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This report presents a summary of phenomena derived from case studies and

insights shared by leaders in the public and private sectors, of their experiences

implementing open culture within a range of sectors and contexts. It draws on

research conducted by Interchange with leaders from governments, public services,

private companies, charities and cities. 

It aims to share lessons learned during these implementations, including blocks and

recommendations for the effective implementation of open culture.

We are grateful for the insights shared by these organisations and individuals. A list
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Between 2019 to 2021, Interchange ran peer-powered roundtables, masterclasses

and conferences on Future Ready Government and the Workplace of the Future,

with 56 leaders from government and the public sector. The majority of

participants held strategic and technology-related roles. The roles represented

included Secretaries of State, national and state government Chief Information

Officers (CIOs), heads of directorate, heads of service, team leads and similar

roles. Over 300 data points were gathered from these events which inform the

blocks and starting points sections of the report. 

In addition, in this report we explore five case studies of how openness has been

applied in a variety of contexts. We consider examples of openness applied by:

charities; a global NGO; cities; a company experiencing rapid growth; and the

upstream community of an open source technology company. We identify the

outcomes the subjects gained by being Open and how it led to rapid innovation,

resilience and sustainable growth. 

About the data
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Foreward

04.

"The COVID pandemic has proved that
governments have to me more open and
resilient. This will certainly require, among
other things, a greater participation of
various communities, access to open data
and definitely the use of open source
software/hardware."

 
Interchange Workplace of the Future

masterclass participant, 2021
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We need approaches that empower rapid

innovation, resilience and sustainability to help

us navigate the opportunities and challenges of

possible, probable and preferred futures.

In this report, we explore how openness and

open cultures can help generate rapid

innovation, resilience and sustainable growth.

The report will be of interest to leaders aiming

to learn more about openness and open

culture, and those wishing to implement open

culture in their context.

The report provides perspectives on what

openness is, how it has been applied in a

variety of contexts and what we can learn from

those experiences. 

We consider what blocks openness and finish

with recommendations for the effective

implementation of open culture.

As we move into the next stage of

the global response to the Covid-

19 pandemic, and face increasing

challenges brought about by

climate change, it has become

more important than ever that we

find better ways to work together

to create a more sustainable

future. 

Foreword

Gráinne Hamilton

Jen Kelchner

Authors: co-founders, Interchange
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In our work with public sector leaders on future ready government and the workplace of

the future, we explored their thoughts on where they are now and the current

challenges they are experiencing, and where they want to be - the preferred futures

they would like to see. We considered how open approaches could help them, and the

challenges they saw or had experienced with implementing open approaches and open

culture in their contexts.

Drawing on their experiences we have been able to identify factors that block openness,

and to define some starting points for implementing open culture. In the report, we also

explore openness in practice through a range of case studies and identify how openness

can aid the generation of rapid innovation, resilience and sustainable growth. 

We found that Open is a continuum and requires context. Our research shows that the

language and understanding of Open is very limited and often skewed only to technology

development. Perception and perspectives are limiting due to lack of awareness.

Processes and structures for operations and engagement can also block openness, and

people and leadership behaviours have a significant impact on openness.

We identified that addressing people & leadership; perception & awareness; and

systems, structures & processes would be good starting points for implementing change

and leveraging the benefits of open culture.

Executive summary

There are challenges with

implementing an open culture if

we continue to only have a

technology focus without

cultural consciousness - it will

slow organisations down

Interchange Workplace of the Future

masterclass participant, 2021
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What we can see is that open
culture empowers rapid innovation,
resilience and sustainable growth -

factors that can help us navigate
the challenges and opportunities of

Interchange

possible, probable and preferred futures.
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What are possible,
probable and
preferred futures?

Strong, healthy communities; diversified economies; sustainable, regenerative
resources; positive climate action. 

As individuals and leaders, we need to prepare ourselves, our country, organisation,

industry and the planet for what’s coming next and create the conditions to navigate

possible, probable and preferred futures.

We need to see possibilities

through different lenses and

reimagine futures that bring a

greater positive impact to all

communities. 

These are the possible trajectories of our

own and collective futures. What might

happen, what is likely to happen, and

what we want to happen.

Interchange
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What is Open and
openness?

Open as a concept, spans many philosophically aligned developments, including but not

limited to open source technology, open education, open recognition, open licensing,

open data, open innovation, and open standards.

Openness can be used to describe the core characteristics underpinning and connecting

these open developments.

Governments, organisations and

people working openly have

demonstrated how openness can

help us organise ourselves,

connect, share, and collaborate to

build sustainable solutions.

