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The conversation around
culture is intensifying
Organizations are recognizing the need to focus on culture to
enhance their competitive advantage. Changing expectations of
customers and employees require a real look at how culture can
drive the right behaviors that create business results.

The future of work is rapidly changing as market demands and consumer expectations are outpacing
the ability of organizations to keep up. In a recent KPMG survey, among those employees who
feel valued, 94% say they are more committed to their organizations than ever before. As the pace
continues to increase based on environmental factors, it is even more critical for leaders to clearly
articulate the culture for their employees and reinforce the behaviors that will drive commitment and
performance. What is most challenging for leaders though is knowing where to start and how to
focus on culture along with other competing priorities.
Senior leaders are recognizing the need for culture change to drive business performance

90

92

%

of executives believe
culture is important1

1
2

%

of executives believe
improving their
corporate culture would
improve the value of the
company1

79

%

of executives rank
culture as a “top 5”
factor among all of the
things that make their
company valuable2

https://www.fuqua.duke.edu/duke-fuqua-insights/corporate-culture
https://www.nber.org/papers/w23255.pdf
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What we mean when
we say “culture”
Leaders oftentimes believe that there is only one type of culture that an organization can have.
Whether it be across 6 dimensions, 12 dimensions, or 15, it is difficult for organizations to not only
understand the underlying root causes of culture challenges but also how to fix them. However,
culture is not a static idea, nor does an organization just have one culture. In fact, there can be
multiple “culture ofs” that an organization has that drive the performance of its people and business
results whether it be for good or bad. These cultures within an organization define how work
gets done and without alignment to the purpose and strategy of the organization will not support
achievement of the results intended for the business.

Purpose

Organizational strategy

Culture

Business performance

An organization’s statement on how it
wants to be perceived by customers,
clients, employees, and communities
it serves

Organization’s roadmap and tactics
on how to achieve purpose

Underlying behaviors and
mindsets that define how
work gets done

Results of the
organization related to
its targets and goals

Cultures that
have recently
become even
more critical
these days in a
distributed work
environment are
collaboration,
resilience, high
performance,
agile, and ethics
& compliance.

How many times have leaders often expressed that business performance could be better if only
the organization were more “collaborative” or “innovative” or “agile”? They lament that behaviors
of their people do not seem to align with what leaders are looking for despite the fact that they
have expressed this to their people. Tying performance to these “culture ofs” helps to identify the
behaviors needed and helps the organization understand not only what they need to be doing but
why, achieving the results intended.
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Culture is the underlying behaviors and mindsets that define
how work gets done. People’s mindsets about their workplace
are influenced by various factors, both internal and external to
the organization.

While it may be easy to understand that behaviors are actions that people display on a daily basis, it
is sometimes hard to know what mindsets are. The following are a few of the types of factors that
make up someone’s mindset. Employees come in with a predisposed understanding of what they
think the workplace should be like and it is reinforced or not by the following factors:

Feedback loops

Observed behaviors

What have been
the consequences
(good and bad) of my
past actions?

Where are there gaps
between what the
organization says is
important and how people
are actually behaving?

Organizational history
How does the
organization talk about
its past and connect to
where it wants to go?

Past work experience
How do my experiences at
other organizations influence
how I think about my
current workplace?

Experiences outside
the workplace
What else in my life is
influencing how I think
about work?

© 2020 KPMG LLP, a Delaware limited liability partnership and the U.S. member firm of the KPMG network of independent
member firms affiliated with KPMG International Cooperative (“KPMG International”), a Swiss entity. All rights reserved.
The KPMG name and logo are registered trademarks or trademarks of KPMG International. NDP069483-1A

Making culture transformation happen

5

Making culture
transformation happen
For many leaders, changing culture feels like an overwhelming,
intangible feat that is hard to explain, let alone structure in a way
that drives progress and measures success. We break culture down
into five tangible steps, which helps make culture change more
focused, meaningful, and rapid.

Define “culture of”

1

Determine the business need you are trying to
achieve, and define the “culture of” that you will use
to help drive your organizational goals and purpose.
Get detailed! Leaders should define and communicate
a clear picture of the end goal, which will help the
organization understand why the change is needed.

