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Abstract 

In this research it has been discovered that employees and leaders who support 

their organizational culture are more likely to be motivated to adhere to organizational 

change. Based on the established importance of positive relationships, to  generate 

meaningful change arts leaders need to create an organizational culture that develops 

shared values with staff members, encourages employee autonomy and growth, and 

fosters open communication amongst coworkers. In addition to these three categories, 

trust is an underlying factor in successfully creating a positive work culture and 

implementing organizational change.  An organization’s culture is enhanced when a 

shared mission is in place, employees feel valued and celebrated as well as are given a 

voice and input in decision making, and positive relationships exist among coworkers. 

Related theories, research studies, and success stories are visited in this paper as they 

support the methods of creating an organizational culture. 
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Introduction 

In the growing field of leadership and management, one of the most concerning 

tasks we will be faced with is implementing change.  With a quick google search, 

change can be defined as “the process or act of becoming different”.  With this being 

the general perception of change we can expect varying reactions from people who 

change is requested from.  According to Dr. Lea Hanson, owner of Left Lane 

Communications LLC, in her presentation Organizational Change, the first response we 

have to becoming different as individuals is resistance. Dr. Hanson has worked over a 

decade with organizations attempting change. In her experience, she has found that 

most commonly we resist due to many factors including uncertainty, doubt, and even 

complacency.  “People are usually comfortable with the status quo” (Hanson, 2018).  In 

other words, individuals will work to meet an expectation, but what happens when that 

expectation is  to be different than what you already are? “When confronted with actual 

change, individuals may experience stress and exhibit anxiety, which in turn may impact 

their behaviors” (Laycock, pg. 34).  When first considering this initial reaction, it is no 

wonder change can be a problem for organizations.  

Thinking about change in this general sense will only get us so far, but if you 

realize that throughout history we have been consistently forced to adapt, and reflect on 

the idea of change as a means of growth, not difference, we can begin to understand 

what we need to consider as arts leaders to promote positive changes for our 

organizations.  We are rapidly adapting to a global and diverse world, in which change 

is consistently at the forefront. When referring to the current generation entering the 
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workforce we learn that, “This generational cohort distinguishes itself from earlier 

generations in numerous aspects including their relationship with technology, 

educational background, and attitude toward career and organizations” (Gong, 

Ramkisson, Greenwood, and Hoyte, 2018). As our world changes, so do the individuals 

entering the workplace. Gong, Ramkisson, Greenwood, and Hoyte have embarked on 

some of the initial research on this new generation’s career expectations. Their 

research not only shows that millennials have distinguishing skills in technology and a 

diversity of educational backgrounds, but also that millenials show an increase in 

commitment to their workplace when they receive training and development.  As all of 

this is happening, leaders are forced to adapt old procedures, supply new technology, 

hire these incoming employees, bring older employees up to speed, all the while 

keeping the mission, goals, and profits of their organization afloat.  So the question is, 

as leaders how do we introduce change as a means of growth vs. a challenge, and 

what steps can we take to ensure that not only new, but all staff members support 

growth within our organization?  

To answer this question I extended my research to include the study of social 

cognitive and planned behavior theories, as well as reading scholarly articles and 

studies focused around implementing organizational change.  In addition to scientific 

theory, I found it helpful to research into what some of today’s top leaders in creative 

businesses are doing in their organizations to promote change.  At the forefront of my 

research was culture.  According to Albert Bandura, one of the world’s leading 

researchers in social cognitive theory,  “Human functioning is rooted in social systems. 
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Therefore, personal agency operates within a broad network of sociostructural 

influences” (Bandura pg. 10).  With this at the root of understanding of the importance of 

a positive work environment, as well as leadership, we can consider what qualities 

might create an organizational culture that promotes growth, and what we as leaders 

can do to create this culture. Based on the established importance of positive 

relationships, to  generate meaningful change arts leaders need to create an 

organizational culture that develops shared values with staff members, encourages 

employee autonomy and growth, and fosters open communication amongst coworkers.  

