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Introduction

“

Unless we transform
our cultural
relationships, we will
never transform our
cultural realities.

W

e are at a crossroads in our cultural relationships, and
many would agree with renowned speaker Arthur Brooks that
“we have become a nation of contempt.” Our present
approaches to our cultural differences are limiting, divisive, and
sometimes dangerous. Our cultural dynamics don’t just need
tweaking—they need transforming!
At this point, we can either fall further into cultural dysfunction
or enter into transformation. And the main reason we have yet
to achieve cultural transformation is that we focus on the
symptoms of cultural dysfunction rather than the root cause.
The symptoms we focus on are things like bias in the workplace,
stereotypes in the public arena, racial injustice, ineffective social
justice reform, lack of diversity and inclusion, and more. The
root cause we must address is the cultural dysfunction in our
relationships. Simply put: Cultural dysfunction is the natural
outcome when cultures are created by culturally unhealthy and
unskilled people. Unless we transform our cultural relationships, we will never transform our cultural realities.

I propose that an intelligent and intuitive process of meaningful cultural transformation can
create culturally healthy environments in which people of diverse cultures can thrive together.
This process is able to create systemic and sustainable cultural transformation in any
organization or community.1
I wasn’t always this optimistic. Far from it. I was born into a culturally dysfunctional family and
yearned for cultural transformation in my home. My father, Pablo, was one of 27 children in a
family from the mountains of Puerto Rico. (That’s right, 27.) My mother, Phyllis, was an orphan
from Kentucky. They had two children together, my older brother and I, and each had
another child from a previous partner. The chances of this family doing well were slim to none.
We were bicultural, bilingual, and blended, and we also had a lot, and I do mean a lot, of
cultural conflict. Out of this reality grew my desire to understand culture, cultural conflict, and
cultural transformation.
My family experience is not unique. Many of us continue in our suffering as members of
culturally unhealthy families, organizations, or communities. And every family and organization
has its own culture, driven by the cultural health and skill (or lack of it) of its members.
1 Throughout this manifesto I refer to both organizations (like corporate entities and nonprofits) and communities (like cities,
towns, or counties). To avoid confusion, I use “organizations / communities” when referring to both equally.
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We desperately need cultural transformation in our organizations, our communities, and our
country. In this Cultural Transformation Manifesto, I will introduce a specific process for achieving systemic and sustainable cultural transformation in your organization or community. This
manifesto calls us to another way of thinking, another way of doing, another way of being; it is
a call to transformation of both our cultural mindsets and our cultural skill sets.

“

Culture is the most
powerful force on
earth; it drives human
behavior. People
drive data, but culture
drives people.

Before I lay out the mission, the intentions, and the vision for
the Cultural Transformation movement, let’s first examine what
“cultural transformation” means. (We cannot envision or create
what we don’t fully see or understand.) To understand the term
“cultural transformation,” we must look at what “culture” and
“transformation” mean.
Culture is the composite of five primary elements: beliefs,
values, norms, symbols, and language. Every culture has all five
of these elements. Families have cultures, sport teams have
cultures, schools have cultures, businesses have cultures,
communities have cultures, and countries have cultures.
Culture is the most powerful force on earth; it drives human
behavior. Sure, people drive data, but culture drives people.

Just think about how the culture you were born into has influenced your life. For example,
if you were born in Iran, Afghanistan, Turkey, or Morocco, the statistical probability that you
would be Muslim is over 99 percent! If you were born into the island culture of Puerto Rico, the
chances that you would enjoy rice and beans with fried plantains while listening to salsa music
are also very high. That’s how powerful culture is.
People are different because cultures are different. We all acquire our cultural frameworks
through the particulars of our birth and our subsequent enculturation. In other words, we are
all products of the cultures in which we were born and raised. These cultures gave us our beliefs, values, norms, symbols, and languages—whatever they happen to be.
Now, let’s look at the word “transformation.” Have you ever seen a Transformer toy? They start
off looking like one thing (mostly a car or truck since they are marketed primarily to boys) and
then end up transformed into some super powerful robot figure. Existing pieces and components are leveraged and repurposed to create something entirely different; that is the essence
of meaningful transformation. True turnaround doesn’t get rid of people, it transforms them.
Cultural transformation happens when the existing beliefs, values, norms, symbols, and
languages within that culture are transformed into new and more culturally healthy beliefs,
values, norms, symbols, and language. Cultural transformation creates freedom and justice for
all; it’s the start of a new day. It allows people from all backgrounds, all ethnicities, all races, to
soar to their highest potential together. Truly, when we transform our cultural relationships, we
transform our cultural realities.
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Why this Manifesto?

“

I’m offering this
manifesto because I
have not seen any
other clear,
compelling or
cohesive processes
or plans to
achieve it.

S

imply put, our world desperately needs cultural transformation, and I’m offering this manifesto because I have not seen
any other clear, compelling, or cohesive processes or plans to
achieve it. While I understand my personal limitations, I am
confident that the Cultural Transformation movement creates a
clear path to systemic and sustainable cultural transformation.
And so I ask you to read with an open mind and heart.
My viewpoints are shaped by years of study and experience in
this field. I have been working in the field of cultural communications now for over 25 years. In 1992 I founded Bilingual
America. Before that, I was a minister in Puerto Rico. I have lived
in multiple countries and also in multiple regions within the
continental United States.

