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ORGANISATIONAL CULTURE? 
 
 

 
 

 

 
 

 
 

 

 
 

 
 

 
 

 

 

The Culture Triangle 

 
 

Valuables 
 

What is prized? What are the organisational drivers? 
Do people feel valued? 
 

Permissions 
 

What is permitted? What are the rules, allowable habits, 
what can people do and what can people 
‘get away with’? 
 

Consequences 
 

What is praised/punished? What happens when people succeed, fail 
or give feedback/complain? 
 

 
 
 

Culture is about what we say we do (how things should be), what we actually do… 
and the match/mismatch between these two things. 
 

It consists of the shared set of unconscious (often unwritten) rules, meanings, values 
and assumptions… how things are done around here… the ‘norms’ of behaviours, 
habits (‘rituals’), decisions and thinking. 
 

As a metaphor: 
• Operational is the brain or the house of the organisation… how it functions 
• Cultural is the mind or home of the organisation… how it feels 

 

Whilst culture can become ingrained, it is not a tangible ‘thing’… it is more of a 
‘temperament’ that can change over time. 
 

 
 



 

 

©2026 Imaginarium Learning & Development info@imaginariumdev.com 
2 

WHAT CREATES AND AFFECTS CULTURE? (1) 
 

1)  Organisational Drivers 
 

Drivers affect what is valuable & hence: behaviour, decision making, resource allocation. 
 

Priority Who/What For? 
 

Style Messages 

Profit 
 

Shareholders Competitive/ 
’Corporate’ 

• Make money & reduce cost  
• We pay you so do your job! 
• Work hard, play hard   

Purpose Cause 
 

Making a 
difference 

• Do what is ‘right’ (by the cause) 
• Save or help the target cause 
• Get on board or get off 

Power Stakeholders 
 

Political • What are the optics? Defensible? 

• Caution, follow the process 
• Do more for less 

Patron Customers/Clients 
 

Service oriented • Delight customer, create loyalty 
• Customer always right 
• Stay on brand 

Populace Community/ 
Residents/Patients 
 

Improving 
quality of life 

• Look after others: care but ‘cope’ 
• Responsibility without authority 
• Compassion with boundaries 

People Staff 
 

Co-operative/ 
collaborative 

• Look after yourself 
• Bring your whole self to work 
• Wellbeing and welfare 

 
 

 

 
 

 
 

 

 
 

 
 

 
 

 

 
 

 
 

 

 
 

 
 

 

 

Each driver orientation has pros and cons, and of course, every organisation has more 
than one driver… but in what order?  

• Is the customer always right?  
• Will the organisation back a member of staff above a customer complaint?  

• Are staff considered a cost to the business?  
• Is the cause greater than the people?  
• Are the staff treated as individuals or as part of the system?  
• Do some colleagues act aggressively and then say: “Nothing personal, it was just 

business!”  
• Is it more of a ‘company’ (of companions) or a ‘machine’ (of systems and output)? 

 
 

You can check out the values and culture of an organisation by doing any of the following: 
 

• the company’s own website (which is ‘what they want the world to see’) 

• websites that review what it is really like to work there 
• media news and documentaries (i.e. do they have a good or poor reputation?) 
• staff action (e.g. strikes, staff turnover levels) 
• what are the business leaders and chief executive like? How are they regarded? 
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WHAT CREATES AND AFFECTS CULTURE? (2) 
 

2)  The Leadership Factor 
 

• One ‘bad’ manager can override and ruin a constructive culture in that area. 
• A team will tend to become a reflection of its leader. 
• Balancing the 3Es of Leadership:  

 
 

• Leadership in Action… a flexible dynamic approach: 

 
 

3)  Culture Creep 
 

• New leaders, managers and staff bring their own experiences, priorities, 
behaviours and values. 

• Original culture drivers/champions move on or have less sway. 
• Growing company… growing up… maturing from ‘Child’ and ‘Teenage’ to ‘Adult’ 

and ‘Parent’. For example: more risk averse, more policies/procedures. 
• More staff means less connectivity / ‘family’ feel. More layers/hierarchy. 
• New measures in place… people do what’s monitored, measured and rewarded. 

• Environment, social norms and changing customer expectations outside the 
organisation. 

• Poor performance or behaviour not seen to be addressed. 

• Change in working patterns/style, e.g. open plan, hot desking, hybrid. 
• Other changes, including office move, restructure, downsizing, mergers & 

acquisitions. 
• A mismatch between what is said/published/purported vs the actions of 

leaders/organisation… leading to breakdown in trust. 
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REDESIGNING YOUR CULTURE 
 
 

 
 

 

 
 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Outcome/Desired State 
 

• What do you want your culture to be like?  
• How do you want people to work together? 
• What is your ideal? 