 

Value & Organizations 

As Eisele states in his article, Assessment of Leadership for Innovation and 

Perceived Organizational Innovativeness, “...values are almost always a synonym with 

culture and must also be understood for the successful implementation of a more 

innovative workplace” (pg. 471).  Dr. Per Eisele is a published professor at Göteborg 

University who has conducted research in the areas of workplace well being and 

leadership. We will come back to the importance of innovation in the next section of the 

paper, but for the purpose of values and culture I found this quote to be compelling.  An 

organization's culture is created surrounding their values and mission. So how do we as 

leaders ensure that our coworkers and employees, as well as ourselves, share the 

values that are aligned with our company’s mission?  I believe as the person in a 
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leadership role, the first step would be to ensure you are working for an organization 

whose mission you feel compelled to support. 

  It is important to take a moment to consider the reflection of the leaders 

themselves in the role of supporting values and culture. All employees need to embody 

these shared values, in which case it helps to create these together and involve all staff 

in building or revisiting your organization’s mission.  According to social cognitive 

theory, “human motivation and performance attainments are governed not only by 

material incentives, but also by social incentives and self-evaluative incentives linked to 

personal standards” (Bandura, pg. 20).  In other words, people are motivated not only 

by their salary, but also by something that makes them feel good, or that they support 

intrinsically.  When we consider creating an organization that believes in growth, as 

leaders we must considering modeling this mindset in ourselves. When citing 

Meichenbaum, Bandura also states, “cognitive skills could be readily promoted by 

verbal modeling in which models verbalize aloud their reasoning strategies as they 

engage in problem solving activities” (pg. 14).  This can be seen in many educational 

and community organizations. The teachers, principals, employees and directors are 

encouraged to model and promote the values of the organization to help create a 

positive, unified workplace. These values then begin to be spread to the students, 

families, or visitors and customers of an organization.  So in turn, not do we need to 

share our mission with coworkers, as leaders we are responsible for portraying an 

organization that promotes growth and learning within ourselves in the spirit that others 

will begin to adapt this openness to change as well.  
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Another meaning behind the word value is value as a verb, or the organization 

and leader’s mindset to truly value employees.  Within my research this was one of the 

qualities at the top of successful organizations. In Strategies for Reshaping the 

Workplace the three major components for valuing or supporting your employees are “a 

supportive organizational environment, flexibility of schedules and design, and a 

continual assessment of workers’ needs” (Laycock, pg. 21) If we as leaders want to 

promote and request change from our employees, they must know that they are values, 

that their needs are heard, and that the change, or growth, is for good.  When 

employees understood they are valued, they are more likely to support the demands of 

change. This builds trust within the workplace, and without trust results and change are 

seldom. According to Managing for Happiness by Jurgen Appelo, “There is no better 

way to build trust than to establish a strong track record of delivering on commitments” 

(pg. 130). Jurgen Appelo has spent his career working with creative organizations 

specifically to build relationships and community and has shared his experiences 

through his writing and trainings. He reflects on trust as an important component of 

workplace relationships. As leaders it is our job to create a culture of trust and respect 

that we deliver on.  

 

Autonomy & Voice 

The Theory of Planned Behavior, developed by Icek Ajzen, a professor of 

Psychology for The University of Massachusetts Amherst,  teaches us that behavior is 
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not just an intrinsic motivation, but that environmental factors and influences play a role 

in motivation. Individuals are more likely to take on a task if they believe they can 

achieve it.  “Holding intention constant, the effort expended to bring a course of 

behavior to a successful conclusion is likely to increase with perceived behavioral 

control” (Ajzen, pg. 184).  As leaders we can create a work environment that promotes 

high levels of perceived behavioral control.  When citing McGonagill and Dorferr, 

Holzmer states, “all the tools in the world will not change anything if the mindset does 

not allow and support change” (pg. 45).  If our employees do not exist in an environment 

where they believe they have the ability to achieve the growth necessary for change 

organizational change stops. Without buy in and perception of success change will not 

occur.  