I even considered at one point moving to Washington, D.C., only to have former Speaker of
the House Newt Gingrich tell me, “Ricardo, don’t even think about moving here, it’s a total
vacuum. You’ll get sucked in like everyone else. You’ll then be of no good to anyone as a
consultant because you’ll lose all objectivity.” Just to balance things out politically, I’ll also tell
you that the former chief of staff for Senator Harry Reid essentially told me the same thing
while explaining to me why he was leaving the senator’s side to dedicate himself to work in the
private sector.
I realized then that the solutions to our nation’s cultural woes would never be found through
legislation. So it was that I began to focus more on local transformation. Working with people
through the CulturalMastery™ process, I’ve witnessed the cultural transformation of people
across the country who are now ready to lead the cultural transformation of their organizations
and communities. This has been a very encouraging experience. I now believe that if we
transform enough organizations and communities in our country, we can effectively transform
our country.
Through these experiences and in my work as a cultural communications consultant, I have
seen the pain of cultural dysfunction up close and personal on far too many occasions. I have
also had the honor of helping people enjoy the multiple benefits of positive transformation.
I hope that this Cultural Transformation Manifesto will inspire you to create positive cultural
transformation in your organization or community.
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Three Core Principles

“

A culture is either
healthy or unhealthy.
If the culture is
unhealthy it is not in
need of refinement,
rather of
transformation.

W

ith this background in mind, allow me to share with you
the three core principles that will drive any meaningful and
sustainable cultural transformation:
I. Cultures are either healthy or unhealthy.
II. Leaders must first experience internal transformation before
they can successfully lead external transformation.
III. The cultural health and skill of the team members or citizens
dictates the cultural health and skill of the organization or
community.

I. Cultures are either healthy or unhealthy.
You may have to chew on this one for a moment because very few leaders want to admit
something is wrong, even if we know down deep that it is. This is especially true if we founded
the organization. I mean, everyone thinks their baby is the most beautiful of all, right?
But the fact is that all organizations and communities have both strengths and weaknesses.
The strong temptation is to focus on the strengths in order to mask the weaknesses. Or, if we
can identify the weaknesses, we attempt to address them by isolating them.
This is the thinking behind the approach of having a speaker or consultant come in and
address things like racism, bias, prejudice, and gender discrimination. Leaders know these
things exist within their organizations, and rather than admitting that their organization is
unhealthy and in need of transformation, they isolate one problem and have a speaker come in
to talk about it. They may go further and offer a series of cultural awareness or sensitivity
workshops, but the problem is still that these “one and done” approaches never holistically
address our lack of cultural health and skill. The same is true for protest movements as well.
They cannot move us toward systemic and sustainable cultural transformation. They may move
us toward cultural awareness, but that is not and will never be cultural transformation, a
process that produces a healthy culture.
You can think of it like a physical disease. If someone is in Stage 1 cancer, they may not yet
outwardly show that they live with a deadly threat. The fact remains, however, that they do.
They may even live in denial and refuse to treat the disease, but that won’t change the outcome. My mother had lung cancer, and at the beginning it was easy to think she would be just
fine because she looked just fine. But she wasn’t; the disease killed her. And that’s the point.
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“

If your culture is
unhealthy, it will
exhibit symptoms of
cultural dysfunction,
and no amount of
tweaking will do it. It
needs transformation.

This is why I say that a culture is either healthy or unhealthy. If
your culture is healthy, it will enjoy the benefits of cultural transformation. If your culture is unhealthy, it will exhibit symptoms
of cultural dysfunction, and no amount of tweaking will do. It
needs transformation. You may not yet clearly see the sickness,
but it will be uncovered if you properly assess your organization
or community. If it has cultural cancer, even in its early stages,
transformation is warranted. Frankly, transformation is easier to
pull off in the earlier stages than in the later stages.

