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PART 1:  INTRODUCTION 

 
THE PURPOSE OF A CULTURAL ASSESSMENT 
 
Every organization of any significant size—whether a commercial enterprise, a non-profit, 
or a government agency—operates within its own distinctive culture. Corporate culture is 
recognized as the singular determinant of corporate effectiveness and can be an arbiter, or at 
least, an important factor in long-term success or failure. 

 
Webster defines “culture” as: 
 

5.a: the integrated pattern of human knowledge, belief, and behavior that depends 
upon the capacity for learning and transmitting knowledge to succeeding 
generations. b: the customary beliefs, social forms, and material traits of a racial, 
religious, or social group; also: the characteristic features of everyday existence (as 
diversions or a way of life) shared by people in a place or time. c: the set of shared 
attitudes, values, goals, and practices that characterizes an institution or organization. 
d: the set of values, conventions, or social practices associated with a particular field, 
activity, or societal characteristic. 
 

The simplest construct for corporate culture is whatever is reinforced and rewarded within a 
corporation. Corporate culture could be thought of as the set of unarticulated rules for 
success inside the enterprise. There are nine distinctive facets of corporate culture (we will 
review in Part 2) that come together to create the organizational paradigm that shapes and 
informs what people think about, how they see their work, and what actions they take. 
 
Culture is the condition in which people think, act, and work within the organization; it acts 
like a force-field, shaping and reinforcing what people think and do. It shapes the 
perceptions, thinking, and actions of the people within the company. Given that all 
performance in an organization is reliant on the actions of individuals and the cumulative 
impact of the action of many individuals, the corporate culture can be considered as the 
singular determinant of long-term, strategic corporate success. 
 
When a company’s corporate culture, or paradigm, becomes the fixed and absolute view of 
reality, or “how things are and ought to be,” rather than simply one way to view the world, 
the organization loses flexibility, increases waste, and slows execution. When a company’s 
typical way of working becomes the only way of working, the organization loses creativity, 
frustration rises with a loss of satisfaction, and innovation disappears.  
 
When the enterprise’s point of view becomes the way that it is, possibility is lost and 
opportunities are missed. Much of management’s attention is devoted to the tools and 
techniques that squeeze more out of the existing paradigm. In most organizations, the 
corporate culture is a mechanism for reinforcing past successes and avoiding past failures. 
Strategies, processes, systems, and structures are all too often artifacts of the corporate 
culture and of past success. 
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When the competitive external environment changes faster than the organization’s internal 
environment, the old culture impedes success in the marketplace. Internally, however, the 
existing patterns of perceptions and corresponding ways of thinking and working are 
validated and reinforced, and the old culture persists. What were once successful strategies 
are updated and honed. What were proven processes are improved. What were effective 
systems are refined and re-built. What were solid structures are re-balanced. All the while, 
corporate performance deteriorates. 
 
No matter how successful an enterprise has been in the past, it cannot develop and 
implement powerful strategies and effective plans if it is operating with strategies, culture, 
processes, systems, and structures that no longer fit the demands of the marketplace. In 
order to regain competitive advantage, the organization must transform itself by generating a 
new future for the enterprise that is founded and has competitive advantage in the 
marketplace of the future. Commensurately, the corporate culture must be a harmonic of the 
marketplace of the future, a corporate culture that empowers and enables people to invent 
new ways of competing and to change the rules of the game in the marketplace, as well as in 
the enterprise. 
 
Unless the existing culture is revealed, accepted, and owned, any attempt at cultural change 
will simply be a cosmetic attempt to cover up the old culture. The supposedly new culture 
will unwittingly inherit aspects of the old one that can undermine the effectiveness of the 
change effort. 
 
It is first necessary to assess and identify the existing culture and distinguish it for what it is: 
A Vicious Circle of self-reinforcing rules and procedures, processes and practices, patterns 
of perception, action, and thinking that come from and perpetuate the past, and leave room 
only for the predictable. Having identified the existing culture, leadership must then be 
willing to relate to it as merely the current paradigm for doing business— “a way of 
working” rather than “the way it works” or, even, “reality”—and then take responsibility for 
how they and everyone else in the organization participate and reinforce that same culture. 
 
Only then is it possible to begin to design a corporate culture from the future to which 
senior leadership is committed, a culture that can be the source of competitive advantage, as 
opposed to being an attempt to fix, change, or improve on the past. In a culture by design, 
people’s actions naturally express and build the vision. In other words, a culture by design 
pulls for the realization of the vision, strategy, and intended results. This gives access to 
extraordinary accomplishment and to producing results that are beyond the predictable. 
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METHODOLOGY 
 

Insigniam’s methodology for identifying and assessing the corporate culture is based on the 
following principles: 

 
ü An organization can be viewed as a network of ongoing conversations; 

 
ü People’s behaviors and actions are correlated to the world as they perceive 

it, or, said differently, how it occurs for them; 
 

ü The way the world occurs is in many ways, if not totally, linguistic; that is 
to say, the way the world occurs is screened and shaped by the 
conversations in which people are engaged and the patterns of those 
conversations—what they speak to and how they speak and listen—which 
mostly come from and perpetuate the past. 
 

ü The patterns of conversation of the people of an organization (both the 
content of those conversations and the structure of the conversations) can 
give insight into the corporate culture, a filter on and boundary to the 
conversations of people inside the organization. 