As leaders we create a culture of growth and an environment that 

celebrates creativity, innovation, and ideas by giving voice to our employees.  In regards 

to incorporating employees in decision making within an organization Laycock states, 

“This autonomy can be the bedrock for creating the most effective employee-friendly 

culture” (pg. 48).  Our employees need to know that their ideas and input are not only 

valued, but are considered when decisions are made within an organization. For 

example, who would know more about making decisions for the arts program at a 

school than the art teacher?   “As a manager, you can set up the environment in such a 

way that people feel empowered to take responsibility and become leaders and change 

agents” (Appelo, pg. 204).  This being said, many organizations claim they listen to their 

employees, but have little implementation or celebration of their voice or ideas to back 
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up this claim.  As an organization, it is essential to celebrate employees successes, truly 

listen to their voice, and implement a strategic system that operates in this way.  

In a case study done at an elementary school teachers were put in control of 

writing their own curriculum in grade level teams.  While their curriculum was required to 

be aligned with state standards, they were given freedom and creativity within their 

instructional delivery as well as themes and activities.  The result was stronger 

collaboration amongst staff members and higher student engagement.  As the school is 

in their third year building this program, the results for student achievement are still in 

the process of being recorded, but currently are showing positive trends in student 

growth as well as staff commitment to the school.  

Leading this notion is the importance for innovation and creativity.  Within my 

research I kept reading these two words as means to support change.  According to 

The Assessment of Leadership for Innovation and Perceived Organizational 

Innovativeness, “It should be on the agenda to encourage creativity across all levels” 

(pg. 470) and “If a company wants creative employees that speak up, they need to be 

listened to and recognized. This requires a less hierarchical structure. Thus, both 

organizational culture and organizational structure need to be developed” (pg. 472). 

Individuals who feel their creativity and ideas are valued will be more likely to promote 

change within an organization and be committed to their organization.  When reading 

the book Creativity, Inc., which is the story of the popular filmmakers Braintrust and 

Pixar, Catmull states, “We create an environment where people hear each other's 

notes, and where everyone has a vested interest in one another’s success. We give 
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filmmakers both freedom and responsibility.” (pg. 92). This notion of shared freedom 

and responsibility, as well as the willingness for us to share ideas and feedback is again 

rooted in the concept of trust.  We have to be able to trust that not only our ideas will be 

values, but that the feedback we receive from leaders and coworkers will be relevant 

and meaningful. This supportive feedback is necessary for growth, and should come not 

only from leaders but from as Pixar accomplished, peers and coworkers as well. 

 

Communication & Relationships 

Without relationships and communications, the last two categories addressed 

would cease to exist in the workplace. Relationships are at the root of the three working 

together to create a culture where individuals feel valued, listened to, and are able to 

support change.  A healthy and open mode of communication between leaders and 

coworkers is essential to the success of the organization, building on trust and shared 

values. “Organizational culture is increasingly perceived as one of the key factors of 

organizational performance. In most cases, the best results are associated with the 

leader’s ability to create, maintain, and develop strong culture” (Popa, 2013).  In this 

regard, “strong culture” can be interchangeable with “strong relationships”. Strong 

relationships are created by successful means of communication. In addition, open 

communication is supported by “trusting others, allowing mistakes, being open minded, 

flexibility, and providing feedback” (Gilley, 2005).  
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In Managing For Happiness, “curiosity, honor, acceptance, mastery, power, 

freedom, relatedness, order, goals, and status” are all listed as motivators of employees 

(Appelo, pg. 204).  I want to draw attention to some techniques we as managers can 

implement in regards to communication and relationships that can help build on these 

motivators. Relatedness and acceptance are two of the key motivators here, both of 

which are fostered by relationship building.  Hosting workplace events, bringing the fun 

into meetings, allowing time for staff members to connect, and sharing personal parts of 

our lives in the workplace can help build this part of staff relationships.  Secondly, 

curiosity and inquiry both contribute to creating a culture of a growth mindset, and 

encouraging employees to collaborate on creative solutions can help foster positive 

relationships.  Order and freedom from that order are both built on the notion of trust. 

Employees want a relationship of trust where they are believed when they need the 

freedom from work or choice within tasks, but also require trust in the relationship of the 

knowledge of order within their expectations at work. Both of these require open 

communication between leaders and staff. Finally, motivators including performance 

based concepts such as goals, honor, mastery, and status are also obtained when 

communication and relationship building is at the forefront of the organization. Consider 

a workplace where goals are collaborated on and openly discussed, while mastery is 

rewarded with acknowledgement and thank you, and in turn honor. These small 

celebrations and time to collaborate openly and honestly can build a positive culture.  

