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PART 1:  INTRODUCTION 

THE PURPOSE OF THIS REPORT  
 
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. The following are nine distinctive elements of corporate culture 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. 

 
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 firms, customers are simply an end to which 
products and services are delivered, not the 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 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. DECISION RIGHTS AND PROCESS: the systems and processes for who makes 

which decisions, and at what pace, and by consulting whom, shape how work gets 
done and are critical elements to monitor within a culture. 
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6. TRADITIONS, RULES, AND ARTIFACTS: those items that are status symbols 
in the enterprise, or those things that give people a sense of belonging, pride, or 
inspiration. They impact the conversations and actions of people in an organization. 
 

7. LEADERSHIP DYNAMICS: how the workforce views leaders, leadership, and the 
recognized leadership practices of an organization that impact how people work, 
speak, interact, collaborate, and complain. 
 

8. 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 up and perpetuate the existing culture. Examine carefully which of these 
empower and disempower those in the organization. 
 

9. LEGACY: the past of an organization often impacts its present and future. Attending 
to any major close calls, game-changing successes, or a founder’s and/or a senior-most 
executive’s values or approaches is important.  

 
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. 
 
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 a company 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 company 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 harmonic to the marketplace of the future, a corporate culture that 
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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 lipstick attempting 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 in the company—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 in 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 in and the patterns of those conversations—what they speak 
and to whom 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 to 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. 
 
We completed 107 individual interviews and collected 193 online survey responses at    . 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 provide an assessment about what works and what does not work at ABC, 
EFG, and     when already in place.  
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A further breakdown of the demographic data is below: 
 
Of the 107 interviewed, 57 belonged to ABC, 42 to EFG, and six to other parts of Platinum before     
was created. 
 

 

 
Of the 193 surveyed, 109 belonged to ABC, 65 to EFG, five to other divisions within Platinum, 
four outside of Platinum before the creation of    . 
 

 

 
 
  

ABC 

EFG 

Platinum 

Platinum 

Platinum 

ABC 

EFG 
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For the location distribution, please refer to the following two graphs. 
 
Interviews:  
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Surveys: 
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Lastly, the age distribution graphs are attached. 
 
Interviews: 
 

 
 
Surveys: 
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PART 2:  A VIEW OF THE CURRENT NETWORK OF CONVERSATIONS 

An organization can be characterized in many different ways, such as its brands, its products and 
services, its size and scope, its mission and vision, and many others. One of the ways it can be 
characterized is as an on-going network of conversations, that is a set of conversations networked 
together. Each organization has a specific network of conversations which distinguishes it and 
serves as a context for what occurs as possible, feasible, or even abhorrent (among many other 
things).  
 
For this assessment, those interviewed were asked, “What seven (7) words would you use to 
describe the culture of your legacy division (ABC/EFG)?” The responses from all those who 
answered were gathered and three-word clouds were generated: one for ABC, one for EFG in 
regions where the integration has just started or there are no plans to integrate and one for the 
regions where     has already been integrated. The size of the word indicates the frequency with 
which the word appeared in people’s responses.  
 
 
1. ABC 
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2. EFG  
 
  

 
 
 
3. Already   
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PART 3:  DISTINCTIVE ELEMENTS OF PLATINUM    ’S CULTURE 

The distinctive elements of Platinum     corporate culture are set out below. These elements are 
not listed in a particular order but are grouped together for emphasis. The elements are not 
expressed in the words of the interviewees but rather as threads of recurring concepts that can be 
discerned as the network, patterns, and structures of ongoing conversations giving actionable 
access to the corporate culture. Exact quotations from employee interviews are included in 
Appendix I to illustrate and support each element. The distinctive elements name and give identity 
to a part of the background for the actual conversations in which people are engaged, and for the 
actions that people take at work. 
 
 
1. WE CARE 
 

People’s love of their division and pride in what they do is palpable and can be heard 
across thousands of miles. People speak about     and its legacy groups in glowing 
terms. The organization empowers people to be active and high-energy contributors 
who know the impact they make on consumers. That impact is the source of 
tremendous pride. The organization has succeeded in building a culture that calls for 
people to be sensitive to each other’s needs—even if those needs are one’s long-term 
career prospects—and to ensure a positive working environment. People are listened 
to and supported. People regularly reach across departmental lines to help someone 
find a way around the system and get safe and effective products in front of those in 
need.  

  
Moreover, the   division is extraordinary not because it is a part of Platinum, but 
because of the value it provides for patients, mothers, babies, and fellow colleagues. 
The EFG and ABC products serve to care for people in periods of vulnerability. Thus, 
the context in which people work is “caring” and this also points the attention on how 
to care for other colleagues as well. Blame and finger-pointing, even inside brands 
looking for financial success, is not how people work. Instead, caring for others and 
supporting colleagues to thrive is what matters.  

 
As heroes for patients and babies, it is easy to look down upon, and not trust other 
divisions across Platinum where they do not see that same level of care or sacrifice. 
The     mission is different and better than the Platinum mission. While this is more 
prevalent at EFG, it is also very present at ABC. Unsurprisingly, people do not see 
much value in the relationship with their larger parent company. 
 
