Culture Change Planner

	PREFACE
This manual provides a framework for the challenging task of modifying culture. It offers an overview of the Normative Systems Culture Change Process and an introduction to the fundamental features of project development and implementation. It is designed to provide a road map for building supportive cultural environments, and will be useful in creating long-term solutions to complex organizational and community problems. 
	


WHAT WE ARE AS MEMBERS OF CULTURES
Whenever two or more people come together with a shared purpose, they form a culture with its own written and unwritten rules for behavior. Our families, workplaces and communities all have cultures. These cultures have a tremendous, though rarely recognized, impact upon our behavior as individuals.
Each cultural environment provides a unique set of standards to which we must adapt. Our behavioral patterns change dramatically from cultural context to cultural context. For example, on the job we are expected to behave in accordance with certain social standards. Expectations about behaviors at work usually differ from what is expected of us in our kitchens and in our bedrooms.
We may choose not to behave in accordance with our cultures, but if we choose not to go along, we must be prepared for ongoing consequences. When we select goals for ourselves that violate the culture, we must either change the culture or endure a never-ending struggle.
Changes initiated in unsupportive cultural environments tend to last less than one year. In contrast, changes that are supported by the culture are likely to stick. In addition, both the desire to attempt change and the likelihood of long-term success are positively related to cultural support.
In order to achieve sustained results, goals must be linked with the creation of more supportive cultural contexts. This is true whether our goal is to exercise regularly, to increase organizational productivity, or to reduce drunk driving. The culture influences our choices and determines the effectiveness of our individual initiatives. Almost invariably, the long-term individual solution must also be a cultural solution. This fundamental understanding is expressed in a simple equation:
LASTING SUCCESS = INDIVIDUAL INITIATIVE + CULTURAL SUPPORT
Individual initiative is a necessary ingredient to successful change. In order to achieve sustained results, some of this individual initiative must be channeled into building more supportive cultural environments. To achieve long-term success, the good ideas and hard work of individuals must be linked to cultural norms, values and support systems. The Normative Systems Culture Change Process is designed specifically to assist individuals and groups in their efforts to build supportive cultural environments for lasting change.
THE PROCESS OF CULTURE CHANGE: A FRAMEWORK
Anyone working to bring about lasting culture change will attest to the enormity of the task. Without a framework, culture change appears hopelessly complex. The four-phase Normative Systems Culture Change Process was developed in order to organize such efforts into meaningful steps.

Normative Systems Culture Change Process
	Phase 1
	Phase 2
	Phase 3
	Phase 4
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Changing culture in many ways parallels farming. The first phase, Analysis and Objective Setting, is dedicated to analyzing and preparing the soil. Phase II, Systems Introduction, plants the seed of change. The third phase, Systems Integration, is the cultural equivalent of adding fertilizer and water so that the plant takes root and flourishes. And the fourth phase, Evaluation, Renewal and Extension, is similar to harvesting the crop and gathering new seed for the next planting.
Although some overlap exists, each phase in the process emphasizes a different aspect of culture change. The remainder of this manual discusses some of the tools used in each of the four phases of the Normative Systems Culture Change Process.
Phase I: Analysis, Objective Setting and Leadership Commitment
The first phase of project development establishes a clear picture of the current situation, sets specific measurable objectives and commits leaders to a vision for change. These activities serve to tailor the change process to the problem and setting. Phase I activities provide the groundwork for the broad-scale introduction and integration of the change process. The analysis covers three broad categories of information--performance, programmatic and cultural.
Performance Analysis
Performance data encompass bottom-line financial and behavioral measures.
Performance Analysis: Strategic Design Questions 

· What are the human and economic costs of current behavior?
· What new behaviors are likely to produce the largest human benefit and economic returns?
· How will the economic and human impact be measured?
· How will behavior be measured?
Programmatic Analysis
Every setting and group handles change a little bit differently. Some groups need change to occur at a rapid pace, while others call for a more deliberate approach. In some settings, those in power need to lead the change process, while in other settings, change works only when those at the bottom of the power hierarchy demand change. Programmatic analysis examines how change efforts should be organized to maximize the likelihood of success.
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