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ABSTRACT

Role of organizational culture in achieving aims has frequently been a subject of research. One of the way of impact on organizational culture is coaching and influencing the employees’ attitudes by working with the metaprograms they present. This research explores the role of metaprograms development in dominant logic research and improvement of work efficiency. There is also case study referred to using tools of metaprograms diagnosis and development and their impact on work efficiency.
INTRODUCTION
Lifespan of only a limited number of large corporations is longer than a half of human life. One third of companies ranked in “Fortune500” in 1970 didn’t exist by 1983 (Senge, 2002). The only continual thing in the world is continuous change. The faster economy growth the more frequent demand for rapid adaptation to the market by companies, and more efficient operating of employees. The rule is also to complete adoption of employees to positions held and at the same time to the changes that are implemented within the organization to meet the external environment requirements. 
It is far from thesis that companies operate efficiently. One of the reasons for such situation is lack of common harmony between employees potential for good performing, companies expectations concerning those and positions held requirements. Moreover, when you ask people what they are doing to earn money for living, they will tell you tasks, which they fulfill every day, but not aims of ventures or companies, in which they participate (Senge, 2002). The lack of identification by employees with the culture of organization and organizational aims can be caused by several reasons, some of them being: lack of motivation system coherent with attitudes and values followed by employees, inappropriate selection process for the positions or inexistence of clear career development paths. To make those three element work together efficiently we need to know what should be our object of research when choosing people for the positions, motivating them and taking care of their development. Choosing high class professionals that will not be willing to show their competences in the organization they were employed with, is a threat of many human resources specialists and recruitment agencies. To avoid such possibilities companies started to “hire for attitude” (Merlevede 2006), which means implementation of selection based on the features connected with motivation. 

People, lacking adequate attitude, encounter problems with adjusting themselves to the changing environment of every organization. Much research into diagnosis and change of attitude towards work should be conducted not only during the selection process of employees but also prior to design organizational changes. 

One of the crucial factors seems to be the proper selection of employees, working with project oriented kind of work, where people not knowing one another previously have to undertake project, cooperating effectively within the frame of particular context and time, having only limited time at their disposal to fit in. As for tele-working and virtual organizations activities not only technical skills but also motivational, communication and problem solving styles are of significant importance. 
ORGANIZATIONAL CULTURE, DOMINANT LOGIC AND CHANGES.
Role of organizational culture in achieving aims, has frequently been a subject of research.

Organizational culture model in part “participants features” defines the following factors: values, attitudes, education, sex, age, work experiences, life experience, and emotional links (Kozminski, Piotrowski 2002). The more preliminary information we have about employees, the more effective selection process will be and the big chance for good performance in the organization appears. . However there are no problems in gaining information such as education, sex, age and partly – work experience, there still is a problem in sourcing information on employee’s values and attitudes towards work. Moreover, value, declared by employee, does not necessarily need to be observed, while fact of observing any values depends on context and situation, which employee is in. There is still no functional tool for describing these factors with one hundred per cent probability, but effectiveness of the metaprograms based test is comparable to the effectiveness of the assessment center , at the same time being  much cheaper.

Enterprise organizational culture is by no means static and constantly evolves, for  every new employee has impact on it. Having defined basic values and attitudes, and gained information about employees, we can proceed to setting  particular changes, which aim is to improve efficiency. Every position in the organization has its specification. Having created models of work competencies, values and attitudes for every position, we can start to describe organizational culture. Such process can proceed as follows: 

