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Survey Business 

(Certificate- 
Selling)
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VISION
Inspire and help companies in 
Switzerland to take care of 
employee happiness by 
developing a strong culture

MISSION
To enable organizations to build 
trust, foster belonging, and grow 
through cultural transformation.

We do this by assessing culture 
and supporting meaningful, 
long- term change.

Vision and Mission Client Perception

“They certify 
workplaces with 
strong culture”

“They help us prove 
externally that we have 
a strong culture

“They help us 
understand and evolve 
our workplace culture.”

“They guide us in 
uncovering deeper 
cultural issues and 
support long- term 
change.”

Focus
Provide clear info about the survey process 
(what it measures, how it works, and the 
timeline).

Outcome
Client sees the survey as something to buy.

"You’ll get a clear result showing how your 
workplace compares, and a label if you 
qualify."

Focus
Execute the survey process as smoothly 
and efficiently as possible.

Outcome
Client experiences a smooth, low- 
friction survey journey leading to 
certification.

"Your survey link will go out next Monday, 
and results will be ready in three weeks."

Focus
Finalize the survey and attempt to 
upsell based on weak points.

Outcome
Client may disengage if their main goal 
was just earning the label.

"You’re certified congratulations! Based 
on your results, we also offer workshops 
to address the lower- scoring areas."

Focus
Understand what’s going on in the 
client's culture and where they want to 
improve.

Outcome
Client sees the survey as a tool to 
explore and develop culture.

"What feels stuck in your culture right now, 
and where do you want to go?"

Focus
Help the client reflect on results and 
stay engaged in their development 
journey.

Outcome
Builds trust and momentum toward 
deeper cultural transformation.

"Looking at this result, what surprised you 
most, and where do you feel there's 
momentum for change?"

Focus
Use the survey as a starting point 
to co- create a development 
journey.
Outcome
Builds a trusted relationship for 
deeper transformation.

"Based on this, I suggest we co- 
design a leadership dialogue to shift 
how teams engage with feedback. 
What do you think?"

External Perception Shaping Phase

Key Activities
Share authentic transformation 
stories and leadership 
reflections.
Invite dialogue and deeper 
engagement beyond 
certification.
Use strategic messaging to 
signal that transformation is an 
open- ended journey.
Example: “From Certification to 
Real Culture Change” webinar

Key Activities:
Create clear, scalable campaigns that 
highlight the value of certification.
Position Company as the standard for 
employer branding.
Drive conversion with 
straightforward, action- oriented 
messaging.
Example: “How to Get Certified” webinar

Client Allocation Phase Customer Journey Phase

Transactional 
Client
“We just want 
the certificate.”

Focused on 
external 
validation and 
employer 
branding.

Transformational 
Client

“We want to 
understand and 
improve our 
culture.”

Seeks reflection, 
learning, and 
long- term 
transformation

Beginning Open- End, Co- Designed

Beginning End Delivery

Product- Selling Logic

Transformation- Selling Logic

"We received 
certificate.

We reached 
our goal"

We developed  
culture 
together! 

Survey as
follow- up 
to explore defined 
challenge in depth

Consulting as
follow- up
(consulting
to enable 
transformation)

beginning with 
diagnostic 
quantitative 
approach to
assess culture

beginning with 
dialogic 
qualitative 
approach to 
assess culture

Phase 1: Unfreezing
Creating Motivation for Change

Phase 2: Learning & Change
Experimentation, Co- Creation, Reflection

Phase 3: Refreezing
Embedding New Behaviors into Culture

Phase 1: Unfreezing
Creating Motivation for Change

Marketing Circle
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Strategy Goal

Strategy Goal

Shift from certification- 
dominated to balanced growth 
in consulting.
We aim to evolve from a product- 
focused model to a dual- pathway 
strategy that values both 
certification and cultural 
transformation.

Strategic Priorities:
- Strengthen our position as a 
trusted transformation partner.
- Maintain certification as a 
scalable entry point.
- Grow consulting as a long- term, 
high-impact service.
- Align internal roles, behavior, 
and time investment to client
potential.

“We care about our 
people, and want 
the certificate too.”

Values culture,
but still seeks 
recognition as 
primary goal.

Success  Long- Term 
Reputation Effect

Client Experience Circle

"They certify and
support our 
workplace 
development.”

“They help us prove 
we're strong, and 
might help us grow.”

Client Spectrum

"They assess and 
compares Workplace 
culture and give 
Certification"

"They are the
go- to partner
for cultural 
transformation"

More 
turnover 
from survey 
Business

More 
turnover 
from 
transformati
on project 
business

Entry Conversation
Survey Offering

Mid- Journey
Support
Survey 
Coordination

Depth/ Follow- Up
Certification 
Outcome

Entry Conversation
Discovery 

Mid- Journey Support
Journey Coordination

Depth/ Follow- Up Action
Transformation Continuation

Objective
Generate demand for 
certification by 
promoting
credibility, simplicity, 
and brand value of 
the label.

Objective
Spark curiosity for 
cultural 
transformation by 
showing depth,
growth potential, and 
leadership 
development.

less time 
allocation for 
clients

more time 
allocation for 
clients

This visual compares 
GPTW’s current client 
journey structure with a 
future vision.
It highlights how shifts in 
role focus, from primarily 
selling surveys to enabling 
transformation 
conversations early, can 
reposition GPTW as both a 
certification
provider and a true 
cultural transformation 
partner (co- existing).

Edgar Schein Theory of 
three phases
of a transformation

Phase 1 of Transformation 
Unfreezing
Creating Motivation for Change

Phase 2 of Transformation
Learning New Concepts
Cognitive Restructuring

Phase 3 of Transformation
Refreezing
Internalization and Stabilization

This stage involves breaking down the existing mindset and 
creating readiness for change.

Diagnosis
Understand the current culture (surveys, interviews, etc.).

Highlight discomfort or gaps
Expose contradictions between current behavior and desired values.

Psychological safety
Create a space where people can let go of old patterns without fear.

Leadership role
Leaders model vulnerability and openness to change.

In this stage, people are introduced to new ways 
of thinking, behaving, and relating.

Experimentation
Try out new practices through workshops, pilot 
programs, etc.

Role modeling
Leaders and peers reinforce the new behaviors.

Training & support
New ideas are reinforced through learning structures.

Shared language & symbols
Help encode the new culture.

The new behavior becomes embedded into 
organizational routines and values.

Institutionalization
Changes are embedded in systems, processes, and rituals

Cultural reinforcement
Stories, celebrations, and symbols reinforce the new norms

Assessment and feedback
Ongoing reflection ensures alignment with goals

Recruitment & onboarding
New members are socialized into the new culture

Phase 1: Unfreezing
Creating Motivation for Change

Phase 1: Unfreezing
Creating Motivation for Change

Phase 2: Learning & Change
Experimentation, Co- Creation, Reflection

Phase 3: Refreezing
Embedding New Behaviors into Culture

All services are 
transformation 