2

Identify key scenarios and roles
There are specific roles and types of people who will have greater
influence in driving the future-state culture. For example, a culture of
agile will require traditional roles like product and technology owners,
but also may involve human resources and learning functions, or
research & development. Engage these key people throughout the
process—both in workshops to define the behaviors and drivers, and
as change champions as you implement the new culture.
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Articulate desired behaviors
Employees need to understand what they
should do differently to be successful in
the new culture. Be specific on how they
should act/respond in each moments that
matters defined during the process.

4

5

Align cultural drivers

3

Drivers will determine your culture
transformation success. Understand what
drivers already exist and how they might
help or hurt your progress. Look to embed
new drivers that can help accelerate the
change and sustain your new culture.

Pinpoint moments that matter
Focus on identifying the “moments
that matter” within the scenarios that
provide opportunities to either reinforce or
undermine desired changes. In a culture of
ethics and compliance, for example, a key
“moment that matters” is when employees
observe and report wrongdoings.
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Cultural drivers
Mindset and behaviors are fueled by a set of drivers that work for or against the culture you are
trying to achieve. For example, employees will be incentivized to exhibit a certain behavior if it is
measured by a metric in their performance management framework. Although the details of each
driver will vary by the type of culture you are trying to achieve and the organization itself, there are
five categories of drivers that can accelerate or inhibit the intended culture:

Leadership and behaviors:
Your role modeling,
decision-making, governance,
accountability, values, and
employee behaviors and actions

Relationships with the
outside world:
Your organization’s purpose and
strategy and its relationship with
the people it serves, the regulatory
environment, and the wider public

Physical environment:
Your workspace design and
layout, physical and geographic
locations, and different working
environment (i.e., tech-enabled,
virtual working, etc.).

Stories and symbols:
What is displayed on your walls,
the type of language used, your
dress code/attire, your internal and
external communication styles, and
organizational history

Structures, systems, and processes:
How an organization organizes its
people and activities to get work
done—including decision-making,
metrics, performance management,
rewards, training programs,
career pathways, recruitment, and
people development

Leadership and behaviors
— Decision-making
— Governance
— Values

Relationships with the outside world
— Customer centricity
— Purpose and strategy
— Regulatory engagement

Physical environment
— Working environment
— Workplace design and layout
— Office locations

Stories and symbols
— Communication from
the top
— Common language

— Accessibility of information
— Organizational history

Structures, systems, and processes
— Risk appetite

— Consequence management

— Technology

— People development

— Performance management

— Skills and competencies

— Incentives
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Creating a culture of
standardization and agility
A global Oil and Gas company
was seeking to implement an
enterprise-wide transformation
program to enable technology
and a common way of working.
Having grown through multiple
acquisitions, there had never
been an effort to standardize
common processes across
the organization. Leaders
recognized that a shift in
culture was needed to create a
mindset of “one organization”
to optimize the value of the
transformation.
One of the first elements of
this program was to bring a
global cross-functional set of
stakeholders together across
all levels to align on what a
Culture of Agile is and using
key scenarios, developed
the key behaviors needed to
support program success. The
initial session created empathy
across different stakeholder
groups in understanding each
others’ viewpoints and actions
and uncovered other scenarios
and initiatives to undertake to
support the transformation.
Future actions and sessions
were incorporated into the
change strategy for the overall
transformation to execute on
the culture change needed.
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Making it Clear
As organizations clarify and define the “culture of” that they want to change, many leaders still wonder what is
next. Creating culture change takes several steps--but organizations struggle the most with Making it Clear and
getting started. Our culture change approach is the first step in Making it Clear for the organization in articulating
what the change truly means for them. Executing culture change is then implemented similar to other behavioral
changes needed for any transformation--defining the change experience for the employees and customizing the
journey to engage in new ways of working, aligned to the future culture.

