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Changing Organisational Cultures 
 
“I came to see that organisational culture isn’t just one aspect of 

the corporate game, it is the game.” 
Leo Gerstner 

“Culture change is a process and as such, it is always work in 
progress.” 

Neville Richardson 
CEO Britannia Group 

 
 

Cultural Change is dependant on behavioural change: 

Beliefs About

Feelings Toward

(Attitudes)

Behavioural

 Intentions

Actual

Behaviours

Other

Factors

Beliefs are formed from past 

experience, available 

information and generalisations. 

(e.g. Unless you work hard, you 

will not be promoted.)

Attitudes result from Beliefs

Attitudes defined 

as a persistent 

tendancy to feel 

and act in a 

particular way.

Informational

Emotional

Behavioural
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For a change in an individual’s behaviour to take place, their personal values and the 

organisation’s values must be synchronised. 

 

 
 
 
Across an entire organisation, this requires an integrated approach to ensure the 
organisational climate is ‘user friendly’ to the development of the desired behaviours: 
 

 Willing to change Able to change 

Individual 
Interested in, attracted to 
and enjoys the desired 
behaviour 

Can do what is 
required 
(coaching) 

Team 
How others respond 
when the behaviour is 
exhibited 

Team can capitalise on 
behaviour of members  
(tools) 

Organisation 
Individual / team 
behaviours recognised 
and rewarded 

Behavioural obstacles 
are removed  
(processes, 
procedures, structures) 
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Leading Culture Change 

 

“The phrase ‘management of change’ suggests an endpoint and 
destination but this is rarely the case. Organisations need to be 
much more concerned with the management of changing.” 

Deal and Kennedy 1982 
 

“There is nothing more difficult to take in hand, more perilous to 
conduct, or more uncertain in its success, than to take the lead in the 
introduction of a new order of things; because the initiator has for 
enemies all those who have done well under the old conditions, and 
only lukewarm defenders in those who may do well under the new.” 

Niccolo Machiavelli 
The Prince, 1532 

 
 
Effectively challenging the culture of an organisation requires that the organisation’s 
leaders take active control of the process and attend to the following primary and 
secondary mechanisms: 
 

Leading Culture Change 

Primary Secondary 

� What leaders pay attention to, 
measure and control 

� Leaders reactions to critical 
incidents and organisational crisis 

� Deliberate role modelling, 
teaching and counselling by 
leaders 

� Criteria for allocation of rewards 
and status 

� Criteria for recruitment, selection 
and excommunication 

� Organisation’s design and 
structure 

� Organisational systems and 
procedures 

� Design of physical space and 
buildings 

� Stories, legends, myths and 
parables about important events 
and people 

� Formal statements of 
organisational philosophy, 
creeds and charters 
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Organisational Cognition Model 

 

Ultimately, any organisation’s culture is developed on a daily basis by a complex 

interplay of organisational values, reward and recognition (both formal and informal!) 

and personal behaviours. This process continues whether an organisation is aware 

of its culture or not. 

 

 

Most complex 

behaviour is acquired 

by directly observing 

and imitating others in 

the organisational 

environment

Organisational 

Participants

Organisational 

Environment

Organisational 

Behaviour

Participants control their 

behaviour based on the 

extent to which they rely on 

cognitive supports and 

manage relevant 

environmental cues and 

consequences

Cognitive representations 

of reality help guide 

behaviour

 
  

 

The challenge therefore, is to identify whether an organisation’s current culture is 

sufficiently in line with its plans for development, and where gaps exist, to find a way 

to develop new, more positive behaviours to support it in the future. This must be 

done by successful role-modelling from the top of an organisation first, in order to 

create a new ‘mental model’ of reality to which other participants can be converted. 
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Summary 
 

Changing culture requires changes in behaviour. The following model developed by 
Fred Luthans and Robert Kreitner illustrates the process of changing an individual’s 
behaviour. 
 

Apply appropriate strategy

Identify performance related behavioural events

Measure: Baseline the frequency of behaviour

Identify existing behavioural contingencies 

through functional analysis

Develop intervention strategy

Measure: Chart the frequency of response

after intervention 

Maintain desirable behaviour

Evaluate for performance improvement

Problem

solved?

No

Yes

  1.  Positive Reinforcement       4.  Extinction

  2.  Negative Reinforcement      5.  Combination

  3.  Punishment

Three levels of organisational activity:

Behavioural events

Performances

Organisational consequences

A B C

Antecedent             Behaviour        Consequences

Consider environmental variables

1.  Structure 4.  Groups

2.  Processes 5.  Task

3.  Technology

1.  Modelling

2.  Shaping

      Schedules of reinforcement

      1.  Continuous

      2.  Intermittent

      3.  Self-reinforcement

Percentage

 frequency

                                              Time


