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This irresistible management recipe with the taste of Vertical Dialogue is part of the 
book Kracht zonder Macht.

See www.krachtzondermacht.nl for further information.

Y
ou know which values or principles are important to your organisation. 
Even more so: they are familiar to employees and supervisors. But is 
your organisation run accordingly? How do the people deal with one 
another, how do they work together? Do those basic principles really 
get carried through into their actions? Ultimately it is all about the 

question of whether the behaviour that is shown is in line with your core values. 
How can we manage that?
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De Zorgboog working according their Values

We already know De Zorgboog  from the recipe ‘Bringing the Values Alive’. It is acti-
vely working on culture development. In a wide dialogue with all employees the orga-
nisation has collectively taken inventory of its most important values. 

The starting points of culture development were:
The cultural process is by and for the employees of De Zorgboog. ·
Line management is the most important drive within the culture development. Af- ·
ter all they carry through the desired change/development by example behaviour. 
And they implement and guarantee new behaviour within the organisation through 
their method of directing and coaching employees. 
Every location or part of the organisation of De Zorgboog has its own ‘colour locale’.  ·
This deserves respect and recognition.

In the starting phase a top 12 of values emerged from the success stories of all 2800 
employees. Then the next step was to organise a meeting with all one hundred super-
visors to choose the six primary values. The thought behind this is that a limited num-
ber is easier to communicate, also because behavioural change is the objective of all 
this. The method of Appreciative Inquiry, at any rate the “appreciative interview” had 
served its purpose already. The next step is exceptionally suited for the application 
of the complete AI model: the 5 D model. In it the D’s stand for Definition, Discovery, 
Dream, Design, Delivery. 

Step 1: Definition
In the step Definition the subject/objective is formulated. For the choice of the subject 
it is important that it is formulated positive, that everyone is attracted to the subject 
and that it leads into the right direction. The result of this is developing and shaping 
the definition of the desired subject. In this case it became ‘Bringing the Values Alive’; 
where now the next step follows: ‘Living the Values’.

Step 2: Discovery
Normally the AI interview takes place in the step ‘Discovery’ in which the subject is 
further examined and explored.  In this case all 2800 employees have already done this 
with one another. Like this conference for the 100 supervisors in this first phase could 
start with the already available values. 
 

How could they involve Discovery in this?
The twelve values were on twelve flipovers. Each participant received six stickers with 
which to mark his six preferred values. (Already an example of the ‘appreciative’ ap-
proach.) They were free to distribute them any way they wanted. Even placing all six 
stickers at one value was a possibility. Both a rapid and a considerably democratic ap-

Attention: This selection method had been discussed with the Executive Board in ad-
vance. In fact at that time they already gave the mandate for a decision of which the 
content was not yet clear.  Each of the twelve values was therefore alright, simply 
because they would be chosen by the majority of the top-100.

Step 3: Dream
In this step the intention is for the chosen values, principles, starting points or po-
licy intentions to become much more than just a word. It should provide a ‘collective 
image’. This is supported by a clear explanation in words, and with a symbolic image 
in the shape of a visualisation or a ‘performance’.

proach, which provided a top-6 without 
a problem:

Cooperation  ·
Good-fellowship ·
Appreciation ·
Involvement ·
Result focused ·
Initiative.  ·

The 6 chosen valued ultimately were re-
duced to:

Attention for the client ·
Attention for colleagues ·
Attention for yourself ·
Attention for results ·

CHOICE OF CORE VALUES
It is is important that you choose 
the following question as a starting 
point: 

‘The core values of De Zorgboog 
are the values that determine how 
employees of De Zorgboog behave 
towards clients, colleagues and ex-
ternal parties’. Based on this ques-
tion each supervisor chooses 6 va-
lues out of those 12’.

Cooperation  
Good-fellowship
Appreciation
Involvement
Result focused
Initiative
Professionalism
Respect
Trust
Communication
Client in the centre
Satisfaction
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How to Dream?
Everyone chose a core value he/she liked to work out. Together they had to make sure 
that between fifteen and twenty persons stood for each value, and they in turn had to 
represent different services and/or disciplines. Of course this required the necessary 
movement and transfers, which is something the group of 100 supervisors was quite 
capable of. Next two subgroups were connected to each value with a mix of nearly ten 
supervisors. So in totally there were 12 subgroups to cover all 6 values.

First the value had to be further defined in a few sentences. Useful input for this ap-
peared to be the reading of a small random selection of success stories on the value 
concerned. Further working out of the value was connected to two essential precon-
ditions: the definition of the value had to be in positive words (AI) and described in 
terms of behaviour. 

Definition of the value Result focused:
“Together we determine objectives and take action. For this we use the needed 
aids and information. We evaluate in order to redirect on a timely basis. We do 
this to reach the intended result”. 

Definition of the value Involvement:
“De Zorgboog employees show attention and interest for the content of the work 
and the colleagues. We do this by thinking critically with them, by also chan-
ging together with the environment and by expressing that ‘we go for it’ ”.

