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ABOUT PACE OD CONSULTING

Helping organisations realise shared aspirations with 
authenticity to attain organisational excellence. 

PASSION
We exude boundless 
energy in what we do

AUTHENTICITY
We are genuine and 
trustworthy in all 
relationships

We facilitate authentic stakeholder engagement 
through OD solutions that transform leaders, people 
and organisations. 

CHALLENGE
We proactively innovate and 
change for better outcomes

ESPIRIT DE CORPS
We inspire commitment and 
strong regard for the team

OUR 
VISION

OUR
CORE
VALUES

OUR
MISSION

Against the backdrop of a severe economic downturn in 1998, Dr. Lily Cheng 
and Dr. Peter Cheng founded PACE out of a desire to help organisations Perform 
Above Challenging Environments. Since 1998, PACE has stayed true to its 
purpose of advancing organisations, resolving our clients’ people and leadership 
challenges. 

Today, PACE has grown into a multi-cultural team of professional and dynamic 
individuals. Together, we use our diverse experiences and deep expertise to 
develop, design, and deliver research-based OD solutions, which to date have 
impacted more than 138,000 individuals from over 6000 organisations across 17 
industries in Asia, Europe and the United States.

Our OD Consultants work closely with MNCs and government bodies 
alike, partnering them throughout the entire OD journey, from diagnosing 
organisational challenges, developing targeted OD solutions through workshops 
and coaching, and finally, driving their sustenance for the client organisation’s 
continued success.

Our proprietary learning content, evidence-based solutions, and technology-
based tools are also made available online via Real® Learning and Realyse®. 
Through self-directed learning, HR, HROD, and L&D professionals, C-Suite 
leaders, business owners, and anyone who  believes in holistically developing 
people, can be equipped with the OD knowledge, resources and skills to advance 
their organisations forward.

Join us in our OD journey as we stay committed to building people, leaders, and 
advancing organisations towards their mission.
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OUR CALLING:  
BEING REAL® MATTERS

At PACE, we are committed to advancing Real® organisational development 
(OD) practice, positively impacting organisations we work with. 

We confront business realities with humility, courage and maturity.  We're 
authentic in all our dealings and relationships. We’re courageous to articulate the 
truth. We embrace hard truths with adaptive actions instead of defensiveness. 

At PACE, we strive relentlessly to help leaders be Real®, building transformational 
organisations from within. OD practice is the fruit of our efforts to be truer, 
better and greater versions of ourselves. 

We’re OD doctors, coaches, facilitators, researchers and more — but most of all, 
we're friends. 
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REAL® CULTURE

“Culture is likened to a connector that consciously and unconsciously 
determines individual and collective behaviours. It is an influential set 
of forces that becomes the main source of corporate identity, silently 
governing employees in the ‘what to do’ and ‘what not to do’. It is also 
a determinant of the strategy, goals and processes in an organisation, 
which in turn contribute to its success.”

— Dr. Peter Cheng, Real® Leaders (2012)

Jim Collins, author of best-selling book Good to Great, found that great companies 
hire the right people whose values are aligned with organisation values. When such 
personal values and organisation values are aligned, organisations are poised to 
achieve great things through their people. In a nutshell, he advocates that one of 
the keys to achieving great and sustaining results is to ensure that organisational 
members understand, embrace and live-out organisation core values. 

According to the iceberg model, what is seen of an 
event or phenomenon constitutes a fraction of the real 
happenings that are determined by the unseen elements 
below the “water”. Similarly, what is seen as behaviours of 
individuals, teams and organisations is just a fraction of 
what is really happening in them. Observable behaviours 
are the manifestations of elements that influence them — beliefs, values and 
assumptions. These observable actions and behaviours in turn create a visible 
culture in organisations, which reflect that values that drive each of the individuals 
that make up the organisation.

Beyond acknowledgement of ideal core values on a high-level, the PACE Real® 
Culture Framework provides a holistic approach to facilitate organisations, their 
leaders and people to achieve a clear sense of core values that influence and drive 
organisational behaviours in their bid to achieve organisational goals. 

When such personal 
values and organisation 
values are aligned, 
organisations are poised 
to achieve great things 
through their people.
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In the words of Jim Collins,  “Core values are the organisation’s essential and enduring 
tenets – a small set of timeless guiding principles that require no external justification; 
they have intrinsic value and importance to those inside the organization.” 

The Real® Culture Framework facilitates organisations to have a clear sense of 
core values that influence and drive organisational behaviours in order to achieve 
strategic organisational goals. Its four phases are:

1. ARTICULATION
Organisations often have a set of values that they believe in, but how does this 
translate into visible culture on a day-to-day basis? In the Articulation phase of 
Real® Culture, organisations are facilitated to identify, rationalise and deepen the 
meaning of organisational core values and further extend them by articulating a set 
of behavioural measures to translate the desired culture into actual ways of working.

