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About i4cp 
i4cp is a human capital research firm that discovers the people practices that drive high performance. We provide our 

extensive member network of leading global employers and government institutions with the research, peer 

collaboration, tools, and data essential to developing and executing workforce strategies and practices that deliver 
higher market performance. Visit i4cp.com to learn more. 

  

Thanks to HR2IT and Ouellette & Associates 
To get ahead—or at least remain competitive—most organizations are facing the daunting task of 

transformation.  To enable and support this transformation requires the right organizational culture.  
Yet, most executives struggle mightily with how and where to start a culture change, who should do 

what, what actions make the greatest difference, or whether the change is making an impact.     

Ouellette & Associates partnered with the Institute for Corporate Productivity (i4cp) to promote this 
important study to identify the specific actions that drive and sustain culture transformation.  In 

particular, which HR and talent practices are most common among high-performance organizations 

that make the greatest impact, and what leadership actions make the greatest impact before and 

during a culture transformation?   

A report that explores key findings and next practices will debut in March at the  
i4cp 2019 Next Practices Now Conference. 

©2018 by Institute for Corporate Productivity (i4cp). All rights reserved. 
No part of this publication may be reproduced, distributed, or transmitted in any form or by any means, including 
photocopying, recording, or other electronic or mechanical methods, without the prior written permission of the 

publisher, except in the case of brief quotations embodied in critical reviews and certain other noncommercial uses 

permitted by copyright law. For permission requests, write to i4cp.com/contact. 

FOR COPIES OF THIS REPORT 
Research reports published by i4cp are made available to member organizations and may be shared internally on an 

unlimited basis. For non-member access or information on i4cp membership, visit the i4cp website at i4cp.com or 

call 1-866-375-i4cp (4427). 
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Survey Responses 
1. To what extent do the following statements describe your organization’s culture? 

(percent of respondents indicating high or very high extent) 

 

n = 6,985 

67.6%

64.1%

57.7%

56.6%

53.9%

51.9%

51.0%

48.3%

47.7%

46.5%

45.7%

44.4%

39.2%

37.8%

36.5%

34.5%

Is obsessed with delivering value to our external
customers

Values execution and accountability

Primarily focused on growth and financial results

Actively supports diversity and inclusion

Supports continuous learning and development of all its
employees

Values societal impact as much as financial impact

Values transparency

Values open / honest feedback throughout the
organization

Highly collaborative

Nurtures innovative thinking and its application

Is a top-down, command and control organization

Expects conflict to be quickly surfaced and resolved

Places a high priority on speed-to-market

Views failure as an opportunity to learn and grow

Brings out the best performance in our employees

Employee empowered
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2. Has your organization experienced, or are you currently experiencing a cultural 
transformation? 

 

n = 6,972 

  

Yes, 56.8%

No, 35.7%

Don't 
know, 
7.6%
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3. How successful was that culture transformation effort? 

 

n = 4,005 

3.8%

18.0%

30.2%

12.2%

2.5%

33.3%

Not successful at all

Somewhat successful

Moderately successful

Highly successful

Very highly successful

Too early to report results

0% 5% 10% 15% 20% 25% 30% 35%
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4. If your organization is currently going through a cultural transformation, or has been 
through one previously, what was the primary driver? (select up to two responses) 

 

n = 3,945 

  

35.1%

20.5%

18.8%

15.9%

15.4%

14.7%

13.5%

8.8%

8.2%

6.7%

6.3%

6.1%

2.4%

1.6%

1.0%

New executive leadership in the organization

To prepare for anticipated customer or market
shifts

Desire to continually re-invent (i.e., disrupt)
ourselves

Employee sentiment is low / disengaged

Recent merger / acquisition

To improve employer brand

Competitive threats

As part of a digital transformation (i.e., moving
to digital systems to help humans)

Poor business performance

Demands or feedback from customers

Other (please specify)

Pressure from investors or Board of Directors

Public relations issues

Internal scandals

AI/robotics (i.e., what tasks or jobs can we
automate to augment/replace humans?)

0% 5% 10% 15% 20% 25% 30% 35% 40%
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5. In your experience, how is effective culture transformation best started/initiated? 

 

n = 3,945 

 

  

71.4%

8.4%

20.2%

Top-down (i.e., leader-led)

Bottom-up (i.e., grass roots)

Middle-out (i.e., unit to unit / function to
function)

0% 10% 20% 30% 40% 50% 60% 70% 80%
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6. In your experience, how does culture transformation best gain momentum 
and sustain itself? 

 

n = 3,935 

  

36.0%

23.3%

40.7%

Top-down (i.e., leader-led)

Bottom-up (i.e., grass roots)

Middle-out (i.e., unit to unit / function to
function)

0% 5% 10% 15% 20% 25% 30% 35% 40% 45%
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7. As your organization began its culture transformation, to what extent were the 
following actions pursued? 
(percent of respondents indicating high or very high extent) 

 

n = 3,805 

  

53.7%

52.8%

51.4%

44.0%

42.7%

34.3%

29.6%

29.2%

Clarity from the CEO to senior leadership on
the behavioral changes required to

drive/sustain the desired culture

Commitment made by the CEO for the
resources and time to enable a successful

transformation

Clear communication from the CEO to the
workforce about why the culture change was

needed

Gathered data/sentiment from key
stakeholders to understand what the existing

culture was

Development of a change model that
emphasized the values and behaviors needed

throughout the organization

Clear measures/indicators of culture
transformation were defined and agreed to at

the executive level

Conducted an organizational analysis to
identify the most influential employees to

enlist as champions of change.