The field of Open has driven global

transformation in how people work, learn,

share and collaborate, over the last few

decades. 

Interchange
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Openness is becoming increasingly
central to the ways groups and

teams of all sizes are working
together to achieve shared goals. 

And today, the most forward-
thinking organisations—whatever

their missions—are embracing
openness as a necessary

orientation toward success. 

The Open Organization Project
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The five Open Principles:

Applying openness in the context of

behaviours, processes and governance,

can be thought of as open culture. 

Organisational culture is defined as how a company conducts itself internally and

externally - its ethos, values and frameworks.

Core characteristics of open culture have been articulated and defined in the open

principles. The open principles were created in an open and collaborative way by a

global community of individuals from a wide range of sectors and backgrounds, who

came together to identify and define them. This community, The Open Organization,

developed the open principles to help groups and teams organise for work better, to

enhance cultures and processes, and to improve agility, innovation and engagement. 

The principles build on each other and when used together, provide a foundation for

new organisational behaviours, systems, and structures. 

Open culture

Inclusivity

Transparency

Collaboration

Adaptability

Community
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Openness 
In Practice
CASE STUDIES
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In the following section, we explore five case studies of how
openness has been applied in a variety of contexts. We consider
examples of openness applied by: charities; a global NGO; cities; a
company experiencing rapid growth; and the upstream community
of an open source technology company. 

In each case study, we identify:

THE CHALLENGE01 The challenge the subject was facing

THE INTERCHANGE POINT | SOLUTION02 How the subjects chose to change and the solution they applied

THE OUTCOME03 The outcomes and what the subjects gained by being Open. 

We identify how the open approach employed led to rapid innovation, resilience

and sustainable growth. 

Case Studies
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During the Covid-19 pandemic

lockdowns, many UK charities wondered

how they would be able to deliver their

services. A couple of charities, one that

provided services for people with ear and

hearing conditions and one that supported

victims of domestic abuse, normally

offered in-person support and provided a

safe space for individuals to meet. The

lockdowns meant they could no longer do

this in person. 

Recognising that they could continue to

provide support online but unsure how to

do so in a safe way, the charities included

their service users in community calls to

contribute ideas on how the services

could develop. They provided a choice of

ways to participate that would allow the

service users to communicate in ways that

suited them, and help them build their

confidence in the process and format. 

Charities 

The Challenge

Sector: 

Interchange's 

role: 

Gráinne Hamilton and Jen
Kelchner advised the
charities on strategy and
provided expert facilitation,
executive coaching and
mentoring until handover 

CASE STUDY SUMMARY: INCLUSIVITY

The Interchange Point | Solution

How An Inclusive Approach Helped
Charities Adapt and Deliver During the

Covid-19 Pandemic
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Rapid 

Innovation

Resilience

Sustainability

Over the course of four community calls, and with facilitation support to structure the

agenda and manage the calls, the charities exceeded their expectations for engagement

on their community calls. 

By being inclusive and using processes that catered for diverse needs, the charities felt

confident that they could effectively move online and continue to deliver robust and

effective services.

KEY INDICATOR DATA / OUTCOMEACTIVITY / PROJECT

Providing opportunity

for service users to

feed-in during

community calls 

Hundreds of suggestions

generated for future

focus and online service

provision

Being able to continue to

deliver support, and

deepen engagement with

service users throughout

the pandemic

Sustaining and growing

meaningful engagement

with their service users

through generation of a

strong sense of

ownership of it being

their service

Service user satisfaction

that they were being

included and heard

Changing how they

delivered and

catering for diverse

needs

Including their

services users in

decisions about the

future of the services

The Outcome

CASE STUDY SUMMARY: INCLUSIVITY

“The community calls are the highlight of my week!"
Service user and community call participant
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Non-Governmental Organisation

As a pioneer in the environmental

activism space, a global Non-

Governmental Organisation (NGO) was

concerned about remaining relevant.

Conversations with their supporters

identified that they felt a lack of

engagement and an internal review

showed there were issues relating to

collaboration and connection between

departments. This hindered their ability to

respond to developing stories and created

a lack of clarity about how to engage. All

of these elements were resulting in falling

audience figures, disillusioned staff, and

opportunities for leadership being missed.

They created a structure for transparency

to develop a deeper connection between

their internal and external communities.

They recognised that improving how they

engaged with their audiences would be

necessary. They chose to develop an open

source engagement platform to help meet

this need and to embed open culture and

open processes to develop the technology

and engagement with their audiences.