If the cultural cancer has advanced to a more distressing stage, then perhaps, as with leukemia patients, a blood transfusion is in order. Closing 8,000 stores to do one day of anti-bias
training, as Starbucks did, cannot fundamentally transform an organization. The Band-Aid
approaches of bringing in a speaker or consultant to talk about bias, social justice, or diversity/
inclusion just won’t get it done. True cultural transformation is a process that requires an
intelligent, interactive, and disciplined approach.
II. Leaders must first experience internal transformation before they can successfully lead
external transformation.
I came upon this truth through my experience as a consultant. I would work with organizational
leaders, teach them the ins and outs of the culture they were trying to reach or influence, and
they would pass a competency exam—but they would still make a mess of things in the real
world. It finally dawned on me that although they had advanced in intellectual understanding,
these leaders were not internally prepared to work with people from these cultures. They had
not personally experienced deep and meaningful internal transformation of their relationships
with people of these cultures and backgrounds. They simply didn’t have the mindset or skill set
necessary for bringing about meaningful external change, much less systemic transformation.
Out of this experience, I wrote a book called The 6 Stages of Cultural Mastery. This book, as
part of the CulturalMastery™ experience, takes individual leaders through a specific
transformation of their understanding of culture and their approach to working with people
from cultures other than their own. Essentially, The 6 Stages of Cultural Mastery transforms
your cultural mindset as well as your cultural skill set. Becoming a Cultural Master exponentially
expands your influence and protects you from committing the cultural mistakes that in today’s
culturally complex world could derail your career or damage your brand.
In addition to teaching the specific skill set that’s needed to connect, create, and collaborate
with people of diverse cultures, the CulturalMastery™ process also helps produce the internal transformation leaders need in order to lead meaningful external transformation of their
organizations and communities. The process brings leaders to understand, engage with, have
passion for, create vision with, empower, and finally, to feel sincere endearment for people of
all cultural backgrounds in their organization or community. In other words, it transforms them
and prepares them to lead organizational or community cultural transformation.
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III. The cultural health and skill of the team members or citizens dictates the cultural health
and skill of the organization or community.

“

Let me go ahead and
say it as boldly as I
know how; you cannot
policy culture.

As the second principle states, leaders are critical to cultural
transformation. But they cannot drive it. They must lead it. Let
me go ahead and say this as boldly as I know how; you cannot
policy or legislate culture.
True organizational culture is the aggregate of the beliefs,
norms, values, symbols, and language of the people, not the
mandated desires of a leader or small group of leaders. The
idea that leaders can legislate a culture is erroneous and
perhaps even dangerous. Real cultural transformation never
happens entirely in the C-suite; it also occurs in the warehouse,
in the mailroom, on the plant floor, and in the offices of the
customer service division. It happens within and among the
people who make up the organization.

This is why it is called an organization. The word “organization” has the same root as the word
“organism.” An organism is a life form, and an organization gets its life from the people who
breathe life into it. C-suite leaders do play an essential role in leading systemic and sustainable
transformation, and you’ll see how in a moment, but they cannot policy it into existence topdown. The people are the organization, not vice versa, and it’s the people within that organization that drive organizational culture, not what’s stated in the policy manuals or press releases.
We can accurately say that the cultural health and skill of any organization is 100 percent determined by the cultural health and skill of the team members within that organization.
In the case of a community, the community’s cultural health and skill are dictated by the
cultural health and skill of its citizens. The word “community” comes from the root communis,
meaning “common” or “shared by all.” Real cultural transformation in communities occurs not
only in the mayor’s office but also throughout local government and secular life, in the places
of worship, the schools, and the businesses.
People, through their aggregate beliefs and conduct, create culture. If you want a culturally
healthy and skilled organization or community, you must have culturally healthy and skilled
associates or citizens. The parts make the whole, not vice versa.
If you want an organization or community that leverages diverse relationships to their fullest
potential, you must have associates or citizens who possess the cultural mindset and skill set
to be able to do so. Frankly, if you don’t have these people on board, it probably won’t help
to introduce more diversity. The strategy of recruiting people from cultures different than your
own will most likely only complicate your situation, as the people who are already there will, in
a best-case scenario, simply not know how to develop and manage the new relationships, and
in a worst-case scenario, will repel the new-comers away through mistreatment or abuse.
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When cultures are unhealthy, they need cultural transformation. This transformation requires
culturally transformed leadership, and it happens when cultural transformation occurs
throughout the community or organization. So far, so good. But the problem might still seem
somewhat abstract to you. Let’s bring it closer to home by looking at some of the symptoms of
cultural dysfunction you may be noticing in your organization/community.

The Symptoms of Cultural Dysfunction

Y

ou may or may not believe that your organization or community needs cultural transformation. Maybe it doesn’t, because it’s healthy. Or maybe you are, in fact, complacent about, or
even complicit in, its dysfunction. The reality is, if you are not highly skilled culturally (and most
people aren’t), you may not recognize the need before you.
There are signs and symptoms of cultural dysfunction. Symptoms in a corporate or organizational setting may include legal proceedings against the organization by employees or clients
(present or former); detached executives; overaggressive executives; poor, mediocre, or nonexistent reviews on social media from people of diverse cultures; divisions in the workplace
over politics and other external issues; complaints about discrimination or harassment based
on race, gender, or sexual orientation; difficulty recruiting the right people; high turnover
rates (by firing or associate choice); sluggish sales; private or public cultural missteps involving
people of diverse cultures; indecision or confusion regarding cultural approaches; low morale,
gossip, and backstabbing in the workplace; inability to collaborate effectively … the list goes
on and on. These are all symptoms of cultural dysfunction within an organization.
In our communities we also see symptoms and signs that the culture is unhealthy: citizen conflict with law enforcement; protests and marches that drive deeper civic distress and division;
politicians who are unable to respectfully collaborate for the common good; inefficient public
services; racial and ethnic conflicts among citizens; low rates of academic achievement; high
levels of economic distress and income disparity, drug use, gang activity, the disintegration of
the family unit; and much more.
Very often the primary points of pain originate in the relationships between people from different cultures. I often work with
organizational leaders who have made a concerted effort to
encourage a healthy culture by attracting a more diverse workforce. This is laudable, but unfortunately, it often creates more
challenges because the organization is not internally prepared
to provide these diverse associates with an environment that
truly embraces them or their contribution (that’s what true inclusion is). In many cases, supervisors, managers, and senior leadership have good intentions, but their vision is vague, and they
are simply not culturally prepared to clarify it and carry it out.