 
Thus, by identifying the patterns of conversation in which people are engaged within the 
enterprise, we can assess the existing corporate culture. We do this by conducting extensive 
individual interviews with the people of the organization in all functions and at all levels of 
the organization. 
 
In the case of the Bluebird of Location 1 and the Bluebird of Location 2, we completed 26 
individual interviews, consisting of 13 individuals from each organization. A total of 167 
employees completed an online survey. Each interview was designed to identify and reveal 
the network of ongoing conversations that correspond to the corporate culture of the 
organization. The survey questions were tailored to focus on individuals’ perceptions and 
ways of working, how work gets accomplished in and through the system, and to provide an 
assessment about what works and what does not work at The Bluebird of Location 1 and 
The Bluebird of Location 2. 
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PART 2: THE NINE DISTINCTIVE FACETS OF CORPORATE CULTURE 

 
 
When appraising an organization’s culture, assess it against these nine facets by asking (1) 
what are the stated/formal principles, (2) what are the actual practices of people within each 
facet, and (3) what are the unspoken background drivers? Each of these is an area to be 
measured and examined when transforming an organization’s corporate culture. 

 
1. Language and Conversation: vocabulary, content, and key phrases 

create an enterprise’s network of conversations. The success, longevity, 
and culture of an organization are all found in the conversations in which 
the people of the enterprise traffic.  
 

2. Customer Orientation: how much of the work of the enterprise is 
about serving the customer versus fulfilling the requirements of the 
company’s processes, rules, or protocols? For too many organizations, 
customers are simply an end to which products and services are 
delivered, not a North Star around which processes and conversations 
center. 

 
3. Values: values are that for which a firm stands as an ongoing concern 

and/or they represent the common denominators that people consider 
aspirational and inspiring in that particular organization. Consider what 
the company holds in high regard: what are the qualitative objectives for 
measuring the values in action? 

 
4. Accountability: are people organized for results, processes, tasks, or 

effort? What are the incentives for fulfilling on one’s accountabilities? 
Accountability can be thought of as ‘count-on-ability.’ 

 
5. Traditions, Rituals, and Artifacts: those items that are status symbols 

in the enterprise, or those things which give people a sense of belonging, 
pride, or inspiration impact the conversations and actions of people in an 
organization. 

 
6. Leadership Dynamics: how the workforce views leaders, leadership, 

and the recognized leadership practices of an organization impact how 
people work, speak, interact, collaborate, and complain. 

 
7. Unwritten Rules for Success: those who learn and master the 

unwritten rules for success—the taboos, status symbols, pathways, and 
behaviors—are those who rise and perpetuate the existing culture. 
Examine carefully which of these empower and disempower people in 
the organization. 

 
8. Decision Rights and Process: the systems and processes for 

determining who makes which decisions, at what pace, and by consulting 
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whom shape how work gets done and are critical facets to monitor 
within a culture. 

 
9. Legacy: the past of an organization often impacts its present and future. 

Attending to any major close calls, game-changing successes, or founder 
and/or a senior-most executive’s values or approaches is important. 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 



 

6 Copyright © Insigniam Holding LLC. All rights reserved. Confidential and Proprietary. May not be reproduced in any form, by electronic or print or any 
other means, without the express written permission of Insigniam. Visit www.insigniam.com for contacts. 

 

PART 3:  DISTINCTIVE ELEMENTS OF EACH BLUEBIRD ORGANIZATION’S 
CULTURE  

THE CULTURE 
 

The distinctive elements of each bluebird’s organizational culture, described in this section, 
are addressed in no particular order of importance, other than to organize key points of 
emphasis. 
  
The descriptions accompanying each element are a narrative of what was revealed in the 
interviews and surveys—samples of actual wording of interviews and surveys from 
participants are included in Appendix II. These distinctive elements are intended to give 
actionable access to the organization’s culture and represent threads of recurring concepts 
that can be discerned as the network, patterns, and structures of conversations at each 
bluebird organization. The distinctive elements name and give identity to a background that 
powerfully shapes perception and the actions that people take at work. 

 
As part of the process of revealing each bluebird culture, we first asked the interview and 
survey participants about their experience at their respective bluebird organization. We also 
asked participants to describe the culture in seven words or less. These answers constitute 
the first manifestation of each bluebird organization’s network of conversations; those 
conversations people have that shape their perceptions of and actions with regard to the 
bluebird organization. The most commonly used words are noted in a word cloud for each 
bluebird. The size of each word corresponds to the frequency in which it was voiced in the 
interviews and surveys; the more the word was used, the larger it appears in the word cloud.  
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THE DISTINCTIVE ELEMENTS OF THE BLUEBIRD OF LOCATION 1’S CULTURE 

 

 

 
 
 

1. IT’S NOT A JOB, IT’S A CALLING 
The people of the Bluebird of Location 1 (LOCATION1) don’t see their work as a 
job, but as a calling from which they go above and beyond in service of patients and 
their families. While not too dissimilar from their colleagues within the hospital 
system, the differentiating factor between the two lies within the fact that the people 
of the LOCATION1 are dedicated to providing comfort and the long-term care of 
patients, while including and having consideration for patient families. On the other 
hand, teams elsewhere in hospitals focus on healing the patient as fast as possible 
and releasing them from the facility. Seeing the impact they make for patients and 
their families each day supports and reinforces morale, while allowing purpose to 
drive and maintain performance. 

