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Most companies have their origin in the reality of one founder or 
a small group of founders. If it is a small first generation group, 
then they usually come together and match their realities 
intuitively with little explicit clarification of their frame of 
references, responsibilities, roles and competences. They just act 
hand  in  hand  and  roll  out  this  “company-culture”  to  a  growing  
group of people.  
The more tayloristic the company and is growing beyond a face-
to-face format, the more challenges for staying integrated and 
growing in a healthy way arise. There are two perspectives on 
Organizational health: Integration and Integrity. Integration 
means functioning in accordance despite different individuals and 
teams develop their own logic of functioning as a part of the whole 

organism. Integrity points to two other dimensions: 1. Do people responsible have shared 
understandings of the essentials of the company, of vision and mission and ways to perform? 2. 
Do key players experience their engagement as being respected and do their contributions have 
meaning for them?   
The whole enterprise can be undermined due to lack in both dimensions. On the one side 
mismanaged integration of divided processes and performances may lead to disintegration, loss of 
productivity and quality as well as to stress of continuous compensating dysfunctional interplays. 
On  the  other  side  a  loss  of  meaning  of  the  whole  enterprise  and  one’s  contribution  to  it  may  weaken  
or even cut roots of engagement. Loosing integrity is a major reason for inner withdrawing from 
responsibility and engagement.  
The word performance is also used in theatre. For having an essential performance besides results, 
you need not only qualified actors and a director, who organizes the playing together, but also a 
realistic idea about the intended play called script. Shared understanding the script helps to 
performing as company (also a theatre term) beyond egoistic tendencies.  
If due to lack of integration and/or integrity more and more actors playing their roles detached 
from engagement for the whole, the performance and thus business loose its spirit and qualities. 
At least in high-quality markets this makes a significant difference to employees, customers, 
deliverers and other partners. Thus business may also get into an economic crisis, which is also a 
crisis of organizational culture. The new CEO of the Volkswagen-company Mueller for example 
clearly stated, that the actual disaster around faked emissions is a consequence of degenerated 
company culture. 
Culture in general means the shared ways to experience and do things in a community. 
Organizational  Culture  (OC)   is  shaping  a  company’s   life   like  magnets  hidden   in  the  background  
create power fields, which organize things in the foreground. Culture as such is invisible, but is 
showing up in many ways. Culture is within people; this is why you have to talk to them, to 
understand culture. Culture is carried by structures, regulations, processes; this is why they have 
to be questioned, what spirit they carry and how experiencing and acting of people is influence by 
them. Culture is imbedded within habitual experiences, behaviors and ritualistic procedures. A 
major part of culture are grown habits, good or bad. Many habits just persist, because nobody 
really questions their rationality. The unconscious level of culture may be disconnected from the 
conscious level and not really affected by rational explanations, intents and actions. These habits 
may have served well at other times for other purposes, but may not have been further developed 
facing new challenges. Habits are like rules out of awareness. Members of a community give each 
other invitations and complementary responses according to such rules, without being aware. This 
is why culture cannot be changed only by conscious or technical interventions, by external 
influences or individual internal efforts alone. It can not be changed much by individual training, 
because the new cultural elements, that are adopted in individual training, coaching etc. will meet 
a network of habitual pattern of significant others in the company and therefore can not be 
maintained. This is why shared learning building up shared realities is requested. New cultural 
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elements have to be studied working together and 
reflecting experience and perspectives of those 
involved. In the end there is no way of gaining 
something if it is not integrated in peoples reality 
on a conscious and unconscious level. Based on 
examples a community need to learn to inviting 
each other into new behavior and stabilizing it by 
acting complementary over and over again until 
new habits are strong enough to replace old 
habits. No wonder the majority of Organization-
Development-processes fail. 
What are the alternatives? 