Brought in an external consulting organization

0% 10% 20% 30% 40% 50% 60%
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8. To what extent did your organization pursue the following structure/process/policy 
issues to enable its culture transformation?  
(percent of respondents indicating high or very high extent) 

 

n = 3,736 

 

  

46.4%

40.2%

39.5%

36.0%

34.5%

32.1%

12.0%

Reorganized or realigned the organizational
structure to support the desired culture

Changed work processes to align with new
culture

Implemented new technology solutions to
support the transformation

Preservation of existing
norms/values/history to the new culture

Changed our values and/or purpose
statements

Changed our vision & mission statement

Focused on automation through artificial
intelligence and/or robotics

0% 10% 20% 30% 40% 50%
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9. To what extent were the following communications and listening initiatives helpful in 
shaping and driving your organization’s culture transformation? 
(percent of respondents indicating high or very high extent) 

 

n = 3,653 

 

  

38.9%

37.9%

37.4%

37.0%

34.3%

31.1%

20.2%

11.8%

Monitoring and analyzing social sentiment
internally (inside the workplace)

Regularly convening a senior-level, cross-
organization team to transparently share back 

what’s working / not working

Regular, CEO-led all-company discussions/town
hall meetings

Capturing and promoting stories about
employees who are living the desired values

and behaviors

Providing an outlet that makes it safe for all
employees to callout behavior that is counter

to the desired culture change

Regular, executive-led meetings to discuss the
culture transformation at the geography or

functional level

Monitoring and analyzing social sentiment
externally (outside of the workplace)

Sending daily or weekly short/pulse surveys to
employees

0% 10% 20% 30% 40% 50%
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10. Which of the following talent management actions did your organization pursue to 
drive or support its culture transformation? 
(percent of respondents indicating high or very high extent) 

 

n = 3,563 

 

  

34.4%

33.7%

32.8%

32.6%

30.5%

28.3%

25.9%

25.7%

21.6%

19.2%

19.1%

Changed the performance management practices

Trained senior management on the behaviors
needed to drive and embody the desired culture

Trained mid-level managers on the behaviors
needed to drive and embody the desired culture

Changed the onboarding process/program

Trained front-line leaders on the behaviors needed
to drive & embody the desired culture

Focused succession planning on those who
exhibited the desired behaviors

Changed the rewards and recognition programs

Changed the hiring model

Increased our focus on talent mobility to
accelerate the broad culture change

Changed the compensation / incentive plans of
leaders

Leveraged the organization’s employee affinity 
groups to help enable the desired culture

0% 5% 10% 15% 20% 25% 30% 35% 40%
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11. Regarding your organization’s leadership: To what extent were the following actions 
pursued to drive and/or sustain the culture transformation? 
(percent of respondents indicating high or very high extent) 

 

n = 3,530 

 

  

48.1%

27.2%

26.2%

25.0%

14.8%

CEO modeled the desired behavioral changes

Promoted (at all levels) those who best
embody the behaviors that supported the

desired culture.

Replaced senior leadership who were not
willing / able to embrace and model the

desired culture.

Replaced other leaders who were not willing /
able to embrace and model the desired culture.

Reduced management responsibility of leaders
who did not exemplify the desired behaviors.

0% 10% 20% 30% 40% 50% 60%
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12. Did the CEO who initiated the culture transformation come from inside or 
outside the organization? 

 

n = 3,530 

 

  

63.8%

22.6%

9.4%

4.1%

Inside

Outside

Hybrid – a current or previous member of the board, 
investor, or former CEO or ranking executive

Don’t know

0% 20% 40% 60% 80%
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13. Approximately how long was the CEO in position prior to initiating the  
culture transformation? 

 

n = 3,522 

 

  

23.4%
20.8%

15.4%

34.9%

5.6%

Less than one year 1 – 2 years 3 – 5 years More than 5 years Don't know
0%

5%

10%

15%

20%

25%

30%

35%

40%
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14. Was the CEO who initiated the culture transformation in the role long enough 
to see it through? 

 

n = 3,522 

 

  

Yes, 71.0%

No, 7.8%

Don't know, 21.2%
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15. Does your organization measure and/or monitor the culture in your organization? 

 

n = 6,530 

 

  

Yes, 53.6%No, 36.3%

Don't know, 
10.1%
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16. What are the various methods or processes your organization uses to 
measure and/or monitor its culture? (select all that apply) 

 

n = 3,492 

 

 

  

82.7%

68.1%

49.7%

43.3%

33.5%

25.4%

25.0%

20.4%

19.3%

16.6%

3.3%

All-employee engagement survey

Focus groups/Exit interviews

Customer feedback and/or advocacy

Monitoring external social channels (e.g.,
Glassdoor, LinkedIn, Twitter)

Frequent and short pulse employee surveys

Monitoring internal social channels

Stay interviews

Conduct periodic audits for biases in processes,
policies, and/or procedures (e.g. selection…

“Always on” feedback technology

Cultural audit or survey

Other (please specify)

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%
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17. What does your organization measure/track to gauge the progress of its culture 
transformation? (select all that apply) 

 

n = 3,485 

 

In this survey, multiple questions used the well-accepted 1-5 Likert-type scale, with a 1 

rating generally designated as “not at all” and a 5 rating as “a very high extent.” Mean 

scores are the average of those ratings. 

  

64.0%

47.8%

42.0%

35.7%

29.2%

25.6%

23.2%

15.0%

5.3%

Retention of critical/top talent

Trust

Inclusion

Employee referrals

Quality of applicants

Customer net promoter score

Authenticity

Don't know

Other (please specify)

0% 10% 20% 30% 40% 50% 60% 70%
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