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Abstract: This paper presents the design process and features of a tailored, interactive 
and experiential simulation game that is used to promote the values of an 
electronics industry firm. The game design is evaluated to discover essential 
features in the games used for promoting values. 

1. INTRODUCTION 

In promoting organizational values, priorities and ways of working are 
the focus, one of the means for which in the promotion process is the 
simulation game. Current simulation games fail to reveal how they could be 
used to promote organizationally relevant values in particular, and present 
the adoption or discussion of values as a sideline to other topics. 

1.1 Experience from simulation games 

Simulation games have different kinds of applications in organization 
management ranging from teaching and training to research purposes. 
Practising strategic management (Keys 1997), developing work processes 
(Piispanen et al 1996), and simulating managerial decision making (Beazley 
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& Lobuts 1996) can be mentioned as examples of using games m 
management-related issues. 

Simulation games can succeed in increasing motivation, conveying 
information or increasing awareness of policies and issues, developing 
decision making, communication or other kinds of skills, changing attitudes, 
and in self-evaluation for instance in terms of the awareness of one's own 
assumptions and attitudes (Greenblat 1988). Experience gained in simulation 
games, especially when used for improving work processes, suggests that 
games promote the learning of new priorities and ways of working 
(Piispanen et al. 1996, Ruohomaki 1994, 1995, Piispanen 1995, Forssen
Nyberg & Kutilainen 1998, Haho 1998, Smeds 1996). Some games have 
even been said to transmit values or handle value conflicts (see Goldstein 
1996, Beazley & Lobuts 1996). To date, there have been no reports on using 
games to communicate and promote organizational values in particular. 

One of the major benefits of simulation games is the active involvement 
of participants. This active involvement makes the learning process in 
simulation games different from more traditional ways of learning, such as 
lectures. The experience of the topic as a whole, understanding system 
characteristics as well as using game-specific symbols can be considered as 
other advantages of simulation games (see Greenblat 1988). The problems of 
simulation games can often be related to their generality and, thus, poor 
transfer of learning to a real life context. Only now is the trend more towards 
case and industry realism, visual images, and learning transfer in strategic 
management games (Keys 1997). 

1.2 Motives to promote organizational values 

Values have received an elevated position in organizational management 
during the past 25 years. From an individual point of view, values are 
abstract ideals, positive or negative, not tied to any specific attitude, object 
or situation, representing a person's beliefs about ideal modes of conduct and 
ideal terminal goals (Rokeach 1968). Values are both consciously and 
unconsciously, and individually and collectively held (Kluckhohn and 
Strodtbeck 1961). People adopt certain values early in their childhood from 
the surrounding society, and these values are difficult if not impossible to 
change. However, organizational managers can use their values, often 
written down in the form of formal value statements, to influence 
organizational practices (Hofstede 1998). Barnard (1938) decades ago noted 
that one of the key functions of executives is to "formulate and define the 
purposes, objectives, and ends of the organization" and ensure a 
communication channel for these. 
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Managers in many organizations have espoused a set of values to 
increase organizational performance and motion organizational culture in a 
desired direction. According to several studies, organizations well familiar 
with their value system and can utilize and mold it will succeed (e.g. Peters 
& Waterman 1982, Beck & Hillmar 1986, Deal & Kennedy 1982). Espoused 
values do not always coincide directly with the values-in-use, i.e. the 
prevailing corporate culture (Schein 1985, Argyris & SchOn 1978). 
However, it has been proposed that they have a potential change impact on 
organizational culture by achieving a dynamic gap between current and ideal 
culture (Hatch 1993, Reger et al. 1994). Imitation of an "ideal" set of values 
such as that listed by Peters and Waterman (1982) is not related to successful 
financial performance (Barney 1986, Denison 1990). Therefore, values as 
well as ways of promoting them need to be tailored for each organization 
that wishes to use values for cultural change or maintenance. 

