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Case Study #2: 
The Case of the Opportunistic Orientation 

 
 
 
The Situation 
 
A.J. Jones Enterprises1 is a world-wide franchisor of business services.  The 
company had been steadily declining when it was purchased by a group of 
entrepreneurs.  The new owners’ plans for substantially expanding and growing 
the company were based on providing an extraordinary quality of service to the 
franchisees, and through them to their clients.  While the economic bleeding had 
been stopped, the existing culture would not support these plans.  For example, 
integrity was sorely lacking – promises were frequently made to franchisees with 
no intention of keeping them.  Personal expenses were openly charged to the 
company credit card.  Gossip and rumors were rampart, with the inevitable 
interpersonal conflicts and poor performance. 
 
 
The Goals 
 
Frontier Associates (FAI) was engaged to help the senior management alter A.J. 
Jones Enterprises’ organizational culture to one that would support the 
company’s strategic plan for quality service.  
 
 
Our Analysis  
 
As part of the turnaround, the FAI consultant worked with senior management to 
design and implement a New Employee Orientation Program2 that was to play a 
major role in creating and sustaining the turnaround and a targeted new 
company culture.  This new culture was characterized by integrity, unreasonable 
results, extraordinary service, world-class quality, fun, making a difference, 
working as a team, open communication and certainty.  The Program was 
designed to not only cover needed information, but to be itself a reflection of the 
intended culture.  The client understood that people would be influenced by 
words that were backed up by  actions, more than they would by words alone. 
 
 

                                                           
1 Client names have been changed. 
2 See Leadership #16: Principles of a New Employee Orientation Program and Leadership #17: 
An Example New Employee Orientation Program for more information on the design of the 
program. 
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The FAI Solution 
 
Every aspect of a new employee’s interaction with the company was designed, 
from his or her first contact as a prospect to the third day as a new employee.  
For example, the offer letter described the employee’s accountabilities (the 
results the employee was expected to produce and for whom), rather than a job 
description (what the employee was supposed to do).  The purpose of this 
distinction was to communicate the cultural value of service.  The letter also 
included exact directions to the company from the employee’s home, typical 
company attire, and who to ask for on arrival, in order to communicate the 
cultural value of certainty. 
 
Unbreakable rules were that their workplace and their mailbox had to be 
completely prepared in advance and their name had to be added to the 
company’s telephone and e-mail directories.  The intention was to communicate 
the cultural value of teamwork, and to actively demonstrate to the new employee 
“You’re already on the team.” 
 
During the three days of the Program the new employee had no other 
responsibility other than to learn about the company.  One person coordinated 
each individual’s program, and was the central clearing point for any changes to 
that program (as compared to typical situations where no one knows who to call 
when unexpected changes are required).  Every moment was planned in 
advance, including lunch with people who the new employee might not normally 
encounter.  They were trained in how to use all appropriate facilities, including 
the telephone. 
 
In addition to their superiors, peers, and subordinates, new employees had 
unstructured time with senior managers a number of levels above them.  The 
culture of the company was covered in detail - how things really work around 
here.  And every new employee, within three weeks of their first day, spent at 
least  two hours with the president, where they were enrolled into the company’s 
vision and mission, and their role in fulfilling the long and short term future and 
strategic plans of the company were discussed. 
 
The new employee’s final assignment in the Orientation Program was to write an 
analysis of the Program itself.  Besides giving the company valuable feedback for 
future changes in the Program, this gave the new employee time to reflect on 
and bring to a conscious level what they had experienced. 
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The Results 
 
Participants’ analysis reports written at the end of the Program were uniformly 
favorable and enthusiastic.  Because they were done immediately at the end of 
the Program, suggested changes were particularly useful. 
 
New employees internalized the desired company culture and became allies in 
its ongoing creation.  Even if people subsequently told them otherwise, they 
believed in and supported the culture that was communicated to them during 
their first days, and it took a lot to change their opinions. (First impressions are 
hard to change.)  Of course, management was walking the talk, even if some of 
the employees who had been with the company before it was purchased were 
not yet aligned with the culture its new owners were working to create. 
 
More than just being told that this company cared about service, new employees 
experienced being served themselves.  Feeling cared about and important made 
it easier for them to care for and serve others, resulting in very high customer 
service marks and effective team-building. Years later, employees said that the 
New Employee Orientation Program was one of the most impactful experiences 
of their work life.  They felt that it was so unusual, and such a pleasant 
experience, that it reinforced that they had made the right choice in coming to 
work for this company. 
 
There were many other notable outcomes of the New Employee Orientation 
Program.  During the culture change initiative, which can be a time of uncertainty 
and frustration for employees, A.J. Jones Enterprises experienced almost zero 
turnover.  Employees remained engaged while increasing their productivity.  And 
perhaps most impressive of all, the company changed its culture from one of 
gossip, broken promises, conflict and poor performance to one characterized by 
results, service, teamwork and fun – in just eight months.  
 
 
Summary 
 
A carefully designed and implemented New Employee Orientation Program can 
be a powerful tool in maintaining an existing culture, and a highly effective tool in 
altering an organization’s culture. 
 



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJDFFile false
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /SyntheticBoldness 1.00
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveEPSInfo true
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputCondition ()
  /PDFXRegistryName (http://www.color.org)
  /PDFXTrapped /Unknown

  /Description <<
    /ENU (Use these settings to create PDF documents with higher image resolution for high quality pre-press printing. The PDF documents can be opened with Acrobat and Reader 5.0 and later. These settings require font embedding.)
    /JPN <FEFF3053306e8a2d5b9a306f30019ad889e350cf5ea6753b50cf3092542b308030d730ea30d730ec30b9537052377528306e00200050004400460020658766f830924f5c62103059308b3068304d306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103057305f00200050004400460020658766f8306f0020004100630072006f0062006100740020304a30883073002000520065006100640065007200200035002e003000204ee5964d30678868793a3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>
    /FRA <>
    /DEU <>
    /PTB <>
    /DAN <>
    /NLD <>
    /ESP <>
    /SUO <>
    /ITA <>
    /NOR <>
    /SVE <>
  >>
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