 
2. DON’T GET IN THE WAY OF MY CALLING 

Motivated by the patient and their family’s ease of burden, the job for patient-facing 
employees is more about who they are for the people they serve and less about the 
non-patient related aspects of their work. For many, this shows up as burdensome, 
annoying processes and limitations within the system that prevent employees from, 
in their opinion, being able to properly and fully care for their patients. Not being 
able to see a direct correlate between these processes and bedside care calls into 
question its value and whether resources are being properly utilized. This perspective 
also shapes the way people relate to one another. Seeing the direct impact of one’s 
work with patients and their families is generally rewarded. Employees with less 
patient interaction and visibility, who are just as motivated to serve patients, express 
that value and connection by ensuring their work eases the burden of the patient and 
their family. 
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3. WE WORK AROUND EACH OTHER, NOT WITH EACH OTHER 
Many pointed to the value of teamwork and its presence within the LOCATION1 
organization, yet they also expressed that more often than not they felt as if they 
were working alone or that everyone is too busy. This goes beyond the difference 
between facility and at-home palliative care. There is a consistent feeling that 
colleagues either do not fully understand what others in the organization do or that 
they just don’t have time to work together well. Consequently, the idea that people 
will help or collaborate with each other is more of a pipe dream than something to 
expect. Doubt and silos emerge within the organization, particularly with internal 
working relationships. In the background, this persists even as people get their work 
done side by side. Doing one’s job so well and in such a specialized manner that no 
one else seems capable of helping is a point of pride for people in the organization. 
This leaves people to overlook those opportunities for which people can come 
together and collaborate. People are working around each other rather than with 
each other. In turn, the perceived isolation and workload appears to continually 
increase with little to no solutions and eventually appears as insurmountable, leading 
to burnout. 
 

4. THIS WORK CAN’T HAPPEN WITHOUT ME 
Our care and its importance is clearly at the forefront of people’s work at the 
Bluebird of Location 1. To them, there is an incredible amount at stake. Seeing the 
difference that they make for the patient and beyond resonates on a level that not 
only keeps them motivated, but also shapes the way they approach their work. The 
potency of these circumstances, at times, disrupts work-life balance due to the fact 
that they care so much and value the ramifications of their work. This is not due to a 
‘superman’ complex but instead an unwavering devotion to the wellbeing of others 
that, at its foundation, stems from the Nursing Pledge’s commitment “to be an 
advocate and a healer.” In turn, this unwavering commitment starts to show up as “if 
not me, then who?” which leaves little room for breathing and no room for slack. 

 
5. LEADERSHIP IS A TITLE 

The picture of true leadership within the Bluebird of Location 1 is reduced to a 
single individual, the CEO, rather than the executive team. While the CEO’s vision is 
clear and enrolling, many see leadership below the CEO as more of a distraction 
from their goals or too numbers-focused. In some ways, they’re lacking a clear, 
unified voice in the way they communicate, especially when holding employees 
accountable for the delivery of their requests. Many are seen as having different, 
opposing opinions that could detract from the efficiency and effectiveness of the 
organization. In turn, those who hold leadership titles become less visible and 
valuable to their direct reports. The fast-paced nature of the LOCATION1, where 
employees hold each other with high regard, have little time to navigate mixed 
signals with such a high caseload. Ultimately, any lack of clarity is typically resolved 
within each working group to address the needs of patients and their families. While 
this shows the resiliency of the organization, leadership and employees do very little 
to hold one another accountable as they believe they can and must hold the weight 
of the world upon their shoulders.  
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THE DISTINCTIVE ELEMENTS OF THE BLUEBIRD OF LOCATION 2’S CULTURE 

 

 

 
 
 

1. THIS WORK IS A MISSION AND A CALLING 
The people of the Bluebird of Location 2 (LOCATION2) are driven by a passion to 
serve patients and their families in their greatest time of need. Knowing that the 
service they provide prepares for and eases this care differentiates them from their 
equals within the hospital system who focus on treating and releasing the patient. 
The weightiness of impending patient death is ever present in the background. As a 
result, people within the group set expectations for one another at a high standard. 
These standards are not always clearly defined due to a lack of time as well as 
professional and familial respect for one another, however. They are present to the 
value of their work and remain motivated and persistent as they speak reverentially 
of the acknowledgments they receive from patients and patient families. 

 
2. A TEAM TO LOVE & PUT UP WITH 

When employees speak of their colleagues, it is with respect and frustration. When 
asked what enables them to get their job done, employees emphasize the need for 
teamwork. Most express the view that they all make a contribution from clinical, 
marketing, finance, and doctors … “we are all for the patient.” Yet, these comments 
are quickly followed by frustration that their “teammates” often occur as obstacles 
that slow down their ability to accomplish necessary daily tasks. In most instances, 
personal issues are often stepped over and tolerated rather than resolved. Many 
employees shared their belief in the concept of ‘team’, but feel that others “don’t 
understand and appreciate my role.” As a result, individual and organizational silos 
have emerged, as people believe that the most reliable part of their team is 
themselves. While this exhibits dedication, devotion, and endurance, it ultimately 
adds stress on individual accountabilities within an already overloaded work 
environment.  
 
