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Creating a Positive Organizational Culture 
Introduction by Bill Moyer, Co-Founder, SOS Leadership Institute 

 

The SOS Leadership team created this e-book for you. Why? Because 

Developing Leaders Who Make a Difference is one of our deepest passions. 

It is the mission of our organization, the reason SOS Leadership exists.  

As a veteran in the coaching and training world, I have worked with 

hundreds of organizations and professionals over the years. In companies 

of all sizes, I see a hunger among employees for ethical leadership and a 

burning desire to be a part of something bigger than themselves.  

We are all seekers on a journey. We want to be inspired. We want something to believe in, 

someone to believe in, and most importantly, we want someone to believe in us. 

This e-book addresses the important topic of how to create and sustain a positive 

organizational culture. It features the expertise of seven dynamic professionals, each of whom 

is striving to define for you what culture is all about. They share their ideas about engaging 

employees, hiring the right people, boosting morale, communicating about culture, and 

investing in the growth and development of your team. 

There are three key themes on the pages that follow: 

1. Instilling Confidence 

2. Inspiring Hope 

3. Creating Leaders Who Make a Difference 

It is your role as a leader to be accountable for what you say and do, to recognize how your 

words and actions can impact your organization’s culture. It is your responsibility to instill 

confidence in your team members. Ultimately, as Napoleon Bonaparte told us, “a leader is a 

dealer in hope.” 

Leaders must recognize the influence they have and that their influence can be positive or 

negative. Do you know what a difference you can make within your organization? Don’t see 

yourself as a powerless victim of circumstances, regardless of your title, education level, or 

number of years experience. You can make a difference! 

The choice about the influence you will have and the difference you will make in the lives of 

those who follow you is yours and yours alone. What choice will you make? How will you 

develop leaders that make a difference? 

  

mailto:bmoyer@sosleadership.com
http://www.sosleadership.com/
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About Kelli Huff 

                    

                     
 
Kelli Huff serves as director of human 
resources at SicolaMartin. She is in her 
tenth year with the firm and oversees all 
employment and staffing, compensation, 
performance and career management, 
benefits and employee services.  
 
She's particularly proud that SicolaMartin 
has been cited by Texas Monthly as one 
of the “Best Companies to Work for in 
Texas” for six years and by AdAge as a 
“Best Place to Work in Marketing & 
Media.” 
 
Kelli holds a bachelor's degree in 
communication from Texas A&M 
University-Commerce; she began her 
career as a news producer for NBC, 
CBS, and FOX affiliates. 
 
She also acts as a Human Resources 
Consultant on several nonprofit boards. 
She is married to a creative director, 
which she says makes children 
predisposed to be future advertising 
executives. 

 

Communicating Culture 
By Kelli Huff, Director of Human Resources at 
SicolaMartin

 
I’m HR so I tend to talk a lot. Communication is 
a big part of what I do, and knowing how to 
best communicate in a given situation is key. 
Although most of my conversations are done 
one-on-one (how I like it), I recently had an 
opportunity to share our company story with a 
larger audience, and it was enlightening. 
 
I was invited to speak at an HR conference on 
corporate culture and discuss ways that 
companies can learn to tell their story (I have it 
pretty easy, because SicolaMartin has a great 
story to tell). I also met folks from other great 
companies, like Rackspace and St. David’s, who 
also score high on the culture scale. But I was a 
bit shocked to hear from so many whose 
companies seem to be suffering from an 
identity crisis. So I am excited to discuss the 
topic of culture from HR’s perspective. It’s an 
area I am extremely passionate about, a passion 
inspired and nurtured by the leadership of 
SicolaMartin. 
Personality can be defined as the visible aspect 
of one’s character that develops over time 
based on preferences, choices and exposure to 
different experiences. 

Your company has a personality. A culture 
already exists. Whether you like it is the 
question. 
 
Before I go any further, let me tell you my point 
of view on HR’s role in an organization’s 
culture. We are there to support it, cultivate it, 
manage it and recruit into it. We make 
suggestions, offer insights and, if it’s a positive 
culture, use what the culture offers to inspire. 
We don’t, however, create it. Or, in my opinion, 
we shouldn’t. Culture, at least long-term, 
successfully sustained culture, is created by the 

top leadership of the organization. If your C-
levels aren’t exemplifying the culture you hope 
to communicate, then it’s going to be an uphill 
battle to get employees to believe in it. 
 