2. COMMUNICATION AND CASCADING
Communication and cascading of an organisation’s core values involves making the 
values known to all employees and their management. The phase includes initiating 
organisation-wide communication activities to ensure that organisational values 
are accurately communicated and cascaded to be understood by organisational 
members.

3. REALISATION AND ALIGNMENT
Many organisations struggle with and lack the skills to ensure their employees 
live out the espoused core values identified as crucial to organisational culture. 
The Realisation & Alignment phase facilitates individual and team experience 
and application of organisational values while reviewing and aligning policies and 
practices to the desired core values.

4. SUSTENANCE
After Articulation, Cascading, Realisation and Alignment have successfully been 
implemented, the Sustenance phase reiterates the organisation’s commitment to 
a sustained culture and facilitates initiatives to ensure a permanent state of affairs 
through a team of trained core values champions within the organisation.

THE FOUR PHASES OF CULTURE 
DEVELOPMENT

REAL CULTURE OVERVIEW

REAL® CULTURE SOLUTIONS
The four phases of Real® Culture can be implemented over 3-6 months depending 
on the organisation’s needs (see Organisational Readiness Quadrant on Page 10) 
and resource availability. Organisations can expect to be guided by PACE certified 
facilitators to articulate their organisation core values, formulate strategies to 
communicate and cascade the values, ensure their people live out their espoused 
values, identify the policies and practices that need alignment and finally put in place 
key initiatives to sustain the core values within the organisation.

THE REAL® CULTURE FRAMEWORK

ARTICULATION

1

Identifying the 
desired core values 

and behavioural 
statements

COMMUNICATION 
AND CASCADING

2

Making the culture 
known to all 
employees 

and management 
in the organisation

REALISATION 
AND 

ALIGNMENT

3

Conducting workshops 
for all employees and 

management to 
experience the core 

values

SUSTENANCE

4

Implementing 
initiatives to 

sustain the desired 
values-driven 

culture
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REAL® CULTURE
ORGANISATIONAL READINESS QUADRANT

Quadrant B Interventions:
• CV Communication        
   and Cascading
• CV Realisation and         
   Alignment
• CV Initiatives and      
   Sustenance

Quadrant D Interventions:
• CV Realisation and        
    Alignment
• CV Initiatives and        
   Sustenance

Quadrant A Interventions:
• CV Articulation
• CV Communication   
    and Cascading
• CV Realisation and   
    Alignment
• CV Initiatives and         
   Sustenance

Quadrant C Interventions:
• Reconfirm Core Values 
   through CV Articulation
• Re-communicate the 
    reaffirmed Core Values
• CV Realisation and 
    Alignment
• CV Initiatives and 
    Sustenance

Clearly Communicated 
& Cascaded Core Values 

Yes

No Yes

No

Clearly 
Articulated 
Core Values

(CV)

IS MY ORGANISATION READY?

After years of core values intervention programmes 
for multifarious multi-national companies and 
large local enterprises, Dr. Peter Cheng was inspired 
while sitting at a quiet spot overlooking the hotel 
pool on a visit to Lyon, France, to reflect on his 
consulting encounters with these organisations.

He realised that different organisations had varying states of  organisational readiness 
with regards to core values interventions that could be diagnosed into one of the 
four quadrants in the Organisational Readiness Quadrant on the left. 

Organisations in quadrant A do not have clearly articulated values nor 
communicated values to their employees. Quadrant B organisations do have a 
set of clearly articulated values but have not clearly communicated such values to 
the employees. Hence, these organisations experience incoherence in behaviours 
demonstration among the employees. Quadrant C organisations might have 
values but not having them articulated clearly. Despite 
having clearly communicated the values, the employees 
may not demonstrate behaviours coherently due to unclear 
values behavioural statements. Employees in quadrant 
D organisations are poised to demonstrate coherent 
behaviours that are aligned to their clearly articulated and 
communicated core values.

“It is important to note that there are core value intervention processes that are 
uniquely relevant to each company, regardless of the quadrant it may fall into. There 
is a cycle of renewal even after the four stages are completed, because the core 
values reinforced today may not hold the same meaning for employees some years 
later, or they may become obsolete for several reasons, like a change of leadership, 
or a merger or acquisition of companies.” 
— Extract from Real® Leaders (2012) by Drs. Peter & Lily Cheng

It is important to note 
that there are core 
value intervention 
processes that are 
uniquely relevant to 
each company...
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ARTICULATION

As the foundation that guides organisational members 
on how they are to conduct themselves, Core Values 
need to first be well-defined and articulated by the 
senior management team.

PACE partners organisation leaders in this Core 
Values Articulation process to facilitate the vividly 
articulated values they want to have their organisation 
members to demonstrate.

