


Cultivating a Purposeful Culture: 

Your Organization’s DNA



Since 1997, Work Effects has helped organizations transform their 
leadership and culture into a competitive advantage. We provide best-in 
class service and quality through our commitments:

• Build collaborative relationships

• Pay attention to details

• Provide a positive experience

• Meet timelines and budgets

• Are responsive and innovative

Work Effects



Clients



Why Culture Matters



ROI of Purposeful Culture

1Watson Wyatt High Trust Organizations Study, 
2012

2James Heskett The Culture Cycle, 2012

• Culturally aligned organizations with 
high-trust return 286% more value to 
stakeholders than low-trust 
organizations1

• Purposeful culture can account for as 
much as 50% of the competitive 
difference between organizations 
over a 10 year period2

Outcomes Healthy Purposeful

Revenue 166% 692%

Stock Price 74% 901%

Net Income 1% 756%

Job Growth 36% 282%





Work EffectsTypical Change Timeline

7-10 Years 2-3 Years

4-6 Years

1-2 Years

2-6 Months



Strategy to Results

Strategy must go through culture to produce results

Culture eats strategy for lunch –Peter Drucker 

Strategy Leadership Trust Culture Capability Results



Aligning Strategy and Culture requires a 
Healthy Organization

→ What you’re doing

→ How you’ll get there

→ How Well it’s done: 
Enablers & Inhibitors

STRATEGIC 
GOALS

PURPOSEFUL 
CULTURE

HEALTHY 
ORGANIZATION



Health vs. Culture

How it’s done

How well it’s done“

“

”

”

Bad Good 

Good Good 

Every organization wants to be healthy.

There is no one right way to approach 
culture.



Leadership
Trusted 

Organization

Trusted 
Individuals

Individual 
Capability

Team 
Capability

Organizational 
Climate

Organizational 
Capability

7 Dimensions of Organizational Health

• What all organizations benefit 
from doing well

• Engagement and values are 
essential- but they don’t go far 
enough

• Purposeful culture creates 
distinction by defining “how work 
gets done” and aligning with 
strategic goals



Measuring Health







Culture on a 
Good-to-Good 
Spectrum

• There is no one right way to approach 
culture

• Where an organization falls should be 
determined by their strategic goals, not 
industry trends

• The next three slides share examples of 
successful organizations approaching 
culture in very different ways



Transactional

• Speed and accuracy is 
emphasized in customer 
experience

• Reviews are designed future 
customers

• Price and accessibility sets the 
organization apart

Intimate

• Variety in marketplace is 
emphasized in customer 
experience

• Customers are encouraged to 
remember and revisit their 
favorite designers

• Handmade and unique products 
set organization apart

Customers



Atmosphere

Disciplined Social

• Structures implemented 
organization-wide to create a 
formal work environment

• Builds individual relationships 
through intellectual stimulation 
about work

• Specific expectations exist for how 
employees approach their work

• Flexible norms and rules that 
create an informal environment

• Focus on building community 
while in the workplace and off 
the clock

• Gives employees significant 
discretion in how to approach 
work



Market Approach

Market Leader

• Anticipates future markets

• Creates solutions to beat 
competitors to the market 

• Relies on buzz and 
anticipation for marketing 

Market Adopter

• Focuses on improving current 
market options

• Increases presence in successful 
markets through strategic 
business decisions

• Releases products after market 
proves that they work



Measuring Culture



How to Create Alignment



When Culture is a Crisis



Example of Change in Leadership

In 2007, appointed “Chief Culture 
Officer” Joe Robles

Moved from specialized customer 
service to generalized model

Grew 53% in members, 45% in 
Revenue, and 59% in assets owned

How did Focus need to shift?



Focus

External

• Drive customer insight– create 
deeper and more regular 
opportunities to learn about the 
needs, thoughts and feelings of 
customers.

• Capture the ideal customer 
experience– Why do they 
recommend you or return for 
more?

Internal

• Reengineer work processes–
map out the work process and 
engage a group in refining this 
process.