Research of values and attitudes on position ( description of features of people holding this position ( selection of people having best results and holding this position and research of their features  ( creating model of excellent competencies ( creating model of excellent competencies on every position in the organization ( identification of common values ( description of excellent organizational culture ( change plan ( introduction of change, which brings company closer to excellence.
It is crucial to present why the use of metaprograms diagnosis and development would help the organization to follow the above mentioned process smoothly. To do this we would like to present the dominant logic thesis drawn by Obloj (Obloj 2003).
Dominant logic is the way of thinking (conceptualizing) and operating and decision making by key managers. Dominant logic can be also understood as a model o management embedded in organization and its strategic characteristic (Obloj, 2003). We can think that, based on experience and maps of behavior of key workers, dominant way of behavior is shaped, which is a part of organizational culture. For example, employees come to organization with some filters, which help them select information. Finding the way of recognizing the type of those filters in each individual would profoundly improve the effectiveness of people’s performance within the organization and would also help to understand the organizational culture they create.  If particular filter is common to several individuals, there is high probability that the organization may be influenced by them in the way that can be predicted or managed. For example fail to recognize some signals from the market (e.g. deriving from customers) or certain internal problem may be missed because of the specific filters that may be common for the group of individuals that are decision makers in the organization. Therefore it appears to be very important to describe dominant filters thoroughly. We can identify those dominant filters as metaprograms described by John C. Lilly (Lilly 1967).  The term “metaprograms” is a part of NLP’s jargon (Neurolinguistic Programming), and the model is applied in fields ran​ging from the​rapy, coaching, over sales and mar​keting to re​crui​ting and mana​ge​ment (Merlevede 2001).  However, the metaprogram distinctions pre​date NLP and are also claimed by cognitive scien​tists.  As ma​ny cognitive scientists do, Lilly drew the pa​ral​lels be​tween our brain and com​pu​ters.  His book al​rea​dy quo​ted several clas​si​fi​ca​tions of metaprograms, in​clu​ding references to neurophysiology, Jung and Freud (Merlevede 2001). Be​cau​se we use our metaprograms to filter our per​cep​tion in re​la​tion​ship to our criteria (values), they predict how we will react in a gi​ven situation and are the building blocks of our at​ti​tu​de and motivation (Merlevede 2001).

Adaptation to changes and transition to the new method of working might be very difficult if the metaprograms responsible for motivation for changes are presented by individuals in insufficient degree.  In such case information regarding attitudes and values might be very useful because it would create opportunity to prepare adequate change plan that would take under consideration predicted difficulties and the way of coping with them.
TOOLS DESCRIPTION
Metaprograms – dominant filters – the object of change.
As Lilly stated “the mind is defined as the sum total of all the pro​grams and the metaprograms of a given human com​pu​ter, whether or not they are immediately eli​ci​table, de​tectable, and visibly operational to the self or to others.” (Lilly, 1967) We can describe metaprograms as programs about other programs that gui​de and direct other thought processes (Merlevede 2001). 
Metaprograms are system of filters, which influence individuals’ behavior, based on ways of thinking and on what objects they focus in the process of perceiving information.  For instance does one pay more attention to information or people at work? Does one identify phenomena in general perspective or prefers detailed observation? It could be perceived as methods according to which individuals receive and analyze information. Understanding of the way of acting may be useful when giving feedback and selecting people for particular positions. It also provides valuable information on possible reactions of individuals placed in particular working environment as well as facilitates efficient coaching and construction of training programs.

John C. Lilly coi​ned the term metaprograms in 1967 in his book “Pro​gram​ming and Meta​pro​gramming in the Hu​man Bio​com​puter”.  

At the same time, researchers as Geert Hofstede were ap​plying “thinking styles” to cul​tu​re, which resulted in the book “Culture’s Consequences” (1980). 

Most sour​ces in NLP refer to Leslie Cameron-Bandler as one of the persons to spear​head the re​search into metaprograms around 1980, probably in​spi​red by the MBTI (Merlevede 2001).  
IWAM – Inventory for Work Attitude and Motivation – tool for metaprogram diagnosis.

