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The CareWise™

New
Workforce
Majority

 

Challenges In The Way We
Work, Live And Care

From
Information to
Understanding
and Action

Evolving Your Carewise™ Culture Leads To Changes 
In The Way All Employees Communicate, Interact 
And Work As Individuals And Teams For Win-Win 

Outcomes. It Also Brings Changes In Areas Such As 
Policies And Procedures, Improved Employee 

Engagement, Productivity, Benefits And Greater 
Employee  Retention. In This Action Sheet We Look 
At How You Can Evolve Your Organization’s Culture 

To Reflect The Carewise™ Organization You
Want To Be.
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WHAT DO WE MEAN BY A 
“CareWise™ ” CULTURE?

About Culture - The Big 
Picture

Your organizational culture is 
about the shared values, beliefs, 
expectations and traditional ways 
of operating that govern the way 
managers and staff interact and go 
about their tasks…. with each other, 
customers, suppliers and anyone 
who comes in contact with your 
organization. 
it is traditionally expressed in the 
actions and words that demonstrate 
organization values, mission, vision 
and policies.
So… What Is “A CareWise™ 
Culture”?

Very  few organizations currently 
 have a CareWise™ culture. 
Simply stated, CareWise Solutions  
suggests… 

A CareWise™ culture is expressed 
through your mission, vision, values, 
policies and other statements.

 It becomes reality through 
observable actions by employees 
and Employee-Caregivers, as they 
demonstrate shared understandings, 
values and behaviors through their 
workplace actions. These include 
building and maintaining engaged, 
productive, cooperative and 
supportive working relationships… For 
win-win outcomes for all.
Let’s be up-front here… We do not
advocate a total cultural overhaul
 to build in a CareWise™  focus.

Rather, build in key cultural elements 
slowly and carefully by targeting one 
or two key cultural challenges (We call 
these Unwritten Ground Rules -UGRs  
– as you will see later) that are relevant 
to the larger organization culture - as 
well as to the emerging CareWise™ 

culture.
These are then re-written as 
Ground Rules (GR’s) that guide your 
organization’s cultural changes.
It is an evolution – Not a revolution, 
with the engagement of all 
employees – not only Employee-
Caregivers being the goal.
Let’s see what this means - and how 
you can evolve it in your organization.

1   CareWise Solutions  strongly recommends the work of Steve Simpson who introduced the UGR concept. 
As his website says… “Whether it’s creating a culture to deliver great service, helping leaders understand 
their role in shaping the culture, helping teams perform better, equipping people to revel in change initia-
tives, or getting people to take safety seriously, Steve reveals how his concept of UGRs – unwritten ground 
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Do All Organizations Have Cultural 
Disconnects?
Yes! Even yours.
How does your organization measure 
up to the desired culture as expressed 
in your mission, vision, values, policies 
and so on?  Match or no match?
Ask your employees – or observe 
them as they go about their work. 
We predict that you will be surprised 
at the extent that your stated cultural 
values are not reflected in the actual 
words and actions of your employees. 
For example, many organizations 
experience employees demonstrating 
some of the following: Compliance 
and rigid thinking when you want 
innovation, creativity, and flexible 
thinking; Avoidance of, or shifting, 
blame; The disruptive need for 
approval; Covert and overt opposition 
to management and colleagues’ 
requests and organization policies 
and requirements; Competition 
(aggressive/defensive behaviors); 
Inappropriate use of power including 
involvement in organization politics…. 
the list goes on.  
It’s unlikely that any of these 
behaviors are officially part of any 
organization’s stated culture and 
values. 
So… this is the disconnect between 
what the organization promotes (says) 
as its culture... and what employees 
often do!

CareWise Solutions  understands that 
the reality of addressing cultural 
disconnects  (and especially CareWise™ 
disconnects) is a challenge that takes 
time and commitment. It is best 
planned and organized – not rushed. 
We suggest you use the “Ready-Aim-
Fire” and not the “Ready-Fire-Aim” 
path to success.

WHAT IS THE CareWise™ 
STARTING POINT?

We provides a number of  Papers and
Action Sheets that we recommend  
that you to read before you go any  
further. Sharing these with employees 
is also a very good idea as part of 
your CareWise™ journey.
These are:

 ■ Paper 1: Caregivers, Caregiving 
and Employment: What Is the 
Big Picture?

 ■ Paper 2: Achieving High Quality Work,
Life and Caring Success.

 ■ Paper 3: What Does it Mean to be 
a CareWise™ Organization?