 

  



 

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. 

14 

2. PATIENTS, MOTHERS AND BABIES ARE MORE IMPORTANT THAN PROFITS AND 
CUSTOMERS... 

 
Profit and loss are secondary matters compared to the needs of patients. People at 
both the EFG and ABC legacy organizations relish telling tales of moments in which 
standard business concerns were put aside—lines were kept running, products stayed 
on the market despite low sales—for the benefit of patients or babies in need. Putting 
patients first may require struggling to justify to Platinum the business case for a 
product that is not very profitable, but is needed by a group of patients, or going 
around processes and getting done what needs to get done. Nevertheless, the costs of 
putting people (and patients) ahead of profit are small compared with the enormous 
impact the     products have on their consumers. Being such powerful advocates for 
patients, mothers and babies is the most potent source of pride for people within    . 

 
   ’s business model is complex: buyers to sell to, key opinion leaders and health care 
professionals to impress, and patients to treat. The focus of people’s attention is on 
the people who consume    ’s products and the stakeholders that play a role in getting 
those products into peoples’ hands. Legacy ABC people focus their attention on 
mothers and children. The principle framework for ABC and EFG employees for 
determining how to navigate a decision or where to explore opportunities are the 
powerful stories and first-hand relationships with patients and mothers. People at EFG 
also include KOLs and HCPs in their conversations. The groups and individuals that 
distribute  ’s products (modern trade, pharmacies, hospitals) are not central to the 
narrative of the mission of the organization. 

 
 
3. ...AND WE KNOW WHAT IS BEST FOR PATIENTS, MOTHERS AND BABIES 
 

Being of service to the patients and babies affords the people who work at     the 
opportunity to be heroes. At times, this drive can turn into an arrogance for some, and 
a perceived nobility in sacrificing. People at     believe they sacrifice much for the sake 
of their patients or the babies, including the opportunity cost of higher salaries 
elsewhere.  
 
The insights into what patients and babies need rests with the science (not patients or 
mothers themselves). People at both EFG and ABC take a science-first approach to 
investigating how to help people. They are proud of the quality of the products because 
they are anchored in strong science. Mothers, children, and elderly patients are not 
subjects to consult or learn from, but to empathize with and sacrifice for. 

 
 
4. CARING MEANS SAYING YES AND BEING NICE 
 

Platinum     is an empowering, uplifting organization to be a part of—the consistency 
with which people described the organization in these terms is remarkable. As the 
tenor of work is positive and constructive, people mirror these qualities by bringing 
positivity, a can-do attitude and solution-based conversations to their interactions with 
others. Serving the kinds of people that     serves means every act carries the weight of 
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someone’s health. Failing to do what’s needed, even if it means not getting one more 
batch of product out the door, means people suffer.  

 
Raising an issue to colleagues conflicts with what people believe the organization 
expects of them. Not wanting to disrupt the status quo allows anxieties or concerns to 
persist in the background. Inside of that context it is better to leave priorities 
ambiguous so as not to make difficult decisions about what needs to be relegated to 
lower levels of focus. Difficult issues are shared in anonymous surveys and not in 
conversations with others (however open and transparent people describe those 
relationships to be). Under-performing products are kept alive as people muscle 
forward with a “we’ll find a way to make it work” attitude. The pull for sacrificing for 
patients, babies (and colleagues), for appearing collaborative, and for making things 
happen leaves people thinking that saying “no” is just not an option. People in the   
organization are excellent at extending themselves for the patient and showing up as 
helpful to their colleagues, not at being rigorous at distinguishing what makes sense 
from what sounds like a bad idea.  

 
 “Everything is great” is the spirit of the network of conversations present at     and 
people report that their relationship with their direct managers allow for transparent 
communication. However, people do not know what is supposed to be delivered as a 
result of the merger. Addressing this would require people to confront negative 
concerns about the impact on their careers. These are not the kinds of conversations 
that positive and proactive people raise to their superiors.  

 
5. IT IS ALL A TRADE OFF AND THE MISSION IS THREATENED  

 
The world is seen as a series of dichotomies.  There is a concern that caring for the 
patients and babies will be sacrificed for increased volumes and profitability.  As people 
are proud and driven by the     mission, they see the size of the division and economic 
imperatives as a potential threat to the mission. People do not envisage that they could 
have both volume and care. 

  
There are conversations about legacy organizations, that EFG and ABC used to be 
closer to the market and able to be responsive. There is a concern that the lack of 
agility will increase further with the increased size of the division.   

 
Below are examples of how these dichotomies are expressed: 

 
• Politics and Agendas vs. Patients, Mothers and Babies 
• Bigger vs. Agility 
• Bureaucracy vs. Risk Taking 
• Scale vs. Entrepreneurship 
• Humanity vs. Drive for Results 
• Financial performance vs. Employees’ Health 
• Stability vs. Reorganization 
• Science vs. Consumers 

 
6. A FILIAL RELATIONSHIP WITH LEADERS 
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People have great respect for their managers and they expect them to make decisions 
and charter them into the future. If the merger is to be successful, people must be kept 
happy. If employees are supported and listened to then the most critical aspect of the 
merger will have been successfully navigated. People look up to leaders to ensure that 
happens.  

