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Structure of the presentation

1. Why is it needed and why is it so difficult?
Organisational culture perspective

2. What kind of transformation: What should be
changed?

Industrial service capability and culture
approach perspective

3. How can the transformation be supported?
Management research point of view
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Why is it needed and
why is it so difficult?

Organisational culture perspective
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Recipe for success?

“I've missed more than 9000
shots in my career. I've lost

almost 300 games. 26 times,
I've been trusted to take the

game winning shot and missed.
I've failed over and over and

over again in my life. And that is
why I succeed.“

Michael Jordan, Chicago Bulls
http://www.brainyquote.com/

http://www.brainyquote.com/
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The challenge:
How to make it faster?

• Success stories - a radical
change of business logic and
whole organisation in 10 to 20
years

• It is a change in the company’s
core task and organisational
culture
Culture as a solution? Utilising

the natural change power of
organisational culture

“Product & technology
oriented business”

“Customer & service
oriented business”

Source1.
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WHY is organisational culture important in
change?
Makes the difference in success or failure –
culture directs working
Culture resist change but is continuously
changing:

Culture is a solution created by an
organization for the demands set by the core
task2

How to free the natural change power of the
organisation culture?

What is needed?
•WHY? –the accepted
reason for change
•WHAT? –the shared
target
•HOW? –”the map”
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What makes it so hard?
You can not manage culture directly

Influence from outside is limited by
resistance
Influence from inside is limited by sharing
current culture

You have to make experiments and fail
The effect of culture is strongest when there
are biggest possibilities to proceed

How to free the natural change power of the
organisation culture?

What is needed?
•WHY? –the accepted
reason for change
•WHAT? –the shared
target
•HOW? –”the map”
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What kind of transformation: What
should be changed?

Industrial service capability and culture
approach perspective
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Industrial service culture = an organization’s learned way
of responding to perceived changes in demands of the core
task when aiming at developing service business.
Industrial service culture manifests in:

Service capability
Experienced and ideal values within the work community
and customers
Work motivational factors

Industrial service capability consists of four elements:
Understanding of service business
Service business management practices
Development practices of service business and services
Customer relations

Industrial service capability and culture

(Source 3 )
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Building service capability and supporting cultural
change – a frame of reference

Service cultureService culture

Understanding service businessUnderstanding service business

Management practices and supportive toolsManagement practices and supportive tools

Development practices and supportive toolsDevelopment practices and supportive tools

Customer relationsCustomer relations

General & confining to existing core task Special & potential
- +

Strong control & divisional optimisation Agile, end result & value oriented
- +

Separated, individual                Common, integrative & cross functional
- +

Short term, transaction based                Long term, development oriented
- +

Old core task New core task
- +

Delay the change Support the change
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New way of thinking is getting
stronger and easier to apply and
communicate; detaching and
reflection is becoming easier;

Acceptance of own limitations as a
member of current culture; active
search for means and people who
challenge own and the others’ way
of thinking, stepping stones

Difficulties to detach oneself the
existing culture; limited
understanding of the scope of
change needed; negative
effects of culture are
dominating or the effects of
culture are underestimated

Understanding of
cultural change
and how to
manage it

Management focuses on
interactions and networks,
shared rewarding systems and
tools, measurement system
based e.g. ability to fulfil
customer promises

Contradictions recognised in
practises, measurement systems
etc. but new solutions are still
missing

Regional or function based
practises, rewarding systems
and tools (ICT)

Management system

Integrated and interactive
organisation, managing e.g.
from market or value chain
point of view

Searching new ways of organising,
creating inter-functional networks
and activities

According products, technology
or production process

Way of organising

Clear, visionary and shared targets
Flexible practices and

responsibilities

Recognised need to change business
logic, first targets set, but
“implementation method” and
measurements still missing

Clear definitions, specific sub-
aims and measurement tools

Division of
responsibilities

Interactive, integrating, agile
and customer value oriented

Practise aiming to overcome
functional barriers

Strong control and division/
function based optimisation

Management
practises and
tools

Management practices and supportive toolsManagement practices and supportive tools
Strong control & divisional optimisation Agile, end result & value oriented
- +
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How can the transformations be
supported?