• Build better internal systems–
invest in more powerful 
software, technology, or tools to 
improve processes.

Culture Action Resources- How to Shift Approach to Culture



Example of Acquisition

Verizon recently acquired Yahoo for 
nearly $5 billion

Gives Verizon new reach into web 
services and advertising business

Presents unfamiliar domains such as 
email, sports, and web search

How would Operational Approach need to shift?



Low Process 
Variation

High Process 
Variation

• Document processes –
articulate how the work will 
be done that employees can 
follow as they go

• Streamline processes –
refine models for how the 
work will be done

• Create more options – plan 
for deviations from the 
standard process

• Define flexible domains –
articulate where employees 
are free to create their own 
path

Culture Action Resources- How to Shift

Operational Approach



Example of Exponential Growth

From 2012-2014, grew from a few to 
more than 160K drivers

Simple application process and few 
barriers meant anyone could join

Rapid growth and easy access also 
demanded better background checks

How did Risk Tolerance need to shift?



Risk Mitigation Embrace Risk

• Evaluate past mistakes–
conduct better post-
mortems to find the lessons

• Enlist beta-testers–
establish a more robust 
process for testing products 
or services before they are 
launched

• Celebrate risky successes–
call attention to risks people 
have taken and the 
associated rewards

• Burn the forest down– kill 
off initiatives that just aren’t 
working and start over

Risk Tolerance

Culture Action Resources- How to Shift



Shifting Culture

• What other strengths or skills can we leverage?

• What skills to do we need to develop?

• What ultimate outcomes are we looking to produce?

• What strategic goal would this contribute to?

• What would excellence look like?

• What are some signs of progress we should see along the way?

Sample Questions to Consider



Systemic Culture Change





Phase I: Culture- Strategy 
Alignment Planning

Audience: Teams with common 
goals (workgroups to leadership 
teams)

Duration: 75 minutes to half day

Outcomes:
~Reinforces goals
~Creates interdependent teams
~ Establishes contextual definitions
~Identifies the critical beliefs 
required to execute strategy
~ Provides new communication 
approaches

Step 1: Clarify strategic goals

Step 2: Discuss the culture you have

Step 3: Define the culture you need

Step 4: Prioritize the critical few

Step 5: Individually rehearse “how 
work needs to gets done”

Define Needed Culture

p. 40 in Participant Guide



Culture Alignment Planning Session Results



Phase 2- Discover • Conduct Organizational Survey

➢Establish benchmarks for organization health 
and culture metrics

• Analysis of Information & Organization

➢Qualitative and Quantitative results analyzed by 
experts to tell your story

➢WE find the 20% of the org that produces 80% of 
the value and focus there

• Executive Debrief

➢Provide executives with results, story,  and 
roadmap for transformation



Health + Culture Survey Content

Organizational 
Health

40 questions + 
5 indicators w/ norms

7 dimensions of 
Organizational Health

Bad to Good Scale

Purposeful 
Culture

40 questions

10 dimensions of 
Organizational 

Culture

Good to Good Scale

Company Feedback

4 Standard 
questions

Custom questions 
can be added



Phase 3- Develop

• Create change at front line, creating change of 
how work gets done at front line

• Integrate strategic goals into team goals to 
translate culture alignment objectives to the 
individual level

• Identify the enablers and inhibitors

• Develop skills into those leaders to facilitate 
change

Objectives





Phase IV – Deploy

Audience: Key Influencers / Change 
Champions

Duration: 6-12 month assignment

Outcomes: 
~Sustainability
~Aligned culture
~Demonstrated Impact

Step 1: Identify Culture Champions

Step 2: Prepare Culture Champions

Step 3: Share best practices and provide tools 

and resources to overcome obstacles

Step 4: Illustrate impact through monthly 
dashboards metrics (i.e. people metrics, 
customer, financial)