 
The ‘right kind of leadership’ is an elixir of characteristics that ensure people are cared 
for: engaging, inspiring, considerate and supportive. People at   comment on the 
personalities of leaders, and improving leadership occurs for people as requiring select 
people in the group to delicately increase one personality trait, while decreasing 
another.  

 
It is important to note that we did not hear that leaders are being paternalistic. It is the 
other way around, whereby people position themselves in a filial relationship vis-a-vis 
their leaders. There is wide acknowledgement that people in senior positions or who 
are being promoted deserve it and have earned that recognition.  

 
 
7. WAITING FOR THE FUTURE TO SHOW UP 
 

It is easy for people inside   to cite what needs to be focused on (“listen to people,” 
almost exclusively followed by strategic clarity) and to note the things that frustrate 
them (processes, for example). In an environment in which leaders set the cadence of 
the organization, the future is not something people see they can shape. People within   
speak of “leadership” as though it is the singular agent capable of acting upon what is 
facing the organization. In fact, they see their leaders as accountable for ensuring the 
merger is a success. Absent is any conversation about self-determination to operate in 
a way that ensures the success of the merger. While people are very responsible for 
patient and baby well-being, they are not ‘on the hook’ for much more than the scope 
of accountabilities present in their job description. Seizing upon big opportunities 
available to     is someone else’s job. Moreover, the critical aspects that require 
intentionality—those things that need to be addressed, built, fixed, or changed—are in 
the hands of others to handle.  

 
The absence of a clear business roadmap aggravates the sense of worry and 
helplessness. As people do not see themselves as actors of the future and cannot see 
where the road is leading, uncertainty is seen as a threat rather than a space to create 
the future. Interestingly, people seem to want to know what is happening or being 
planned, in order to be reassured more than to take an active role in it. 
 
 

8. TO SUCCEED I NEED TO GO ABOVE AND BEYOND 
 

There are many ways to show that one is acting for the mission of the organization—
one of the most common is by “going over and beyond” what might be expected. This 
may mean working many long hours (at the risk of getting burnt out), finding solutions 
and making improvements before they are asked for or developing and proposing new 
ideas. For the most part, people experience being encouraged to propose and test out 
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new ideas.  Going the extra mile to deliver results is not unusual and will earn one 
accolades and people who succeed and are promoted are respected for this.  

 
The   integration occurs as a significant initiative that stretches people’s ability to care 
for consumers (or, what they consider to be their ‘day job’). Anticipating the looming 
workload causes people to worry about the prospect of burn-out. The integration will 
mean that many people will work for an even larger, more impersonal organization, 
and fear that the need to go “above and beyond” in this kind of demanding 
environment will take a toll on their health and work life balance.  
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PART  4:  LIKELY  IMPACT  ON  PLATINUM      AND  ITS  FUTURE 

Standing in the cultural elements described above, we looked at what could the future entail if 
nothing changes from a cultural perspective. The points below describe a predictable future.  
 
 
1. PRODUCTS ARE LOVED BY CONSUMERS, BUT EMPLOYEES BECOME 

DISENFRANCHISED 
 
Platinum     is a good division filled with positive and hardworking people devoted to 
producing life-saving products. They take great pride in providing  al solutions for 
consumers throughout their life’s journey in a way they feel is unrivalled in the market 
and work tirelessly in service of that effort. Through the use of a large multinational 
scientific network, they identify what people need and find a place for those products 
in the market (even if it doe ’t necessarily have a large consumer base). For these 
reasons, Platinum     will continue to be a great division to work for in the short-term. 
However, without intervention, people are unlikely to make difficult choices between 
two seemingly contradictory commitments: fulfilling its mission to patients, mothers 
and babies and being successful in a large organization, leading to dissatisfaction, and 
misalignment. 

 
 
2. SLOW CREATION OF   VALUE 

 
What drives day-to-day action is the commitment for    ’s consumers, and people will 
continue to take pride in those efforts that demonstrate financial sacrifice to patients. 
Rigorous portfolio management will take a secondary position to providing value to 
patients. As a result, regardless of the strategic choices made, the Division is not likely 
to make large-scale pivots, like pulling products off the market or introducing 
innovative products or services with the speed that the market demands. People will 
then have plenty of opportunity to complain about the slow pace of change and that 
the merger did not create the expected value. Morale will be impacted by the challenge 
of managing so many projects with little prioritization. 

 
 
3. NO MORE RECIPE FOR SUCCESS 

 
A part of    ’s success comes from the benefit of demographics. In these kinds of 
conditions, simply being in the right place at the right time matters: providing quality 
products in untapped or growing markets makes it relatively easy to make money. 
Making money in a slowing market is a different matter. As birth rates decline, for 
example, some of    ’s brands will be forced to adapt to markets that make success 
difficult.     may find it challenging to leverage new avenues for growth, as people 
express helples ess in this area. 
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4. LIMITING VIEW OF GROWTH LEVERS  
 
    is transitioning from a science-based value proposition to a consumerized scientific 
focus. The manner in which an organization defines its customers determines the 
opportunities it sees to provide value to those customers. People at     focus very much 
on the end consumer and speak little of the customer (those that directly purchase its 
products). As the organization makes the transition to consumerized science, it may 
continue to organize itself to patients, mothers and babies, and not customers. This 
may mean that opportunities for breakthroughs with customers, like those available in 
new channels of distribution, go under-used.  