 
 
 

3. EVERYTHING ELSE IS IN THE WAY OF PATIENT CARE 



 

10 Copyright © Insigniam Holding LLC. All rights reserved. Confidential and Proprietary. May not be reproduced in any form, by electronic or print or any 
other means, without the express written permission of Insigniam. Visit www.insigniam.com for contacts. 

 

While the people of the Bluebird of Location 2 (LOCATION2) understand the 
multitude of tasks necessary to deliver superb patient care, they expressed 
dissatisfaction in being consistently stretched thin. Their scope of work running from 
patient care to managing the LOCATION2 organization, consists of counseling, 
administering drugs, managing physical well-being, as well as ordering and managing 
equipment and supplies. In addition to the high volume of administrative tasks, 
many expressed frustration with regard to the bureaucratic requirements they have to 
satisfy, as well as their dependency on others to complete their work.  Nevertheless, 
staff persist in order to deliver excellent care, even as metrics like maximum case-
loads have long been surpassed for over a year without acknowledgement or 
correction (with 13 as the limit and 20 as the current and consistent caseload). In 
turn, many suggest that they are at a breaking point that has and will prevent them 
from truly being with and delivering for the patient and their family. 
 

4. WE MANAGE WITH WHAT IS IN FRONT OF US 
Usually attributed to a lack of time, most said they either ignored or resolved issues 
and concerns on an individual basis rather than rely on superiors. This was generally 
attributed to some superiors micromanaging their work, or, conversely, remaining 
completely uninvolved. Most suggested that, rather than disrupt the status quo, they 
adapt by focusing on delivering for patients with what was in front of them. This 
adaptability and resolve on the patient level helped maintain the value of the facility 
while inhibiting the organization from growing with patient care. 
 

5. WILLING BUT VULNERABLE 
While the merging of the two bluebird facilities presents new opportunities in an 
evolving bluebird market, many worry that the people of the LOCATION2 would 
either lose their voice or be overpowered by the other organization. As a result, there 
were significant requests for a clear vision for the future, including an understanding 
of who was in charge, how to communicate impending changes, and how roles 
would be reshaped. People suggested these questions reflected a concern about 
whether the LOCATION2 had the ability to align with the Bluebird of Location 1 
(LOCATION1), due to older and different systems, processes, and facilities. To 
some, the organization was more representative of the past than the present, 
especially when compared to the LOCATION1. These individuals pointed to an 
awareness of the LOCATION1’s updated systems and the fact that the CEO of that 
bluebird group was slated to lead the newly formed bluebird organization. While this 
might be the case, employees nearly unanimously expressed a willingness to adapt 
and a desire to see the new bluebird organization succeed. 
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PART 4: THE SIX CRITICAL SUCCESS FACTORS  

 
THE SIX CRITICAL SUCCESS FACTORS 

 
Organizations that have produced a breakthrough and transformed strategically, 
organizationally, and at the individual level are united by a set of critical success factors. 
These critical success factors not only help hasten the breakthrough in performance, they 
serve as pillars around which the people of an enterprise can organize their conversations, 
actions, and commitments. 

1. A Context for Building Something Magnificent: establishing an 
overriding context and commitment within the organization that 
something magnificent is being built is cardinal to enabling top-tier 
performance. This context can be described as what the organization is 
‘up to’ and it becomes palpable amongst its employee population in the 
network of conversations and for customers, vendors, and stakeholders 
as they come in contact with the company, its people, and its work.  

2. The Three Aspects of Integrity: integrity is often associated with the 
morals of a society, the ethics of an organization, or the laws of a state. 
This is an insufficient foundation to cause a breakthrough in 
performance. Breakthroughs involve harnessing integrity at each of its 
three levels: 

! HYGIENIC: do people do what they say they will do, by 
when they say they will do it, in a manner consistent 
with how one would expect it to be done? 

! SYSTEMIC: are processes and systems consistent with 
and in service of the purpose/ambition? 

! ULTIMATE: are people’s actions consistent with that 
for which they stand and that which they value? 

When integrity exists as a virtue rather than a necessary condition of 
performance, it is easy to sacrifice integrity when it appears one can 
increase performance by doing so.  

3. A Framework of Responsibility and Accountability: a core cultural 
value and operating principle of personal responsibility and individual 
accountability provides the requisite framework for individuals to take a 
stand for and commit to bold results that are beyond one’s span of 
control. Without such a framework, finger pointing, credit taking, 
excusing failures, and dwelling in resignation become the currency of 
people’s conversations. 
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4. Organized Around Breakthrough Performance: being organized 
around breakthrough performance is about aligning the commitments, 
conversations, structures, and processes of an organization around the 
context of building something magnificent. Out of this springs creativity, 
new possibilities, game-changing initiatives, and empowered and inspired 
people who bring about an entirely new level of performance, leadership, 
and collaboration. From this, several unlikely, remarkable, and business-
critical results emerge that mark the beginning of a new era. 

5. An Aligned Leadership Coalition: an aligned leadership coalition 
embodies the future and it demonstrates this in everyday conversations, 
interactions, and operations. Executives and managers constitute 
themselves as leaders to cause the unpredictable and share leadership 
across the organization in pursuit of a common commitment. 

6. Mobilizing and Aligning Key Constituencies: an organization 
displays top-tier performance on the court, or more accurately, in the 
marketplace. Within the organization there are key constituencies to be 
aligned and mobilized, such as managers, geographies, and various 
manufacturing facilities and plants. Additionally, top-tier players engage 
with and powerfully align with key stakeholders and constituencies 
outside the walls of the organization, like customer partners, critical 
vendors, and key suppliers. Together, all of these groups can work 
together to deliver much more than the results of today. 