In the following statements I can only mention 
some points with some illustrations. More information (Free Publications, Videos, Charts, Audios 
and Events) are accessible in English through isb-Germany isb-i.eu or services in India through 
nibbanaindia.com/consulting. 
New movements for developing companies. 
There  is  new  worldwide  movement  concerning  leadership,  enhancing  company’s  performances  and  
Organizational Developments (OD), which combine classical knowledge with new mindsets and 
approaches. Major qualities are: 1. Do not primarily impose schemata from outside, but 2. dialogue 
with those in charge and responsible and integrate external knowhow into that. 3. Give internal 
people access to resources. They know their field. 4. They have to integrate and carry through new 
elements into their experience and behavior. 5. They have to exercise progress sustainably on a 
concrete day-to-day basis. 6. They can evaluate realistic progress together and support each other 
keeping it up against old habits. 7. They have to integrate new players as mentors and multipliers 
of a new style of business. 8. Because they have the responsibility, they deserve the dignity of 
ownership of their development. 9. They need the competence and experience also for further 
developments in order to reach and share maturity for continuous development also in other parts 
of the company and also for new enterprises. 10. External partners should stand for and support 
all that instead of optimizing their own business and leaving the internals depend on them or alone 
with the day-to-day-challenges of development.  
The overall key word is creating shared reality by shared learning culture.  
Sub-key-words are for example shared leadership, shared responsibility for shared performance 
and shared learning culture.  
Shared Leadership 
Leadership is one of the oldest principles of organizing processes in evolution. Freedom, creativity 
and self-organizing are wonderful, but need to be framed within a context and towards the purpose 
of an organization and the organizational culture the company wants to stand for. Framing and 
building up culture is an essential task of leadership. Leading someone means successfully inviting 
him into performing within a given performance or into helping to create a new one. Leadership is 
a dimension of many relationships.  To attribute it to individuals and to frame it as a personal 
competence is to restricting. There might be gifted leaders, but more important is leadership as a 
quality of relationships in a community. Leadership communication is not just transferring 
messages, it is convincing people to contribute to the desired goal. For that leadership competences 
are needed from all participants of a leadership relationship. There are many relationship-styles by 
which leadership can function. Which style works, is a question of matching between people and 
cultures involved. There is no right leadership. There is only functioning leadership. Leadership 
culture of a company involves the ability of combining different styles.   
Taylorism in companies leads to everybody being dependent on others. Why not developing 
leadership together within the relevant relationships? This is particularly true for strategic 
leadership. If people on the top have ideas about strategic developments, then the impulses have 
to go through many leadership-relationships to be realized in the market. Hierarchical leadership 
is more and more only a part of such a leadership system. Every chain is as week as the weakest 
part. In order to make strategic enterprises work, attention should be directed to all parts of the 
chain and preferably on strengthening the weakest parts. There are simple rules for that: 1. Talk 
to those more often, who are not yet arrived in a shared reality with you or at least do not function 
in a complementary way! 2. Talk about the necessity to arrive in a shared reality, what you offer 
and require for coming together. 3. Talk about how much effort is acceptable to accomplish that. 
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If leadership-relationships cannot be brought into 
functioning within an acceptable frame, then it is an 
option to change the relationship without blaming due 
to insufficient matching.  
Shared responsibility for shared performance 
An Organization can be described as a system of 
responsibilities  for  shared  performance.  “Being  able  to  
respond”,   that   is   in   responsibility.   Dialogues   on   the  
adequate questions and how they have to be responded 
to and by whom are the basis of shared responsibility. 
Even if there are clear guidelines in general, in the end 
this must be done over and over again by those who 
share responsibility. To have complete dialogues on 
responsibility four dimensions should be considered. 