 ■ Paper 4: What are the Big 
Challenges for a CareWise™ 
Organization?

 ■ Paper 5: Evolving The CareWise™ 
Organization

 ■ Paper 6: Getting Employee-
Caregiver Benefits Right

 ■ Action Sheet: Addressing 
CareWise™ Organization Policies

 ■ Action Sheet: Surveying Your Staff 
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 ■ Action Sheet: Beyond ROI: 
Linking Employee-Caregiver 
Benefits to Employee Outcomes

 ■ Action Sheet: Creating 
Engagement and Productivity in 
a CareWise™ Organization

 ■ Action Sheet: Managing Change 
Towards A CareWise™ Culture

These include roadmaps that you can 
use or adapt as to begin your journey.

What We Say Is Not Always 
What We Do!

To address the CareWise™  culture 
change, CareWise Solutions  suggests  
that you look at your organization’s  
broader culture as: “What We Say”
 … and “What We Do”.
By looking at workplace culture this 
way you will almost certainly find a 
discrepancy between the two.

1. WHAT WE SAY our culture is – 
This is expressed in our Ground 
Rules (GR’s) to be found in 
our policies, our “About Us” 
statements, our mission and 
vison statements and so on… All 
of this is on the table and there 
for all to see.

2. However, the WHAT WE DO 
actions of employees and 
managers reveal the hidden or 
Unwritten Ground Rules (UGR’s) 
that have evolved and that most 
employees understand. These 
often conflict with the official 
version.

“THE WAY WE DO THINGS 
AROUND HERE”

As you look at your culture from 
the point of view of What We Say 
Vs What We Do, then expect to 
unearth powerful beliefs and actions 
that really govern “The Way We Do 
Things Around Here”… Positives and 
negatives!
For example, your company’s policy 
about customer service may be that 
“The Customer Comes First. If We 
Don’t Look After Our Customers Then 
Someone Else Will.” 
However maybe some employees 
engage in various behaviors 
towards your customers that don’t 
demonstrate this - such as: failing 
to call back when promised, or 
responding defensively when 
handling customer complaints. Sound 
familiar? 
This is an example of an unwritten 
ground rule (UGR) in action.
Positives And Negatives
So… UGRs exist in every workplace 
and can be expressed as positive and 
negative words and actions.  
Often, they are expressed negatively, 
which provides an opportunity to 
discuss what the positive UGR would 
be. The flip side!
This is a powerful way to re-build key 
elements of you culture…From the 
negative to the positive!
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Resistance Happens!
Because you are dealing with strongly 
held beliefs, CareWise Solutions  cautions  
that you understand that addressing  
these can be an emotional and difficult 
change process.
As these are identified and discussed, 
those holding these beliefs about 
“Around here we…” can feel 
questioned or even attacked. 

Their resistance to these cultural 
changes is often driven by this 
disconnect. 
So expect challenges and resistance 
as you start the CareWise™ culture 
evolution.
Managing this resistance is one 
of the big challenges you will face 
throughout the process.
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PRINCIPLE ACTION?

 � The purpose is to develop positive Ground Rules from negative 
UGRs - with a CareWise™ component- that can be expressed as 
organization values, incorporated into relevant policies and used in 
other positive ways to guide employee words and actions

YES/NO

 � Moving towards a CareWise™ culture is an evolution – not a 
revolution, with the engagement of all employees - not only 
Employee-Caregivers - being a goal

YES/NO

 � Only start when there is strong executive management support for 
a CareWise™ cultural evolution – Not a revolution YES/NO

 � All managers must demonstrate on-going engagement with, and 
commitment to the process… and to implementing the outcomes, 
with the engagement of all employees - not only Employee-
Caregivers- being a goal

YES/NO

 � Culture change is about “The way we do things around here” – 
identifying and addressing these embedded cultural practices can 
be an emotional and difficult change process for some employees 
- so resistance can be expected

YES/NO

 � Be clear about the reasons for the change and up-front about your 
UGR concerns or expectations… YES/NO

 � Prepare a short explanation for all employees… Writing it will help to 
clarify your ideas and concerns… and be sure to advise your process YES/NO

FROM UGRS TO GROUND RULES…  HOW CAN WE IMPLEMENT 
CULTURE CHANGE?

LET’S START WITH THE CareWise™ PRINCIPLES FOR ACTION  - YOUR 
CHECKLIST
The CareWise Solutions  principles for the CareWise™ culture evolution  
through UGR identification and Ground Rule action, are based on our UGR 
experiences in various organizations.
Expect these principles to change over time:

©2018 Carewise Solutions   Page 6

Content are not shown in 
preview copy



©2018 LifeWorkx          Jeannette Galvanek, CEO             Page 7

PRINCIPLE ACTION?

