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e PREFACE N

NURTURING vSs. DAMAGING CULTURE

Unleash the Full Potential in Your Organization

Organizations are formed of people who interact with each other and
with external parties following explicit and implicit guidelines that form a
company’s culture. Culture is thus the mental map that guides the actions
and behaviors of the people within the organization. From our experience,
culture in an organization can either be a great asset or a liability. It can
either nurture relationships and increase connections and performance of
teams by coordinating efforts toward common goals, or it can do the opposite
and damage relationships, sending execution into disarray and waste resources
that ultimately destroy value. This illustrated book is meant to contrast
what we believe are good nurturing behaviors—those that will nourish
relationships—with those that we think are damaging—behaviors that limit
the development of the organization and often destroy the very foundation
of what an organization is trying to achieve.

We encourage all readers to think of their own work environment, identify
behaviors they think are nurturing vs. damaging, and then figure how as a
group these behaviors can be made more explicit and help those that are, at
times on the damaging side, move to the nurturing one.

Our basic belief for building a high performance organization is to make
sure that all positions are filled with people who have the right skills, the
ability to grow, and are highly motivated to drive continuous improvements
in line with the vision of the organization. To achieve these goals, leaders at
all levels are responsible for defining the culture that will drive the expected
behavior of their team members. Putting your organization into a nurturing
mode will unleash its true potential.

Fred Mouawad
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DIRECTION

Damaging Culture

Little input is taken from people in lower
ranks, and there is a disconnect between orders
coming from above and what is

required on the front line.

Look people,
it’s my way or
the highway!

m “I am the manager and I know much more than my
subordinates. I should tell them what to do and they
should execute without questioning my authority.”
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Nurturing Culture

Get as much information from a variety of sources to study the issues and
options available. Invite input and work collaboratively with all parties to
make informed decisions in the interest of the organization.

Let’s brainstorm

= analysis@ facts
% as® analysis @

B “My role is to empower my team to search for the best
possible solutions, and have them make their recom-
mendations to me backed by data and facts.”
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SALARY vS. PARTNER IN SUCCESS

Damaging Culture

People earn their salaries and feel disconnected to other departments
and the overall success of the company. They work just to earn their
monthly pay.

[ can’t wait
to leave.

4:59:59

B “Let me do the strict minimum to earn my salary at the
end of the month. Anything extra is not worth it.”
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Nurturing Culture

People find meaning in what they do and understand how it relates to the
overall strategy of the company. They feel a sense of partnership and are
motivated to see the company succeed and therefore will stretch to work and
collaborate with others to win as one group.

We’re almost there!
Great team effort.

m “I want to be part of a group that wins and I therefore
will give my best shot at everything I do to move the
organization forward.”
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RAISING PROBLEMS

Damaging Culture

Hide problems to avoid getting in
trouble and being blamed for them.
“Shooting the messenger.”

Why is he so angry? | am
not the one who made the

mistake, | am just reporting it.

B “I'm not going to be the one to speak up when problems or
issues arise. Let me just focus on my own work and not do
any more than asked. That way, I stay out of trouble.”
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Nurturing Culture

Ltis the responsibility of all people in the organization to identify opportunities
for improvement and raise red flags. Those that do are appreciated for their
initiative. Opportunities are welcome so we can continuously improve.

| AM RAISING A RED
FLAG ON THIS ISSUE!

m “If [ see something wrong I am happy raising a red
flag knowing that my manager and my colleagues will
appreciate the opportunity to improve.”
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FACING PROBLEMS

Damaging Culture

Find a scapegoat to blame and punish so
others will be afraid to make
the same mistake.

Isn’t this
your name? Well,
it’s your fault

Everyone said you then.
did it!

If you didn’t
do it, who did?

If it’s not
your fault,then If you don’t
whose fault is it? admit it,there’s
going to be

consequences!

1t’s all your
fault!

m “Punishment is the ultimate way to teach and to
impose my authority.”
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Nurturing Culture

Take quick corrective action to remedy problems. Then investigate to find
the root causes, and think of how the problems can be prevented in the future
by improving the Company’s management system.

| Know there’s a solution

to this issue somewhere!

B “Addressing the root cause and figuring how not
to repeat the same mistake in the future are my
key priorities.”
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SHARING KNOWLEDGE

Damaging Culture

Not to share knowledge for fear of
being replaced.

Better be safe
than share.

B “I'm afraid if I teach someone to do my job they
will fire me and put someone else in my place that
earns less.”

14
NURTURING vs. DAMAGING CULTURE



Nurturing Culture

The more knowledge we share the more problems we can solve as a group
and the more valuable we become to the company. A great fisherman who can
teach others to fish is more valuable than 10 great fisherman who can’t teach.

| made copies for everyone.
S0 we’ll all be on

the same page.

B “Teaching allows me to grow and it increases my
value towards the organization.”
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ACTION BIAS

Damaging Culture

Without threats and coercion, no

action is taken.
| am not taking action

until I’'m told to!

B “The least I do the less trouble I get into. Why take
any chances.”
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Nurturing Culture

People are self-driven and focused on continuous improvements so they
identify opportunities, plan well, and relentlessly focus on execution to
create value.

What can |

improve today?

m ‘I have a strong desire to improve the world around
me while understanding my key priorities to advance
the organization.”
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LENGTH OF VISION

Damaging Culture

Day to day work to solve current problems
and crises. “Fighting fires.”

m “I am facing too many daily challenges so I can’t
plan or do more than my routine work.”
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Nurturing Culture

Plan for the future and anticipate problems.
“Fire prevention.”