Relationship building is the first step in regards to building organizational change. 

According to a recent study highlighted by Robert Rosales, the founder of Lead 
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Academy, “A recent U.S. survey highlighted that the top engagement condition for 79 

percent of respondents was their relationship with co-workers” (2016). This survey 

highlights a very specific quality that keeps a huge percentage of people in their 

organization and engaged in their work.  Data such as this proves that relationships 

directly affect the work we do, and if we choose to continue doing that work.  As 

leaders, it is our job to build relationships with staff, and foster a environment where 

staff communicates and builds trusting relationships with one another. For this to occur, 

staff members need to feel valued, and must believe in their autonomy and skills to get 

the task at hand accomplished. Feedback, reflection, and shared responsibilities and 

freedoms are all a part of this process of creating culture and need to be recognized as 

well.  Theory, research, and current success stories all cite the culture of an 

organization as a main proponent or opponent to change.  As we continue to create 

organizational culture, it is important to keep these big ideas at the forefront of our 

planning, and be sure to incorporate all staff in the change making process.  

 

Conclusion 

One of the most difficult challenges for an organization is implementing change. 

Naturally, when forced into situations of discomfort humans are most likely to resist the 

feeling, and tend to want to stay in their zone of comfort. We see this as a common 

response in the workplace when employees are forced to adapt to demands out of their 

control. Employee autonomy becomes increasingly important to an organizational 
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culture as staff members need to feel a sense of control and value to work through the 

discomfort of change.  In today’s changing world, one of the most important cultural 

mindsets we can adopt for our organizations is one focused on growth and learning. 

For staff members to desire to work towards their own growth, and the growth of the 

organization, leaders must create a culture that promotes communication amongst team 

members, and is not only transparent, but also involves and values staff’s input on 

decision making and policies within the organization.  

 

 

 
 
 
 

 

 
 

 

 
 
 
 

 

 

13 



 

Works Cited 

 

Ajzen, Icek. (1991). The Theory of Planned Behavior. In Organizational behavior and 

human decision processes. (1991). New York: Academic Press. 

Appelo, J. (2016). Managing for Happiness: Games, Tools, and Practices to Motivate Any 

Team. New York, NY: John Wiley & Sons. 

Bandura, Albert. (2009). The Evolution of Social Cognitive Theory. In Smith, K. G., & Hitt, 

M. A.. Great minds in management: The process of theory development. Oxford: 

Oxford University Press. 

Catmull, E., & Wallace, A. (2014). Creativity, inc. overcoming the unseen forces that 

stand in the way of true inspiration. New York: Random House. 

Eisele, P. (2017). Assessment of Leadership for Innovation and Perceived Organizational 

Innovativeness: Differences Between Self-Reported Individual and Social Creativity. 

International Journal of Organizational Leadership. Retrieved March 27, 2018, from 

www.aimjournal.com. 

Gilley, A. M. (2005). The manager as change leader. Westport, Conn.: Praeger. 

14 



 

Gong, B., Ramkissoon, A., & Hoyte, D. (2018). The Generation for Change: Millenial, 

Their Career Orientation, and Role Innovation. Journal of Managerial Issues, 30(1). 

Retrieved March 26, 2018, from www.pittstate.edu. 

Holzmer, David. (2013). Leadership in the Time of Liminality. In Melina, L. R. The 

embodiment of leadership (pgs. 43-64). San Francisco: Jossey-Bass, A Wiley Brand. 

Laycock, A. B. (2003). Strategies for reshaping the workplace. Ann Arbor, MI: Roma 

Communications. 

Popa, B. M. (2013). Risks Resulting From the Discrepancy Between Organizational 

Culture and Leadership. Journal of Defense Resources Management, 4(1). Retrieved 

March 26, 2018, from journal.dresmara.ro/. 

 

Rosales, R. (2016, October 25). Positive Relationships in the Workplace: Work is Social 

and So Are We. Retrieved from 

https://positivepsychologyprogram.com/positive-relationships-workplace/ 

 

 

15 