Key Objectives

• Appreciate the fact that while individuals’ 
actions are based on personal values, excellent 
organisations thrive on organisation core values 
that must be embraced by all organisational 
members.

• Grow in awareness that core values are the glue 
that holds the organisation departments together, 
and serves as clear guiding principles for the 
behaviours of organisation members.

• Learn to articulate the core values and the 
respective behavioural statements that will 
explicitly set the tone displayed by organisation 
members in their professional behaviours at work.

• Take ownership to exemplify the espoused core 
values and role model the expected behaviours at 
work.

C U L T U R E

Articulation
ANCHORING CULTURE 
ON SHARED CORE VALUES

Peter Cheng, Ph.D.
& Lily Cheng, Ph.D. 

PARTICIPANT WORKBOOK

After the Core Values have been defined and 
articulated, it is important that the organisation sets 
clear expectations of its members on how these 
values are to be lived out by all in the organisation.

PACE partners organisations to work with Core 
Values Catalysts to ensure that the articulated 
core values and behavioural statements are clearly 
communicated to all in the organisation.

Key Objectives

• Discover the key roles of a Core Values Catalysts 
and identify the key actions that are necessary to 
be implemented to ensure effective cascading of 
the core values.

• Learn various techniques to communicate and 
cascade organisational core values.

• Design experiential activities and present them to 
the cohort for further refinement.

• Draw personal/team action plans to communicate 
and cascade the core values down the hierarchy 
in the organisation.

COMMUNICATION AND CASCADING

C U L T U R E

Communication
& Cascading

ANCHORING CULTURE 
ON SHARED CORE VALUES

Peter Cheng, Ph.D.
& Lily Cheng, Ph.D. 

PARTICIPANT WORKBOOK
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REALISATION AND ALIGNMENT

C U L T U R E

Realisation
and Alignment

ANCHORING CULTURE 
ON SHARED CORE VALUES

Peter Cheng, Ph.D.
& Lily Cheng, Ph.D. 

PARTICIPANT WORKBOOK

Core Values Realisation and Alignment is a critical 
phase for an organisation to ensure that their people 
live out the values.

In this phase, PACE works with organisations to 
enhance the internalisation of shared core values by 
organisational members to demonstrate effective 
behavioural change for desired results.

Key Objectives

• Appreciate that Core Values are a predisposition 
for all members to exhibit and stay aligned with.

• Be engaged in experiential activities to internalise 
and live out the core value behavioural statements.

• Review organisational practices and policies to 
assess if they are aligned to the espoused core 
values.

• Provide feedback with recommendations to align 
any of the organisational practices and policies 
for the management to align them with the Core 
Values.

• Identify personal plans and share how their 
commitment on how they would live out the Core 
Values in the organisation.

SUSTENANCE

PARTICIPANT WORKBOOK

C U L T U R E

Sustenance
ANCHORING CULTURE 
ON SHARED CORE VALUES

Peter Cheng, Ph.D.
& Lily Cheng, Ph.D. 

C U L T U R E

Sustenance
ANCHORING CULTURE 
ON SHARED CORE VALUES

Peter Cheng, Ph.D.
& Lily Cheng, Ph.D. 

PARTICIPANT WORKBOOK

Sustenance is the reiteration of organisation members’ 
behaviours to consistently live out the core values that 
the organisation has articulated, cascaded, realised 
and aligned. This phase ensures that the values and 
all their associated behaviours are sustained to make 
living the values a permanent state of affairs in the 
organisation.

Key Objectives

PACE partners organisations in two areas:

1. Facilitating the sustenance of the core values 
embracement through:

• Recapitulate the Core Values and Behavioural 
statements.

• Identify suitable initiatives to sustain the Core 
Values for the next 12 months.

• Identify Resources needed for the initiatives.

• Design and roll-out plan.

• Establish and work towards What Success Would 
Look Like.

2. Equipping and enabling organisational members 
with the competencies required by the 
organisational culture through our rich spectrum 
of competency-based capability building 
programmes.
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‘We engaged PACE, with Peter Cheng as the lead consultant, in a 3-month project 
to help us to design, facilitate and communicate our regional vision statements to 
all our stakeholders.

The Bridgestone project team had a positive experience with Peter and his team 
throughout the entire journey - from the initial discussion, to project implementation, 
and to post-project debrief session. Peter was very passionate in helping our 
company to achieve the objectives at every stage of the project. He actively listened 
to our requirements and was flexible in meeting our last minute requests, in the 
light of changing requirements. In addition, Peter and his team were very responsive 
whenever contacted in any form of communication. They excellently availed 
themselves whenever we needed them. We appreciate the time and patience that 
Peter had devoted to this project as the lead consultant. He truly exemplifies PACE’s 
mission of helping organisations grow and become better at what they do.’

