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12 QUESTIONS
EVERY ORGANISATION SHOULD 
ASK ITSELF ABOUT IT'S CULTURE
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AFTER WORKING WITH ORGANISATIONS 
FOR OVER THIRTY YEARS TO ENHANCE 
THE PERFORMANCE OF THEIR 
WORKPLACE CULTURES, A SIMPLE AND 
TELLING TREND HAS EMERGED. 

It has become very obvious that the more awareness an 
organisation possesses of the nature and function of company 
culture, the more likely it will be able to optimise it's culture.

As a professional Corporate Anthropologist, I have noticed that the vast 
majority of clients I have worked with initially lack anywhere near the necessary 
knowledge of culture to ever stand a chance of optimising theirs. This is 
not surprising, as of course most business people aren't educated in the 
performance aspects of human culture as anthropologists are, or understand 
how these dynamics apply in the workplace.
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TO HELP ORGANISATIONS 
ESTABLISH THEIR CURRENT LEVEL 
OF AWARENESS, I DEVELOPED A 
SHORT 12 QUESTION SURVEY TO 
ESTABLISH WHERE PROSPECTIVE 
CLIENTS SIT IN THEIR LEVEL OF 
UNDERSTANDING OF CULTURE. 

I have developed the questions from my research into what 
knowledge of culture best supports an organisation to optimise 
the performance of their culture. The fewer questions a client can 
answer yes to, the less likely the company will have the necessary 
understanding of how culture actually works to curate their 
culture to deliver high levels of performance.
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I ASK THAT YOU CONSIDER THE 
FOLLOWING QUESTIONS ON 
BEHALF OF YOUR ORGANISATION.

Please note: There’s a special approach I’d like you to adopt. 

I’m not looking for you to answer the question itself. Instead, as 
you read each one, I’d like you to ask yourself, “Could most people 
[members of your leadership team or your people and culture 
team] answer this?” and then put down a simple yes or no answer. 

Here’s a quick example:

Question: What is culture’s function? 
Answer: Yes

The answer therefore means that you think most people in your 
organisation would in fact be able to offer an actual description  
of how culture forms.



NOW CONSIDER THE 12 QUESTIONS.

Do you know 
who always leads 
a culture?7.
Do you understand 
the specific meaning 
various key stakeholders 
associate with culture? 

10.

Do you know how 
cultures form?1.

Do you know the 
telltale signs of a 
counter-culture?8.
Do you know cultures 
two key performance 
contributions?

11.

Do you know what 
the actual function 
of a culture is?

2.
Do you know who 
owns a culture?5.

Do you know 
who is impacted 
by a culture?9.
Do you know ‘what’ 
is impacted on in an 
organisation by culture?

12.

Do you know how and 
why culture aligns (or not) 
to a business strategy?

3.
Do you know what drives 
a company culture?6.Do you know how 

culture is structured?4.
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NUMBER 
OF “YES” 

ANSWERS

LEVEL OF
AWARENESS

RESULTING ABILITY TO INFLUENCE 
CULTURES LINK TO PERFORMANCE

ENGAGED 
EMPLOYEES

& TIME SCALE

RESULTING IMPACT OF THE ABILITY TO 
INFLUENCE CULTURE ON COMPANY 

PERFORMANCE

8 - 12 EFFECTIVE
Fully understands how culture forms and 

functions. Is able to align culture to deliver high 
performance in any context.

All of the people,
 almost all of the 

time.

Culture is likely to be contributing up to eight times the 
performance than you could expect from the design of your 

business strategy.

 Result: lower cost, higher productivity faster delivery, less 
waste, strong return on investment.

5 - 7 COSMETIC

Has a good understanding of culture and how to 
work with it to attain regular periods of aligned 

performance. Still vulnerable to periods of 
misalignment during change or challenge.

Up to a half of the 
people, some of 

the time.

Culture is likely to be contributing up to double the performance 
you could expect from following your strategy alone.

Result: generally reliable performance with moderate costs, 
good productivity and a good to acceptable return on 

investment.

3 - 4 COUNTER

A little knowledge is a misleading thing. At this 
level there is a failure to see the role culture 

plays in impeding performance. This level often 
falsely thinks culture can be measured, and the 
measurements indicate business performance 

and cultural wellbeing.

A few of the people 
occasionally.

Culture could be halving the performance you should expect 
from your strategy. It will be believed that the little that has 
been done with culture is all that is required. A tick-the-box 

approach that in reality does more harm than good. 

Result: high costs, low productivity, negative return on 
investment.

0 - 2 HIGH-RISK

Ignores or riddles culture not realising ignorance 
and ridicule are traits of their own culture often 
resulting in the emergence of contradictory sub 

cultures that destroy performance.

Very few people 
ever.

Culture is likely to be sabotaging up to eight times the 
performance that could be expected from a well-designed 

strategy.

Result: crippling cost with extremely negative return on 
investment.

Now add up the number of questions you were able to say “Yes” to.  Using your score out of 12, review 
the following table to indicate what levels of awareness your organisation has of culture and what levels 
of culture performance to expect as a result. Discuss the impact of this.
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