One-directional communication of values does not ensure that the values 
are adopted and adhered to (Ledford et al. 1995). Rather, promotion of 
values should be looked at as a learning process where current beliefs are 
made accessible and, thus, changeable and new ones are brought into place 
(e.g. Hatch 1993, Dixon 1993). The criteria for successful values promotion 
range from a compelling set of statements and effective implementation 
process to consistent statements, systems and practices and continuous 
renewal (Ledford et al. 1995, Martinsuo 1996). What typically causes 
failures in these processes is management impatience in carrying out the 
process in full, lack of commitment or involvement, poor resources and low 
investment, and the poorly managed implementation phase (Blackler & 

Brown 1980, Martinsuo 1996). fu many successful cultural transformation 
efforts, the desired principles and values are not only promoted at the start 
but reinforced by supportive changes in organizational systems and 
procedures. Reger et al. (1994) refer to this as tectonic change where large 
leaps are supported by continuous improvements. 

1.3 Tailored games to promote organizational values 

Existing literature does not address the lack of concrete tools to promote 
organizational values in particular. Socialization and communication 
literature mentions the role of values, but does not provide actual tools (e.g. 
VanMaanen & Schein 1979). fu making beliefs accessible, dialogue (Schein 
1985, 1993, Dixon 1994), story telling (Boyce 1995), and systems thinking 
(Senge 1990) are considered important. The aspects of the simulation games 
mentioned above show promise in the context of promoting organizational 
values. 
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In the field of ethics, culture and values simulation games have been used 
for instance to teach business ethics (Wolfe & Fritzsche 1998) and to 
practice ethical decision-making in counselling (Frame et al.1997). 
Employee behaviour issues have largely been omitted from strategic 
management games (Keys 1997). As presented above, values are 
organization-specific. Thus, if simulation games are used in value 
promotion, it seems that tailored simulation games are needed. As well, 
general ethics games call for tailored vignettes to handle company-specific 
topic to make learning applicable within a real-life context (e.g. Wolfe & 
Fritzsche 1998). 

We propose that tailored, interactive and experiental simulation games 
can be used to promote organizational values, and below seek the factors that 
are relevant in creating such a game. This is approached through an 
application: a game designed to promote certain values in an industrial firm 
in Finland. 

2. APPLICATION: TRUMP CARD GAME 

A starting point for the game design process was an electronics industry 
firm's need to communicate values in a way suitable to its current culture 
and supportive of other ongoing development efforts. The value process was 
initially management-driven, but a decision was made to involve key 
personnel in delivering the value message to about 2000 people around the 
country in an interactive simulation game format. The aim of the game 
design project was to design a prototype for a game, test it, and train game 
facilitators. The company's role was to implement the game technically and 
bring it into use. The game can be considered both a teaching game and a 
policy game (Peters et al. 1998) in the sense that it was both to teach about 
the values of the firm and explore possible policy options in solving value
related problems. 

The game design process followed the recommendations ofDuke (1980), 
Greenblat and Duke (1981), Walter & Marks (1981), Greenblat (1988), and 
Ruohomaki (1992), as shown in Figure 1. Firstly, an analysis was made of 
the current state in the firm. Secondly, the organizational reality was 
modelled and game assumptions were defined. Thirdly, the game was 
operationalized as a board game with cards and player teams. Fourthly, a 
prototype of the game was made and tested within the design team, with a 
corresponding team in the organization, and finally in a real-life context. 
After this, game facilitators were trained, and the final physical design of the 
game and its implementation were carried out in the company. 
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Figure 1. Developing a simulation game (Duke 1980, Greenblat & Duke 
1981, Greenblat 1988, Walter & Marks 1981, Ruohomaki 1992). 

A brief analysis of the current state of the organization was made to form 
a picture of the organizational context. Twenty-five key persons ranging 
from management to customer interface were interviewed, and material 
written about the firm, its values, and other development programs was 
examined. The objectives of the interviews were to get an idea of how well 
people knew the espoused values; how those values were interpreted; and to 
what extent were the espoused values in line with the values-in-use. Also, 
one aim was to gather information on how well people knew the so-called 
Trump Card roles, i.e. managerial roles defined in another company-wide 
project, and whether these could be linked to the game. 