Rodger Bailey & Ross Steward, two of Leslie’s stu​dents at the NLP Center for Advanced Studies (then ba​sed in San Francisco) took over this research and stream​li​ned 13 categories into a tool now known as LAB Profile®.  Shelle Rose Charvet, one of Rodger’s stu​dents, wrote down her experiences with the LAB Profile in the book “Words That Change Minds” (1995) (Merlevede 2001).  
The iWAM test used for identifying 48 metaprograms was based on LAB Profile (Bailey, Merlevede 2006). The whole profile of an employee is described by 48 metaprograms which are assessed by iWAM Inventory for Work Attitude and Motivation (Bailey, Merlevede, 2006). Metaprograms can be also identified using interviews conducted by appropriately trained consultants Feedback information contains explanation of outcome combination (as they are interconnected) as well as their intensity. Not only can we learn that e.g. particular individual is proactive or reactive but also intensity of such feature and combination of its connection to others. For instance senior managers are usually oriented at wide range of options rather than standard procedures, interested in authority, less interested in future, more attracted by working with other people, caring less of workplace location, focused more on general perspectives than details. This information is published in the perspective of previously surveyed population of the particular country and cultural background is taken into account. 
Another example of one of American insurance companies shows that  agents who performed poorly in the areas connected to self esteem ,initiative and empathy sold an average of 54.000$  while those with at least one strong key competence achieved 114.000$ volumes (EI Consortium).
Having researched all metaprograms we can attempt to influence behavior of individuals at workplaces through introduction of targets and changes. Such research is strongly related to the concept of emotional intelligence, which has been used for years in the research on organizational activities efficiency and elements of which are significant in people management (Szaban. 2003). 

Coaching – the tool for implementation of changes.

Coaching is a way of learning in which one person (trainer) supports the other (trainee) in a beneficial (to the latter) process of education and self-development. It is usually based on conversation or series of conversations of two individuals. Trainer is aimed at generating benefits in learning and self-development processes (Starr, 2005). 

In business coaching is usually used to enhanced and assist organization changes. Its previous way of behaving ceases to benefit and there is a need to help people to fit into new way of thinking.  We also use coaching to help particular employees to reach their goals in areas like: self-efficiency of act, efficiency of working, career paths, promotions, leadership skills, motivation, feeling satisfaction at work. Coaching structure means understanding situation, in which subordinate is, setting realistic goals. To understand subordinate’s way of acting better and give him better development tools, there is recommendation to prepare personality profile. It is also proper to do so, because the accurate diagnosis of the metaprograms of the individual prepared by coach enables the coaching process to be very effective and at the same time it makes coaching be a proper tool for the implementation of changes in the organization. There is still need to have a tool which can model skills and competencies required for particular positions to facilitate coach in realization of his mission. 

CASE STUDY
Case study refers to one of Polish big telecommunication companies that were outsourcing the whole Help Desk Services from external provider. The new Help Desk Department was just created for the telecommunication company, consisted of seventy IT specialists, to serve telecommunication company systems’ users to solve their problems. The service was delivered by phone and on line. Internal Help Desk clients from the different departments of telecommunication company from all over the country were supposed to notify all problems with systems directly to one contact point where the problem was solved on line or in case it was not possible to solve it on line, the information was gathered and passed on to the local IT specialists. 
There was a system monitoring the effectiveness of the work of Help Desk consultants. The objects of measurement were: the efficiency in solving the problems generally and on line only, the length of the phone conversations, the amount of telephone calls that were accepted during appointed period of time, the period of waiting for the consultant to accept a call (waiting period), the amount of calls that were dropped by client while waiting, amount of phone calls answered daily,  the amount of claims as well as clients’ satisfaction measured by the survey.
IT specialists employed in the Help Desk were qualified consultants with the experience of no longer then one year working in small and middle size companies or they were just graduates with no experience. 

Only few of them had previous experience in call centers or telephone customer service.

The main criteria for the recruitment selection were based on their proved track of possessing or presenting during interviews technical skills and specific IT skills. All of the consultants were going through the induction program that lasted two weeks during which they were delegated to the service desk currently functioning for different company where consultants with no more then two years of on-line help desk experience were instructing them.  The new hired consultants were able to observe the work of the senior consultants and ask questions among the phone calls is there were convenient conditions.
The external consulting company was supposed to coach them within the period of six months to make the customer service in the Help Desk of the highest quality.