— Bridgestone Asia Pacific Pte Ltd

‘I thought this was a well-run course with a very knowledgeable instructors. Obviously 
they are very experienced and very well-read. I liked how they brought in concepts 
from business books like from Good to Great.’

— Soitec USA, Inc

‘It helped in aligning core values within staff and boosted staff morale and bonding.’

‘Points a clearer picture of company’s direction.’

‘Important for achieving company objectives.’

— Marshall Cavendish International (Singapore) Pte Ltd

ENDORSEMENTS
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RETURN ON INVESTMENT SYSTEM

In our research where 929 learners were surveyed, we discovered the following 
brutal facts of ROI: 

1. 25% learners find no opportunity to transfer learning back at the workplace.

2. 54% learners find they lack motivation and support from others in their work 
team.

3. 21% learners find that learning acquired does not fit into the working culture at 
their workplace. 

What can PACE do for your organisation?

To ensure that learning is sustainable and also to encourage a culture of self-
directed learning within the organisation, Transfer of Learning (TOL) and Return 
on Investment (ROI) systems have been specially designed and customised into 
an Employee Development Portal. The portal provides learning resources to 
the participants, and administration functions for the HR administrators. It also 
generates  ROI reports to the client on key development indicators, which facilitate 
future interventions.

In typical learning interventions, achieving Levels 1 and 2 (ref. ROI System diagram) 
are the main focus of learning programmes. However, HR practitioners or business 
leaders may not have opportunities to reinforce critical on-the-job behaviours 
and thus, this is left to the individual. The PACE ROI System addresses this gap 
by helping organisations implement Level 3 Learning Retention Assessment, and Level 
4 Organisation Impact Evaluation. With the aim of enhancing one’s self-directed 
learning behaviours in today’s rapidly changing business environment, PACE 
ensures application and reinforcement through a system that constantly measures 
the effectiveness of reaching the goals of the OD solution.

Please consult us for further details on implementing the PACE ROI System for your 
organisation's L&D programmes. 

With the increasing demand for ROI to justify OD and L&D 
budget allocations, the new reality is clear: ROI is here to stay. To 
help leaders attain a sustainable learning and ROI capability of 
our programmes, PACE is committed to help you undertake best 
practices for ROI implementation with our ROI system. 

Our Work in ROI

1. More than a decade of scientific practitioner work on establishing and 
implementing effective Learning & Development ROI Systems.

2. Pioneering successful, innovative implementation of a L&D ROI System that 
strengthens and improves the L&D process.

3. Making the intangible ROI tangible through visible business outcomes so that 
business leaders can focus on organisation growth.

Founded on validated research and theories:

1. Adult Learning Principles for optimal learning

2. Positive Psychology for effective learning application

3. Organisation Development Principles for focused application leading to 
organisation results

The Empirically Successful PACE ROI System

BUILDING 
COMPETENCIES

During workshop
Acquisition of 

competency(ies) through 
PACE with L1 Evaluation

ENCOURAGE 
TRANSFER

Day 1
Celebration of Learning 

and Encouragement
 through Transfer

REINFORCING 
COMMITMENT

Day 7
L3 Reminder of 
Post-Learning 
Commitment

CELEBRATING 
SUCCESS

Day 21
L2 Learning Retention 

Assessment and 
Recollection of Learning 

Transfer Experience

Month 6
L4 Organisation 

Impact Evaluation through 
identification of Transfer of 
learning to business Impact

1.
UNCONSCIOUS
INCOMPETENCE

2.
CONSCIOUS

INCOMPETENCE

3.
CONSCIOUS

COMPETENCE

4.
UNCONSCIOUS
COMPETENCE
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DR. PETER CHENG & DR. LILY CHENG

FOUNDERS, PACE OD CONSULTING
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At PACE OD Consulting, our mission is to advance organisations globally to thrive 
in the evolving economy through quality OD solutions and content. Real® Culture is 
created with this mission in mind, to help organisations around the world by equipping 
them to embed culture as ways of working that will drive performance — through 
the four phases of Articulation, Communication, Realisation and Sustenance.   

We look forward to working together with you to connect, equip and transform the 
people, leaders and organisations in your learning community.

Best Regards,

Dr. Peter Cheng & Dr. Lily Cheng
On behalf of PACE OD Consulting Pte Ltd

CLOSING REMARKS
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1 Commonwealth Lane, #06-14, One Commonwealth, Singapore 149544
Tel: (65) 6278 8289 

Email: connect@pace-od.com • Website: www.pace-od.com

PACE O.D. CONSULTING PTE LTD
No part of this publication may be reproduced, stored in a retrieval system 
or transmitted, in any form or by any means, electronic, mechanical, 
photocopying, recording or otherwise, without the prior permission of 

the copyright owner.


