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What is Culture?

Culture is defined by the implicit, unwritten rules that create expectations for how people choose to behave. It is about the “how” - how 
people collaborate, how decisions are made, how value is created, and how people motivate each other.

Culture is the “how” of your organization and can enable your 
business strategy
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(e.g., how things get done, how people work together, how value is created, how 
people are motivated, how people talk and make decisions)

Metrics linked to business imperatives

It is determined by the collective beliefs and values of your people and is 
manifested in behaviours, systems & symbols

Cultures take a long time and significant effort to make them stick in their 
systems, behaviours and symbols.

Culture is created through the unspoken messages people receive about 
what is valued

Values

Are manifested 
in

SymbolsBehavioursSystems

Beliefs
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Why should organizations evolve their culture

It Has a Real 
Business Case

Certain Moments Require 
Culture Change

Culture has a strong impact on your business metrics. It 
is important to understand the relationship between 
cultural results and business outcomes.

• In today’s market, companies with strong and 
targeted cultures have seen a 4x increase in revenue 
growth (Forbes, 2021). 

• Fortune’s annual 100 Best Companies to Work For 
list shows higher average annual returns, with 
cumulative returns as high as 495% instead of 170% 
(Russel 3000) and 156% (S&P 500) (Forbes 2021).

Start your culture evolution strategically with “culture 
archetypes” – a way to clearly connect your business 
strategy with your people strategy. Declaring an 
organizational culture archetype – your cultural north 
star - articulates how you aim to create value through 
your people

Below are the five culture archetypes:

Certain aspects such as transactions, transformation 
and strategy shift require a culture change.

Below are common examples across global 
organizations:

Culture Enables Strategy

Change in 
strategy & 
direction

Change results 
in new 
priorities with 
old ways of 
working and 
prevailing 
culture and 
behaviors

M&A activity

Recognition 
that corporate 
deals succeed 
or don’t in large 
part because of 
leadership and 
culture fit

Disruption 
demanding 
innovation

Fast, agile 
disruptors 
enter thea
market 
competing for 
customers and 
talent

The Innovator The Brand Ambassador

The Concierge The Optimizer The Perfectionist

We Innovate We build and 
protect our brand

We make it all 
about our patients We are efficient

We focus on 
quality first Customer Value

- Customer Experience 

and trust

People Value

- Employee performance

- Employee engagement

- Transformative leaders

Societal Value

- Community impact

- Equity of access to 

opportunities

Financial Value

- Improved financial 

performance

- Shareholder value

Regulations

Increase in 
scandals 
leading to 
regulator 
mandates on 
culture and 
behavioural 
measures

D&I

Diversity and 
Inclusiveness 
are critical to 
achieve better 
business 
results and to 
compete for 
talent

Customer 
advocacy 

More informed 
and empowered 
customers 
demand 
transparency 
and high ethical 
standards
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Culture is defined and led from the top of the organization. Leadership is the architect of culture and then broadly 
owned  across the entire organization.

► Engaging each part of the 

business is necessary to 

embed new culture and 

behaviours (such as 

inclusion). All the layers of the 

organization need to be 

engaged for change to stick

Our Foundational Beliefs Around Culture

► Defining the characteristics of 

the desired culture would 

typically be initiated by Senior 

Leaders. From there, you want 

to engage Senior Managers 

across the business to build 

these out. Leveraging social 

tools and change networks to 

engage the broad workforce 

and create open dialogue
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Our Future of Work Now (FWN) Framework

Operating model levers form the 
core of business execution and are 
often the first entry point in setting 
the transformation agenda

Operating environment levers form 
the core of the employee experience

Underinvestment in these areas is 
often the reason why transformation 
efforts never fully pay off 

“Being the best run company 

(operating model) is not the 

same as being the best 

company to work for 

(operating environment)”

The FWN framework enables 

organizations to understand 

how to unite their business 

model and their workforce 

model in order to create the 

ultimate customer / workforce 

experience
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Collective cooperation
When our shared intelligence emerges

Trust
When what we do matches what we say

Imagination, curiosity & creativity
When we envision a new way

Resilience
When we grow and adapt

Happiness, psychological 
wellbeing & passion
Embracing the positive can help others feel at ease

Compassion
When we truly see others

Purpose & meaning
When we know and understand why

Deliberate practice & the zone
When we embody lasting change

An organization that… …will be capable of unleashing the full human potential of its workforce
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Is anchored in 
its core values

Fosters a culture of 
resilience and innovation

Equips leaders 
to be transformative
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Culture Evolution Overview

► Digital tools, AI, and data analytics help to understand your culture; EY’s design thinking process helps to align the organization on a 
cultural vision. And our approach to evolving your culture, enabled by the latest behavioural science insights, moves the needle on your 
culture shift.

