


Impact and grip on the future of your organization, leadership, 
behavior and change capacity

Research 
Culture as opportunity

By Sara van Broekhoven (Futurist) and Amijke Guldemond (Trendwatcher) | Inspired by Prof. Dr. Gabriël Anthonio 
(Professor leaderschip, organizations and sustainability) | In collaboration with @Nyenrode Business University

Home   |   Our research   |   Factsheet   |   Culture challenges   |  Future impact   |   Opportunities   |   Tools



Why did we start this journey?
Our research

THE RESEARCHERS 

Sara van Broekhoven (futurist) and 

Amijke Guldemond

(trendwatcher) have enjoyed 

exploring some of our ‘curiosities’ 

last years. They were inspired by 

Prof. Dr. Gabriël Anthonio (one of 

the professors Sara encountered 

in her lecture series at Nyenrode

about Culture). Gabriël is a 

wonderful person with a great 

know-how and expertise however, 

his ability to appeal to the heart 

is what particularly touched us.

WE ARE FTF
We inspire leadership, employees, teams and organizations in how to create value for the future of work. We 

shake things up and enjoy collaborating with clients to come up with the smartest solutions for the future. 

We believe in a world where we don't focus on working harder but working smarter! And we believe it is 

smart to pay much more attention to culture towards the future of work!

OUR PERSPECTIVE ON CULTURE AND THE REASON FOR THIS RESEARCH
Culture is the way in which people from the organizations think, feel and act. 

We prefer to focus on the interrelationships in organizations, that what really happens between people. We 

often see in our programs that there is still a lot to gain in the area of culture.

Example: values have been defined but have not yet been concretely translated with each other into 

collective  and energizing behaviour.

Result: Frustrations in teams. Things start to rub the wrong way, get stuck, are tolerated, attracting and 

retaining people becomes difficult, productivity decreases, emergence of borrowed power, demotivation and 

absenteeism. In short, one big hassle. We find it very interesting to make a difference precisely at this point, 

hence this research.

DEFINITION (SUMMARY) OF CULTURE
Culture is a set of beliefs, behaviours and expressions that are shared and recognized within a particular 

context, such as an organization. Culture is a dynamic concept and is changeable. Culture is influenced by 

leadership (exemplary behaviour), events (impactful events/ rituals) and the meaning (stories) given to them.
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Culture challenges, impact in 
the future, opportunities, and 
tools.

Factsheet CULTURE CHALLENGES
Curiosities

IMPACT IN THE FUTURE
Urgency

OPPORTUNITIES
Growth direction

SIMPLE TOOLS
Activation

Real connection ✓ Islands
✓ Solism
✓ Silos
✓ Lack of team effectiveness
✓ Alienation

✓ From Island to 'We’-land
✓ ‘Belonging’
✓ 'Grasping' culture by putting 

own people in a good 
conversation.

✓ Understanding values together 
and translating them into 
concrete behaviour.

✓ Culture canvas
✓ Personal culture 

check-in
✓ Culture design 

session
✓ View on culture
✓ Culture puzzle
✓ Curiosity cards
✓ GROW CARDS
✓ Employer branding 

roadmapAttention at the top ✓ Strategy 1st and then culture: 
people drop out

✓ Culture is created (by external 
marketing party)

✓ Culture does not feel owned 
and is not embraced

✓ Culture at 1
✓ Inspiring leadership
✓ Employer branding
✓ Social impact

Engagement ✓ Feeling seen and heard
✓ Seeing culture as something 

fixed
✓ Job satisfaction decreases
✓ Mental exhaustion(burn- out)
✓ Quiet quitting

✓ Feeling and identifying your 
personal home.