 
 

Use the 3Es Leadership Model: 
 

Manage Expectations 
• Translate culture into the observable and measurable 
• Reminder of values (e.g. ‘plugging in’ workshops) 

• Clarity on constructive/wanted behaviour (e.g. charter) 
• Bring into objectives/reviews e.g. via behavioural competencies 
• Add ‘unacceptable behaviours’ to relevant HR policies (whilst remaining within HR 

legal compliance!) 
• Have a clear process with guidelines for ‘violations’ of values/charter (examples 

of counter behaviours, how to flag/challenge and consequences). 
• Look for contradiction between what is said vs what is done…  ‘published’ values 

vs values in action (e.g. ‘we care’ vs burnout, ‘we are transparent’ vs secrets)  
 

Manage Engagement 
• Deliver facilitated leadership workshops to understand culture and to establish 

desired behaviour (e.g. Leadership Charter) 
• Involve people in developing behaviour charters 
• Reward positive demonstration 
• Stop accepting toxic high performers and toxic managers 
• Keep communication regular 

• Senior leaders do ‘walkabout’ & chat with staff 
• Consider recruitment practice… what messages are you giving out 
• Keep a track of ‘mood’: Measure staff satisfaction, customer satisfaction, sickness 

absence (and why?), grievances (official and unofficial), exit interviews & online 
reviews (staff and customer). Acknowledge/reward leaders where it is good. 

 

Manage Empowerment 
• Train and support leaders, managers in how to manage expectations, 

engagement and empowerment… and how to handle performance, behaviour 
and difficult conversations. 

• Leaders & managers lead by example, stay open to feedback, 360-degree for 
manager appraisals. 

• Help staff to call out unwanted behaviour 

• Notice if there are pockets/subcultures of dissatisfaction – take note of areas of 
‘churn’ – do exit interviews and collate findings. 

• Promote on behaviour as well as performance (e.g. develop behavioural 
competencies that are expected) 

 
 



 

 

 

 

 
 

 
 

 

 
 

 
 

 
 

 

 
 

 
 

 

 
 

 
 

 
 

 

 
 

 
 

 

 

LEADERSHIP DEVELOPMENT 

• Change & Project Leadership  

• Management & Leadership 

Development Programmes  

• Delegate! 

• Feedback for Effectiveness 

• Developing People: Leader as 

Coach 

• Having ‘Difficult’ Conversations 

• Managing People Successfully 

• Making Meetings Work 

• Motivate! 

• The Supportive Manager 

• Team Building and 

Development 

 

EXECUTIVE DEVELOPMENT 

• Advanced Negotiation Skills 

• Becoming a Mentor 

• Strategic Change Management 

• Creating the Culture You Want 

 

WELLBEING & MENTAL 

HEALTH 

• Bounce Back: The Resilience 

Programme 

• Coping with Change 

• Dealing with Pressure 

• Wellbeing: Staying 

Psychologically Healthy 

 

PERSONAL IMPACT 

• Career & Profile Development 

• Confidence & Imposter 

Syndrome 

• Networking Skills 

• Time Management 

 

IN FRONT OF THE AUDIENCE 

• Advanced Presentation Skills 

• The Essential Presenter 

• Persuasive Presentations 

• Train the Trainer 

 

RESULTS AND 

RELATIONSHIPS 

• Assertiveness: Clarity and 

Focus 

• Building Partnerships 

• Conflict Resolution 

• Customer Delight 

• Dealing with Difficult People 

• Delivering the Message: 

Communication 

• Influence and Persuasion 

• Negotiation Skills 

• Understanding Personalities 

 

HR SKILLS FOR MANAGERS 

• Appraisals & Objectives 

• Capability & Disciplinary 

• Dealing with Poor Performance 

• Dealing with Bullying and 

Harassment 

• Interviewing Skills 

 

Imaginarium? 
 

Imaginarium Learning & Development offers a range of services including:  

• Training courses (including customised leadership and management 

development programmes) 

• Diplomas in Coaching and Coaching Supervision 

• Coaching/mentoring for senior leaders  

• Culture and values development 

• Change management and leadership 

• Conflict and tensions management 

• Project development 

• Negotiation and presentation preparation 

• Group facilitation 

• Team development and rescue 

• Away days and conference speaking 
 

Courses 
 

Courses can be adapted from a half-day to two-days in length and some topics can be 

presented as short online ‘spotlight’ sessions. All events will be interactive, based our 

‘Deep Learning’ approach. The following are example topics: 
 



 

 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 

 
Imaginarium Learning & Development 

Oakhurst, Marden’s Hill, Crowborough, E. Sussex. TN6 1XL 

Tel (01892) 309205   Email: info@imaginariumdev.com 

 

 

www.imaginariumdev.com 

AWARDS 
 

Gatwick Diamond Business Awards 2026 Finalists for: 

Customer Delight 

Kindness in the Community 

 

CIPD Award Winner 2020:  

Extraordinary Response in Extraordinary Times 

 
 