  
 
5. REMOTE FROM PLATINUM 

 
People are proud (and sometimes arrogant about) the impact of their work. 
Consequently,     prefers to distance itself from the Platinum name, so as not to be 
associated with a brand that doe ’t truly represent their quality, life-saving work. It is 
acceptable for many people at     to operate without much interaction with their parent 
company. As the integration progresses, people’s focus will remain on how best to 
work with their new colleagues and deal with the business challenges as best they can 
with the resources     offers. Those that Platinum can provide will not be predictably 
leveraged.  
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PART  5:  THE  SIX  CRITICAL  SUCCESS  FACTORS  FOR  ORGANIZATIONAL  

SUCCESS 

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: 
 

ü 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? 

ü Systemic: are processes and systems consistent with and in service of 
the purpose/ambition? 

ü Ultimate: are people’s actions consistent with that for which we stand 
and that which we 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. 
This can show up in processes that satisfy needs for control but are not fully aligned 
with the ambition. 

 
 
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. At  , the risk lies in the last two: having 
excuses for what does not work (inefficient processes, insufficient resources, unclear 
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strategy), or dwelling in resignation (putting up with what does not work and not 
bringing it up for resolution). 
 
 

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. They make the common, 
ambitious future palpable and feasible on a daily basis. 
 
 

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, key suppliers, and the Platinum Company. Together, all of 
these groups can work together to deliver much more than the results of today. 
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PART  6:  LEVERAGE  POINTS  FOR  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. These leverage points 
impact the nine distinctive elements of corporate culture and will enable     to create its own 
expression of the Platinum culture. 
 
 
1. WE WANT TO BE ON ONE JOURNEY WITH ONE FUTURE 
 

    The company faces two similar tasks: complete the integration of the ABC and EFG 
groups and cement its own relationship to Platinum. The remarkable attention to the 
patient and babies is what distinguishes    , and is the foundation on which to create a 
new organization. It must, however, fit into the culture Platinum has already laid in 
place. Moving from wondering how     is supposed to operate with Platinum to being 
clear on how each person in the division can bring the Platinum culture to life in their 
work will integrate     employees into the broader organization.  

 
Overwhelmingly, people said that the key to success in this merger is having one future 
that is bold, inspiring and worthy of the patients, mothers and babies, and the 
opportunity to be a part of Platinum and its global reach.  

 
The opportunity in front of     is to take a stand for what its relationship with Platinum 
is about. The moment a commitment is articulated, the myriad of barriers to fulfilling 
that commitment emerge immediately. Taking a stand for a powerful relationship with 
Platinum will illuminate what is now considered to be a tolerable aspect of working as 
a division of a large multinational organization: a lack of appreciation for the value 
Platinum brings to    , and vice versa. Platinum is a tangential issue for many people at    
. At best, it is a good company to be a part of, but not integral to the success of the 
business. 

 
This will address the Values facet, as well as the Traditions, Rules, and Artifacts facets 
of the culture.   

 
 
2. PEOPLE SUPPORT WHAT THEY HELP CREATE 
 

It is essential that the crafting of the picture of the future and the roadmap for realizing 
that future be something that is created by a cohort that includes people from diverse 
segments of leadership at EFG, ABC, and Platinum. Crafting that future in ways that 
speak to the people at     and the leaders of Platinum will galvanize both parties to 
examine the possibilities in the relationship and hold each other to account for fulfilling 
upon them. The welfare of the patient and baby is paramount for people at     and they 
operate inside of a context of building something magnificent for patients and babies. 
Framing the network of conversations about    ’s relationship with Platinum in a way 
that supports peoples’ commitments to patients and babies enables the group to build 
on what already exists.  
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People defer to leaders to make the group a success, and the way people see leaders 
ensuring success is by listening and making people feel safe and comfortable. People 
have great respect for leadership, and the faith people place in them will be the 
foundation on which to enroll the group. The transformation that is needed at     is to 
involve people at all levels to contribute to the success of the integration in the same 
manner in which people hold themselves responsible toward the patient and baby.  

 
This will enrich the Leadership Dynamics facet, as well as the Values facet of the 
culture. 

 
 
3. LET’S COMMUNICATE 
 

In order to have a true sense of belonging there needs to be a high level of visibility 
and transparency. People of   ask for this. When “I know what is happening” then “I 
belong.” John Kotter in his seminal work, “Leading Change,” indicated it is imperative 
to the success of transformations that communication be elevated by a factor of 10. 
This means not only a constant source of information and transparency from the “top-
down” but also a myriad of opportunities for communication and engagement across   
and across functions and geographies.  

 
An enterprise arises in a network of conversations. In the absence of well-structured 
and focused conversations, people will fill the network with speculation, gossip, 
conjectures, narratives, and fantasy. Additionally, the context of that narrative will be 
threat, fear, and survival. Most critically, that narrative will take people off the field of 
play and drive them towards the sidelines. Regular, well-managed channels of 
communication will ensure people stay focused on what matters. 