✓ Encouraging curiosity
✓ Meaningful work
✓ Experimenting
✓ Engagement focus/ role
✓ Employer Branding
✓ Making culture agile

Psychological safety ✓ Ostracizing ✓ Ostracizing: stepping outside 
your social identity to meet the 
expectations of those around 
you

✓ Keeping trust relationship fit
✓ Externalizing & internalizing 

reflection
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Curiosities
Culture challenge

Real connection

Challenge 1
Attention at the top

Challenge 2

Engagement

Challenge 3
Psychological safety

Challenge 4

VIEW HERE VIEW HERE

VIEW HERE VIEW HERE
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Curiosities
Culture challenge

Challenge 1   |   Challenge 2   |   Challenge 3   |   Challenge 4

We should talk more 
to each other about 
effective connections 
and complain less 
about poorly 
managed internal 
communications

We often hear complaints (at ftf we call this ‘curiosities’) that internal communication could be better. We 

come up with a great insight in this study! Obtained by (1) looking closely, (2) listening attentively, (3) 

genuinely feeling where exactly the problem is located? We can conclude that it is not the 'communication 

department' that is failing; we ourselves are failing to make real connections with each other.

2 SCENARIO’S

ATTENTION TO EFFECTIVE COMMUNICATION

We have a top team on communication, with the right skills, who know what to say, when and to whom.  

Communication is well focused on content and achieving certain goals. We therefore like to inform 

purposefully to convince people to do & be something. 

Result: People do not feel any ownership, communication does not arrive. People do not know where to find 

information and 'drop out' or start to complain about...

In fact, in today's world, we no longer like to be persuaded into actions. We would much rather have our own 

beliefs understood and from that understanding take ownership in valuable actions.

ATTENTION TO EFFECTIVE CONNECTIONS

We pay much more attention to connecting, building relationships and creating a sense of 'I belong' or 'we 

belong together'. This leads to a more collaborative and inclusive culture within organizations and from that 

flows the desire and courage to take ownership and not depend on 'the (effective) communications 

department'.

REAL CONNECTION
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Curiosities
Culture challenge

Within organizations at the top (board level), strategy is often No. 1 priority and culture comes next. 

We know for sure that nowadays, culture should come at No. 1 before strategy. Or even better: Culture as the 

strategy! The key is to balance strategy and culture. The current situation, however, is often that strategy 

stands and culture dangles somewhere next to it.

2 SCENARIO’S

STRATEGY AT 1

We have a clear, well-defined strategy and we know how to manage for performance. Culture is a secondary 

priority. In time, strategy is going to separate itself from the undefined culture (as there is always a culture 

present, even if not yet ‘captured’). Result: If you start to rub strategy with culture in a company, you can be 

sure that culture always overpowers strategy. The habits, thoughts and biases of a deeply ingrained corporate 

culture can create all sorts of roadblocks against the most dynamic and compelling corporate strategy.

CULTURE (AS THE STRATEGY) AT 1

A winning culture can take a strategy to unrivalled heights. The solution is therefore to capture culture and 

translate it into behaviour and ownership in such a way that it better reflects current and future realities.

ATTENTION AT THE 

TOP

Challenge 1   |   Challenge 2   |   Challenge 3   |   Challenge 4

We should talk more 
to each other about 
effective connections 
and complain less 
about poorly 
managed internal 
communications
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Having fun at work! Sounds simple! Yet research shows that not everyone has fun nor feels (personally) engaged at 

their organization. A 2021 Gallup study ('State of Global Workplace') shows that only 4 in 10 employees feel engaged 

at their work. We would like to zoom in on one of ftf's theories; the 3 roles we have at work and which role creates a 

'culture fit' and thus engagement ('I belong’).

We also talk about personally identifying with and feeling at home in the organization. This means that the 

personal 'story' can be connected to the 'story' of the organization. This connection is about being touched, being 

enabled to share your story.

Page 2 > 

Curiosities

The world is moving 
from 'this is what I must 
do' to 'this is what I can 
contribute'.