The Challenge

Sector: 

Interchange's 

role: 

Gráinne Hamilton was an advisor
to the NGO as part of a multi-
agency team; delivering strategy
development for embedding open
culture, open engagement and
open collaboration; staff coaching
and mentoring 

CASE STUDY SUMMARY: TRANSPARENCY

The Interchange Point | Solution

How Transparency Helped a Global 
Non-Governmental Organisation 

Increase Engagement 
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Rapid 

Innovation

Resilience

Sustainability

Creating a structure for transparency helped the NGO to collaborate and engage

openly. They were pleasantly surprised that when they opened the door, people

responded. Internally and externally, people wanted to engage and be part of the

solution. 

Open engagement enhanced awareness of the organisation’s goals. Open collaboration

prompted people to engage deeply with the organisation’s values. Transparency is

helping the organisation to gain trust, and trust is translating into increased

engagement.

KEY INDICATOR DATA / OUTCOMEACTIVITY / PROJECT

Open collaboration

with internal and

external stakeholders

through community

calls

Collective ideation and the

rapid generation of a wide

range of ideas representing

the perspectives of different

stakeholders

Contribution from people

with a range of

perspectives, skills and

experiences, helping to

create a more robust and

resilient platform

Increased understanding

about the organisation’s

values 

Identifying that the primary

motivation for contribution

to their open source projects

was alignment of values and

that people were willing to

give their time in exchange

for contributing to

something they found

meaningful

Open contribution

from external experts

to the open source

platform

Being transparent

about their values

A survey about the

primary motivation

for contribution to

open source projects

The Outcome

CASE STUDY SUMMARY: TRANSPARENCY

"We’re learning from the community calls that if you
open the door and ask people, they will respond."

NGO community call lead

Insights Report | Open Culture & Navigating Futures 16



Cities / Multi-sector

Three cities in the UK wanted to explore

how to empower learning across their

cities and improve uptake of local

enrichment opportunities. They felt that

learning and recognition were being siloed

inside formal education and that other

learning opportunities provided by city

stakeholders were being overlooked. City

stakeholders realised that there was little

collaboration across sectors and

industries but that there would be benefits

from this through improving pathways to

learning, employment and civic

opportunities.

Stakeholders from across the cities

collaborated to develop blueprints and a

pilot for Cities of Learning UK. They

generated an overview of what a City of

Learning would mean for them;

established local priorities; defined skill

needs; mapped existing learning provision

and opportunities across each city; and

input to the development of an online

open badge platform to deliver and

recognise the learning and opportunities.

The Challenge

Sector: 

Interchange's 

role: 

Gráinne Hamilton advised the
cities as part of a multi-agency
team; co-developed the
blueprints for Cities of Learning
UK, and led the open badge
pathways and content strategy for
the digital platform  

CASE STUDY SUMMARY: COLLABORATION

The Interchange Point | Solution

How City-Wide Collaboration Is Enhancing
Access to Learning and Civic Opportunities 
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Rapid 

Innovation

Resilience

Sustainability

Cities of Learning UK is still being trialled as a city-wide collaborative approach to

enhancing access to learning and civic opportunities. However, the benefits to city

stakeholders in terms of connection, enhanced communication and understanding of the

skills needs of the city, were recognised early within the pilot phase.

Collaborating and using an open standard, open badges, has helped city stakeholders

align and connect their learning opportunities so that learners can discover, create, and

follow their own pathways to city learning and enrichment opportunities. 

KEY INDICATOR DATA / OUTCOMEACTIVITY / PROJECT

Learner focus groups

and collaborative

design workshops

with a wide range of

city stakeholders

Deep insights into the

needs of learners and

city stakeholders, with

targeted developments

iterated on quickly based

on user feedback

Providing opportunities

for learning, skills

development and

recognition via a more

resilient city-wide

education system

Sustaining and growing

connections and

connected provision

across the city

A better understanding

of skills needs and

enhanced pathways

between education,

employment and civic

opportunities

Developing a

blueprint for taking

learning out of the

silos of formal

education

Signposting learning

and civic

opportunities for

people in the cities 

The Outcome

CASE STUDY SUMMARY: COMMUNITY

“I know learning outside the classroom can give me
the skills I need for the future, but I don’t know what’s
out there in the city. If this can help with that, that
will help a lot of young people like me.”

Learner focus group participant
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The company chose to intentionally build

an adaptable, sustainable ecosystem

through recruiting, people development

and feedback. They became intentional

about who and how they hired, seeking to

develop culture and hiring people with

different perspectives and a strong

competency for feedback. They launched

videos from core leaders to explain

strategic objectives and created 

 "Learning Leaders" to support continuing

education.