Our Culture Evolution offering aims to help organizations understand their current culture and activate a culture evolution towards their 
desired cultural vision. 

Make culture change happen by focusing on 
observable behaviour through small nudges 

are larger shoves.

Validate and align leaders and employees. 
Gather information about the organization, their 
current state and their desired future behaviours 

goals and vision. 

Prioritize action and engage. Define an ideal 
future state and develop a plan of how the 

organization can get there.

Understand Align Evolve

Measurement

Culture 
Change
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What is a Nudge?

Mentorship

A nudge is a small and usually subtle intervention that influences an individual to change their behaviour. They are generally voluntary and 
non-intrusive to employees. Organizations can use nudges to influence behaviours of their people to align their people to their strategy. 

Below are examples of nudges that trigger employees to change their behaviour.

Guidance and advice 
provided by an 
experienced person

Taking something that is 
typically not a game and 
applying game 
mechanics to increase 
engagement

Using powerful imaging and 
colours that subconsciously 
influences you towards an 
action path

Alternative messaging, 
decision-tree messaging, 
loss aversion messaging 
and storytelling.

Rewards & 
Recognition

Providing formal and 
/ or informal 
recognition to 
another employee 
based on effort, 
performance, or 
achievement.

The visual depiction of 
progress against a goal, 
typically in an easy-to-
quantify graphic (E.g. 
fundraising 
thermometers)

An option  that is 
automatically selected 
unless an alternative 
option is specified, 
using human inertia to 
influence them down a 
particular path

xxx

Gamification Priming Messaging

Progress 
Monitoring

Default 
Option

xxx
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What is a Shove?

Compensation
Structure

A shove is a significant and generally obvious intervention that pushes an individual to change their behaviour. These involve changes to 
the systems in the operating environment and are generally unilaterally forced onto employees. Organizations can use shoves to implement 

long term strategic changes. Below are examples of shoves that trigger employees to change behaviours.

The configuration of various 
compensation scheme 
elements, including base and 
variable pay, as well as short-
term and long-term incentive 
plans

The mandatory learning 
experiences that either specific 
individuals, groups, or the 
organizational at at large must 
complete (e.g. leadership 
styles, hiring without bias, etc.)

The hardware and 
software that an 
organization uses, along 
with corresponding 
functionality and 
experiences 

The reporting structures, 
roles and responsibilities, 
and metrics in line with OKR 
and organizational Strategy

Policies

The various organizational 
policies and procedures 
which guide how work is 
done (e.g. ethics and 
integrity, remote work, 
etc.)

The standard 
processes that 
employees follow to 
execute work 
priorities.

The physical work 
environment in which 
employees work and 
collaborate, including 
both WFH and in-
office environments

Decision-making forums 
and decision making 
rights granted to the 
leaders and employees in 
an organization

Mandatory 
Training

Workplace 
Technology

Org Design

Processes
Physical 

Environment
Governance
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How to design Nudges and Shoves: Bringing behaviour change to life

If an organization wants to implement a strategic change or go through a transformation that can require people to change their behaviour. 
This is influenced by 3 factors; an individual's ability to change, their desire to change and the triggers to change. These 3 factors intersect 

with one another and push an individual to change their behaviour. 

Trigger

Behaviour 
Change

A reminder/ reinforcement 
that reminds an individual that 

they have the ability and 
desire to change their 

behaviour

Possession of the means 
or skill to do something. 

Ability Desire
A strong feeling of wanting 
to have or do something. 

This diagram references 
the FOG, East and 
Prosci® models.

An Example of Behavioural Nudges and Shoves:

An organization wants its IT Department to take on a more strategic 
and business-centric mindset when working with the business.