Objectives



Dashboard Metrics



Pricing

• Small Organizations
➢500 employees with 95 people 

managers

• Medium Organizations
➢1200 employees with 215 people 

managers

• Large Organizations
➢Over 7500+ employees



Small Organizations
400# Employees

65# Managers / reports

40# Managers for Training

4# HR Staff

10# Tiered Culture Champions

Units Unit Cost Total

Phase I Define $    5,000.00 

Strategy Culture Alignment Facilitation 1 $  5,000.00 $    5,000.00 

Phase II $  17,250.00 

Survey Administration 400 $        17.50 $    7,000.00 

Reporting 40 $        75.00 $    3,000.00 

Qualitative Analysis 600 $          1.25 $        750.00 

Results Analysis and summary 1 $  3,000.00 $    3,000.00 

Executive Results Facilitation 1 $  3,500.00 $    3,500.00 

Phase III $    7,800.00 

Manager Feedback and Action Planning Training 2 $  3,500.00 $    7,000.00 

Culture Action Resources 40 $        20.00 $        800.00 

Phase IV $  24,500.00 

Culture Champions Formation 1 $  3,500.00 $    3,500.00 

Culture Champion Coaching and Facilitation 60 $     350.00 $  21,000.00 

Total 4 phases $  54,550.00 



Medium Organizations
1500# Employees

150# Managers / reports

150# Managers for Training

10# HR Staff

15# Tiered Culture Champions

Units Unit Cost Total

Phase I Define $            5,000 

Strategy Culture Alignment Facilitation 1 $  5,000.00 $            5,000 

Phase II $          34,438 

Survey Administration 1500 $        10.00 $          15,000 

Reporting 150 $        47.50 $            7,125 

Qualitative Analysis 2250 $          1.25 $            2,813 

Results Analysis and summary 2 $  3,000.00 $            6,000 

Executive Results Facilitation 1 $  3,500.00 $            3,500 

Phase III $          31,000 

Manager Feedback and Action Planning Training 8 $  3,500 $          28,000 

Culture Action Resources 150 $        20.00 $            3,000 

Phase IV $          35,000 

Culture Champions Formation 2 $  3,500.00 $            7,000 

Dashboard Formation 2 $  3,500.00 $            7,000 

Culture Champion Coaching and Facilitation 90 $     350.00 $          21,000 

Total 4 phases $        115,938 



Large Organizations
5000# Employees

600# Managers / reports

400# Managers for Training

32# HR Staff

80# Tiered Culture Champions

Units Unit Cost Total

Phase I Define $            5,000 

Strategy Culture Alignment Facilitation 1 $  5,000.00 $            5,000 

Phase II $          63,125

Survey Administration 5000 $        10.00 $           26,250

Reporting 600 $        47.50 $           15,000

Qualitative Analysis 7500 $          1.25 $            9,375

Results Analysis and summary 3 $  3,000.00 $            9,000 

Executive Results Facilitation 1 $  3,500.00 $            3,500 

Phase III $          46,000 

Train the Trainer 4 $  3,500 $          14,000

Manager Training License 400 $  50.0-0 $          20,000

Culture Action Resources 150 $  20.00 $          12,000

Phase IV $          59,000 

Culture Champions Formation 2 $  3,500.00 $            7,000 

Dashboard Formation 3 $  3,500.00 $           10,500 

Culture Champion Coaching and Facilitation 120 $     350.00 $          42,000 

Total 4 phases $        173,625



Deliverables Work Effects Internal Consultant
WE Client Consultant 

(Work Effects Client)

Independent Consultant 

(Consultant’s Client)

Phase I – SCA

License $1500 $1500 $1500

SCA Facilitation $5,000 $0 ½ Delivery rate TBD

Phase II

Health & Culture Survey 

Administration (Work 

Effects administered)

Pricing Worksheet  

(based upon # of 

employees and 

reports)

Pricing Worksheet  

(based upon # of 

employees and 

reports)

Pricing Worksheet  

(based upon # of 

employees and reports)

Pricing Worksheet  (based 

upon # of employees and 

reports)

Results Analysis and 

Summary – comment 

and results analysis 

(Work Effects analyzes) 