 
This will specifically help manage the Language and Conversations facet of the culture. 

 
 
4. ALIGN ON RESULTS THAT EVIDENCE SUCCESS 
 

Much of what people in     see is needed for the integration to be successful is managing 
how people feel about it. The difficulty of tracking progress along this effort leaves 
people in the organization without a firm grasp of what success looks like. For the 
integration to work, it must be grounded in a clear set of deliverables, or, results that 
fulfill the intention of the integration. The more rigorously—clearer, more measurable, 
and time bound—articulated the deliverables are, the greater the organization can work 
in a coordinated manner.  

 
    can structure the integration around a key deliverable: ‘X results and outcomes by 
Q2 2020, Y results and outcomes by Q3 2020,’ for example. To organize the group 
around a breakthrough result requires more than simply committing to creating a new 
reporting structure, or to launching a team to create a new culture. There must also be 
inspiring outcomes (making a difference for a new group of consumers that we were 
not reaching before, providing a new service that we were not providing before) and 
an associated business result—sales, or conception-to-launch time, for example—that 
can only be accomplished by leveraging the benefits of a successful integration. 
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The opportunity for people at     is to see themselves responsible for the performance 
of the division in a manner similar to how they see themselves responsible for their 
consumers and patients. This has the potential to transform people’s conversations 
such that people acknowledge each other and share stories about how individuals took 
a stand to improve how work gets done (just as they do with stories about herculean 
efforts to help patients). This is the leverage point for     to cause a breakthrough in its 
effectiveness.  
 
This will drive Accountability throughout the Division.  

 
 
5. ESTABLISH THE LEADERS AS THE AMBASSADORS OF THE FUTURE 
 

It is striking to note the level of confidence expressed towards the leaders of the 
Division. There is an opportunity to expand how people view leadership so that it does 
not rest with a handful of people. This will come from creating a leadership coalition 
empowered to align the organization—its conversations, processes, practices—in 
service of the strategy and the new     future.  
 
A leadership coalition at     distinct from the standard set of personalities will do two 
things:  

 
• It will lay down a powerful mandate for people to own the success for the 

initiative and be accountable for addressing all the factors that impact peoples’ 
feelings of comfort and security.  
 

• It will also create the space for individuals to insert themselves into the 
integration, be visible advocates for the initiative and apply themselves as 
leaders in ways their current job functions do not allow.  

 
This leadership coalition should be championed by the leaders and managers who have 
earned their colleagues’ respect. 

 
This will feed the Leadership Dynamics facet of the culture. 
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6. ALIGN    ’S STRUCTURES AND PROCESSES TO FULFILL UPON WHAT IS POSSIBLE 
 

Delivering on opportunities that the creation of     makes possible requires first 
commitments that catalyzes new kinds of action. This report proposes a number of 
new commitments available to    . In addition,     must then intentionally build the 
structures necessary to fulfill on these commitments.  

 
   ’s processes are not what people love about working here. People consistently say 
that the processes thwart organizational agility, and force them to find workarounds 
that add effort needed to get things done. Given the slow pace caused by the existing 
matrix of accountabilities, reporting structure and processes, people conclude that     is 
a risk-averse organization. The shift in market and the new opportunities made 
available by the creation of     support people to focus on the market and new 
consumers rather than struggle with internal inefficiencies.    
 
The standard approach to changing process is to look at what’s broken and ask, “How 
do we make it better?” Instead of examining the current pain points and then posing 
solutions to ameliorate them, a more powerful approach calls for us to stand in the 
future and ask ourselves what necessary and sufficient reporting or decision-making 
structures need to be put in place to sustain the success of the merger. Then we turn 
to the structures we currently have and identify what needs to be changed, simplified, 
added or taken away.  
 
This will clarify the Decision Rights and Processes facet of the culture. 
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 APPENDIX I: ILLUSTRATIVE QUOTES FROM THE INTERVIEWS & SURVEYS 

 
 
1. WE CARE 

 
• “I think it is because we care about our patients. We work in a field that makes a difference in the health 

of people. Sometimes their life depends on the products we provide to them. It makes us unique. Our 
customer is quite a unique one. Our people: we have health care professionals that make us a   workforce.” 
 

• “My team is at the forefront when working on things that are breakthroughs. My team has a lot of cross 
functional work. We are happy when there are breakthrough(s) especially when something is hard to solve.”  
 

• “We have been very open to trying new things. Very cognizant about what was happening outside the 
company.” 
 

• “Very consumer oriented, not just company view. Lots of innovation and collaboration within the teams 
that drives a common purpose.” 

 
• “How everyone interacts with one another is the fascinating part of Platinum. Everyone is willing to help 

one another. If someone raises the need to be helped, the whole team, even from different departments, helps. 
I have never had the feeling that I am on my own. It is a very happy and supportive culture. I have been 
approached by many recruiters and I don’t leave because of the culture. We provide products for babies up 
to old people and we help them. That also keeps me here.”  