We’ve all experienced that, right? Without buy-
in from above, it’s very difficult to get a 
program off the ground.  
 
It can be a challenge, though, selling it up 
because so much of culture is intangible. Sure, 
there are the things you can see that give you a 
quick read about a firm, like the dress code or 
the work environment. You can ask about perks 
and hear about the benefit offerings. But that’s 
pretty surface. 

“Culture, in its most basic 

description, is your organization’s 

personality.” 

http://www.sicolamartin.com
http://www.sosleadershipblog.com/2011/07/communicating-culture-part-1.html
http://www.sicolamartin.com/
http://www.rackspace.com/index.php
http://stdavids.com/
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“If a core value is respect, but a 

manager is disrespectful to an 

employee they supervise, and no action 

is taken on the part of HR or leadership, 

that value diminishes.” 

It’s the things you can’t see that are usually the 
more powerful, but by nature, harder to define. 
It’s the values and beliefs, the attitudes and 
standards, the moods and worldviews of the 
people in the group. And it’s these things that 
truly make up the cultural core of a company. 
 
And many of these views are created 
organically. I’m a big fan of organic growth, and 
it can be an extremely positive thing. But, there 
are also some risks.  
 
Benefits of Organic Growth 

 Gives ownership to those instigating the 
change 

 Allows leadership to be perceived as 
open to new thinking and ideas 

 Can create loyalty among employees  
 And, most importantly, organic growth 

creates its own story. 
 
But you want that story to be a good one, so it’s 
HR’s role to support positive cultural 
momentum and redirect practices that could 
oppose the company’s values and goals.  
And that’s a risk. If you just let it go with no 
management or cultivation, there’s no telling 
where your company’s story may end up.  

So, first, you have to know what the values and 
goals are. Does your company have a mission? 
Do you know what it is? Do your employees? 
Asking the right questions is how you can help 
support a positive culture. Look to your 
industry. Advertising is fun and creative.  For 
example, at SicolaMartin, we work hard, but we 
can also use Martians and critters as a part of 
our marketing.  We make the complex 
compelling. That’s our story. Every employee 

knows that we turn marketing complexity into 
compelling ideas.  
 
So what’s your story? That’s the most 
important thing. Knowing who you are. Identify 
your key talent employees and ask what they 
like about working there. Where are they 
getting their motivation? Talk to clients and 
vendors. Get their perspective. Just make sure 
you’re being authentic with who you are. If the 
story you’re trying to tell is at odds with the 
reality, it’s more likely to hurt your culture, 
morale and perception. 
 
And it’s not good enough to just “know” your 
story. It has to be practiced and supported by 
management.  

 
That’s why it’s so important that we stay 
engaged with our employees. Don’t ever 
underestimate the impact of word of mouth. 
You’re not always going to be able to keep 
what’s repeated about your organization 
positive. I get that. But, as HR, we can certainly 
manage it with a positive goal in mind. Even in 
exit interviews, you can do your best to manage 
the transition and shoot for a positive result.  
You see, culture can’t only be good in the good 
times.  
 
Often, it’s in the down times that our true 
culture is revealed. In fact, it’s a strong culture 
that may help your company pull itself out of a 
downturn. That’s another experience 
SicolaMartin has had. We’re 25 years 
old…we’ve pretty much seen it all. 
 
Although we have had to tweak our business 
model over the years to evolve with the times, 
we really haven’t had to make many changes to 
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“Be as transparent as possible, 

communicating often and consistently 

about how these changes will benefit the 

whole.” 

our core culture, thankfully. Culture change can 
be difficult and requires a great deal of 
perseverance.  
 

 
 

 
 
 
 
 
 
 
 
 
 

 
Now, I want to discuss the concept of culture 
change. I say “concept” because each 
organization is so unique in its practices and 
goals that there’s really no easy formula to 
guarantee a positive culture shift. But I will 
attempt to lay out a broad roadmap that could 
be helpful. But I warn you, it may be hard and 
frustrating and could possibly take a long time. 
 