In retrospect, the genesis of a breakthrough often appears simple. The building of the new 
bluebird organization will take many forms. Its leaders and employees will need to stand in 
the future of the organization they are committed to build and consider what the 
accountabilities, structures, ways of working, decision rights, and conversations need to be to 
have the intended future realized. Without unhooking from the past of both organizations, 
they will only produce some version of what has been, i.e., something ill-suited for what the 
future calls.  
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PART 5: LEVERAGE POINTS FOR THE FUTURE 

Nothing is accomplished without action. In the following pages, suggested areas of focus are 
presented which, if acted on, can address the challenges and capitalize on the opportunities 
outlined in this assessment.  
 

1. Leverage each organization’s similarities, perseverance, and commitment to 
patients 

2. Generate a culture of responsibility and accountability, alignment, and honoring 
each other’s contribution 

3. Contextualizing every single act in the hospital as an expression of patient care 
4. Instill “leadership” as a context or way of being organization-wide 
5. Establish decision rights that support productivity and efficiency 
6. Organize the new bluebird organization around an innovation engine as its 

competitive advantage in a changing and competitive marketplace 
 
 
 
 

1. LEVERAGE EACH ORGANIZATION’S SIMILARITIES, PERSEVERANCE, AND 
COMMITMENT TO PATIENTS 
 
As is evidenced from the interviews conducted, there is a strong foundation of 
relatedness between the two bluebird organizations. This opens a significant 
opportunity to utilize similarities in commitment and a clear strength in perseverance 
as a launching point as a whole new organization emerges. From this, a powerful and 
exciting design for the future should be actively created with bold ambitions and 
extraordinary future placed at the forefront. Unlike the predictable future, where the 
past is merely extended out into the future, a designed future comes from a realm of 
possibility for the organization - what you would design if you could create anything. 
The designed future gives the people in the organization a place to stand so that the 
future into which they are living is not whatever happens to come their way. They 
know that success is the result of their and others’ actions that are consistent with 
the future they designed.  
 
Without a vision, a conversation for being an aligned, focused, dynamic, creative, and 
skilled group of people cannot be heard as an opportunity for something new - it can 
only be fit into the existing conversations from the past where such a corporate 
culture has not been the case. Therefore, it is likely to be heard as, at best, optimistic; 
and, at worst, idealistic nonsense. 
 
The corporate culture of an organization is a singular determinant in the success or 
failure of organizations of any size. It is the responsibility of senior management to 
shape and manage the corporate culture such that it aligns people’s actions toward 
the accomplishment of a powerful and inspirational designed future. Executive 
management’s job is to give voice to an inspiring and challenging future and to 
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provide an environment in which people of the enterprise can make their maximum 
contribution to realizing that future. 

 
 

2. GENERATE A CULTURE OF RESPONSIBILITY & ACCOUNTABILITY, ALIGNMENT, 
AND HONORING EACH OTHER’S CONTRIBUTION 
 
Culture, it can be said simply, is what is rewarded and what is reinforced (mostly 
unofficially). Culture is found in the network of conversations of the organization, 
and it is evidenced in processes, practices, and artifacts.  
 
At the heart of success for any team is coordinated action. Several elements greatly 
support the practice of coordinated action in an organization: alignment, responsibility, 
and accountability.  
 

• Alignment is not agreement; it is the willingness to get behind 
something that one didn’t create or have a say in and take a stand for 
the success of that initiative, even when reservations about it remain.  

• Responsibility is not blame, nor is it working to fulfill the success of 
one small part of the business. It is recognizing that one’s actions and 
inactions contribute to the entire business, both what does and what 
does not work about it.  

• Accountability does not appear simply when one knows what to deliver 
but requires that people across an organization look to its biggest 
commitments and ensure that the necessary accountabilities to fulfill 
them are in place. 

 
Embedding a culture in which alignment, responsibility, and accountability emerge 
shifts people’s focus from ‘who messed up’ to ‘where can I make a difference?’ It 
displaces finger-pointing and gives space for people to honor the contributions of 
their colleagues—colleagues equally committed and hard-working as everyone else. 
 
To forward such elements, generating practices and structures for honoring the 
contributions of one’s colleagues as a natural, regular, and expected way of working 
is paramount. 

 
 

I have become convinced that unless a company learns the importance 
of the human element in its enterprise, they’re going to be a mediocre 
company. They just aren’t going to get outstanding results. The striking 
thing I saw at Ford during the ‘80s was the extraordinarily positive force 
you unleash when you energize people by getting them involved in what 
you’re trying to do by asking them for their opinions.  
 
And you need to work steadily with your management group to 
convince them that they will be better managers if they abandon 
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autocratic approaches and instead adopt a participatory approach, where 
they identify a problem that needs a solution or a program that needs to 
be undertaken. You figure out all the people who are going to be 
affected by that and have them participate very early in the process of 
getting information pulled together. 