Company / Private Sector

A consulting company going through rapid

growth, was experiencing wins and

challenges as they navigated the changes

brought about by scaling up. After years

of preparing the ground, growth exploded

over a short period of time. This led to

workflows suddenly becoming inefficient,

and talent management struggling to keep

up with onboarding, retention, coaching,

development, staffing, and so on. What

worked last year was no longer supporting

the ecosystem they were facing today.

The Challenge

Sector: 

Interchange's 

role: 

Jen Kelchner interviewed
the company's leadership
team about their culture

CASE STUDY SUMMARY: ADAPTABILITY

The Interchange Point | Solution

How Adapting Helped A Company Meet
The Demands of Rapid Growth

Insights Report | Open Culture & Navigating Futures 19



Rapid 

Innovation

Resilience

Sustainability

Taking a personal approach, using transparency and human connection to engage with

employees, the company have been able to close gaps that can occur in both distributed

workforces and those that have grown to a significant size. 

Creating thoughtful recruitment structures has helped them to hire the best fit for the

company. Communicating with transparency and engaging in open, real-time feedback

has helped to smooth transitions. And empowering a culture of learning has enhanced

their ability to regenerate and activate growth. 

KEY INDICATOR DATA / OUTCOMEACTIVITY / PROJECT

Asking each market

for dialogue and

ideas

Over 9,000 ideas were

generated from across

the company, which were

used as a basis for

deciding direction

Regular insights to

organisational challenges

and opportunities enable

the company to respond

and improve quickly 

Regeneration and

sustainable growth

through people taking

control of their learning

and career pathways

Integrating real-time

feedback loops into

weekly timesheet

submissions 

Implementing a

culture of learning

and creating Learning

Leaders 

The Outcome

CASE STUDY SUMMARY: ADAPTABILITY

"We strive to create diversity for our culture. And
then, we can then use different mindsets to come
together as a team and deliver the best solutions for
our clients."

Company senior leader
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A leading open source technology

company had been observing for decades

how people with a common goal would

come together to build open solutions.

The open source community became

interested in the principles underpinning

this. They asked: What are the principles

that help organisations and teams to work

in an open way? How can we create these

principles in the same way an open source

community co-creates and maintains lines

of code?

A community-driven project was launched

to lead a global conversation about the

ways open can influence how people

work, manage, and lead in their

organisations. This encompassed

community members generating

knowledge and sharing strategies about

building organisational culture and led to

the identification and articulation of the

open principles of: inclusivity,

transparency, collaboration, adaptability

and community.

Upstream community / Multi-sector

The Challenge

Sector: 

Interchange's 

role: 

Jen Kelchner is an Open
Org Ambassador. She
helped architect the Open
Organization community
and continues to provide
thought leadership for it

CASE STUDY SUMMARY: COMMUNITY

The Interchange Point | Solution

How An Open Source Technology
Organisation Co-created Solutions 

With An Upstream Community
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Rapid 

Innovation

Resilience

Sustainability

Over the course of six years, the organisation has fostered a global upstream community

that collaborates on creating knowledge resources. These resources include definitions,

maturity models, practices, over 500 articles and 6 co-authored books published in an

open sourced way. 

For the supporting downstream company it has provided resources to shape

conversations and solutions with their own customer base. Community has helped the

company innovate and grow.

KEY INDICATOR DATA / OUTCOMEACTIVITY / PROJECT

An Ambassador team

who assist in

directing projects

Multi-sector approach to

research, co-creation

and resource

development

Pathways guided by a

common purpose allow

for contribution at

various levels and fosters

continuous co-creation

of new resources

Openly licensed work has

created impactful work

that can be reused and

adapted 

An inclusive approach

with open engagement

and contribution has led

to rapid and sustained

growth

Architecting a

community with many

contribution

pathways

Expanding the

pioneering work into

new areas and

increasing global

engagement though

various

communication

channels and

approaches

The Outcome

CASE STUDY SUMMARY: COLLABORATION

"The community has found that with various
contribution pathways and channels for engagement,
we can accomplish more together in a faster period of
time." Open Org Ambassador
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Barriers to
Open Culture
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Open is a continuum and requires context. Our research shows that the language

and understanding of Open is very limited and often skewed only to technology

development. Perception and perspectives are limiting due to lack of awareness.

Processes and structures for operations and engagement can block openness, and

people and leadership behaviours have a significant impact on openness.

