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Johanna M. Pabst and Chris Nelson Makram met a couple of years ago and
quickly recognized their mutual interest for organisational development and selforganised teams. When preparing for the “Agile Teams” project, Johanna and her
colleagues asked Chris to share his knowledge around Profile Dynamics® and
how it can be applied for various team scenarios.
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While the VUCA world and digitalisation are major transformation drivers, the
COVID19-pandemic has increased pressure on companies and their business
models even further. One key in tackling the transformative challenges is to gain a
deeper understanding of your team’s motivation and drive to solve challenges
more effectively. Here is how.

The speed and degree of transformation poses
extreme challenges on traditional organisations
The first decades of the 21st century have paved the way into the digital age.
While many B2C industries were among the first ones to encounter the brutal
transformative power of digitalisation, the speed of disruption in B2B industries is
only picking up now. Along with the disruptive power unleashed by digitalisation
comes an immense acceleration of our day-to-day (working) lives. As a result, we
are experiencing more volatility, have to deal with greater uncertainty, significantly
higher complexity and increased ambiguity - in short, a VUCA world. This
environment means that the existing status quo is challenged daily and along with
it, every existing business model. Hence, tasks that are dealing with
transformation are moving ever closer to the core of daily business.
As far as we can see, the additional challenges induced by the COVID19-pandemic
- from interrupted supply chains to staffing issues - have even accelerated the
speed of transformation, increasing the demand for highly responsive
organisations even further.

The above leads us to the question:
“How can an organisation collaborate more effectively to become more responsive
and at the same time create enough space for innovation to tackle transformation?
Or in short: How to effectively deal with transformation?

BADEN-WÜRTTEMBERG: CONNECTED

PAGE 2

Where to start
When talking to customers, we are often asked: “We know that we should start by
trying to assess the status quo of our organisation. But where to start with this
kind of assessment?” While there is no perfect answer to this, there are some very
useful tools out there which help to get a fair picture of the status quo.

Blueprints and canvases are only one part of
the truth
Blueprints and canvases are an
excellent starting point but are limited
with regards to taking a deeper look
inside the organisation. When trying to
assess the demands for change arising
from digitalisation or industry 4.0
topics, it should be one of the top three
priorities for a company to challenge its
own business model. Only this way it
can thoroughly assess whether the
current business model is still working
well or if it needs to be developed
further. Well known management tools
such as the business model canvas are
usually used for these kinds of
assessments.
One could compare the business model
canvas with an x-ray. The canvas gives
a fairly good overview on most elements needed to check the viability of a
business model. Therefore, it is considered a useful starting point to
assess the current situation of a company’s business model.
However, there is a significant limitation to this canvas: like an x-ray, the
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Business Model Canvas - Alexander Osterwalder,
Business Model Generation

business model canvas can also only
provide an overview on the “hard parts”
or clearly visible elements of a business model. Soft elements like the
human factor are not considered.
Hence, the way people are collaborating and innovating as well as their
personal drives and values are left out.
In contrast, our experience shows that
especially the extent of good collaboration has a significant impact on the
results delivered and the value created
within a company or network. This is
why we believe that management tools
like the business model canvas need to
PAGE 3

be augmented with additional insights into soft factors in order to become a
useful tool to cope with transformation. We started to ask ourselves: What if there
was a tool, similar to an MRI-scan, which can help to assess the soft factors within
an organisation?
On our search for meaningful insights, we came across the Iceberg Model
(Watzlawick, McClland among others), a model widely used in psychology to
describe the link between drivers and motives of individuals and their behavior
which impacts collaboration, and hence directly impacts the way a company
works. Gaining an understanding of this direct correlation is central to creating a
responsive organisation to successfully master transformation.