Donald Peterson 
Former Chairman & CEO,  

Ford Motor Company 

 
 

3. CONTEXTUALIZING EVERY SINGLE ACT IN THE BLUEBIRD AS AN EXPRESSION OF 
PATIENT CARE 
 
A traveler came upon three individuals working with stone. Curious as to what these workers were 
doing, the traveler approached the first worker and asked, “What are you doing?” Without the 
slightest hesitation, the worker replied, “I am a stone cutter and I am cutting stones.” Still unclear 
of the workers’ task, the traveler approached the second worker and asked the same question. To 
this, the second worker thought for a moment, gazed briefly at the traveler, and explained, “I am a 
stone cutter and I am cutting stones to earn money to support my family.” Perplexed by the two 
different responses, the sojourner approached the third worker and asked, “What are you doing?” 
Stopping for a moment, the worker stared at the stone in his hand, slowly turned to the traveler, and 
said, “I am a stone cutter and I AM BUILDING A CATHEDRAL!” 
 
The majority of the employees are abundantly clear that what they do makes a 
difference for patients and their families. Assigning of caregivers, documentation, 
protocols for meetings, and hand-offs amongst teams, for example, are not inspiring 
to most people; employees are tired of simply tending the scoreboard without 
knowing the actual game that is being played.  
 
The organization has benefited from the many employees who, despite frustration 
with caseloads and clerical tasks, remain at their respective bluebird organizations 
based upon their passion for and connection to its patients and the communities 
they serve. This shows that possibility is still alive and well and merely needs to be 
harnessed and channeled in a common direction in which every act is seen as a direct 
and beneficial impact on the patient and their family. Distinguishing and committing 
to that picture of the future will provide a much needed “North Star” for the overall 
culture. 
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4. INSTILL “LEADERSHIP” AS A CONTEXT OR WAY OF BEING ORGANIZATION-WIDE 
 
In the American business lexicon, the words “leadership” and “management” are 
typically synonymous. Unfortunately, this kind of circular definition contains no 
information and leaves people in the organization with little power. Distinguishing 
leadership from management by identifying distinct domains for each leaves people 
powerfully in action.  

 
Leadership is giving direction and inspiring others to act in that direction. Leadership 
has nothing to do with position or title. Management is the organization of the 
business. Management without leadership is bureaucracy. Leadership without 
management is chaos.  

 
Leadership arises when there is something to accomplish that calls for leadership. 
When a challenging, exciting, and inspiring future has been designed and committed 
to, it will call forth leadership. Those who are called to lead will be called to be bigger 
than they know themselves to be.  

 
The creating of an organization where strong leadership is present will setup the new 
bluebird organization to produce unpredictable results and to realize a designed 
future that is unpredictable, yet doable. Strong leadership in an aligned organization 
can be the source of competitive advantage.  

 
When management begins authentic conversations – committed speaking and 
listening – with the people of the organization about making the unpredictable 
happen, about breakthrough results, and about having fulfilling and satisfying work 
lives, the transformation of the organization will begin. People throughout the 
organization will begin to engage in new conversations themselves, considering 
possibilities that never existed in the old world.  

 
Creating and engaging people in these new conversations is the beginning of 
developing leaders throughout the organization. At that point, leadership 
development and opportunities to practice leadership with coaching will make a real 
difference. 
 

5. ESTABLISH DECISION RIGHTS THAT SUPPORT PRODUCTIVITY & EFFICIENCY 
 
Inviting people into the decision-making process earlier opens up an opportunity to 
break down barriers, establish transparency throughout the organization, and 
improve inefficient processes. This includes people from all different functions in 
the new organization and from all different levels. The operating principle in the 
background is that people are more supportive of what they help create.  
 
While some decisions are most effectively made at the top, decision quality could be 
significantly enhanced by being more inclusive. A way to decide upon the correct 
decision-making procedure could be to consider how decision rights are granted. 
Not only will this serve to prevent barriers from being created within the new 
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organization, but it will set the stage for transformation in how people have 
historically worked in their legacy organizations. 
 
This exercise would start with a sober examination of individual accountabilities. 
Once people are clear on what results are expected of them, it becomes clearer as to 
the decision rights they must retain in order to support those outcomes. Handoffs 
and touchpoints can then be negotiated between parties until full alignment is 
reached on who owns what decision. 
 

6. ORGANIZE THE NEW BLUEBIRD ORGANIZATION AROUND AN INNOVATION 
ENGINE AS ITS COMPETITIVE ADVANTAGE IN A CHANGING COMPETITIVE 
MARKETPLACE  
 
The new bluebird organization has the opportunity to simultaneously ‘sustain the 
fortress’ of the newly created company while setting up the organization to catapult 
to distances beyond the reach of its competitors. Without innovation, the new 
organization is at risk to be paralyzed.  
 
In order to build a culture of innovation, the new bluebird organization will need to 
address the forces that are working against innovation and creativity. Those include: 
 
! Corporate Immune System: like all organisms, companies organize around 

killing off those things which threaten what it knows itself to be. Though the 
new bluebird organization is in its infancy, the scourge of the past is infiltrating 
what is new with rules, assumptions, and beliefs from the past that are likely not 
relevant to the new case. 

! Corporate Gravity: An invisible force preventing employees from venturing 
beyond established ways of working in an organization. For both bluebird 
organizations, the pull of the past and what used to be will prevent the new 
organization from lifting off. 

! Corporate Myopia: An invisible force that focuses perceptions and behaviors 
on short-term considerations at the expense of long-term impacts. Examples of 
this are found in the classic business school question, “what business are you 
in?” For Bluebird, what the two legacy companies have been in the past provides 
no requisite of what the new organization can, should, or will be. 