ENGAGEMENT & JOB 

SATISFACTION

Culture challenge
Challenge 1   |   Challenge 2   |   Challenge 3   |   Challenge 4
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2 SCENARIO’S

FUNCTIONAL ROLE IS LEADING

We have clear job profiles, which give direction on what is expected of someone. An employee is recruited 

accordingly (proven track record and training) or trained to be able to do so (internal mobility). The world is 

changing rapidly, and job roles are changing, evaporating or appearing (new roles are created). Because we still 

focus too much on the strategy, it makes function roles and people who get used to those function roles, 

unconsciously become less involved with reality (what is really needed). They distance themselves (again 

unconsciously) from their own talents, desires, values and perhaps even lose connection or their sense of meaning.

CHARACTER ROLE IS LEADING

Suppose you give them more space and let them work from their inspiration, their character, their curiosity and 

their own sense of meaning, then we see that the work role is more agile. This results in more movement towards 

what is really needed. This may sound vague but with the right focus and cultural agreements (preconditions) it is 

very impactful to encourage proactive, initiating behaviour. Which in turn has a great effect on ownership and 

productivity.

LOOK AT THE 3 WORK ROLES< Page 1
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Curiosities

The world is moving 
from 'this is what I must 
do' to 'this is what I can 
contribute'.

ENGAGEMENT & JOB 

SATISFACTION
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Culture challenges

2 SCENARIO’S

FUNCTIONAL ROLE IS LEADING

We have clear job profiles, which give direction on what is expected of someone. An employee is recruited 

accordingly (proven track record and training) or trained to be able to do so (internal mobility). The world is 

changing rapidly, and job roles are changing, evaporating or appearing (new roles are created). Because we still 

focus too much on the strategy, it makes function roles and people who get used to those function roles, 

unconsciously become less involved with reality (what is really needed). They distance themselves (again 

unconsciously) from their own talents, desires, values and perhaps even lose connection or their sense of meaning.

CHARACTER ROLE IS LEADING

Suppose you give them more space and let them work from their inspiration, their character, their curiosity and 

their own sense of meaning, then we see that the work role is more agile. This results in more movement towards 

what is really needed. This may sound vague but with the right focus and cultural agreements (preconditions) it is 

very impactful to encourage proactive, initiating behaviour. Which in turn has a great effect on ownership and 

productivity.

LOOK AT THE 3 WORK ROLES< Page 1



In our opinion, feeling safe should be the first priority! This is the foundation. Culture is helpful in creating a positive 

and constructive work atmosphere. Employees who feel supported in sharing ideas and providing (also critical) 

reflection will be engaged in their work and provide valuable insights beyond their expected role.  Our research 

shows that physical safety is often in place however, emotional safety is still a concern. Emotional safety; being able 

to express yourself without fearing the consequences of your words. We like to introduce the term "Ostracizing" in 

this context; which means taking away a person's social identity. For us, 'social identity' is the most important asset 

of a human being. When people lose their authentic self and act only from their presented self , they fall out, leave 

or try to gang up with colleagues who feel the same way.
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Culture challenge

PSYCHOLOGICAL 

SAFETY

Curiosities

Challenge 1   |   Challenge 2   |   Challenge 3   |   Challenge 4
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2 SCENARIO’S

MAKE-BELIEVE SECURITY

An organization (even with the best of intentions) sometimes unconsciously creates an environment in which we 

begin to see things as ‘normal’ because reflection is not integrated as a ritual. This means that people rarely 

question things that have happened. Is the way we greet each other, ok? Is the way we start the week ok? Is the 

way we interact with each other in moments of ‘pressure’ ok? Is the way we celebrate success ok? Oh ... we never 

actually celebrate success? Is the way we approach each other outside office hours ok? These are all crucial 

questions to reflect upon from time to time (Tip: capture these moments in a ritual). 

We see that when this is not made ‘normal’, that (often unintentionally) situations of borrowed power, accepting 

inappropriate behavior, tolerance policy become apparent. Look at soccer right now... the tolerance line is 

constantly being pushed.

SAFETY

Through open communication, servant leadership, clarity, direction and reflection programs you guard recognition. 