“

Maybe you are, in
fact, complacent
about, or even
complicit in, its
dysfunction.
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Many communities face similar challenges, as they try to welcome new immigrants and new
cultures. In some cases, communities end up repelling good people because of underlying
and maybe unconscious attitudes of bias or prejudice, or even blatant bigotry or racism.
Sometimes the newcomers themselves create additional problems; they, too, just aren’t ready.
It is possible to add diversity to our workforce or community only to find that this can cause
additional conflict and unveil existing cultural dysfunction. Diversity itself does not create a
healthy culture, unless those new relationships are correctly developed and leveraged, unless
they are transformed.
Don’t misunderstand me, I am a huge proponent of diversity and inclusion, but I have seen
myself that many times, organizations and communities don’t take the necessary first step of
properly preparing existing team members and leaders for it. In other words, we have the cart
before the horse. Before engaging in meaningful diversity and inclusion work, team members
and leaders should be culturally prepared to do so. And in cases where we already brought
a diverse workforce into an unprepared organization, team members must be led to cultural
endearment (not just “tolerance”) if they are to collaborate at the highest levels. Of course,
the CulturalMastery™ experience is designed to lead people to this cultural endearment.
To complicate matters, and this is especially true in large organizations, we attract people of
diverse backgrounds and talk about bringing people together and creating unity, while at the
same time we create segregated employee resource groups (ERGs) that essentially separate
the diverse groups into their own silos with their own agendas, seeking the same funding and
attention from corporate leaders. We must ask ourselves if this is the best approach from a
cultural standpoint. This manifesto is not the place to go into detail on this subject, but suffice
it to say that in many organizations, and for many people, this is a symptom that needs to be
properly understood and then, of course, addressed.
Xerox launched the first ERG back in 1970, and many organizations followed suit. This now
decades-old practice of creating segregated groups within a company that is seeking cultural
harmony must be seriously questioned and examined. The same might also be true in
communities, where community leaders have created separate minority task forces or focus
groups rather than giving the leaders of various communities a meaningful seat at the
decision-making table.

“

We must first and
foremost assess the
cultural health and
skill of our team
members.

Our goal should be cultural endearment, not cultural segregation. As a consultant for Major League Baseball teams, I have
been in their locker rooms after games. Everyone, whether they
be Asian, Black, White, or Latino, shares the same locker room.
Sport may be the one place where the aforementioned type of
workplace segregation is least accepted.
Thank you, Jackie Robinson and many others!
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I would suggest that more often than not, this practice is more a symptom of cultural
dysfunction than a sign of cultural health. Most of these groups are not only segregated from
the main decision-making processes of their enterprises but are also historically poorly funded,
so true empowerment is severely lacking. I have worked with many of these groups over the
years, and I am acutely aware of their lack of funding and empowerment from corporate or
community leadership.
Should these groups have to figure out how to fit in, or should leadership figure out how to
reach out to them and be meaningfully inclusive? I think we know the answer.
It is much better to bring people together in meaningful ways than to segregate them from
one another through special interest groups and agendas. In an organization where there is
real cultural transformation, there is no need for segregated cultural groups, as all people from
all cultural backgrounds are endeared to one another and everyone has a meaningful voice in
the organization’s success. As my friend Joe Jacobi, Olympic Gold Medalist and former CEO
of USA Canoe/Kayak, says, “Everyone must have a seat at the table, and until everyone is
present, we stop the process until they are.” Frankly, most people of diverse backgrounds are
still sitting at segregated tables, not the main table.
Identifying symptoms like these, of course, does not give a full
or accurate assessment of the cultural health of an organization
or community. Symptoms merely reveal the sickness. The
cultural health of an organization or community is in direct
parallel to the cultural health of its associates or citizens, and so
it stands to reason that in order to know how culturally healthy
(or unhealthy) the organization or community is, we must first
assess the cultural health and skill of its associates or citizens.

“

The cultural health of
an organization /
community is in direct
parallel to the cultural
health of its
associates / citizens.

In simpler terms, culturally healthy people will create a healthy culture. Culturally unhealthy
people will create an unhealthy and thus dysfunctional culture. It is incorrect to think that by
creating policy or passing legislation we are creating a healthy culture. Nothing could be further from the truth. When culturally unhealthy people impose policies or rules on other
culturally unhealthy people, this will typically create cynicism toward the leaders and deep
resentment about the rules they impose. The cultural cancer spreads. It thwarts true creativity
and diminishes our collaborative efforts.