 
• “The attitude of colleagues is very transparent. We know our responsibilities. Opportunities will come from 

our cooperation. You can develop your skills and career. People share their knowledge and skills We have 
meetings with HR to talk about culture and work-life balance. No competition among us, you can focus 
on your job.” 

  
• “The difference we make to the patient. The care we have for our people and patient. The respect we have 

for all.”  
 

• “  is a part of Platinum. In terms of values, we are all Platinumers.  It can bring a different perspective to 
Platinum, more linked to credibility, working with institution and health care professionals. Platinum can 
learn a lot about the social role of the company. This could be  the contribution.”  

 
•  “Because it looks after its people and it is a nice place to work in: good staff retention, good staff that is 

working hard. The company gives personal time and supports one another. Everyone pulls their weight and 
are friends as well as colleagues.”  
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• “This division generates growth and profit. When there is a gap, we are asked to fill the gap for other 
divisions.”   
 

• “We are going faster than everyone else. I feel that the rest of Platinum does not understand the complexity 
of what we do. What we stand for in nurturing the next generation may not be well understood by the other 
regions.”  

 
 
2. PATIENTS, MOTHERS AND BABIES ARE MORE IMPORTANT THAN PROFITS AND 

CUSTOMERS...  
 
• “Everybody knows what is happening. Emphasis has been put on well-being at work. Managers are 

trained and listen more. A lot of things are done for employees, but we need to disconnect at all levels of the 
organization. Balance is not completely right yet. No time for the unexpected.” 
 

• “We can improve on team performance and business performance. We don’t praise each other enough.” 
 

• “Within EFG business, adult portfolio is more generic; Pediatrics is more specific, very very   with small 
volumes for few patients. Building relationships with patients, we don’t make money on these, but it builds 
credibility.”  

 
• “EFG has been rooted in the company for many years, especially the focus on the patient. In EFG, people 

are proud of the actions they have taken for specific products, even for just one person in the world (i.e., 
somebody very allergic to almost everything). Many examples of people who worked hard just to serve a few 
patients. Pure EFG people (former culture of NIMICO) are clear that they were less influenced by the 
Platinum culture. They are scared to lose their culture. From a business point of view, their culture is not 
really efficient. You do not necessarily invest in what only a few people need.”  

 
• “The most important thing is the purpose; we really see the value we bring to our patients with our products. 

It makes me get up in the morning knowing I have a positive impact on people’s lives.”  
 

• “The business itself, we are in both ABC and EFG and we are bringing food to a new baby and we 
provide excellent service to babies. Our customer doesn’t know what they need but we know their needs. 
The merger will bring economies of scale – for example, right now, both businesses have to go to the 
Doctors.”  
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3. ... AND WE KNOW WHAT IS BEST FOR PATIENTS, MOTHERS AND BABIES 
 

• “Connection with teams. Products we sell are really good and important. So much science behind our 
products and we don’t leverage it enough. We should!”  
 

• “It is consistent and strong growth. We are always looking three to five years out. We are looking to 
expand into new categories. We make a tangible difference to Chinese babies and people generally.  

 
•  “We are different from other divisions. Sometimes we are perceived as slow compared to others because we 

are very scientific.”  
 

•  “It is very patient focused; there is an emphasis on the patient and people go the extra mile for the patient.”  
 

• “We have become a full family member now given our size and successes. And we may be getting a little 
arrogant.” 

 
• “Very strange situation, with 2 leadership teams, very annoying, you cannot deliver well for both. In EFG, 

there is a deep understanding of science, scientific driven, complexity, long decision making processes, time 
consuming in discussion, not very fast, but very detailed and very consistent. In ABC: faster and stronger 
decision making/processes. They are bolder, FMCG-oriented, more powerful in terms of budget, and have 
more resources.” 

 
• “Everything we do is very clean and credible scientifically. We are purists and we could be more flexible in 

our communication. We have a good connection with HCPs. What we do lands well with HCPs and they 
have simple messages for parents. When we have a project or challenge, we approach it from a cross-
functional perspective. We have great products and we are consumer-driven. What we bring to the market 
integrates the 2 dimensions (science and consumer).” 

 
 

4. CARING MEANS SAYING YES AND BEING NICE 
 
• “We are not able to make choices. We have a tendency to make more and more premium products that 

are more expensive and disconnected from our customers. The result is that only a little part of the 
population can afford the product. We want to do everything.” 
 

• “No culture and organization are perfect. French companies have a specific culture that is open and flexible, 
and you can drive a lot of things. You do what you think is right after speaking with your stakeholders. 
On the other side, French people have a lot of ideas. We can pump out a lot of brainstorming and challenges 
(to the ideas), and then it goes to the extreme. When there are too many ideas and points of view, sometimes 
the decision making, and focus, is diluted. There are too many discussions and brainstorming.” 

 
 

• “Too many meetings all the time. I think it is also true for other divisions We are contacted too much 
through different means (email, mobile, Facebook, etc..) The Codi does not know how to prioritize and 
then we have to do everything too fast and we don’t do everything well.”  