Objectives

Make it
Clear

Identify & clarify the purpose
of the culture change by
understanding the key business
performance challenges—
including the scope and extent of
the change (“as-is” to “to-be”)

Make it
Known

Communicate the culture change
to the organization—take the
organization on the journey

Make it
Real

Determine how the culture
change will be done and what it
will take—including in relation to
other transformations going on in
the company

Make it
Happen

Execute and continuously
evaluate the plan—monitor
progress and adjust the plan

Make it
Stick

Embed the culture in the
organization—let the culture
take root

Outcomes
(answers to the following questions)

— Why is the culture change required, and what will the measures of success be?
— What will it take to change the culture—both in terms of ‘typical’ culture change
and the specific context of your business performance challenges?
— Is your leadership committed and invested in changing the culture?
— What are the root causes for current state?
— What does success look like—and how will you measure it?

— How do we involve the people affected by the culture change?
— What will the future look like, and where/how/why does it differ to the current?
— How do we equip and engage leadership for their role of driving the change?

— What are we going to change, and where are we changing it—how do
we get from where we are today to where we want to be?
— What are we going to measure to ensure we are on track and heading in
the right direction?
— What does leadership need to stop/start/continue to successfully lead
the change?

— Are we implementing the program as intended?
— Are we on track and is the change working as envisioned?
— Is change leadership supported?

— Did we achieve the culture change vision?
— Is the culture change sustainable?
— Are the new ways working for us?
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Creating a culture of
trust and accountability
A leading Industrial and Energy
Market manufacturing company
needed to create a positive
cultural change following a
recent merger, low Employee
Engagement scores, and the
launch of an enterprise-wide
transformation program.
Leaders began to recognize the
need for a change as projects
slowed and engagement
ran low but had a hard time
understanding where to start
and how to show progress
quickly. Waiting years to make
a company shift in culture was
not an option.
KPMG partnered with
leadership to identify and
prioritize two “culture ofs” that
were at the root of many of
their current challenges—Trust
and Accountability. Through
interactive in-person and virtual
workshops, key moments
that matter and future state
behaviors were developed
collaboratively with employees
across all levels from HQ to
manufacturing plants.
A roadmap to change key
drivers to reinforce culture
change supported both the
short and long-term goals of
becoming a trusted organization
to their people.
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Key considerations
for success
1

Get clear on outcomes
Identify what “culture of” is needed to support
business performance. Define this “culture of” and
clearly articulate what it means to the organization
in terms of impact.

2

Align leadership
Align culture change to strategy and work to
prioritize it on agendas at the C-suite level.
Articulate and model the right behaviors for
your employees.

3

Plan for additional “culture ofs”
Take stock of co-existing “culture ofs” and
assess the impacts of recent events and the
shift to new ways of working. Determine if
there are any dilemmas and reconcile them.
Also, use complementary “culture ofs” to
accelerate change.

4

Build accountability
Ensure employees know the core values
and expectations and understand the
consequences/ramifications for failing to uphold
the desired behaviors and actions.

5

Design the right experience
Keep people at the center of all culture
activities. Use the right change management
tools to design an employee centric experience
to promote buy-in and bring your people along
the journey.
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Getting started
Start by taking your organization’s temperature to determine if your culture is helping you achieve
your goals:

5
4
3
2
1

Do you understand the
root cause for why people
are not behaving in the
ways needed?

Do you know how to
clearly articulate what the
right behaviors are?

Do you feel your employees’
behavior is maximizing your
business outcomes?

Do your metrics and incentives
work as intended to drive
desired behaviors?

Do senior leaders visibly model
the behavior you want the rest of
the organization to exhibit?

If you answered “no” to some or all of these questions, you may need to take a closer look at
your culture.
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Principal
Transformation Delivery Services
T: 303-382-7971
E: mlkent@kpmg.com
Jenny Kim
Director
Transformation Delivery Services
T: 703-328-3963
E: jennyakim@kpmg.com

Some or all of the services described herein may not be permissible
for KPMG audit clients and their affiliates or related entities.
kpmg.com/socialmedia

The information contained herein is of a general nature and is not intended to address the circumstances of any particular individual or entity.
Although we endeavor to provide accurate and timely information, there can be no guarantee that such information is accurate as of the date it is
received or that it will continue to be accurate in the future. No one should act upon such information without appropriate professional advice after a
thorough examination of the particular situation.
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