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strategY, structure and culture
Successful organisations work outwards 
from a planned strategy with well-thought-
out structural and cultural activities to get 
the organisation going in the desired direc-
tion. The strategy is all about long-term thin-
king, the direction to go in and the way for-
ward and answers the question: Where? 
Then they use both structural as well as cul-
tural policy instruments to achieve it.
 The structure provides guidance to 
answer the question: What? and can, for ex-
ample, be described in terms of policies, sys-
tems, rules and routines. The structure gene-
rates no value in itself. The result is created 
only when the structure is filled with, and 
used by, people. A good structure can lead to 
many positive effects such as clarity, confi-
dence, cooperation and good order.
 Culture refers to how we humans think 
and relate to each other, events around us 

and ourselves. In many respects, and in most 
cases, culture answers the question: How? - 
i.e. how we think, make decisions, communi-
cate and behave towards one another. In an 
organisation, culture is influenced by the 
employees working with common visions 
and values, or by developing leadership and 
employee relationships. The culture of an or-
ganisation affects how various structural 
measures will be received and vice versa. The 
challenge is to get the culture and structure 
to positively reinforce each other in the di-
rection of the strategy.
 Preera’s solutions are always based on the 
three-dimensional perspective as described 
above. The emphasis between the three di-
mensions varies, of course, depending on the 
problem each individual business or organi-
sation faces. Preera’s methodology ensures 
that no dimension is overlooked. For ex-
ample, efforts to develop a new organisation’s 

structure or a new management model. Here 
it is primarily important to feel that your or-
ganisation is on its way. In addition, a per-
spective is needed to understand the existing 
and desired culture woven into the organisa-
tion, something that is accomplished by fin-
ding answers to questions about how people 
think, communicate and make decisions 
each day - and what is important for employ-
ees to be willing, and able, to do a good job. 
Furthermore, the reasoning works vice ver-
sa: to succeed in developing a corporate cul-
ture one needs to understand and ensure the 
desired views and positions are incorporated 
into the structures and processes, not least to 
ensure that there is support and control for 
the desired changed procedures in practice. 
The risk otherwise is that the solution in the 
form of a desired culture or structure exists 
on paper, but is not being followed in real li-
fe.

 transformation starts within 
Organisations often lack the ability to implement change strategies and plans. 
Traditional change management is based on methods that, to a far too little ex-
tent, include the people who are actually affected by the changes being carried out. 
Fear, resistance and/or inaction result, instead of the desired changes. In retro-
spect, it needs an input of energy to get people to understand what is happening 
or what they are supposed to do. Often, too much focus is placed on the rationality 
of formal organisational structure and formal business processes. Within traditio-
nal management theories you will often find an overreliance on the degree of im-
pact a new organisational structure, a contemporary vision of a changed process 
map or a new system has on people’s behaviour and way of making decisions.

(fig 1) strategY, structure and culture

the preera waY
All transformational management is about 
creating a result, such as increased revenues, 
higher efficiency, improved governance and 
a more goal-oriented organisation. A chan-
ged result requires someone to do something 
differently than before, or start or stop doing 
something.
 A high standard of performance requires 
high quality in the way people behave. Both 
the result and the behaviour are what we re-
fer to as visible, which means that those fac-
tors are easy to ask about and form an opini-
on about, easy to document, measure and 
monitor. But for people to act differently it is 
necessary that they know what to do, and ha-
ve the will and capacity to do it. People do not 
act according to what is said or written in a 
memo, a policy, vision, etc. - but in terms of 
their understanding and interpretation of 
what is said or written. Learning is all about 
combining new experiences with self-reflec-
tion, personally or with others through dialo-
gue. To get people to act differently, we need 
to influence their thinking. We need to crea-
te time and opportunities for reflection.
 People’s ability to think constructively is 
the so-called invisible, and one thing is criti-
cal so the quality of thinking will be high; the 
quality of human relationships. People who 
feel respect and trust for each other have the 

ability to think constructively together, as 
opposed to this when people are afraid of 
each other or care about their own territori-
es.
Preera’s methodology for change manage-
ment and transformation of organisations 
includes all four aspects in parallel, which af-
fects everything from project design to how 
we communicate and hold meetings - and 
not least the recommended solution propo-
sal.

how preera can help You
Preera’s methodology for change manage-
ment builds on providing the supporting 
structure to show ownership and direction, 
while the people affected by a change are also 
involved in the change process and are invi-
ted to participate and influence the outcome.
 People like to be involved and contribute 
their ideas and their time as long as they ex-
perience and feel that their thoughts are in 
demand and that their involvement has me-
aning. A high level of participation creates an 
understanding of the organisation and why 
change is necessary while, the same time, en-
suring that the results after the changes are 
implemented are sustainable and successful.
 The working model for the project and 
any changes is characterized by the work of 
the four phases taking into account both 

structural and cultural aspects of the impro-
vement work. This then creates the best pos-
sible conditions to free up the organisation’s 
full potential and thereby realise strategies 
and reach truly sustainable results.
 The process ensures that:
• Decisions are based on a holistic view and 
are sustainable.
• Commitment, motivation and responsibili-
ty, taking are in both leaders and workers.
• A measurable result is created in terms of 
achieving customer value, while the 
organisation’s own capacity and ability to 
handle future challenges of change increase 
at the same time. Preera makes people think 
and act differently when we are there - and 
continue to do so when we leave.