The main findings of the interviews were that values are agreed upon and 
practiced in part, but often performance issues are favoured if there's a 
conflict. A number of problematic situations and issues were discovered at 
this stage: for instance, modes of action do not always support espoused 
values, and some of the values are better known than others and have a more 
dominating role. Values were well in line with the managerial Trump Card 
roles, meaning that this could be used as support in the game. 
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The objectives of the game focused on delivering the values to personnel 
and enhancing in a supportive manner value-based ways of operation. The 
game was to: 
• communicate the organization's values to personnel and enable the 

creation of personal meaning for them 
• promote a collective interpretation of the values through common 

experiences and discussion 
• frame the difference between current and ideal, desirable ways of 

operating in the group, and thereby 
• create a fertile ground for value-supportive actions 

The game was operationalized as a board game with men, dice, and task 
and fact cards. The phases of the game are introduction, playing and 
reflection. The game is sufficiently general to suit everyone in the 
organization. 

The player teams are to wander in the "world of values" visually 
presented on a map of five value "states" with "capitals". The goal is to visit 
all the capitals and in each of them collect a stamp for the team's passport. 
Teams proceed to these capitals through different types of tasks which 
handle real-life work situations, such as successes, decisions, problems, and 
changes. The tasks have to be accomplished through the interpretation of 
values, as is the case in a real-life context. Participants play as themselves, 
within their own work roles. The Trump Card roles are used occasionally as 
well. The first team to get five stamps wins the game. 

Evaluation of the game design 
Above, we described an application of a simulation game in promoting 

organizational values in an electronics industry company. The game design 
will now be evaluated on the basis of validity. Other important issues, such 
as those concerning usability and effectiveness, are left for a later analysis. 

Raser (see Peters et al. 1998) presents four criteria for the validity of 
gaming as a research tool, namely psychological reality, structural validity, 
process validity, and predictive validity. These seem to apply to training and 
policy tools too. According to Peters and Associates (1998), the validity of 
the game can be improved by working systematically in a participative 
manner, checking the validity explicitly, and testing the game. 

The first criterion is psychological reality, which has to do with 
providing a realistic environment. The Trump Card Game was created by a 
team of internal organizational members and external experts, where the role 
of the organization's internal members was especially to make sure that the 
game was realistic. Validity was checked with organizational members, and 
several tests were also made both with outsiders and insiders. However, the 
initial organizational analysis was rather light, so new information had to be 
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collected later to finish the task cards. A more comprehensive analysis at the 
start would guarantee improved validity. 

Structural and process validity refer to the congruency between the 
elements in the game system and the reference system. Validity can be 
evaluated by the structure (the theory and assumptions on which the game is 
built) or by the processes that take place in both systems. If the game is not 
related to the organization's or the person's job situation, there is the danger 
that playing the game will be considered a waste of time. Therefore, 
choosing the game becomes critical (Riis 1996). If the game is company
specific, this risk will be smaller. Here, the company-specific nature and 
overall generality of the game likely promotes validity. Despite this, 
employees do have different jobs and the applicability of task card content to 
these jobs varies. In this sense, the validity of the game model could be 
further improved by designing different versions of the task cards for 
different contexts (e.g. sales tasks, technical tasks, support functions). 

The last criterion, predictive validity, refers to reproducing historical 
outcomes or predicting the future. As for the Trump Card Game, handling 
values through real-life topics potentially ensures the transfer of learning to 
everyday work. It also enhances interactiveness and dialogue, promotes a 
collective experience, and thus, has a potential impact on collective beliefs 
and ways of working. During the creation of the game, managerial 
involvement and support existed at least to some extent, and the game was 
tied to other organizational development programs. Therefore, it is unlikely 
to remain a separate, temporary program but, rather, may become part of the 
organization's routine and supported by other efforts. However, design of 
the game cannot correct the mistakes made at the corporate management 
level, such as during the creation of the values. 

3. DISCUSSION 

Based on literature on value-promotion, and our empirical experience, we 
propose four characteristics as relevant in games that are used in promoting 
organizational values: a tailored content; explicitness of values; a chance to 
interpret, discuss, act on and question values; and, the visibility of a gap 
between current and ideal ways of working. 