Very importantly, a feedback workshop focused solely on externalization - 'how do I give feedback to another' - is 

not enough.  Paying attention to internalization - and 'how does that work for myself' / 'what do I want to do with 

the reflection' / 'where do I get reflection myself' - is equally important.

< Page 1

Culture challenge
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SAFETY

Curiosities
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Future impact
Urgency

One insight we want to share is that the role of 

leadership is changing enormously. We examined 

this changing role intensively in a previous study 

and translated it into 4 shifts.

1. From controlling to motivating (encouraging).

2. From big plans (strategy) to little experiments 

towards the goal (agility).

3. From perspiring (pushing) towards inspiring (from 

vision, values and behaviour).

4. From only steering for profit (operating results) 

towards encouraging from the intention (social 

impact).

When it comes to culture the 3rd shift towards 

visionary/ inspirational leadership is what makes the 

biggest difference. And if you combine that with 

encouragement, experimentation and letting 

people work from their own intention then you have 

guaranteed gold in hands for the future!

If we look at the importance culture has on the 

managerial agenda, we see that making big plans 

and profit as a goal still often overshadows internal 

culture and the social impact you want to exude.

We can conclude that a cool internal culture with 

social impact works like a magnet on attracting 

new colleagues and keeping your crew engaged! 

So, culture as a strategy really works!

Page 2 > 

Culture as a strategy
works like a magnet.

LOOK AT THE 4 SHIFTS
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Future impact

Urgency

One insight we want to share is that the role of 

leadership is changing enormously. We examined 

this changing role intensively in a previous study 

and translated it into 4 shifts.

1. From controling to motivating (encouraging)

2. From really big plans (strategy) to little 

experiments towards the goal (agility)

3. From perspiring (pushing) towards inspiring (from 

vision, values and behavior)

4. From only steering for profit (operating results) 

towards more encouraging from the intention 

(social impact)

When it comes to culture the 3rd shift towards 

visionary/ inspirational leadership is what makes the 

biggest difference. And if you combine that with 

encouragement, experimentation and letting 

people work from their own intention then you have 

guaranteed gold for the future!

If we look at the place culture has on the 

managerial agenda, we see that making big plans 

and profit as a goal still often overshadows internal 

culture and the social impact you want to exude.

We can conclude that a cool internal culture with 

social impact works like a magnet on attracting 

new colleagues and keeping your crew engaged! 

So, culture as a strategy really works!
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Future impact
Urgency

Wellbeing is an increasingly important topic, 

especially for the generation now entering the job 

market. There are a few reasons for this:

1. Today, we are more aware of what wellbeing 

means; what is important for good mental and 

physical health?

2. We have more choice in how we live. More choice 

in work hours, workdays and work location, which 

gives more control over our own lives and 

schedules. This allows us to make choices that are 

in line with our own well-being and happiness.

3. We are more exposed to stress and pressures in 

society. Think of social media, financial insecurity 

and political instability. As a result, we have a 

greater need for rest, relaxation and meaning.

OUR CONCLUSION 
These factors (and surely more) have led to a shift in 

people's priorities. Those priorities often include:

1. Work-life balance

2. Meaningful work

3. Healthy habits and relationships

4. Compliance with personal interests and desires

The initiators of werkatleet are a brilliant example of

what is needed. They respond to an increasingly

important need; more attention to mindfulness,

meditation, healthy food, exercise ánd they respond to

the need for meaningful work.

Page 3 >

We are increasingly 
choosing healthy 
habits and 
relationships. A 
healthy 
organizational 
culture acts as a 
catalyst. < Page 1
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Urgency

Culture has a major impact on our future because it 

affects the way we behave, communicate and 

collaborate. The main ways culture affects our 

future:

1. DIVERSITY AND INCLUSIVITY

An inclusive culture ensures that different ideas, 

initiatives and perspectives are valued and respected. 

This leads to better decision-making and innovation.

2. TECHNOLOGY

Culture can help to start embracing technology by 

creating positive attitudes and norms towards 

technology.

3. COLLABORATION

Culture can play a key role in promoting cooperation 

between different departments within an organization 

and between different organizations (even at a 

competitive level).