 � Involve all employees - this allows for the exploration of all 
angles… It will go a long way to embedding the change through 
commitment YES/NO

 � Start with culture change based on identified, priority UGRs so it is 
targeted and relevant to your organization’s objectives, outcomes 
and employee engagement and productivity – then build the 
CareWise™ positive UGRs from this base

YES/NO

 � Addressing one priority UGR is the starting point… One is enough to 
get started… others will emerge! YES/NO

 � By addressing one UGR you will open up discussion in many 
directions… Expect the unexpected, these discussions can, and do, 
bring strong beliefs that must be respectfully and carefully explored

YES/NO

 � The process is a marathon – not a sprint… It takes time to explore 
embedded beliefs and bring about change… Give the process the 
time it needs – we mean several sessions/workshops/meetings. One 
is not enough!

YES/NO

 � The UGR discussion typically starts by unearthing negatives 
(whether you want it to or not)… Skilled and experienced facilitation 
of the process is required to move from the negative to a positive 
Ground rule (GR) 

YES/NO

 � This allows a “ripple effect” to operate with other UGRs… Expect that 
changes will occur in employee words and action in other UGRs 
– Culture is complex and a positive change in one area produces 
positive impacts in others

YES/NO

 � Be sure to follow-up… Managers especially must take the lead and 
model/demonstrate their commitment to implementing lasting 
culture change

YES/NO

 � Resistance happens… We are repeating ourselves here because how 
you handle it can determine the success of this evolution… Advice 
from experienced organization change personnel is recommended.

YES/NO
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Perhaps you have your own principles 
based on your experiences… CareWise   
Solutions encourages you to adapt this  
list to suit your situation… It can be part 
of the communication with your 
employees as you set the scene for 
the process.

HOW DO WE MOVE FROM 
UGRS TO GROUND RULES 
(GRS)

Consider Expert Facilitation

Because of the complexities and 
challenges of this powerful process, 
CareWise Solutions  suggests that  
explorationand evolution your culture  
includingbuilding in a CareWise™ culture   
is always done with the assistance of a 
trained facilitator. 
This can be an internal or external 
facilitator. Preferably one who is not 
strongly connected to the process 
and who can manage emotional 
interactions, as well as capably 
develop and implement an effective 
process.

Use A Structured Group 
Discussion Approach

The general process approach is to 
structure employee discussions and 
follow-up processes that:

 ■ Identify the (usually) negative 
UGRs – get them from under 
the table into the light of day by 
using the format “Around here…”

 ■ Reconfigures these as positive 
Ground Rules for action 

 ■ Produce positive Ground Rules 
- with a CareWise™ component 
- that can be expressed as 
organization values, incorporated 
into relevant policies and used 
in other positive ways to guide 
employee words and actions

 ■ Are based on the CareWise Solutions  
principles outlined above (Maybe 
use these as your “getting 
started” checklist)

 ■ Are carefully structured and 
effectively communicated 
involving manager and employee 
engagement to plan and 
implement the process. Multiple 
groups will be required in larger 
organizations

 ■ Start with maybe three UGRs 
Identified by managers and or 
employees

 ■ Allow each group to commence 
their process by choosing one 
UGR from the list to work on for 
their initial process

 ■ The process for each group may 
extend over several sessions 
and include follow-up processes 
(maybe no more than a week 
apart)

 ■ Encourage different groups to 
choose different UGR’s – with a 
follow-up process being used to 
integrate these later. This speeds 
up the process and encourages 
discussion and sharing of ideas 
and understanding
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 ■ Two hours is generally long 
enough for each discussion. 
This enables them to be run at 
convenient times. 

THE CareWise™ APPROACH

Maybe you have a few UGR challenges 
that you can pull out of the hat right 
now to address? Every organization 
does so why should you be different?
To demonstrate the CareWise Solutions  
approach, let’s consider this customer 
service example, and the structure we 
suggest to demonstrate it: 
How Do We Identify The Ugrs Of 
Concern?

 ■ List the workplace actions or 
behaviours that concern you, or 
that employees have concerns 
about 

 ■ Use the structured group 
discussion approach to 
collaborate with employees to 
write it as a UGR

 ■ Structure the discussion using 
the format “Around here…”

 ■ A customer service example 
could be… Around here…”We 
don’t treat customers with the 
respect they deserve”.