People want to give a required response, when 1.  it fits their values, 2. they are able to give it, 
because it fits their qualifications, 3. the organization obliges them to give it and 4. provides the 
necessary resources like entitlement, equipment, money etc. Trials to respond without these 4 
conditions are fulfilled, easily lead to confusion and stress. Besides what somebody is directly 
responsible for, everybody is responsible related to the whole. Each member of a community should 
be allowed and obliged to engage in responsibility dialogues. Like in leadership-relationships there 
is not one relevant reality. Even if performances and responsibilities seem to be defined 
“objectively”,   there   is   a  need   for  dialoguing   in   the   community,   to  make   sure,   that   shared  and  
complete responsibility is in the system and in peoples mind and behavior. This cannot be 
compensated by control or trust. Control that is not dialogic control calls for mere adaptation 
without owned responsibility.  Blind trust leads to confusion, unintended developments or even 
abuse. Too often technical control and blind trust build together a system of mismanagement. 
Building a shared learning culture 
Sustainable professional work and business is learning in the first place. The Didactics of creative 
learning and of creative working are the same. 
In Germany there is a long successful tradition of dual education combining workplace learning and 
professional learning with classroom-learning. Beyond that a paradigm change is taking place. 
Classic: learning first, then applying and transferring! New: First building up a learning culture, 
creating frames for learning together (and from each other) around real business-challenges and 
then integrating necessary knowledge as needed. New: Learning here takes place 1. within roles 
and responsibilities, 2. between those who share particular responsibilities (which is our definition 
of team), 3. close to the real challenges, 4. specific to the situation, 5. probably starting with the 
help of learning-culture facilitators but 6. self-directed as essential part of competence of 
individuals and systems.  
This overall design for learning culture in a company can be specified in many ways. Here are some 
major dimensions: 
Inner- and Inter- Departmental Cooperation 
Inner- and Inter- Departmental work is based on a shared learning approach successfully 
introduced to India . Within companies the people, who are together seen as responsible for an 
organizational issue are invited to talk to each other in prepared and guided procedures. Thus 
learning dialogues take place dealing with real challenges leading to cooperation, shared 
responsibility and performance. After external introduction these elements learning culture are 
rolled out over the company as a peer learning system. 
Leadership-learning 
Leadership-training is developing beyond skill training and supervision for individuals.  
Now leadership-relationship-members learn together even in leadership-chains and leadership 
networks. How leadership-relationships can improve and what kind of learning by whom is needed 
and how improvement can be reached go hand in hand. 
Shared staff-Learning 
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Instead of sending employees as individuals more or less 
accidentally to all kind of external training, a strategy on staff 
improvement and learning culture for specific roles and areas 
of responsibility is established. Learning together as a 
community leads to interlinked qualifications of individuals 
and of the system. After creating common grounds of shared 
terms, models, learning formats, participants can concentrate 
on challenges of this company and on differences in 
perspectives from different roles, different learning styles and 
personalities. Some of the employees even detect, how much 
talented they are as learning facilitator for newcomers to be 
involved or need some extra support. So for example SAP, the 
German Software- company trains people beyond their 
classical roles as learning- facilitators and they can work up to 
10% delivering support and services on learning culture within the company. This is welcomed by 
many as a job enrichment beyond personal competence improvement and it helps with 
interdepartmental learning within the company. 
OD-Learning 
Every team-development or OD-process meets new challenges on a variety of levels. Besides 
coming to new solutions for the actual issues, there should be space for learning together on how 
these improvements are reached and using this learning as an example for further solutions and 
learning processes. This learning, imbedded in OD, we call it OD-Learning. Usually for this learning 
there is not provided enough time and capacity, sometimes there is even no awareness for 
necessary learning and insight into arranging it along with OD. If the process is heading directly 
for results, very often it gets more and more into trouble because of cultural problems. If you give 
priority to building up culture around some real OD-issues, then after time you will have more 
results.  
Organizational learning culture and external providers 
External education systems like isb or Nibbana offer know how to build up such a learning culture, 
to qualify the responsible roles for that and to provide a kind of learning island, where all that can 
be learned closely connected to but in some distance to the organizations day-to-day functioning. 
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