 
As a tool for organization, Insigniam offers the Four Pillars of Innovation as a 
premise for generating the elements of an extraordinary innovation culture. Those 
four pillars are:  

 
! A Leadership Mandate for Innovation 

A clear, aligned commitment from the top of the organization that innovation is 
not only desired but necessary for future success. Rewards and recognition need 
to also align with this commitment. 

 
! Create a Proprietary Process for Creating Innovative Ideas  
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Shepherding those innovative ideas through prototypes and implementing the 
ones that make it through the pipeline is critical for success. Criteria for success 
cannot mirror that of standard initiatives since innovation ideas will have 
different investment needs, typically longer time horizons, and unique ROI 
metrics. 

 
! Innovation Infrastructure 

Having a dedicated infrastructure for innovation will help ensure that proper 
focus, as well as resources, are dedicated to these efforts. Whether it is an 
operating committee sponsor chartering ad hoc innovation teams or a full-blown 
innovation office, innovation needs a “home” at the bluebird.  

 
! Culture 

Creating, nurturing and building a culture where innovation can thrive is critical 
for success. That includes a tolerance for intelligent risk-taking, re-examining 
how failures are dealt with, and encouraging people to prototype and test new 
ideas. These elements must be continually reinforced and publicly recognized. 
 
 
 
THE BLUEBIRD OF LOCATION 1’s CULTURE 
 

 
 
 
 
 
THE BLUEBIRD OF LOCATION 2’s CULTURE 
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APPENDIX I:  THE INTERVIEW QUESTIONS 

 

1. Tell me about your role and what people at work count on you to do. 
 

2. What seven words would you use to describe the culture at your bluebird? 
 

3. What makes you proud about what you do each day? 
 

4. What gets in the way of you personally making your maximum contribution at work? 
 

5. What is your biggest frustration in getting your job done? 
 

6. What supports you to be successful in your job? 
 

7. In seven words or less, please describe the quality of leadership at your bluebird. 
 

8. What do people complain about at your bluebird? 
 

9. What do you have to “put up with” at work? 
 

10. What do people get acknowledged and rewarded for here? 
 

11. When you look into the future and think about the merger, what are you optimistic 
or excited about? 
 

12. When you look into the future and think about the merger, what, if anything, are you 
pessimistic or worried about? 
 

13. When you think about the merger, which areas or processes will be critical to 
integrate? 
 

14. What do you think should be the top three concerns (matters that must be tended 
to) for the merger to be successful? 
 

15. What will management and leadership need to provide to address those concerns? 
 

16. Is there anything else you would like us to know? 
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APPENDIX II:  ILLUSTRATIVE QUOTES 

 
CULTURAL ELEMENTS OF THE BLUEBIRD OF LOCATION 1 

 

1. IT’S NOT A JOB, IT’S A CALLING 

• “Oh gosh! I will cry! It is a calling for me. I have done it since graduate 
school. This is not a job, it’s my calling. And there could not be a better 
organization.”  

• “It is the most amazing work. The opportunity to change the experience for 
the patient, but maybe even more with the family and make it a much 
different experience is really amazing.” 

• “I’m proud that at the end of each day, I can say that I did everything within 
my power and with all the integrity I possess to take care of our patients and 
families – even when the day might not have been so great.” 

• “On a granular/basic level, it makes a difference. The difference we can 
make in someone’s life. With the education that I provide, I see being vehicle 
that I have others be able to make that difference.” 

 

2. DON’T GET IN THE WAY OF MY CALLING 

• “What gets in the way of making my maximum contribution at work is 
regulations - like Healthcare providor 1 and all the things we have to get into 
the computer. It is not our office, but it is regulatory things we have to abide 
by. We don't want to sit in front of a computer with a family. We want to just 
be with them. We have time constraints - we wish we had more time to be in 
a home. We have to get info into a computer and go to meetings. We can't 
seem to do anything about it. Regulations!” 

• “What gets in the way for me is hurt feelings [of others] - If I do too much, 
other people feel I am an overachiever - even being picked for this interview 
people are saying "Oh, management likes you." and I did not even have any 
control over it. It does not hinder me yet, but it might one day effect my 
work. It is on my mind that everything I do is looked at this way.” 

• “A big frustration is the concurrent care piece of money. I understand and 
see where parents are coming from and sometimes it is difficult to ask for 
something that is not included in our plan. You can't just say that to a 
parent.” 

• “People complain about certain people and their behaviors - and then the 
seeming unwillingness to address bad behavior like the doctor who is so 
disrespectful to coworkers.” 

3. WE WORK AROUND EACH OTHER, NOT WITH EACH OTHER 
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• “My biggest frustration in getting my job done is the lack of communication 
and negativity by certain team members. You learn to sit in different places 
and make do. There will always be people you work with who see the 
negative. They don't try to shift with change and see the positive.” 

• “Being On-Call (after hours and weekends) is something people complain 
about…not being in communication; not letting me know that someone is 
dying or I am needed; sometimes they don't feel so much like a team as we 
do during the week.” 

• “My complaint is that sometimes when processes change, we are the last to 
know. Information does not get down to who needs it. It makes us look 
unprofessional.” 