Motivation and drive as core elements to
master transformation
For several decades already, psychology has been addressing the question of the
relationship between motivation and performance. David McClelland has
extensively researched this relationship. His research shows that motivation has a
significant influence on performance. In his studies he found that, assuming a
sufficient and comparable level of knowledge, motivated individuals are more
engaged in their work compared to unmotivated persons. As a result, they have
more energy, deliver more output, are happier and cost the employer less money
because they have a lower risk of illnesses such as burn-out.

The Iceberg Model (Watzlawick, McLelland among others)
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Profile Dynamics® - a tool to gain insight into
organisations
With these additional insights into
motivation and drive and their impact
on organisations, we were able to identify a “MRI-like” tool: Profile Dynamics®
is based on the ‘Level of Existence’
theory of the American professor of
psychology Clare W. Graves. He recognized there were seven distinct value
systems which determine the way
people think and behave.

Possible motivs that shape a culture (ref. Graves,
Beck, Covan, Wilber et. al.)

Profile Dynamics® is specifically designed to carry out the analysis of people’s
individual driving factors, but also those of teams, departments, and even of whole
organisations. The assessed driving factors determine how people do their work,
with whom they are most likely to work well, the kind of leadership style which
allows them to develop, and how they communicate with others. It clearly explains
where people get their energy from at work and where their energy is spent, if they
are comfortable with change or will resist it, and how decisive or stubborn they
can be.
Drawing from the above, we are using Profile Dynamics® for five different
purposes:
1. for improving collaboration in a team or department through mutual insight
and understanding
2. for personal development
3. for the development of an understanding of the role: are the working
environment and requirements suitable for this person or are there tasks
which should be distributed in a different way?
4. for leadership and human resource development to improve motivation,
commitment, and identification
5. for stress and burn-out prevention: motivated people have more energy and
hence a lower risk of getting ill or burning out
The five above-mentioned factors are vital elements to gain a holistic view on a
team or an organisation and provide a starting point and orientation for mastering
transformation - but how to put this into practice?
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Practical use case
Creating powerful value creation
teams across companies with the help
of value systems
A value creation team is a team that
uses the different strengths and expertise of the participants in such a way
that it succeeds in jointly creating new
value through innovation, i.e., a new
product or service. In 2020 the state of
Baden-Württemberg funded the project
“Agile Teams”. The goal of this project
was to determine which culture is
needed to form a successful value
creation team. For this project, bwcon
joined forces with experts from
Ferdinand Steinbeis Institut und Steinbeis 2i and was supporting three value
creation teams with team members
from different companies to form
meaningful value creation teams.
The challenge in such diverse teams is
that the collaboration between the
participants is often influenced by the
individual, mostly unconscious motives. If these motives are not reflected
upon or made transparent in some
way, there is a risk of not being able to
unleash the innovative power of the
team. Usually, this happens because
there is no common understanding
and/ or language which helps to build
trust among team members and hence
no ability to seize the opportunities
arising from their diverse motives and
drive.
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By getting to know the different value
systems and the mutual assessment
as well as reflection of their motives,
the team members were able to see
not only their different fields of
expertise but also their differences in
motives and drive which directly
impacted their style of collaboration.
This led to very fruitful discussions
about how the different value systems
can be used in the process of jointly
developing a new, innovative product
or service. But also about challenges
which might arise from the different
value systems when working together.
In the context of developing new
products or services, it became clear
very quickly that some value systems
are especially relevant. Namely, the
ones associated with creativity and
idea development, efficiency, and goal
achievement, as well as the energy of
action. However, it is vital to keep the
different value systems in good
balance. Here is one example from the
project: if a team was lacking an
expression of the “red value system”,
which brings in the energy of action,
the team is moving forward at a
significantly slower pace than a team
with a higher expression of the “red
value system”. On the other hand, if too
many team members show a high
expression of the “red value system”
and wanted to move into different
directions, the energy of action was
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spent on internal fights about the “right
direction” and without leading to any
progress for the whole team.
Looking back at the project, our experience shows that all value systems
are needed in a team to be successful
overall, even more if team members
are from different company backgrounds. Without the “purple value
system”, there is no sufficient base to
build trust among team members. No
“red value systems” means the absence of the power of action. If the
“blue value system” does not add
useful structures to work with, chaos
will hinder progress. A common goal
and the entrepreneurial mindset to
shape a new market will only be added
by a sufficient expression of the
“orange value system”, while the “green
value system” ensures collaboration on
eye level between all team members.