 
• “We are very big and we will have a lot of priorities we need to go after, and it will be hard to make sure 

we are focusing on anything.”  
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• “Get the people joining this venture: we need to have a clear vision and priorities. We have so many 
priorities.”  

 
• “We often hide from issues where sales are in decline and not performing as we want them to, we don’t 

talk publicly about it. Whereas there is a lot of fanfare when things are going well.” 
 

• “The difference in the two divisions. In the changes we had to go through, people had to leave, change 
countries and positions. People don’t want to talk about how it feels and how to work with the new people. 
People deal with it on their own.” 

 
• “The fact that we can all celebrate success and that we had an engaged workforce. When we have had a 

tough time and they stayed to turn things around and we made it through it.” 
 

• “Enthusiastic and visible so that the more senior people in the team know who you are and what you do.” 
 

• “Take care of the people. This is most important: how to motivate everybody and make them comfortable.”  
 
 
5. IT IS ALL A TRADE OFF AND THE MISSION IS THREATENED 
 

• “We don’t know how to bring agility into reality. We have difficulty setting up processes that bring agility. 
For example, we have a simple project to change the outside packaging of a product but we have a process 
that all packaging needs to be managed globally. So now it takes months. Sometimes we overdo the 
processes. We want to make it right but not agile. We set up processes to solve issues but it creates blocks 
for everybody else. Most frustrating thing.” 
 

• “We represent the core values of what a   company represents. Working with KOLs, lobbying for testing 
babies so that they have access to our products We have become totally risk-averse. Understandable but we 
have thrown the pendulum too far.” 

 
• “They need to focus on how this is going to work. What are the transition plans? What are the financial 

implications? What is the knowledge and expertise that they are losing? Whose role will be to look after 
the digital assets? There are no answers to these questions. Look again and ask, is this the right setup for 
our business? Is it appropriate to have healthcare teams under consumer teams? There are inconsistencies, 
parts of the business get to keep their digital teams and others don’t and there is no logic to it. It is very 
strange.” 

• “Business pressure from the consumers which does not match the scientific reality. We may have to 
compromise on what we put in our products (Organic, or palmitic acids) to fit consumer demand.” 

 
• “I don’t like the politics going on. The structure for example is not very efficient with the VPs that have 

been appointed. It is not good. There are too many management levels and less people on the work floor.” 
 

• “Corporate politics—we put far too much emphasis on grades (which depend on how many steps below the 
CEO you are). And it does seem that unless you are a grade 8 and above, your opinion won’t be listened 
to even if you are an expert in your field. Your idea won’t be actioned upon.” 

 
• “The number of layers, bureaucracy, because the processes are not good. People at high level can be involved 

in very operational matters, which is very frustrating at the end of the day. Not only a problem in functions, 
it is also the same in business processes.” 
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• “The big opportunity for the merger is the skillset we have in both, we can make things easier and break 

the bureaucracy. EFG is a small business and now they can have access to a bigger structure + I can see 
the doors opening personally to grow my career too.” 

 
 

6. A FILIAL RELATIONSHIP WITH LEADERS 
 
• “I saw many leaders in Platinum have good leadership, most of them, they always appreciated good news 

and achievements, they are not ashamed of congratulating people in front of everyone. We feel useful.”  
 

• “Integration with Platinum was difficult to talk about. It was difficult to implement anything coming from 
Platinum. There was a lot of resistance (to the point of being ignored) and difficult to talk about the 
resistance. There was lack of acceptance about being part of a bigger organization. There is a lot less of it 
now. Now, there is a strong belief that it makes sense, together with a fear of how the strategic choices will 
be made.”  

 
• “To be very honest, we could be better. We have very committed leaders, but they struggle to really give 

directions to people and to give their vision and strategy.” 
 

• “I have complained a bit on the leadership. When I don’t have enough resources, I have to make decisions. 
I have complained, and it has improved. Leadership should make decisions much quicker.” 

 
• “I have not seen a lot of visible leadership in EFG. The direction the leadership want to go in was not 

visible to me. EFG is acknowledged as having very little processes and lacking management skills. I saw 
progress, but I see a lack of management and lack of clear communication in EFG. Many things are 
resolved on an individual basis and much less managed by process or by a strategic initiative.”  
 

• “All the gaps and unclarity we have to manage due to lack of leadership and management. When we saw 
a lack of leadership in senior manager it was something we could not challenge.” 

 
 

7. WAITING FOR THE FUTURE TO SHOW UP 
 

• “EFG could be lost because ABC is so big. It needs more attention because it is such a special part of 
what we do. People worry about where the strategic focus will lie. Strategy is not clear. People want to know 
from top leadership what the strategy is.” 
 

• “I can see the logic of the merger and we do have the potential to be stronger and more competitive. We need 
to recognise our differences in markets and how we do things. We will start to see real grow if it is managed 
right and have the right structure in place and right now I don’t think that we do.” 
 

• “Clear goals and a structured way to achieve them. E.g.: Integrated business planning, very consistent every 
year. We need to adjust but the consistency and the goals stay the same.”  

 
• “Have the company agenda at the forefront, not the individual agenda. Walk the talk. We can always be 

entrepreneurial. We need to try and figure out and make things happen. Our business is growing fast, so 
we have a growth mindset.  
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• “[Leadership is] quite tough but also give a lot of freedom to the team we need to manage change better 
than what we have done.”  