• “I recently observed a drama in another administrative department and the 
whole department was not getting along…and they were putting it on social 
media! People started getting involved who were not involved. We need to 
have a social media etiquette class! Not professional!” 

 

4. THIS WORK CAN’T HAPPEN WITHOUT ME 

• “Our teams internally look to us for support - they will come to us and say 
can you help me problem solve something. Sometimes when employees have 
issues with a team member they come to us for support.” 

• “A big frustration in getting my job done… is [there is] no easy way. Kids 
Path is over here by themselves - very split - "On call" (weekends and holiday 
staff) …say they don't want to do kids.” 

• “I am worried about the growth of the organization - there will be more for 
me to do, and I’m worried that I will not get the resources needed to handle 
the added work. [There will be] rebranding and renaming of everything - I 
will have to redo all the Marketing materials we have worked on for the last 4 
years.” 

• “I would say that every single person who works here is here because of the 
kind of work we do – they are committed to the mission; this can be a 
strength that could become a weakness if we get tunnel vision about it.” 

 

5. LEADERSHIP IS A TITLE 

• “People complain that leadership and upper management are too into 
numbers which flattens the person (the employee and the patient).” 

• “Kristen will leave me voicemails and leave me a note. It is the 
personalization that people will do. All the senior leadership sent a birthday 
card last year to me. I have never had that! Those personal touches make a 
difference…” 
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• “Our leadership is varied - it ranges - some are stronger than others, some 
lacking empathy - no time is given to listening to what we deal with.” 
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CULTURAL ELEMENTS OF THE BLUEBIRD OF LOCATION 2 

 

1. THIS WORK IS A MISSION AND A CALLING 

• “I take so much pride in what we stands for. I have truly found my calling. 
This career does not feel like a "job", this is without a doubt a passion for 
me. Getting to help people in their most vulnerable time of life, being a 
support system for their family/friends/caregivers, providing education for 
end of life care. I LOVE IT!!!” 

• “I love what I do every day! I am able to touch lives in a compassionate, 
caring way. I believe I make a difference with the approach that I take, and I 
get to witness the strength and love that families have during difficult times.” 

• “The patients that I care for, to know that I made a difference in their life is 
so much more than a paycheck. I want to see them smiling and having the 
best days that they can have.” 

• “I'm proud and honored to be a part of some of the most meaningful 
experiences in people's lives. I'm proud to assist in creating moments of joy 
and peace where there is suffering and chaos. I'm proud to have 
conversations about death and life that so many people in the world are 
scared to have. I'm proud to know and love the people we serve.” 

• “We have the unique opportunity to ease the suffering of those facing end of 
life issues. Our team continues to address physical, spiritual, and psychosocial 
concerns of those we serve. We focus on healing of the individual not only 
with drugs and physical interventions, but with faith, hope, and love.” 

 

2. A TEAM TO LOVE & PUT UP WITH 

• “The attitudes of others bogs me down and rubs off on me. Then I lose my 
drive that what I do is not valued. There is a lot of - there can be a lot of 
negativity. One of our supervisors can be a procrastinator so when you work 
hard on something and it just sits and there seems to be no desire to look at 
what you have worked so hard to do, it makes you not care so much.” 

• “Being a team lead, to see the low morale that my coworkers don't take as 
much pride or being petty. We are supposed to be a cohesive team and pass 
on work that does not get done. Low work ethic ...this CNA job compared 
to other locations is so different here - you can have a conversation with a 
patient and get the right help instead.” 

• “Lack of communication from team members and the usual organizational 
barriers.” 

• “I'm sometimes apprehensive about overstepping my boundaries and 
infringing upon the responsibilities of other departments.” 

3. EVERYTHING ELSE IS IN THE WAY OF PATIENT CARE 
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• “My job is with my patients and families, but I spend 10 x’s as much time in 
front of the computer as opposed to with my patients and families.” 

• “Our admission charting takes a large amount of time to complete and they 
are always adding more and more to it. Nothing is ever done to try and make 
it easier or better.” 

•  “There are times where meeting times and length of meetings can interfere 
with being able to give myself completely to the work. These meetings are 
necessary for patient care, but scheduling could be considered and how it 
impacts.” 

• “There are so many time-consuming meetings that I don't get to spend 
enough time to be with each patient; I have to make visits shorter than I 
would like.” 

 

4. WE MANAGE WITH WHAT IS IN FRONT OF US 

• “It doesn’t matter how overworked, stressed, or exhausted we are, we are 
expected to do whatever they give us to do. I can’t name anything right now 
that has been done to support me in my work.” 

• “Leadership is lacking accountability and follow through.” 

• “My biggest frustration in getting my job done is when I cannot get the 
guidance and direction I need to get the job done. Also, another frustration is 
that there is more work than there is help. I feel that some managers need to 
trust the employee to do their jobs.” 

• “Sadly, we still have some disconnect from upper management and line staff. 
Middle managers tend to micro-manage. Staff at times feel they are not 
trusted to make on the spot decisions. There has only recently been a place 
for staff to unload the day to day grief we deal with.” 

 

5. WILLING BUT VULNERABLE 

• “The pessimistic side of me worries that the Bluebird of Location 1 is going 
to take us over and slowly terminate all of the   staff.” 

• “I am worried that we will be seen by the other organization as outdated or 
behind-the-times.” 

• “Technology insufficiencies and excessive documentation requirements get 
in the way of my work.” 
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