helpfulness is a constant way to behave, not just a
reaction.
We say what we think, even when it feels
uncomfortable.
Conflict is common, because honesty is safe.
Call out any arseholes – with humour and kindness of
course!
Tips!
Too many sets of values are too corporate, too vanilla. Or
statements of what are quite frankly "givens" like
honesty and integrity, that do not need to be described
as values. Ensure your values are meaningful and drive
behaviours!
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1.3 -

DEFINE

YOUR

PHILOSOPHY

Outcome
Your philosophy is your
Modus Operandi – your way
of working. It is your
fundamental “how” to which
you can always return as
your core guiding principle.
It will typically be single
sentence.
Examples
To provide fully online,
modular, PAYG (pay as you
grow) consultancy.
Tips!
In some ways your
philosophy is like a "super
value". It should be the one
stand out, keystone way of
working that is a must have
for your successful
operation.
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1.4 -

DEFINE

VIVID

YOUR

VISION

Outcome
A vivid vision is a very rich and quite detailed description
of the milestones you wish to achieve in your business
over a three year horizon. As a picture it might run to 2
or three pages. As a narrative, perhaps several pages. Its
goal is to describe, in sufficient detail a picture of what
you intend to do and deliver against the 6 to 12 key
dimensions that really matter for your business.
Examples
For one of my clients their dimensions included:
Funding - Milestones & targets for funding rounds
Activities - Core activities
Financials - Revenue targets, number & type of account
Tech Assets - Key technology assets we will build
Press/External View - What externals are saying
Marketing & Brand - Marketing (incl. PR & Awards)
Customers - How we will interact with customers
Headcount and locations - How many people, where
IP Assets - The key intellectual property we will protect
R&D - The focus areas for research and development
Comms - How we stay connected & communicate
Environment - What our physical environment will be
Tips!
A brilliant way to brainstorm your vivid vision is using
sticky notes and an "orbit chart". This is a series of three
concentric circles. Year 1 in the middle, year 2 next out
and year 3 at the outer edge. Each dimension like the
examples above, is charted in "sticky notes", along a
clock hand from the centre out. Or working digitally, just
take each dimension in turn, using a virtual whiteboard.
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REFINE

CULTURAL

BUILDING

BLOCKS

Outcome
This step is about refining the "raw" outputs from step 1. If
you already have a written purpose (or maybe mission
statement as these can be similar) and values then it is
time to bring them out and test your new draft purpose.
Perhaps you already have some aspects of your philosophy
captured, it might be in your marketing tagline, or other
marketing materials. And in your business plans or action
plans, you probably have some components of the vivid
vision too.
Questions to refine your building blocks
Do the different building blocks make rational and
emotional sense? A great purpose for example, should
hit you in the heart as much as the head.
Are we missing anything fundamental in our draft
building blocks that are already part of the way we do
things around here?
Now is the time to do a little word smithing and make
sure your building blocks "scan".
Tips!
Create a matrix to compare your values with the different
components of your purpose. For example, if you have
three values and three parts to your purpose list the values
vertically and the purpose elements horizontally in a table.
In each "cell" of the table you should be able to see that
the values support the purpose and vice versa, if not then
you need to do some more refining!
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ENGAGE

A

WIDER

GROUP

Outcome
In reality, the REFINE and ENGAGE steps often run
iteratively. By engaging a wider group around your cultural
building blocks, you also get great suggestions to refine
the content. More people get to have an input into the
cultural building blocks, understanding how your culture
drives competitive advantage. This begins the process of
making the target culture “a part of the way we do things
around here.”
Approach
There are a number of different ways in which you could
engage a wider group. The membership of that group will
also vary depending on your exact situation. The three
approaches we have seen work really well are:
A virtual workshop, with breakout rooms to review and
offer inputs.
An online survey to gather perspectives such as the
extent to which individuals, "get it, like it, live it".
121 discussions with each "stakeholder" so they can
offer their full and unfiltered feedback.
In each off these approaches, the feedback needs to be
summarised and played back to the contributors, ideally in
a single team session.
Tips!
Getting input beyond the "employed" team is a great idea.
Investors, board members and customers can all be great
people to include, when that makes sense for your set-up.
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BUILD

CULTURE

ASSETS

Outcome
The goal of this steps is to create a core set of materials
which bring your cultural building blocks to life. We call
these culture assets.
Assets make your business more valuable. If you are
courting investment for example, investors often want to
be able to "just add water" and see their investment grow.
So the more you can codify the important aspects of your
business in systems, processes, documents and other
assets the better. Assets also provide great ways to
explain, remind and reinforce the target culture.
Examples
One great way to summarise your cultural building blocks
in in an interactive PDF. This is excellent for sharing
internally and externally. It can also be used to create
further assets. These could be digital or physical posters,
vox pop videos, email footers, how to guides and so on.
Tips!
Keep your core asset set manageable. Yes, you should
review the content from time to time, but your purpose
and values should be relatively static. If they keep changing
you haven't nailed them yet!
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CREATE
REINFORCING
MECHANISMS
Outcome
This is where you reinforce your target culture for
competitive advantage through a series of mechanisms
which help your culture become "normalised". In other
words it becomes, "part of the way we do things around
here."
Examples
Some of the reinforcing mechanisms might include:
Employee lifecycle mechanisms such as a values based
recruitment approach and induction processes.
How you manage health, welfare, benefits, and the
physical environment e.g. creating digital or physical
spaces for collaboration.
Your approach to communications and connectedness,
especially where you are experiencing even more remote
working than before.
The ways in which you manage performance and the
related intrinsic and extrinsic rewards.
Tips!
Consider how the cultural building blocks will be
reinforced. For example, will you revisit your values in
meetings and create innovative ways to recognise team
members for living the culture? Create a simple people and
culture dashboard to allow you to track your progress
against key metrics. This will also provide a fantastic data
set for future employees and investors.

Copyright The Change Shed Ltd 2020

Hope you
found this
useful
ALL

THE

BEST,

PAUL

We are always delighted to discuss your ideas and
questions. Please get in touch!

Hello@thechangeshed.com
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