In order to do so, they use the following behavior change techniques:

• Shove: altering performance metrics and compensation to be based 
on internal business client satisfaction

• Nudge: sharing success stories of team members who go above and 
beyond, and offering a mentorship program to pair those 
teammates with others who are interested in developing their 
business-centric skillset

• In this example, the mentorship enhances the ability, and the 
performance metrics and compensation increases desire to 
perform differently

• The organization uses email messages and calls to action on a 
weekly basis to provide the trigger to apply the new mindset and 
behaviour at work.
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The Role HR Plays in Culture

Human 
Resources

Compliance & Legal

• Conduct regular audits to ensure compliance with labour laws, 
data privacy regulations, and industry-specific ethical guidelines, 

fostering a culture of accountability and responsibility

Culture Strategy & Performance Management 

• Defining a clear culture strategy / archetype and holding leaders 
accountable to scorecards that include KBIs and KPIs

• Responsible for leading 360 feedback 

Diversity, Equity and Inclusion

• Responsible for diverse, equitable 
and inclusive practices across the 
human resources value chain

Employee Feedback

• Managing feedback mechanisms to 
understand current state of culture. For 
example: employee engagement survey, 
employee forums, ethics hotlines etc.

Training

• Foundational training programs such as “Unconscious 
Bias”, “Team Succession Planning”, “How to have 
performance evaluation conversations”, “Inclusive 
Leadership”, “Improving Team Collaboration” or 
“Building Confident Leaders”Coaching

• Lead internal coaching 
programs to develop managers

Compensation & Benefits

• Developing a strong EVP

• Ensuring that market reviews and analysis are being done

• Creating flexible-work and remote work policies and 
practices

Change Agents / Culture Champions 

• Reinforce the values of the organizations

• Advocate for driving business needs, initiatives 
and employees

Recruitment & Onboarding

• Ensure culture fit is a key part of the interview and 
selection strategy

• Facilitating detailed training on company mission, 
vision, values, expectations and policies

• Fosters introductions between new hires and key 
personnel to encourage employee confidence
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Five Culture Archetypes that translate strategy into culture (behaviors)

Innovation Brand Customer QualityEfficiency

We are entrepreneurial, 

focus on anticipating 

market needs, encourage 

and recognize ideas and 

support prudent risks

We build strong 

commitment and pride in 

our products and 

services while operating 

with integrity and respect

We gear everything we 

do on the customer, are 

relationship-based and 

empower our people 

locally to drive success

We strive for precision 

and excellence through 

continuous improvement, 

collaboration and a long-

term view

We optimize and are 

productive through a 

formal structure, defined 

roles and effective org-

wide coordination

Five Cultural DNA Types

Who you ARE Who you want to 
BECOME
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We are 
entrepreneurial, 
focus on 
anticipating 
market needs, 
encourage and 
recognize ideas 
and support 
prudent risks.

Innovation

We innovate. 

We build strong 
commitment and 
pride in our 
products and 
services while 
operating with 
integrity and 
respect.

Brand

We build and 
protect our 
brand. 

We gear everything 
we do on the 
customer, are 
relationship-based 
and empower our 
people locally to 
drive success.

Customer

We make it all 
about the 
customer. 

We optimize and 
are productive 
through a formal 
structure, defined 
roles and effective 
org-wide 
coordination.

Efficiency

We are 
efficient. 

We strive for 
precision and 
excellence, 
prioritizing “zero 
errors / defects” 
over “speed” to 
continuously 
improve quality.

Quality

We focus on 
quality first. 

Brands and their Archetypes
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Enabling and Limiting Traits by Archetypes
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We innovate We build and 

protect our brand
We make it all about 

the customer 
We are efficient We focus on quality 

first 

Adaptive Ethical Customer-centric Accountable Accountable

Collaborative Inclusive Empowering Efficient Careful

Courageous Risk 
Taking 

Passionate Proactive Process-oriented Challenging

Empowering Resilient Responsive Results-driven Collaborative 

Innovative Visionary Talent/people-centric Well-organized Transparent  

L
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Controlling Disconnected Bureaucratic Bureaucratic Making exceptions 

Micromanaged Dishonest Complacent Making exceptions Not taking responsibility 

Resistant to Change Lack of inclusion Disconnected
Not taking 

responsibility 
Not transparent 

Slow Playing favorites Micromanaged Place blame Overworked 

Stuck in our ways Unsupportive Undervalue people Slow Unrealistic expectations 



Breakout Rooms

Should culture be owned by HR?

Question 1

What can HR do to drive Culture in 
2023? 

Question 2