The Benefits of Cultural Transformation
Just as there are symptoms of cultural dysfunction, there are also specific benefits that
organizations and communities reap when they cultivate healthy cultural relationships. The
list is long, but I would like to highlight what I consider to be the six main benefits of cultural
health and skill in an organization or community.
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Benefit #1 – Reduced Risk
Cultural transformation reduces several types of risk. It reduces the risk of legal action because
when people are culturally transformed and healthy they are endeared to one another, and
they don’t sue those they love and admire. They will always seek the common good, and that’s
rarely found in a lawsuit. In a community, it reduces the risk of conflict between citizens and law
enforcement or governmental leaders. Also, turnover is reduced significantly. And very importantly, it reduces the risk of abuse of power by people in power because they admire and love
the people under their care. In healthy cultures, leaders never abuse power. In an organization,
turnover carries many associated costs, including but not limited to the need to recruit another
person to replace the associate who is leaving, the fear or doubt created in other associates
when someone leaves the company, whether willfully or by dismissal, and very importantly, the
risk of having intellectual capital stolen and taken to a competitor. In communities, cultural
transformation reduces citizen flight and fight, which is a serious drain on community revenues
and stability. And of course, people don’t riot in or leave areas in which they are happy. These
are just a few of the types of significant risk that are minimiz ed in healthy cultures.
Benefit #2 – Less Waste
When people value and love the organization or community in which they work or reside, they
tend to want to make the most of the available resources. Simply put, they stop wasting
resources, both material and human. In addition, in culturally healthy organizations and
communities, people don’t throw trash in the aisles or the streets because they put a high
value on the image and reputation of the place where they work or live.
Benefit #3 – Easier Recruitment
Good people want to be in good environments. A culturally healthy organization or community will magnetically attract people who want to be in a healthy culture, thus making it much
easier to recruit better (and more) associates and citizens. I mean, who doesn’t want to live and
work in a positive environment? If an organization or community has high turnover, it is a sign
of cultural dysfunction.

“

In a healthy culture
with healthy cultural
relationships, there is
an overriding sense
of freedom.

Benefit #4 – More Creativity
In a healthy culture with healthy cultural relationships, there is an
overriding sense of freedom. People are much less judgmental
of one another, and this frees the human spirit to be creative.
This sense of freedom produces much higher levels of creativity.
A healthy culture also nurtures optimism, and optimistic people
tend to be much more visionary, as they see their organizations
and communities through a much more positive lens.

Benefit #5 – Natural Collaboration
The goal of the CulturalMastery™ process is cultural endearment, not cultural tolerance.
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People who are culturally endeared to one another will naturally collaborate at much higher
levels that those who are not. People who simply tolerate one another will not collaborate at
the highest levels. This is why cultural tolerance is such a poor goal. Love is not selfish, and
people will sacrifice for one another for the common good when they are endeared to one
another. This sets up the collaborative effort among associates or citizens. The truth is that we
can learn all the negotiation and collaboration techniques known to humankind, but they won’t
get us very far if we don’t have a desire to achieve the common good. Stephen Covey
encouraged us to have a “win, win” attitude, and people who are culturally endeared will
naturally have this spirit and collaborate with one another without strife or selfishness.
Benefit #6 – Increased Revenues
When associates are more creative and collaborative, sales will increase. The reason for this
is two-fold. On the one hand, products or services provided by a culturally healthy organization flow out of the creative and collaborative work of its diverse workforce, and so it will be
all the more appealing to its customers and clients. These products or services will always be
culturally relevant to the targeted demographic, which will drive demand. Second, sales and
marketing professionals will skillfully connect, create, and collaborate with a greater diversity of
customers and clients, thus driving higher sales for the organization.
The same is true in a community: Revenues will increase because people will be more
successful together, thus creating and maintaining a higher income tax base than in an
unhealthy community. Civil servants and others working for the community will be more
efficient, and the public will be more satisfied with their work. We can clearly see that there are
multiple compelling benefits to creating a culturally healthy and skilled workforce and citizenry.

Some Important Questions
The main questions before you now are these:
Do you want to see these benefits in your organization or community? Are you excited about
introducing a process of sweeping and meaningful cultural transformation? Or do you merely
want to attempt to legislate change by instituting policies and expecting your diversity and
inclusion officers to manage cultural issues and relationships?
If you desire full cultural transformation, I celebrate you and encourage your desire. That
desire is the first ingredient of transformation. If you still have questions about what this
process would require of you as a leader, read on!
The three questions I am most frequently asked about the Cultural Transformation movement
are these:
		
1. Who leads the Cultural Transformation movement?
		
2. How many leaders are necessary to start the process?
		
3. How much time does the process take?
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1. Who leads the cultural transformation movement?
Culturally healthy and skilled leaders do. As the second principle of cultural transformation
states, “Leaders must first experience internal transformation before they can successfully lead
external transformation.” Put another way, cultural transformation requires culturally
transformed leadership.
The role of culturally developed and skilled leadership is to create an environment in which
people can thrive together. Only leaders who have first experienced cultural transformation
themselves, in their mindset as well as their skill set, can lead cultural transformation in an
organization or community.
The people we work with to lead cultural transformation have all experienced the
CulturalMastery™ process. They have all gone through a process of meaningful personal
transformation in which they have become what we call Cultural Masters. This, of course,
leverages the principles in my book, The 6 Stages of Cultural Mastery.