PREVENTIVE PLAN
Planning Board

m “I have a good sense of what I want to accomplish today,
this week, next month and this year. I also have a vision
for the next three to five years and I am organized
to get all projects done on time.”
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MAKING DECISIONS

Damaging Culture

Avoid making hard decisions so we are not later
blamed if something goes wrong.

m “Why should T make a decision if it will bite me
back in the end?”
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Nurturing Culture

Team members are always thinking about how the organization should be
making smart decisions to create the most value. They raise their concerns
when they sense the company is not going in the right direction and share
their ideas on how to further improve.

m “Good decisions across the board are of benefit to
the entire organization.”
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FAVORITISM

Damaging Culture

Favor certain groups of people based on subjective criteria such as beliefs,
compliance, nationality, and/or religion and treat that group differently from
the rest. “Us” vs. “them” mentality.

B “I just don’t trust people that are not
similar to me.”
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Nurturing Culture

Every single person is respected for who they are and how they work
regardless of nationality, age, ethnicity, or religion. We believe in a
meritocratic system. Everyone is given a chance to perform.
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m “I don’t judge people superficially. I spend time
learning about how special each person is and how
they can contribute positively to the company.”
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PEOPLE NOT PERFORMING

Damaging Culture

I people don’t perform, reprimand
them frequently.

No, no, no!
That’s not it again.

How many times do |
have to tell you?

W “They just don’t get it! I have to keep shouting and
pressing them to perform.”
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Nurturing Culture

Bring members on board that are proactive and want to learn, and give
them regular feedback. Redeploy within the organization or free team
members that don't meet expectations and are not progressing. You are
only as good as your team members.

m “The right people in the right positions focused on the right
projects and working well together is how we are going to
drive high performance. I can’t afford to keep laggards
on my team.”
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ON EMOTIONS

Damaging Culture

Getting angry when a mistake happens is the
expected norm.

B “The more I show my anger, the more I assert my
authority, and the more others will fear me.”
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Nurturing Culture

I control my emotions in order to investigate the situation fully so I can take
the most appropriate action.

Management

B “By staying cool headed, I can think best through the
situation I am facing, so I can take the right steps and
be perceived as fair by all involved.”
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RESPECT

Damaging Culture

People fight for survival and if someone does not respect them they will do
whatever they can to work against them so they fail.
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B “You stab me openly and I will stab
you in the back.”
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Nurturing Culture

Respect is at the core of team building and working collaboratively. Respect
is earned so each team member remains highly sensitive to how they interact
with others. They avoid pointing fingers and always refer to facts and
processes to avoid blame.

m “I treat all people with respect and dignity. I
generally treat people the way I would want
to be treated.”
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VALUING COMPANY ASSETS

Damaging Culture

Damaging or destroying company property or materials through misuse or
negligence causing increased operating costs. Over consuming and ignoring
wastage as it does not have a personal impact.
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B “Why should I worry about preventive
maintenance? If the printer breaks down, the
company will pay for it. Not my problem.”

30
NURTURING vs. DAMAGING CULTURE



Nurturing Culture

Be sparing, thrifty and economical with respect to all company assets whether
property, materials or stock as if they were your own. And always use and
consume in a conservative and moderate way to avoid wastage and damage.

B “Any asset that does not add value is removed from
the work place. I have around me only what I use,
and T keep everything in good condition, clean, and
in the right place.”
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APPRECIATION

Damaging Culture

Ignoring all the positives, and focusing only on the mistakes people make.

Team Performance ‘

B “People are expected to do great things, so there is no
need to say anything when they perform. We should
only make them aware of their mistakes.”
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Nurturing Culture

Making an effort to catch team members making a positive contribution,
and thanking them for their effort.

Team Performance

m “Its important I show my appreciation for the hard
work and positive results my team bring in. ”
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Damaging Culture

I don’t trust my team members, if I don’t control their moves in great
detail they will either make mistake or act unethically.

B “People are fundamentally evil and incompetent. They
need to be controlled at all times. If not they either will
make big mistakes or take advantage of the situation.”
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Nurturing Culture

Trust is the heart of solid relationships, so we work on building trust with
our team members. We trust each other, but rely on systems that allow us to
verify trust.

m “I trust my team members, but I also monitor their
performance to see where I can help and make sure
all is on track.”
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ENERGIZE

Damaging Culture

Exude negative energy and spread it for our own cause.
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m “I am not happy about this situation and will
act in a damaging ways to prove my point.”
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Nurturing Culture

Generate positive energy.

m “With positive energy we can energize others.
Attitude is contagious.”
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ACCOUNTABILITY

Damaging Culture

When things go well, I take credit. When they don’t, I try to blame
others instead of accepting my short falls.

It’s not me,
but them!

m “My goal is to shine above others. If I make mistakes
I try to blame it on others or on external factors.
When things go well, I try to take the extra credit
from other team members.”
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Nurturing Culture

We take responsibility for our own actions, and for the tasks assigned to us.
We unveil the actual facts, and don’t distort them in our favor.

B “Being accountable is the right behavior to embrace. It’s
appreciated by our colleagues, and when we don’t do
well we focus on the learning so we do better next time.”
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Wishing you
nurturing success!