How Can The Ugr Be Written As A 
Positive, New Ground Rule (Gr)?

 ■ Now implement your 
collaborative discussion process 
to develop a positive version 
of this UGR - to create a new 
Ground Rule that employees 
engage with

 ■ Your new Ground Rule could 
be: “The Customer Comes First 
– If We Don’t Look After Our 
Customers Then Someone Else 
Will”.

How Can We Implement This Ugr?
 ■ Then we state the behaviours or 
actions that demonstrate this. 

 ■ We use the sttement “Which 
means that…” to describe the 
actions that we agree with to 
implement the new Ground Rule

 ■ Foe the customer service 
example…. “This means that 
we always follow up customer 
requests within 24 hours (Our “24 
hour” rule)”. Several actions may 
be agreed for the Ground Rule.

 ■ OR – “We always follow the 
Complaints Management 
Policy and procedures for every 
customer complaint”. 

1

number of ground rules of concern to management. 

“owned” by the employees. It began as an emotional exchange of views, ideas, prejudices, beliefs, fake news 
and so on… but evolved into what you see above with excellent employee engagement and commitment 
to the outcomes.
Magic does happen!

©2018 Carewise Solutions   Page 9

Content are not shown in 
preview copy



©2018 LifeWorkx          Jeannette Galvanek, CEO             Page 10

THE CURRENT UGR THE NEW GROUND 
RULE WHICH MEANS THAT WE…

Around here “We 
don’t treat customers 
with the respect they 
deserve”

Around here “The 
Customer Comes First -If 
We Don’t Look After Our 
Customers Then Someone 
Else Will”.

 ■ Always follow up customer requests within 
24 hours (Our “24 hour” rule)

 ■ Always follow the Complaints Management 
Policy and procedures for every customer 
complaint

 ■ Listen carefully to the customer and use our 
communication and problem-solving skills 
when necessary (e.g. to handle a customer 
complaint)

 ■ Follow the Customer Service Policy

 ■ Have the right to remind colleagues that 
“Around here we…” when we believe that a 
rule has been broken.

 ■ Give positive feedback and 
acknowledgement when we notice that a 
colleague handled a difficult customer well.

Here Is A Real Example 2

CareWise Solutions  suggests that you use this format to write each new Ground 
Rule… and the action to be taken to implement it.
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THE CURRENT 
UGR 

THE NEW UGR 

A POSITIVE, NEW 
WHICH MEANS THAT 

WE… TO TAKE ACTION 
SUCCESSFULLY WE 

NEED…

Around here “We 
don’t treat customers 
with the respect they 
deserve”

Around here “The 
Customer Comes 
First -If We Don’t Look 
After Our Customers 
Then Someone Else 
Will”.

 ■ Always follow up 
customer requests 
within 24 hours (Our 
“24 hour” rule)

 ■ Always follow 
the Complaints 
Management Policy 
and procedures 
for every customer 
complaint

 ■ Listen carefully to the 
customer and use our 
communication and 
problem-solving skills 
when necessary (e.g. 
to handle a customer 
complaint)

 ■ Follow the Customer 
Service Policy

 ■ Have the right to 
remind colleagues 
that “Around here 
we…” when we believe 
that a rule has been 
broken.

 ■ Give positive 
feedback and 
acknowledgement 
when we notice that 
a colleague handled a 
difficult customer well.

 ■ Training and coaching 
on handling customer 
complaints

 ■ Training or coaching 
on how to have a 
problem solving 
discussion with 
customers

 ■ To review the 
customer service 
policy as it doesn’t 
synchronize with the 
new UGR

 ■ To have close support 
from managers to 
address customer 
issues using the “24 
hour” rule. (The “24 
hour” rule means that 
all issues are followed 
up immediately… 
Within 24 hours is the 
goal.) 

Extending The Process
If necessary you can add a 4th column so that your Ground Rule to address what 
needs to happen so employees have the understanding and capabilities needed to 
implement the agreed action.
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“THE WAY WE DO THINGS 
AROUND HERE”

To help you get started, here are some 
possible CareWise™ UGRs.
The discussion process is to present 
the UGR in the “Around here….” 
format. 
This is an open-ended discussion 
format that allows employees to make 
their comments freely.

 ■ Around here our biggest culture 
challenge…. 

 ■ Around here being CareWise™ …. 
 ■ Around here Employee-
Caregivers… 

 ■ Around here evolving a 
CareWise™ culture… 

 ■ Around here Company 
CareWise™ benefits …

 ■ Around here employee 
engagement…

 ■ Around here our policies…. 
 ■ Around here, access to 
CareWise™ information….  