“

Meaningful
movement toward
deep transformation
should be evident
within three months.

2. How many core leaders are necessary to lead the cultural
transformation process?
It depends on the size of the organization or community. If it is a
small organization or community, anywhere from six to 12
people is advised; in a mid-size organization or community, 12
to 18; and in a large organization or community, 24. These are
people who actively engage in the leadership of the
cultural transformation movement. Also, in a community, as you
will see in a moment, these leaders should be respresented
evenly from what we call the Six Pillars of a Community.
3. How much time does it take for an organization or
community to experience deep and meaningful cultural
transformation?
The process has six stages (see below). The majority of the work
lies in Stages Four through Six (and especially in Stage Five
– Activism), but going through the first three stages is critical
to setting the proper foundation for executing the vision. In
any case, meaningful movement toward deep transformation
should be evident within three months.
The process to transform the cultural mindset and skillset of
the leaders themselves typically involves a time commitment of
around three hours weekly for a period of eight weeks.
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The 6 Stages of Cultural Transformation

T

he 6 Stages of Cultural Transformation are the specific process that organizations and
communities follow to transform their cultural relationships, create a healthy culture, and make
real the vision formulated by the core culturally healthy and skilled leadership group. I’d like
to provide you with an overview of the 6 Stages of Cultural Transformation, starting with the
overall process and then moving to the stages themselves.
The Cultural Transformation Process
First, the leaders who will lead the transformation movement
are identified and developed as outlined above. In an organization, ideally, leaders from multiple departments or divisions
will become Cultural Masters. These will vary, depending on the
organization, but will include leaders and influencers from
human resources, diversity and inclusion, accounting and
finance, marketing, sales, operations, R&D, and procurement.
In a community, leaders are developed from six different areas:
business, education, government, ministry, nonprofit, and law
enforcement. These are the six pillars of any community.
When we bring together leaders from these divisions or sectors
and take them through the CulturalMastery™ process, it’s
wonderful to see them come out of their silos to become
endeared to one another and to collaborate meaningfully.
You’ll see an example of this in “An Active Case Study in
Cultural Transformation” at the end of this manifesto.
Once the cultural transformation leaders have been properly
developed, we bring them together in a two-day
Cultural Transformation Summit™ to begin working through
The 6 Stages of Cultural Transformation together. (We’ll
discuss these stages in more detail in just a moment.) During
the summit, we work through Stages One through Three, a
process that creates a clear and compelling vision to be
implemented in Stages Four through Six.

“

The 6 Stages of
Cultural
Transformation are
the specific process
that organizations and
communities follow to
transform their
cultural relationships,
create a healthy
culture, and make real
the vision formulated
by the core culturally
healthy and skilled
leadership group.

The beauty of this process is that the cultural transformation leaders formulate the plan
together. This is much more effective than having an outside consulting group come in and
tell them what to do. It is better to first culturally develop core leadership and then allow them
to leverage their own understanding of, and passion for, their organization/community to
create a strategic plan and vision that will bring about true cultural transformation.
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The 6 Stages of Cultural Transformation:

“

If followed, The 6
Stages of Cultural
Transformation will
create profound and
sustainable cultural
transformation in any
organization or
community.

Stage One: Angst
Stage Two:

Assessment

Stage Three: Ambition
Stage Four: Announcement
Stage Five:

Activism

Stage Six:

Administration

Stage One – Angst
Angst drives every great transformation movement; people don’t seek transformation unless
they are experiencing some painful challenge(s) or problem(s). In Stage One – Angst, we work
with you to identify the challenges, the points of pain and discomfort in your organization or
community.
It’s essential for the leadership group to have a full understanding of these various points of
pain; cultural health requires seeing and confronting reality. In this stage, you will see and face
your realities in terms of the culture and cultural relationships in your organization or
community. Some of the angst will be the symptoms of cultural dysfunction outlined previously.
In almost all cases, there are multiple points of pain, and they become the driving force of the
cultural transformation movement.
Stage Two – Assessment
In Stage Two, we assess the cultural health of all team members or influential citizens because
their cultural health dictates the cultural health of the organization or community. This is where
it all starts. Once we have the assessment data for your team members or citizens, we produce
a Cultural Health and Skill Report™ that uses 30 different data points to identify the aggregate
cultural health and skill level of the team members or citizens as a whole. Grading of team
members is done on a 10-point scale in five different areas: Cultural Background, Cultural Stereotypes, Cultural Experience, Cultural Leadership, and Cultural Knowledge.
For example, we recently ran a Stage Two assessment of a team of 30 senior leaders. Their
overall aggregate score was 5.11 on a 10-point scale, which is considered Novice level. And
these are all seasoned leaders, whose decisions and actions impact and influence many other
people! Before CulturalMastery™ development, they were frankly in no position to lead
cultural transformation.
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The Assessment stage is critical to understanding the cultural health and skill of your team
members or citizenry. We also apply a macro cultural health assessment of the organization
itself to assess and analyze many of the characteristic points of pain identified in Stage One –
Angst. Together these assessments give us clear and tangible data to consider in Stage Three.
Stage Three – Ambition
In Stage Three, culturally healthy leaders set a new vision and
direction for their organization or community. A vision is something we can see, something specific. The vision must be clear, it
must be compelling, and it must be communicable.

