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PREPARING THE
INITIAL CULTURAL
DESCRIPTION

I t is usually helpful to have a framework to help sort the initial interview data and
identify important gaps in the data. A framework is also helpful when one needs to
communicate the results of the audit to key people in the company.

While there are numerous frameworks that can be used to analyze cultural data, one
that is useful was developed by Alan Wilkins of Brigham Young University. The
Wilkins model provides a very broad framework that can be used to sort the data
from almost any organization. The model is also strategic »<that it focuses on the
four elements of culture that are most likely to contribute to v = long-term success of
an organization. While all these elements are overlapp’ 1g and i1.._rdependent, they
will be discussed separately for the sake of simplicity.

The four elements included in the model
are:

FIGURE 2
LEMENTS OF ORGANIZATION
CULTURE

® Purpose: What is our role, mission, l
identity?

e Strategic Competence: L » wi nave the
unique skills, conventions,  ualit’s,
etc., that we need in order to « _
competitive?

Purpose

Adaptability

* Trust/Equity: Can people trust the
organization? “Will I be treated

fairly? . Strategic

Competence

e Adaptability: Can the organization
successfully adapt to meet the
challenges of a dynamic and uncertain environment? “Are we open to new ideas
and able to acquire those new skills that may be essential in the future?”

Organization Purpose

A shared sense of purpose provides people with a sense of both pride and
direction. This pride, which comes from understanding the company’s reason
for being, mobilizes great energy by satisfying a basic human need: the need to be
important, to make a difference, to feel useful, to be a part of a worthwhile enterprise.
At the same time, when people share an understanding of where the organization is
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FIGURE 3 headed, they can focus their energy
INTERVIEW QUESTIONS ABOUT PURPOSE on the same goals. In essence, the

shared sense of purpose provides

1. What business are we in? What businesses do we people with a compass to guide
not want to be in? their actions and decisions.
2. How is the company’s mission and purpose Without a Widely shared vision, the

communicated to rank-and-file employees? .
) i business loses focus, energy
3. What special value do we provide our customers?

How is that different from what our competitors withers, and the vitality and
do? productivity of the organization

4. What are the greatest threats to the organization’s declines.
success and/or survival? What are the greatest
challenges we face in dealing with these threats

and trying to achieve our goals? While the model does not define
5. Who are the organization’s stakeholders? Who are wh. = the purpose should be, it does
the most important? What is the organization’s make . clear that without a shared
obligation to each of these groups? How does the K R
organization deal with each of these groups? sense of purpose, the organization
6. Given your understanding of the purpose of the > unli ely to experience significant
organization, what are the implications of that ) SUCLCSS. In Figure 3 are some

purpose for your particular job? How does it af >ct
the way you do your work and the decision¢ jou ‘
make?

ydestions that could be asked to
ensure that major issues dealing
| with purpose have been covered.

They are designed to find out the
degree to which people ¢'’ure e’ cr ~2f purpose and the ways in which that purpose
directs their behavior

Strategic Competence

Strategic competence is clearly closely related to and overlaps with the purpose of
the organization. To be successful, organizations need to have the skills,
structures and systems in place to be able to deliver quality products and services at a
price that will win customers away from the competition. Not only does the
organization need competencies that will make it competitive, but people within the
organization need to believe that they have such a shared set of competencies.

Without this belief, people will not invest themselves fully in the goals of the company.
Figure 4 lists specific questions one can ask to ensure an understanding of the strategic
competencies of the organization.

Trust /Equity

Successful organizations are characterized by cultures in which people believe they
can trust the company to deal fairly with them. They believe that the organization
will not take more from them than it gives in return over the long term. Their
commitment to corporate goals is not continually eroded by a feeling that they are
being exploited or abused by the organization.