Result: better internal engagement, more joint 

decision-making and more efficient solutions to 

major internal and external challenges.

4. SUSTAINABILITY

Culture can also play an important role in how we 

deal with crucial issues and challenges that face us 

in the future. If we nurture and promote our 

cultures, we can create a better future for ourselves 

and future generations.

Culture is going to play an increasingly important 

role in how we deal with crucial challenges in the 

future. By capturing culture and defining it in 

common values and behaviours  (not a black and 

white scenario by the way), we ensure that we 

create a better future for the people in the 

organization and its environment itself!

< Page 2

Future impact

We are increasingly 
choosing healthy 
habits and 
relationships. A 
healthy 
organizational 
culture acts as a 
catalyst.
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Growth direction
Opportunities There are so many opportunities for culture in the 

future. We share the 4 most impactful at work.

1. CULTURAL EXCHANGE

Getting a better understanding of each other's 

backgrounds and experiences will result in more 

respect and tolerance for the differences. The 

difference between departments, goals, budgets, 

talents ... The ftf also hopes that this will make the 

world a more beautiful place with more tolerance and 

respect for each other. Ideally, this may even result in 

more peace in our international society.

2. INNOVATION & THE POWER OF EXPERIMENTING

Encouraging new ideas and perspectives and allowing 

each other space to experiment with it. A lively culture 

creates space for experimentation. Experimentation 

creates a curious, adaptive attitude toward the rapidly 

changing unknown.

 

3. SOCIAL COHESION

The sense of belonging, "I belong" and "I want to 

belong. Rituals help with this. Rituals in the workplace 

as in events, festivals, moments of reflection.

Consider, for example, Carnival in Den Bosch; an 

annual event where people of all ages, all classes 

come together to enjoy themselves. This 

strengthens the bond between people and creates 

a sense of identity and pride for the Bossche culture.

A society with a high degree of social cohesion is 

better able to deal with challenges and change and 

has a strong sense of common identity and goals.

Do not underestimate the power of social media 

influencing and enhancing the sense of unity and 

belonging nowadays. In our research, we also see 

the drawbacks of social media. We see a trend of 

increasing focus on individual expression and less 

on common traditions which are important for 

cohesion.

4. PERSONAL GROWTH

Culture seems to helps people grasp their identity, 

self-awareness, creativity and intellectual curiosity. 

Allowing them to choose "where do I want to 

belong"!
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Activation
Simple tools

Personal check-in   |   Culture Canvas   |   View on culture   |   Culture puzzle |   Culture podcast   |   Employer branding

Scan the QR code and 
download this work 
template for free.
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Activation
Simple tools
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Click on the icon and 
e-mail us to order the 
view on culture 
container.

Our tools are also available in English

Personal check-in   |   Culture Canvas   |   View on culture   |   Culture puzzle   |   Culture podcast   |   Employer branding

mailto:info@futuretalentfactory.nl


Activation
Simple tools
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Click on the icon and 
e-mail us to order the 
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Our tools are also available in English
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Activation
Simple tools
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Klik op het icoon en 
luister naar de 
cultuurpodcast.

INSPIRATION & SESSIONS

Workshop

Podcasting

READ MORE

Our podcasts are only available in Dutch, but our workshop ‘Podcasting’ is available in English.

Personal check-in   |   Culture Canvas   |   View on culture   |   Culture puzzle   |   Culture podcast   |   Employer branding

https://open.spotify.com/show/7yiDQanA83JOTFQcEEyUAk
https://futuretalentfactory.nl/nl/inspiratie/podcasten/
https://futuretalentfactory.nl/nl/inspiratie/podcasten/
https://futuretalentfactory.nl/en/inspiration-sessions/podcasting/


Activation
Simple tools
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Scan the QR code and 
apply culture for 
employer branding.

Personal check-in   |   Culture Canvas   |   View on culture   |   Culture puzzle   |   Culture podcast   |   Employer branding
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