“

The vision must be
clear, it must be
compelling, and it
must be
communicable.

A vision is different from a mission. A mission is a calling. A vision is a specific goal or series of
goals. I have a mission of helping organizations and communities become culturally healthy.
My vision is to help lead 1,000 organizations and 300 communities achieve cultural health and
transformation within three years. That is the difference between a mission and a vision.
The process of creating a new cultural vision for the organization or community is exhilarating.
By this time, all leaders on the cultural transformation team are culturally healthy and
endeared. They are able to leave their egos at the door and sacrifice together for the common
good. True love will always sacrifice for the common good. It is fully collaborative.
The reality is that unless people are culturally endeared to one another, no matter how many
collaboration techniques they know, they won’t sacrifice together for the common good. Then
their collaborative work is put in jeopardy. For this reason, the larger vision will necessarily
include the goal of getting everyone on the team culturally healthy and skilled, endeared to
one another and to their people.
Stage Four – Announcement
In Stage Four of the Cultural Transformation process, we plan how we are going to announce
or communicate the cultural transformation vision. This will involve a combination of internal
and external public relation approaches. Because the cultural transformation vision impacts the
organization or community at large, then, in addition to a proper announcement to your team
members, there will also be an announcement to the organization or community. This must be
a compelling public proclamation of intent and process.
This stage involves planning and proactive implementation. After you lay out your announcement plans, you must implement them. You must line up the newspaper stories, the interviews,
the speeches, the video messages, the events, and so on that are required to announce the
change movement properly. The more prominent and influential the organization or
community, the more components will be involved in this stage.
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Stage Five – Activism
In the Activism stage, you engage ambassadors for the cultural transformation movement. In
this stage, people outside the core leadership group are mobilized. There will be no shortage
of willing activists to champion the cultural transformation movement if its vision was correctly
communicated in Stage Four. These ambassadors, along with the core leadership group, are
mobilized to bring the transformation of cultural relationships to the rest of the organization
or community.
These people will agree to be the torchbearers of the new cultural movement. They will
activate excitement about the cultural transformation vision and provide education about
what it entails. That is their role. These activists will be chosen and engaged based on multiple
skill-based factors, but it is also important that they be culturally healthy, lest they inadvertently
derail the cultural transformation movement. To this end, all ambassadors and activists in the
campaign will also be asked to go through a CulturalMastery™ experience.
In Stage Three – Ambition, your leaders will have already determined specific goals and
objectives for your organization or community. In Stage Five, through both leaders and
ambassadors, that vision reaches the whole organization or community and the work is picked
up in every division and department. This phase almost always takes the most time, as it
continues until your organization or community has converted its vision into reality.
Stage Six – Administration
In the Administration stage, we formalize and standardize the cultural transformation
movement. The cultural transformation is complete, but it must be sustained. Official
leadership is chosen and empowered. Measures and systems of accountability are put into
place to ensure that the cultural transformation is systemic and sustained.
I cannot say here what your specific cultural transformation will look like, as that will depend on
the particular vision set by your culturally healthy and skilled core leadership group.
I can say that in all cases where organizations and communities are culturally transformed,
culturally healthy and skilled team members will connect, create, and collaborate at the
highest levels, thus driving higher levels of performance, productivity, and yes, profitability.
Communities that are culturally transformed will enjoy a unifying common cultural vision that
will inspire cultural health and prosperity for all its citizens.

“

There will be no
shortage of willing
activists if the vision
was correctly
communicated.

It is my sincere conviction that these culturally healthy organizations and communities will have a positive impact that extends
beyond their office buildings and city limits. By applying the 6
Stages of Cultural Transformation with culturally healthy and
skilled leaders and team members, we can create systemic and
sustainable cultural transformation throughout the nation.
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Active Case Study in Cultural Transformation

D

r. David Johnson, president of Johnston Community College (JCC) in Johnston County,
North Carolina, has agreed to allow us to share the story of JCC’s ongoing cultural
transformation movement.
Johnston County, North Carolina, has a
long and checkered past with racial and
cultural tensions.
In the past, there were road signs
sponsored by the KKK that welcomed
people to the city of Smithfield which is in
Johnston County. In addition, active
recruiting was done to recruit members.
This is not ancient history. The remnants of
these dysfunctional cultural relationships
are part of what needs transforming.
I first met Dr. Johnson in the summer of 2018 at a CulturalMastery™ conference for a group of
conservative Southern Baptist ministers. (Dr. Johnson is an ordained minister as well as a
community college president.) We spoke briefly at the break and agreed to follow up on the
conversation. He is thoughtful, well-spoken, and passionate about bringing deep and
meaningful cultural transformation to JCC, and eventually, through the college, to Johnston
County as a whole.
Initially, the topic of our conversation was how to attract a more diverse student body and
improve classroom results and experiences, especially among students of multiple ethnic
backgrounds. As we spoke, Dr. Johnson correctly recognized that the lack in these areas was
merely symptomatic of deeper and more systemic cultural issues, within both the college
organization and the larger community. We agreed that together we would seek full cultural
transformation rather than put Band-Aids on symptoms.
We have not yet completed the Cultural Transformation movement at Johnston Community
College, but we are well into the process, and making great progress together.
The Cultural Transformation Plan for JCC
Dr. Johnson and I agreed that the best initial approach would be to prepare 24 college leaders
to lead the Cultural Transformation movement. This meant that first they would go through the
CulturalMastery™ experience.
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“