Tailored content. Despite the cost and effort of tailoring a simulation 
game for one organization's use, values and their promotion, in order to 
produce competitive advantage (e.g. Barney 1986) need to be company
specific and tailored. In a company-specific game, players very quickly 
capture the idea, context and operation of the game due to the firm's 
familiarity, and the game can effectively stimulate organizational change 
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processes (Riis 1996). At the same time, the game should be sufficiently 
general and adaptable so that it could suit the needs of different functions, 
personnel groups, and also different purposes within the firm. The topics in 
the Trump Card Game are in nature fairly general to suit the needs of various 
groups within the firm, but simultaneously they are strongly tied to the 
industry in question, the nature of service work, and certain events in the 
organizational history. In our experience, involvement of organizational 
members in designing the company-specific values promotion game is 
crucial in many ways, from verifying the commitment to the values and 
investment in the values promotion process, to demonstrating involvement at 
many levels and ensuring consistent implementation of values by other 
means. We currently assume that part of the game format could be general 
and adoptable in other firms, but the content needs tailoring and strong 
organizational involvement. The relationship between the generality of 
format and content tailoring is an interesting topic for future study. 

Explicitness of values. Due to the original purpose of promoting values -
learning certain priorities and ways of working - the espoused values need to 
be made explicit in the game in some way. As Ledford and Associates 
(1995) stated, realization of organizational philosophy or values requires that 
the statements be compelling and communicated consistently. The players 
need to realize what the values are and why they are important. Additionally, 
if people are to use the values as guidance in their decision making, value
related situations must be made visible. In the Trump Card Game, the values 
were contained both as visible words ("states") in the "world of values" and 
as invisible, discussable ideals in the tasks related to daily interactions with 
customers and co-workers. Because of the nature of the values game, we see 
that various values, not only those espoused by company management, may 
come up during the game but that afterwards players should have a clear 
image of what is considered important in the firm in question. 

A chance to interpret, discuss, act on and question values. The idea of 
promoting values implies that employees are not only recipients and listeners 
but also active interpreters and influential persons. Only if they have a 
chance to define values in their own terms, translate values into tangible 
actions, and negotiate meanings for the values, can they develop personal 
and collective commitment to the topic and select suitable behavioural 
responses (e.g. Louis 1980). In this sense, the experiential learning aspect of 
simulation games is particularly important. Also, interaction and co
operation are required to promote collective experience and, thus, shared 
understanding. In the Trump Card Game, choices and arguments have to be 
negotiated among the team members, and each team has to develop a 
collective response to various tasks. This not only forces individuals to think 
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about their own priorities and opinions but also promotes dialogue and 
reflection within and between groups. 

The visibility of a gap between current and ideal ways of working, 
and action orientation. If values are promoted with an aim to adapt ways of 
working to suit the values at either the individual or organizational level, the 
differences between ideals and reality must be made visible (e.g. Reger et al. 
1994), and actions towards the values need to be supported. Action 
orientation within the game can come up in many ways. It may mean the 
presence of a committed key person who is able to respond to a value-related 
critique and needs of improvement, and ensure actions after the game. It may 
also mean a "development contract" among game players, to be 
implemented after the game, written development plans, and so on. In 
theTrump Card Game, most of the tasks are based on everyday types of 
work situations, ensuring that participants are familiar with them and values 
are discussed within a context. Working in groups reinforces sure that there 
is no "one correct solution" and that gaps between values and reality, or 
different ways of working become very easily visible. The presence of a 
trained game facilitator, encouraging games within natural work groups, and 
certain tasks have been used to promote action orientation and learning 
transfer. 

In addition to particular game characteristics, other organizational 
systems and practices (e.g. HR) need to support the content promoted by the 
game, and the implementation of the game itself needs to be congruent with 
the values. The position of simulation games amongst different forms of 
values promotion is one potential topic for research in the future. Other 
research and development ideas have arisen due to an evident lack of 
empirical data in the field. Evaluation of the Trump Card Game usability and 
effectiveness is the initial research agenda in the case company. It would be 
of importance to study in parallel the impacts of a game and other 
communication and socialization mechanisms such as slide shows, more 
traditional forms of training, or written material. Different types of games 
can be used for the same purpose, and could be compared to test the validity 
of the above-mentioned critical factors in values games. Another question is 
whether a common value game should be developed or does it always have 
to be tailored. 
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