& Fdp eulgjh Vwduhj | Sxedfdwlrgv 32




THE CORPORATE CULTURE AUDIT

FIGURE 4
INTERVIEW QUESTIONS ABOUT STRATEGIC COMPETENCE

. 0 are our competitors? . How well do we collaborate across
1. Wh titors? 10. H IId llaborat
. organization boundaries? Do you have
2. What do we do particularly well as a access to those in other parts of the
? .
company: company when you have questions or need
3. Where are we stronger than our help?
itors? ?
competitors? Where are we weaker? 11. Have the company’s leaders developed
4. What do we have to be able to do very well strategies that will keep the company
as a company in order to remain successful? competitive? What are they?
How are we doing in these areas? What 12. How do we develop people? Which
does that tell you about the skills people competencies do we find the most difficult
need, about the kind of people we need to to pass on to new employees?
hire and keep? ’
. . 13. What will we - 2ed in order to be
>. Are we able to hire the kmq 9f people we competitive 1iv. vears from now? How will
need in order to be competitive? we get th >
6. Do managers coach their people? Do team 14. Do we | we infé mal mentors in the
members coach each other? or~ niza. »n? " O more experienced
7. How is the work you do linked to the success mple ~es siare their skills and knowledge
of the company? itk ne\v omers?
8. Do you have the abilities and resources te.do < 5. Wil ~h.ompetencies do managers focus
your work in a superior way? most of their attention and resources on
‘eveloping in the organization? Which
9. What would put the company out of competencies are neglected and being
business? What is being done to ensure hat eroded as a result?
doesn’t happen?

- v FIGURE 5
INTERVIEW QWS TIONS ABOUT TRUST AND EQUITY

1. Do those who have a good record of 5. Are commitments kept? Do leaders “walk
performance get a “second chance” if they the talk?”
make a mistake? .
6. Do managers consider the needs and
2. Does the company believe that people are its interests of their people when making
most important asset? How does the decisions?
company demonstrate that belief?
pany 7. Are the demands placed on employees
3. Are managers able to distinguish between reasonable?
good and bad performance? Is there a 8. How does th ization deal with
relationship between contribution and . ova oes 7e organization deal with poor
rewards, opportunities, promotions, etc.? perrormers:
4. Do leaders make decisions based on the 9. Whadt Ik;\atp;pensl_to man?tgebrs:vhbo achlevel .
needs of the whole? (Or are they driven by a:)o o 0;“' ine resufts but abuse people in
their personal self-interests?) € process:

Employee loyalty and commitment to company goals is highly unlikely when people
have strong perceptions of inequity and mistrust. Such perceptions result in the
inflexibility and resistance to organization goals that has traditionally been seen in
highly unionized settings. Without trust and equity, people resist the goals and
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programs of management because they see them as tactics designed solely for the
benefit of management. Formal organization controls and sanctions may be used to
gain compliance, but commitment cannot be mandated. Commitment comes from
having a purpose you believe in, confidence that you have the ability to accomplish
that purpose, and a sense that you will be treated fairly.

Figure 5 lists questions that one can ask to determine the level and nature of trust and
equity in the organization.

Adaptability

I n a dynamic and competitive environment, successful organizations need to be
able to adapt. Cultures that resist change, stifle in1. »wation, or fail to closely
monitor the environment all too frequently find themselv.: losing competitive ground.
Figure 6 lists some questions one could ask to dete’ mine the .cvel and nature of the
organization’s adaptability.

UREG?
INTERVIEW QUITIONQABOUT ADAPTABILITY

1. Do we know where the i dust’ >+ ~ing? 10. To what extent and how are people
What major competitic - or environi entai encouraged to take reasonable risks to
threats do we see o the hot zon? achieve their job objectives?

2. How has the compari, = ponded: o 11. To what extent do individuals feel
competitive or environr. ntal < .anges in the comfortable openly disagreeing with their
past? superiors?

3. How are decisions made in the company? 12. How secure do people feel in their jobs?

Wh ts involved?
© gets Involve 13. To what extent and how are people

4. How are strategic and other decisions encouraged to come up with new and better
communicated to the organization? Does ways of doing things? Is there a sense of
everyone in the organization understand the urgency around the notion of continuous
mission and strategy and their role in it? improvement?

5. To what extent do people feel free to say 14. What systems or structures exist to surface
what is really on their minds? innovative new ideas and bring them to the

attention of those at the top?
6. How does the company treat honest P

mistakes? 15. How much interaction and collaboration
takes place across organization boundaries?

7. To what extent is diversity encouraged? How well do different groups and functions

8. How much freedom do people have to use work together?
i i i ? .
their own judgment to get the job done? 16. How well-informed are top managers about
9. To what extent does bureaucracy get in the what is going on in “the trenches”? How do
way of responding to changing realities in top managers stay informed?

the marketplace?
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