A safe zone
agreement allows
leaders a place where
they can speak openly
and honestly about
culture and cultural
challenges.

The first few cohorts in this process are critical. If they don’t go
well, which means the sessions don’t produce meaningful
cultural transformation and skill development in the leaders,
then everything comes to a grinding halt.
We began with one learning cohort of six leaders, including Dr.
Johnson. I wondered how transparent they would all be in our
discussions, since the other college leaders in the group
reported to him. To establish trust, everyone signed a Safe Zone
Agreement, which stated that we wouldn’t record any cohort
meetings, that no matter what was discussed there, it would be
done respectfully, and that no one would ever share anything
from our discussions with anyone outside of the cohort.

Our goal in CulturalMastery™ training is two-fold: first, to partner with leaders as they
transform their own mindset to other cultures and their relationships with people from cultures
different than their own, and second, to teach the specific skill set of connecting, creating, and
collaborating with people of diverse backgrounds. As previously mentioned, CulturalMastery™
training transforms both cultural mindset and skill set.
Without going into any detail regarding the JCC cohort experiences out of respect for their
privacy, I can tell you that to the person there has been meaningful growth and change. To the
person, they have all agreed that JCC needs this transformation and that it should continue.
We are seeing significant personal growth and transformation of cultural relationships, and
thus transformation of cultural realities.
Once all 24 leaders completed the CulturalMastery™ process, we all met together for two
exiting and yes, sometimes challenging, days for the Cultural Transformation Summit™. There,
the cultural transformation leadership group began working through Stages One, Two, and
Three of the Cultural Transformation process. After getting in tune with all of the points of pain
and discomfort (Stage One – Angst), and then doing the necessary assessments to determine
exactly where we’re at and why (Stage Two – Assessment), we set a clear and compelling vision
for the College (Stage Three – Ambition).
We now have a clear path forward in our ongoing efforts to embed this cultural transformation
into the daily workings of the College. Several Trustees have now also been trained in a new
cultural mindset and skill set. In addition, the College will begin asking all new employees to
develop these skills as part of their onboarding process. Also, by March of 2021 we will have
trained 1000 students and 300 staff members in our CulturalMastery™ Essentials Program. In
addition, we have now announced the strategic planning process to ensure systemic cultural
transformation and by February of 2021 we will have a full-time Director of Culture in place.

We now have a clear path forward in our
ongoing efforts to embed this cultural transformation
into the daily workings of the College.
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Extending Cultural Transformation to the Greater Community
The college is also taking the lead to promote this model of cultural transformation to their
surrounding community of Johnston County, North Carolina. This process will involve leaders
from the six pillars of their community:
•
•
•
•
•
•

Business Leaders
Educational Leaders
Government Leaders
Law Enforcement Leaders
Ministry Leaders
Nonprofit Leaders

We call this the Community Cultural Transformation Plan™. In most communities, these
people may know each other but they do not successfully collaborate outside of their own
silos. In community Cultural Transformation, it is critical that leaders from these main areas of
societal influence develop the cultural mindset and skill set necessary to begin the cultural
transformation movement. Once we get the commitment from community leaders in these six
pillars we will begin the process I have outlined for you throughout this Manifesto.

Call to Action

W

e can cure cultural cancer by applying the principles outlined in this Cultural
Transformation Manifesto. As painful as they are, our root issues are not racism, injustice, or
bias. Those are all symptoms of the cancer in our cultural relationships. When we heal our
cultural relationships by becoming culturally endeared (Stage 6 of Cultural Mastery), we will
heal our organizations and communities.
When we have culturally healthy and skilled leaders who apply the principles of cultural transformation, we can achieve systemic and sustainable cultural transformation in our organizations and communities. If we culturally transform enough organizations and communities, we
will culturally transform our country.
Would you like to help lead cultural transformation in your organization or community? If so,
would you let us know? You can do so by sending us an email to following address:
transform@culturalmastery.com
If so, would you let us know? Thank you so much, and I do hope to hear from you. We have an
opportunity to transform our organizations, our communities and our country. I sincerely
believe we have the cure to cultural cancer. We have the vaccine but now we must prove this
model. Will you engage with us? Thank you.
• Here is a five-minute video Community Transformation: https://youtu.be/v-x8t1OSzMI
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