 
• “My job and daily routine are dependent on other people and if I don’t know what their objectives are, it 

is difficult to work together. They were a lot of rumors and we should be more transparent about what 
people can do to develop their career.”  

 
• “People need stability. In the next six to nine months, everybody and every team needs to feel stable and 

understand their new roles and new scope so that they can do their jobs without being distracted. We have 
had nine months of instability and we want to focus on our jobs now.”  

 
• “Respecting and acknowledging the differences between ABC and EFG. They are different businesses with 

different patient needs. People have joined the companies for different reasons and have found their purpose 
there and are motivated by working there. This has to be respected. Managing people and talent and not 
letting ABC be over-prioritized in terms of talent management. Despite the difference in size,   should treat 
former EFG and ABC people with equal attention.”  

 
• We have to show that we have a full portfolio of products; This is always something missing in EFG, we 

have many products.   is not only ABC but ABC and EFG together.”  
 
 

8. TO SUCCEED I NEED TO GO ABOVE AND BEYOND  
 
• “We have an open culture and a Dutch mentality. We share a lot. We don’t talk about the high pressure 

such as a lot of burnout.”  
 

• “Maybe people are afraid that if they are too open on some issues, it could impact their roles and careers, 
and they prefer to be quiet, just to be safe in the company.” 

 
• “EFG and ABC: we don’t dare to set up priorities, and then changes come. We try to play in every 

market, and it makes people crazy and the load is heavy. It is a strange combination of employees’ 
engagement and business priorities not set up properly that creates a lot of tension in people. They constantly 
push through it. They are always on fifth gear.” 

 
• “The difference in the two divisions. In the changes we had to go through, people had to leave, change 

countries and positions. People don’t want to talk about how it feels and how to work with the new people. 
People deal with it on their own.” 

 
• “I would have gone above and beyond what is expected, explained in detail what I have done, and speakon 

out to improve ways of working [to get praise at the legacy division.]” 
 

• “A lot of travel with getting up at crazy times, even though we have video conferencing (travel six hours for 
a two-hour meeting!). They spend a lot of money that they don’t need to spend on.” 

 
• “In the old EFG, we had a beat-care approach. that needs to be kept. Sometimes it seems like we care 

about our customers more than ourselves. we drive 3 hours on a Friday night to get product to the customer. 
We also need to take care of ourselves.” 
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• “The travel impacts a lot on your work, life balance (leave 4am and arrive home at 9pm). The lack of 
speed of decision making.” 
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 APPENDIX II: THE INTERVIEW QUESTIONS 

 
1. Please tell me about your role and for what you are accountable.  
 
2. What seven words would you use to describe the culture of your legacy division (ABC/EFG)? 
 
3. What has made your legacy organization successful in the past?  
 
4. What got you high praise at [Legacy] from your boss and colleagues?  
 
5. Describe the quality of leadership and management at [Legacy]?  
 
6. What issues, ideas or problems do people in your legacy organization not talk about?  
 
7. What has been the most impactful event in the division in the last several years and why was 

it so impactful? 
 
8. What was the most satisfying aspect of working at [Legacy]? 
 
9. What made you proud? 
 
10. What did you have to put up with working at [Legacy]? 
 
11. In order for one to be successful at [Legacy], what does someone need to do or how do they 

need to be / operate? What was particularly valued? 
 
12. What excites you about Platinum    ? 
 
13. What is the potential you see for     business in the next three to five years? 
 
14. What worries you about Platinum    ? 
 
15. What do you think should be the top three concerns (matters that must be tended to) for 

Platinum     overall, to have the merger be successful? 
 
16. If the merger is the opportunity to create a new Platinum     culture what would you want to 

see in that culture? 
 
17. What would you not want to see in that culture? 
 
18. How would you describe    ’s relationship to the rest of Platinum? 
 
19. Please describe the quality of leading and leadership at Platinum    . 
 
20. Please describe the quality of managing and management at Platinum    . 
 
21. If you could give Véronique Penchienati (Executive Vice President   Nutrtion) any advice, 

what would you tell her first job is? 
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22. What outcomes will need to be produced nine-to-twelve months from now to demonstrate 
for you that things are on a new track? 
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 APPENDIX III: THE ONLINE SURVEY QUESTIONS 

 
1. What seven words would you use to describe the culture of your legacy division 

(ABC/EFG)?  
 
2. What has made your Division successful in the past? 
 
3. What was the most satisfying aspect of working for your Division? 
 
4. What was frustrating in working for your Division?     
 
5. In order for one to be successful in your Division, what did someone need to do or how 

did they need to be / operate? What was particularly valued?       
 
6. What excites you about Platinum    ?  
 
7. What worries you about Platinum    ?  
 
8. What do you think should be the top three topics (matters that must be tended to), to have 

the merger be successful?    
 
9. If the merger is the opportunity to create a new Platinum     culture what would you want 

to see in that culture?     
   
10. What else should we know about Platinum    , its culture, its organization?      
  
 
  



 

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. 

36 

 