What the consultants of external company found out about IT specialist during the coaching sessions was that most of the IT specialists had metaprogram connected with being focused on problems (Focus on Problems) and another one connected with the ability to notice things that are not working well, that are missed, that are different (Difference). Both of those metaprograms are extremely important in Help Desk, because Help Desk consultants have to be able to identify problems (Focus on Problems) and identify what is not working well or missed (Difference). The metaprogram Difference is at the same time responsible for noticing differences during the communication with others instead of noticing things that are the same and similar which means the communication is not easy when someone is using the metaprogram Difference. The issue  is that when communicating with the internal clients they are expected to inform them about the solutions and when during the communication be in a good rapport and avoid finding differences. There are two metaprograms responsible for such performing, they are called Focus on Goals and Sameness. 

The main aims for coaches were connected with creating new options of behaviour and possibility to use new metaprograms being Focus on Goals and Sameness without getting rid of old metaprograms. After six months of using different techniques of changing the metaprograms all 67 Help Desk Consultants were able to present new metaprograms except 3 of them, who did not want to change during coachings and were not cooperating, which is underlining the fact that to make change one has to want the change and during the coaching session this rule is crucial.

To present the value of the change we would like to give one example that was representative to what have happened. At the beginning of the process Help Desk Consultants were communication with the internal clients like this: “(..)I know what the problem is Sir, Your account is not valid and we can not activate the account for you because you did not send us actual form to update your access to the system”. The Help Desk consultant says the truth, but he internal client still does not know what to do to change it. While after the 6 months of coaching sessions (that was in fact occasion for delivering 3 or 4 coaching sessions for each Help Desk Consultant during that period and giving them self- coaching exercises between the sessions) the were able to communicate with the use of different metaprograms underlining solutions and looking for what connects them with other people during the conversation. The example of very similar situation as above mentioned is as follows:.”(..) to activate your account Sir we need the new system access form, filled out and signed by you. As soon as we get it I will activate your account immediately ..” The Help Desk consultants were knowing what is the problem (Focus on Problems) and they were communication only the solutions (Focus on Goals) and what is more the were not paying attention to the differences that “differ” them from their clients (Differences) , they were paying attention to what they have in common and how to understand client and communicate them efficiently (Sameness). Two months later after the coaching project was done those Help Desk was honored  with the title Best Manged Help Desk of the Year, the prize granted by the HDI (Poland).
SUMMARY
A major challenge for organizations in the future seems likely to be an ever more urgent search for the competitive advantage. It is increasingly argued, that the organizations best able to meet this challenge will be those that can acquire and utilize valuable, scarce and inimitable resources (Barney, 1995). Human resources can fall into this category, it is argued, particularly if they are effectively deployed through appropriate human resource practices and the management of organizational culture (Barney and Wright, 1998)

Introduction of the tools improving the knowledge of employee attitudes towards work as well as motivators allows more efficient implementation of organizational changes supported by coaching processes. Depending on implemented change, the members of the organization can be effectively involved into the project and rewarded accordingly to their expectations. Every employee can be attributed with defined tasks and direction of development. If the strategy is daily issue of everybody, possible is mobilizing hundreds of ears and eyes of employers to detect incidents, which can influence on organization (Kaplan, Norton, 2001).  Employee tasks can be tied to metrics defined e.g. when implementing Business Score Card. Human resources group in Winterthur had developed a new model of management, which had to help to ensure development and motivation of strategy oriented employers. Objectives of this model were to group particular positions into families and then exactly define responsibilities, skills and also interpersonal competencies needed from people holding these positions. There were set metrics of competencies of people, which company wanted to gain and metrics defining way of realization of strategy by particular workers. There were many difficulties during trying to measure competencies like easy to contact and interact with other or concept thinking. (Kaplan, Norton, 2001).  Source does not contain information on project timescale. Use of the test and research based on metaprograms might influence time and accuracy of conclusions.
To act faster, more effectively, flexibly and fit the market.
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