Next each subgroup also had to represent the value in a symbolic way. In order to then 
present it to each other. Each member of the group had to be involved in the presenta-
tion. The reason of the symbolic illustration is essential because the definition in words 
is easily forgotten and an image is remembered far better. Again: it concerns behavi-
our and if you want to explain this, ‘showing’ it is still the best way!

Step 4/5: Design and Delivery
In these steps two questions are focused on: “What does this mean to me and to my 
employees?” and “What actions are needed to start showing the desired behaviour?”.

How could they design and take care of delivery?
A specially developed game of specific questions facilitate the dialogue of talking with 
each other about all the aspects of importance in order to design and deliver the values 
in practice. 

The focus was what the six values in the 
practice of working meant for:

Commitment; ·
Insights; ·
Style of Leadership; ·
Teamspirit; ·
Contact with clients; ·
Evaluation. ·

In turn everyone took a card from one of 
the six above-mentioned categories. The 
player turned the card over and read the 
question out loud. Next he/she answered 
the question first. Then he/she discussed 
the question with the group. This lead to 
the formulation of a mutual answer. Eve-
ryone made his/her own notes on the 
answer form.

After the indicated playing time had pas-
sed, the group turned to the step ‘Deli-
very’. Together they went through all as-
pects on the answer form from the phase 
‘Design’. With this was discussed which 
mutual actions were needed to realize 
the values in the practice. For this the ACTION form was used to record the actions.

After the conference with all 100 supervisors, posters with the values were hung at 
every location. This in order to bring the chosen values under the attention of all em-
ployees. Each supervisor also started working with his/her own employees in order 
to make an action plan on how to ‘live the values’ . All supervisors received a copy of 
the Zorgboog game as an aid to continue the dialogue within their team about the six 
values.

The recipe

In the mean time the attentive reader has concluded that the recipe is interwoven in 
the case.  As well as that in all probability many variants are possible for this theme. 
Some more information about the theme itself, the Appreciative Inquiry approach, be-
low.
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Looking back on the case
The dialogue was conducted via the 5 D model of AI. It is somewhat like an exploratory 
trip that in itself brings change. It moves people towards an intended objective. In this 
dialogue the employees have been involved in making an inventory of the values by 
sharing success stories. The appreciative questions in the interview made an appeal 
on ‘what touches you personally’ which quickly created depth in the dialogue. It would 
also have been nice to involve the employees in the ultimate choice of the six values, 
in addition to the supervisors. By using the steps of the 5 D model a structured dialo-
gue was created in which everyone was allowed to say something and everyone was 
heard. Because of the structure the method also remained focused on the subject. The 
dialogue was finalized with the making of a plan of approach. Dialogue and the focus 
on result were thus combined in a practical way.

What is Appreciative Inquiry?
AI is a constructive, appreciative appro-
ach that helps an organisation change 
into a (working) community in which mu-
tual appreciation, persuasion to change, 
learning ability and cooperation go hand 
in hand. The method consists of the com-
mon examination of moments in which 
the organisation was at its best. A sys-
tematic exploration of factors, which 
previously had a department or organisa-
tion function successfully: what exactly 
caused this growth and prosperity? 
What was it that they could previously 
be proud of? The exploration itself brings 
the change: it moves people and guides 
them towards an intended situation. AI 
is therefore a method of change and an 
approach. One that is clearly positive and 
constructive.
  

Every AI process has five phases, originally based on the 5 D’s: Definition, Discovery, 
Dream, Design and Delivery. TNO Management Consultants has translated this into 
the 5V model: Verwoorden, Verdiepen, Verbeelden, Vormgeven en Verwezenlijken. At 
first glance the sections of this model look like the global steps of an accepted change 
process. Research takes place, decisions are made and implementations take place. 
Still the approach of AI is actually different because the appreciative approach is con-
sequently carried through in all steps and the attached work methods.

Deliver
“Starting point 
are qualities and 

interest of the 
people”

Dream

“What might be?”

Design

“What should be - 
the ideaal?”

Co-constructing

Discover

“What gives live?”

Definition:

Affirmative
Topic
Choice

The “5-D Model”

Vertical dialogue?

If you summon the top-100 supervisors 
of an organisation, and the top manage-
ment is present, you have three or four 
echelons in one area. A good starting 
point for a Vertical Dialogue. Then if you 
make nearly all forms of working demo-
cratic, ‘the wisdom of the crowd’ prevails 
and the recipe in this book is where it 
should be.

The Participants

We are dealing with approximately 100 
participants here. They have accomplis-
hed it. Nevertheless the management 
of De Zorgboog made it possible and re-
leased it. Bert Koeneman and Hans van 
den Bosch of the Executive Board of De 
Zorgboog in close collaboration with the 
project group culture development under 
the leadership of Marij Coolen.

The support of this AI process – and the 
mention of ingredients for this recipe – 
was taken care of by Annet van de Wete-
ring, senior consultant on behalf of TNO 
Management Consultants, and AI expert 
within her organisation. 

Web links:
www.zorgboog.nl
www.tmc.tno.nl
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