a sound development process
 First phase: Understanding
In the first phase (Understanding) we lay the 
foundation for successful change manage-
ment. This phase is aimed at creating common 
images of the current state and desired future. 
Initially, we carry out a change and benefit 
analysis with you, the customer, focusing on 
identifying the impact on your organisation 
and project goals, analysing the conditions for 
change work and what will be the most suitable 
approach to communication and participa-
tion. Our strategy is designed on the basis of 

(fig 2) ett vÄrdesKapande sYstem
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(fig 3) a sound development process

changing the organisation’s nature and its go-
als, involving those groups in the organisation 
that will be affected by the change and identify-
ing and preparing for the resulting attitudes to 
change within each target group, etc.
 For example, we look at the strategy for 
communication production and change parti-
cipation if the change is aimed at reducing your 
workforce in a different way than when the 
proposed changes are about developing your 
business by increasing customer / user focus 
among your employees. The start of the project 
also aims at establishing understanding and 
responsibility for future change in your mana-
gers and leaders and thus it also contributes to 
them accepting necessary ownership. The 
change process is then followed up continu-
ously to ensure it stays focused on the desired 
objectives. This makes sure that time and re-
sources are spent on the right things and that 
your project is constantly moving in the right 
direction.
 Right from the start of the first phase (Un-
derstanding) your managers and employees 
are invited in, to a relevant extent, to think and 
talk together about the upcoming changes. Di-
alogue helps to guarantee an early start to the 
learning processes necessary to achieve the be-
havioural changes that will impact your orga-
nisation long term. The scope and demarca-
tion solutions in the project are also clarified- 
everyone needs to ask what type of processes 
get results and which ones do not. That invol-
ves a lot of people doing a lot of asking, which 
does not mean that everyone should decide, 
just that their perspectives are heard and re-
spected. The first phase is often longer, more 
extensive and comprehensive than a traditio-
nal initial project phase.  We do this in order 
that even the preparations are already creating 
value for you, the customer, and we have found 
it helps the efficient implementation of the 
project’s next phases. Through participation 

we also ensure that the initial needs descrip-
tion is correct by answering the question: Are 
we solving the ‘correct’ problems?
 Second phase: Creating
The results of the work in the first phase (Un-
derstanding) are a rich basis for decisions to 
take into the next phase (Creating). Here we 
deepen our work on current issues and various 
alternatives are developed. In this phase, faci-
litation, Preera often leads meetings and dialo-
gues with relevant working groups with the 
aim of creating understanding of, and chal-
lenge, habitual thought and behaviour pat-
terns. Parallel to this, Preera assists you with 
expertise of a concept-questioning character 
in the form of dialogues with our highly com-
petent experts who have specialist knowledge 
of your business area.
 Through such highly relevant participation, 
we assist you in gaining acceptance for the ac-
tivities and actions that need to be implemen-
ted to achieve the desired goals of the project. 
A creative work process designed to include 
both the broad perspective to create alternati-
ves, and a finer analysis that looks into how to 
prioritize these and make choices between 
them. In this phase (Creating) we also concre-
tize how the work required in taking forward 
the proposed solution should be done. Depen-
ding on the governance structure of your orga-
nisation and the project involved, different 
groups and team members from your organi-
sation share in different parts of the process.
 Third phase: Implementation
The model’s third stage (Implementation) im-
plements the plans specified in the earlier 
work. It is now that the effects of the earlier 
high participation in the work become appa-
rent.
Since many people have been involved from 
the beginning of the project there is already a 
widespread understanding of what to do and 
how. Preera’s methodology results in a high 

probability that the employees themselves 
who participated in creating their future work 
introduced the ‘right’ solution for the organi-
sation. By protecting and utilizing existing fo-
rums for various parts of the process and deci-
sion-making, your organisation is truly invol-
ved and more supportive. This is a new begin-
ning for the organization plan. 
 Project activities are increasingly integra-
ted into line operations and create power in 
their daily business. An important part of 
Preera’s role at this stage of the work is to coach 
managers and enable employees to drive chan-
ge. In the same way, we support your organisa-
tion to establish fair and equal structural chan-
ges needed to make visible and reward changes 
that are in line with the project’s vision and dis-
semination of good practice.
 Fourth phase: Reflection
Preera’s commitment to our customer does 
not end when the solution is introduced. 
During the fourth phase (Reflection) reflec-
tions from the project’s working process and 
results, if possible in many of the project 
groups, are discussed. The purpose of the work 
of this phase is to balance the achievement of 
objectives and expectations and to clarify how 
the lessons learned may be used in the future.

By systematically evaluating and thinking 
about the change process as a whole, we help 
create a culture of continuous development, 
learning and accountability in your organisa-
tion. To not skip this step and immediately 
rush into the next project gives people the 
chance to catch their breath, get some perspec-
tive and understand their own and others’ ro-
les. Here we also encourage the creation of a 
sense of increased pride in your organisation 
and an increased belief in your team members’ 
own abilities.
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THE SOUND DEVELOPMENT PROCESS

Create a common view of 
the current state and 
desired future

Create solutions and a 
plan for implementation

Realisation and implemen-
tation of the solutions

Reflection around the 
results and work process 
from previous stages for 
continuous development