Pricing Worksheet 

(based upon volume 

and depth of 

analysis)

Pricing Worksheet 

(based upon volume 

and depth of 

analysis)

Pricing Worksheet 

(based upon volume and 

depth of analysis)

Pricing Worksheet 

(based upon volume and 

depth of analysis)

Executive Summary 

Facilitation
$3,500 No cost 50 % Billed Fees TBD



Deliverables Work Effects Internal Consultant
WE Client Consultant (Work 

Effects Client)

Independent Consultant 

(Consultant’s Client)

Phase III

Train–the–Trainer 

(2 day training)

$7,000 up to 20 

Participants

$125/ Trainer

$2,000 Minimum
50% Billed Fees

$125/ Trainer

$2,000 Minimum

Manager Training 

(1 day training)

$3,500/ Class up to 20 

Managers

$50/ Manager

$750 Minimum

(License Cost)

50% Billed Fees

$50/ Manager

$750 Minimum

(license cost)

Manager Workgroup 

Facilitation
$1,750/ Workgroup No Cost 50% Billed Fees No Cost

Culture Action Resources
$20/ Manager

(license cost)

$15/ Manager

(license cost)

$15/ Manager

(license cost)

$15/ Manager

(license cost)

Phase IV

Select & Train Culture 

Champions

$3,500/ Class Maximum 

20 Participants

$50/ Culture Champion 

$750 Minimum

(license cost)

50% Billed Fees

$50/ Culture Champion 

$750 Minimum

(license cost)

Culture Champions Ongoing 

Coaching and Facilitation

$350/ Champion per 

Month

$3,500/ Month Minimum

$75/ Culture Champion 

(license cost)
50% Billed Fees $75/ Culture Champion (license cost)

Dashboard Analysis and 

Creation
TBD 50% Billed Fees TBD

Dashboard System $1,250/ Month N/A $1,250/ Month



How to Get Involved





• Metrics driven 
approach to strategy 
culture alignment

• Systematic process, 
tools and technology 
to implement culture 
transformation

• Service driven 
approach- offer 
flexibility and reliable 
point of contact

Why You

• Learn practical and 
simple solutions to 
serve your clients

• Hands on experience 
during certification

• Gain the ability to lead 
organization through 
culture change

• Define tangible culture 
attributes that are 
most critical for 
executing strategy

Why Get
Strategy Culture 

Alignment Certified

Why 
Work Effects

• You are skilled and 
experienced with working 
with executive teams and 
organizational change

• You have a desire for deeper 
and wider impact in client 
organizations

• You need structured tools, 
process and technology to 
support your client 
engagements

• You have a need for addition 
process, tools, technology

• You wish to tap into a 
network with people who 
have complimentary and 
diverse skills



Hands-On Experience 



Practice Facilitation with Peer Feedback



“Work Effects provided foundation for 
what culture is and how to assess its 
alignment with business strategy, 
supported by both empirical and 
theoretical data.

I'll be able to incorporate best practices 
and measurable tools to assess what 
might prevent strategy success in the 
coming year via culture's role in 
planning.” 

Monica Dornbach Munson 
Director of Sales Training & Development 
of Twincities.com/Pioneer Press

“Work Effects offers hands-down the best 
tool out there for managing the mix of 
cultures and identifying what aspects of 
culture will most contribute to the new 
business’ success.

The Strategy Culture Alignment Certification 
was invaluable for understanding the Health 
+ Culture survey, how it can be used in a 
major change process, and how to facilitate 
using it with business leaders.” 

Will Miner
Independent Consultant

“

”

What Our Consultants Say

“This is well worth your while. I attended last summer 
and the value is unbelievable if you’re interested in 

truly building a winning culture.” 

Verna Lynch
Independent Consultant



Join us February 15th – February 16th to create 
sustainable change!

Click Here to Register

http://work-effects.com/register


Leadership & Culture 
Alignment 

730 2nd Avenue South, Suite 100
Minneapolis, MN 55402
www.work-effects.com

612.333.4272