Perception and lack of
context are barriers to
implementing open culture

41%
People & leadership

Attributed challenges to behaviours that prevent
connection, collaboration and adaptability, and limiting
perspectives and cultural norms that do not allow for more
humanised approaches

18%
Systems, structures & processes

Attributed challenges to limiting processes and governance
structures that blocked access to the right skillsets, and
prevented agility and adaptation

41%
Perception & awareness

Attributed challenges to lack of understanding about
openness including perceptions that some organisations
can be open while others cannot
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PEOPLE & LEADERSHIP

identified challenges related to

psychological safety in the workplace 
53%

64% 
of participants did not
understand the value of
Open or context outside of
open source technology

identified challenges related to

cultural conditions and mindsets
39%

identified challenges related to lack of

connection and chances to foster

relationships

11%

SYSTEMS, PROCESSES, GOVERNANCE & POLICIES

identified challenges related to

governance and outdated policy 
44%

identified challenges related to

working structures and processes
33%

identified challenges related to systems

currently in place and lack of

interoperability

22%
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Open can only be used in certain contexts
Open means flat and distributed leadership
Open creates a lack of control or responsibility
Open means sharing ideas and code

"We have barriers as we are primarily
in extremely structured environments
(hierarchical) and are still required to

work within that hierarchy for
compliance and policy."

When asked about the barriers to
implementing open source technology two
cultural factors were clearly identified

Top misperceptions of
Open

44%

28% cited dependency on open contributors; lack
of available skillsets in the organisation; lack
of retention of qualified contributors

cited cultural issues and the structures of
environment and governance
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Starting Points for
Implementing
Open Culture
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Open leads to
ownership,
clarity and
empowerment.

[open] allows for people to blossom
that would not have otherwise

developed.

Interchange Future Ready Government
masterclass participant, 2020
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We asked leaders about the preferred
futures they envisioned for their
organisations related to culture

39%
People & leadership

39%
Perception & awareness

21%
Systems, structures & processes

During peer-powered masterclasses, when asked about the preferred futures leaders

envisioned, we received over 190 data points related to preferred future outcomes with

open culture, which have been aggregated into the following categories:

wanted to improve upon leadership models,
open behaviours and open culture to create
more humanised approaches to work

wanted to increase opportunities for
connection, engagement, and hearing all
voices, in order to expand awareness

saw a need to refine processes and policies
that would modernise governance and
organisational structures to enable
information flow and open collaboration

41% believe in open culture to empower
people in the workplace for rapid
innovation, resilience and
sustainable growth

38% believe in cross-sectoral and cross-
departmental collaboration to solve
problems as the norm

17% want to see more from their leaders
and teams in creating
psychologically safe work
environments

4% were concerned about technology
and increasing use of open source

Additional Insights
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A selection of
preferred futures
from participants

"We need space to fail forward. To be
able to speak up when you don't
agree with something, and to be

be able to ask for help when you need
it or don't understand something."

 
"The covid pandemic has proved that
governments have to me more open and
resilient. This will certainly require, among
other things, a greater participation of various
communities, access to open data and definitely
the use of open source software/hardware."

"We need a greener, more digital,
resilient, collaborative, inclusive,

supportive, focus on citizens' well being
including their health, family, education,

quality of work, skills, etc."
"We'd like to see more empowered members
who use any of their skills to contribute to
problem solving."

"There is a large potential for engaging NGO’s
and other private actors for creating public
value."

"We need to create multiple solutions
that come from multiple collaborations,

so we can try out different ways of
solving problems and see which is the

most effective to install as policy."

"Citizens need to feel that they have
made a contribution to the overall society

for good."
"Increasing learning of new approaches and
systems; and, cross training and sharing of
knowledge across departments, agencies and
sectors."

"Technology handles rote tasks, we now
need people to have more freedom to use
other skill sets and be empowered to use

them."
"We need to be clear with our users so they
know the process and context to be able to
engage effectively."
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The future needs more from you. 

Interchange provides you with the tools to navigate the challenges and

opportunities ahead.

Drawing on our experience in the globally influential tech industry as

pioneers in Open approaches, principles and behaviours, we empower you

to create the conditions for navigating possible, probable and preferred

futures with confidence.

We support you as world and industry leaders, to better prepare your

country, organisation, industry and the planet for what’s coming next.

We guide you as you reimagine a future that brings a greater positive

impact to all of your communities. 

We empower you to create strong, healthy communities; diversified

services and economies; sustainable, regenerative cultures; positive climate

action; and more.
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