 ■ Around here the big barrier to 
building a CareWise™ culture is…

The list goes on….

WE HAVE IDENTIFIED 
CareWise™ GROUND RULES - 
WHAT NOW?

By addressing your organization’s 
UGRs then you have identified 
powerful messages from employees 
and managers about what they 
believe is important.

The ball is rolling so keep it moving 
forward!

Implement The Actions

Implement a process to take the 
actions that were identified for each 
UGR.

 ■ Agree on a priority action and get 
started

 ■ One action is enough for now 
(see “Expect Good Things” below 
for an example of how one UGR 
can have a significant ripple 
effect!

 ■ For example: the employees may 
identify the priority as “Training 
and coaching on handling 
customer complaints.”

 ■ Do what is needed to get this 
moving.

This demonstrates management 
and employee commitment to the 
CareWise™ culture evolution.
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Expect “Good Things” To 
Emerge

 � For example… as you address the 
action: “Training and coaching on 
handling customer complaints.” 
you may find that:
o Your complaints handling 

policy doesn’t give a process 
to follow – or the process is 
not helpful… So a policy re-
write is needed (See: Action 
Sheet: Addressing CareWise™ 
Organization Policies)

o Many employees have not 
experienced the organization’s 
communication and problem 
solving training and coaching. 
This is an issue because 
handling customer complaints 
builds on these basic skills – 
this must be implemented first

o Now employees advise that the 
organization’s communication 
and problem solving training 
and coaching program is out of 
date and boring… so a re-write 
of the basic communication 
skills training is needed first

o Worse still – your managers 
are now advising that they 
don’t have the capabilities 
and confidence to implement 
the training… So now you are 
looking at manager training 
and coaching.

We suggest that you see these 
outcomes as “good things”. They are 
spin-off effects that have very positive

implication for your organization’s 
culture and employee capability, 
engagement, productivity to name 
only a few.
Expect each UGR to generate a similar 
range of follow-up actions as you go 
through the process of implementing 
each Ground Rule.

Write Your Ground Rules As 
Values

Do you have an organization values 
statement? Now that you understand 
your workplace culture better – 
maybe it is time to have another look?
It’s time to check it against the new 
GRs. What exactly are your values 
now?
An example: The conversion from GR 
to value statement:

 ■ The Ground Rule may be: “the 
customer comes first – if we don’t 
look after our customers then 
someone else will.”

 ■ The values statement my then 
be: “We believe that by treating 
our customers with respect we 
generate a positive experience 
for the customer and employee. 
This leads to repeat business and 
contributes to our success as an 
organization”.

CareWise Solutions  predicts that a  
rewrite ofyour existing values will be  
needed as the CareWise™ culture evolves. 
As we have seen, your CareWise™ 
cultural evolution brings 
consequences for the way your 
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emerging values drive your policies, 
practices, employee engagement, 
employee capability development, 
customer service and so on…!

Build On This Experience – 
Make It On-Going

Leverage the process and the 
employee experience to create 
engagement. 
As you complete your first GR, you 
are well into culture change. It is 
happening around you as the process 
unfolds.
CareWise Solutions  suggests that you  
on build it. For example try this UGR… 
“Around here we are building… “ or  
“Around here we are using our  
CareWise™culture change to….”
We predict good things from this 
discussion… just listen to what your 
employees are telling you… and 
empower and enable them to take 
follow-up action!
And use multiple communication 
processes to keep the new GR’s front 
and centre. For example our funeral 
company use laminated posters in 
the workplace… after the CEO made 
relevant announcements to employee 
groups and on the internal mail 
system.

Go Nuclear - Review All 

CareWise™ Culture

Build on the survey and culture data

to review, revise or develop policies 
that work for the organization, 
Employee-Caregivers and all 
employees.
Your staring point? Check out Action 
Sheet: Addressing CareWise™ 
Organization Policies for an innovative 
approach to your policy evolution.

Time To Get Started

CareWise Solutions  can provide assistance 
as you begin your CareWise™ culture 
change process. 
At CareWise Solutions  we encourage 
you to do your homework so that your 
decisions are made on a foundation of 
facts, research and experience.
We recommend you also see our 
expanding range of Papers and Action 
Sheets, other resources together with 
our CareWise™ Course for Employers 
and Employee-Caregivers.
Remember that CareWise Solutions  is 
your starting point when your 
organization’s issues related to 
Employee-Caregivers, Caregiving and 
employment.
Let’s meet again soon.
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