The absence of the “yellow value
system” would mean no creativity or
innovative power while no expression
of the “turquoise value system” means
a team would not consider sustainability at all. With the support of the
moderators, all three teams were not
only able to reflect upon the way they
collaborate using the value systems
but were also able to draw immediate
actions to accelerate progress towards
impactful results.
Based on the results of the overall
project “Agile Teams”, bwcon and its
partners developed a Co-Creation
Canvas. This canvas is aimed at
supporting teams composed from
different companies to get an overview
on all topics that influence their
collaboration. Profile Dynamics® and
the value systems play an integral role
in this canvas.

Co-Creation Canvas
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First steps towards mastering transformation
We hope that our perspective on assessing the status quo of an organisation and
the offered solutions provide you with ideas on where to start your transformation
journey.
There is no right or wrong starting point to this journey. Whether you want to start
with assessing the “hard facts” using the Business Model Canvas or assessing the
soft facts such as the prevailing value systems within the organisation through
tools like Profile Dynamics® - both work equally well. At the same time, we cannot
emphasise enough that this is only the starting point for a journey which is as
individual as every organisation.
A well-executed status quo assessment also helps to determine whether
collaborating with other organisations, for instance in the form of joint value
creation teams, can be a feature for your transformation journey.
Like already mentioned, all options listed here are there to give an idea about
different entry points to the transformation journey. However, the most important
first step from our perspective is to take time for yourself and your employees to
be able to assess and reflect upon the current situation. It is then about creating
space, a space where fast iteration and learning is more important than perfection
and where new collaboration models, new products or new services can be tested
without the pressure to deliver results immediately.
If you need a conversation starter or want to know more about the tools and
canvasses mentioned in this article, we are very happy to share our knowledge
with you.
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About CHAIN REACTIONS
CHAIN REACTIONS addresses the challenge for industrial regions to increase
regional capacity to absorb new knowledge and turn it into competitiveness edge
and business value. There is a strong need to help SMEs to overcome
capacityshortages for innovation and integration into transnational value chains.
The project aims at empowering regional ecosystems with the knowledge and
tools to help businesses overcome those barriers and generate sustained growth
through value chain innovation.
CHAIN REACTIONS focuses thereby on modern approaches considering value
chains and their complex developments rather than linear technology transfer
approaches. The framework of value chain innovation builds on Porter’s 5 forces
framework (new entrants, substitutes, customers, suppliers and rivalry) and
transversal innovation drivers: key enabling technologies, resourceefficiency,
digital transformation and service innovation.
During the project lifetime CHAIN REACTIONS will publish about every third month
an INNOVATION BRIEF presenting the rationale behind specific innovation drivers
and illustrate them with practical examples.
Within CHAIN REACTIONS, methodologies and tools for supporting the
development of PSS will be integrated in the VALUE CHAIN INNOVATION
TOOLBOX to be delivered by the beginning of 2020. Stay tuned!
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About bwcon
Baden-Württemberg: Connected e.V. (bwcon) is the leading business
initiative for the promotion of high-tech industries in Baden-Württemberg with
offices in Stuttgart, Freiburg, Horb and Villingen-Schwenningen. bwcon was
founded in 1997 and has around 700 members. The main objective of bwcon
is to promote key technologies to strengthen the economic development of
the region. The focus is on information and communication technologies
(ICT) as drivers of innovation in the areas of mobility, production, health and
energy. bwcon creates a unique platform for cross-sector cooperation
between developers, users and investors.
For more information, please visit www.bwcon.de
The latest events can be found at www.events.bwcon.de
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