Management research point of view
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Guidance from management research?

Only few studies on radical change management
Emerging new management paradigm?

Utilising information and communication technology
Focus shifts

parts and different functions => connections and
interdependencies
reducing cost per unit productivity thinking =>continuous
increasing utility value of offerings and products
mass production => mass innovation

(Source 4 )
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Guidance from management research?

Challenges of new management?
How to recognise changing needs and possibilities of customers
and to connect them

to business ideas and
technological possibilities
of the foreseeable future horizons

Utility value learning based productivity conception
= How fast the company  perceives needs of the customers and finds

solutions
inner processes => networks and co-creation

Phases of radical change management with different contradictions to
solve (Source 4 )
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Phases of radical change management

(Integrated from 5 )

1. Awakening
Profitability declines,
contradictions, conflicts
Recognition of need to change

2. Analysis of contradictions -
Search for a stepping stone

A concept borrowed from a
different context e.g. “Service”
Change  the way of co-
operating with customers

5. Stabilisation & acceptance – Customer
oriented way of working

Contradictions between the reborn
activity and other activities
Rebuilding cooperation with other
activities

4. Applying and generalising– Tentative
change of activity system

Contradictions between new and old
ways of working
Ideas completed or vitiated

3. Modelling & testing – Creating new object and motive
of activity

Top-down conceptual development & bottom-up
pilots
Broad participation
New models and “tools” of activity
Criteria for evaluation  - a new core task
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Transformation in service capability and culture – a
frame of reference

Service cultureService culture

Understanding service businessUnderstanding service business

Management practices and supportive toolsManagement practices and supportive tools

Development practices and supportive toolsDevelopment practices and supportive tools

Customer relationsCustomer relations

General & confining to existing core task Special & potential
- +

Strong control & divisional optimisation Agile, end result & value oriented
- +

Separated, individual                Common, integrative & cross functional
- +

Short term, transaction based                Long term, development oriented
- +

Old core task New core task
- +

Delay the change Support the change
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Evaluation process as organisational learning process

Strategic management
and planning

Monitoring and
process management

Operations

3) Defining
preliminary shared

view of
development

needs
and actions

5) Refocusing and
ensuring

the ongoing change
process

1) Involving key
actors,

Communicating the
need & motivation,

Planning the
evaluation

4) Building
the iterative and

integrative
development plan

2) Gaining
multivoiced view

of
the service culture

and
capability

Key person interviews
&

Core group workshops:
• Challenging core task
• Evaluation framework
• Planning next steps

Staff questionnaire &
Core group workshop:

• Summarising
multivoiced view

• Planning the next step

Broader (managerial)
workshop:

• From interpretations to
systemic view and
ideas for actions

• Guiding the next step

Local and Core group
workshops:

• Specifying local actions
• Coordinating at firm

level

Core group workshop:
• Specifying the action
plan as an operative

guiding tool
• Managing the procedure
and new dynamic forums
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Conclusions
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Interactive management as a
recipe for success

1. Clarifying the target of change:
‘Which is the game we are

playing?’

• Be part of the culture – but search
actively for stepping stones, do
experiments with customers etc.

• Create interactive management to
support the common search for the
new object of activity, the new core
task
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Interactive management as a
recipe for success

2. Managing the transformation:
‘How do we know we have

succeeded or failed?’

• Focus on enabling interaction, co-
operation and communication

• Repeat the phases of change
• Accept: two steps forward – one

backward
• Utilising frame of reference, regular

shared evaluations
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Interactive management as a
recipe for success

3. Further utilising the natural
change power of the culture:

‘How to make us the winning team?’

• Balance the new and old
• Watch out the old culture
• Maintain the changing power
• Help the culture become

perceivable
• Realising present, acknowledging

the past, and envisaging the future
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A new book in Finnish based on
the results of the ServO-project

Co-operation possibility
with VTT in Tekes Serve
programme; DL 21.5.

Seminar in Finnish:
Palveluliiketoiminta – muutos ja
menestys 26.5.2010; VTT,
Vuorimiehentie 5, Espoo

Maaria.Nuutinen(at)vtt.fi
Puh. +358 40 550 8615
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VTT creates business from
technology
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