The first thing I suggest is to get buy-in from 
management. This can be tricky, depending on 
whether or not the leadership agrees with your 
assessment of the culture. If you feel you might 
have a challenging time affecting change, then 
do your homework and build a case.  
 
You don’t want to walk in unprepared. Create 
informal focus groups and talk to employees 
and trusted members of your industry. It’s good 
if you can solicit information anonymously. 
People tend to be a bit more honest in that 
format.  
 
Once you feel like you’ve got a good cross-
section of data, analyze it with a focus on 
specific improvement projects. And wear your 

skin thick. You asked for this, so don’t get bent 
out of shape with negative comments. Then 
buck up and advocate an action plan. Sell it into 
leadership and move forward, openly 
communicating with employees.  

 
I can’t stress the importance of this enough 
because you are going to face resistance.  
 
Remember, your culture is a reflection of your 
people. There’s a reason your culture is what it 
is. This is why it’s so hard. But change can 
happen, as long as you and your management 
team are persistent and consistent. You just 
have to keep moving forward and repeat the 
exercise with the entire organization in mind. 
Broaden your focus groups. Get those that are 
resistant to change in your core group of 
change drivers. If you can get them on board, 
the rest will come easier.  
 
Continue to analyze your data and stay focused 
on a few items that will have the biggest impact. 
There’s most likely no need to start from 
scratch, and in fact, trying to do so will 
probably alienate the very folks you’re 
attempting to motivate. So, stay focused and 
take it chunk by chunk, story by story. And if 
you can, evolve your stories. Get people telling 
a different, more positive narrative about your 
organization. In time your culture as a whole 
will evolve, as well. 
 
Or, you can just come work at SicolaMartin. We 
have a great culture.

http://www.sicolamartin.com/about/careers/
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About Billy Moyer 

 

 
 
Billy Moyer has been around the leadership 
development industry all of his life where he 
has learned about the overwhelming power of 
goal setting and the value of time 
management. Most of all, he has learned from 
his father and co-founder of SOS Leadership, 
the concept of "What Matters Most" in 
business and in life. He realizes the 
overwhelming importance of living a life of 
significance. 
 
Billy is the co-author of the book, “Seeds of 
Success: A Journey from Success to 
Significance.” He has also written more than 
20 articles, the majority of which have been 
published in the Waco Tribune-Herald. He is 
an accomplished speaker who has spoken to 
groups of all sizes on subjects such as 
teamwork, self-image, ministry, and goal 
setting. 

 
He has spent time at Phenix & Phenix Literary 
Publicists in Austin as an assistant publicist. 
He furthered that experience when he worked 
as a special advisor to the president of 
Leadership Management, Inc. in Waco. At 
LMI, he managed the publicity and marketing 
of a book called “The Tripping Point in 
Leadership.” 
 
Billy is a graduate of the Master of Arts in 
Organizational Leadership program at 
Gonzaga University. He also has a Bachelor of 
Arts in Communication from St. Edward's 
University in Austin, Texas. 
 
Billy resides in Austin and is looking forward to 
getting married in late 2011. 

 

 

Culture: It’s not about parties and 
dress code  
By Billy Moyer, Co-Founder of SOS Leadership 
 

Every organization, no matter the size or the 
amount of revenue it brings in, has a company 
culture. A culture really is just the personality 
of the company. The culture determines how 
employees act, how motivated and engaged 
they are, how they contribute to teams, how 
they solve problems, how they produce results, 
and ultimately how they serve clients. 
 
Common Perceptions of Culture 
Many companies believe that they shape the 
culture of the organization through a laidback 
environment where employees can come to 
work dressed casually. This is something we 
see a lot in Austin, Texas.  
 
Other companies think having companywide 
events and parties will help build their culture. 
Too often, I hear people talk about only those 
things when discussing organizational culture. 
 
But culture is not about parties, a relaxed dress 
code, or anything like that. Sure, those things 
can make employees feel more comfortable, but 
it will not significantly affect their lives or the 
quality of their work. 
 
What Culture is Really About 
Culture, to me, is about development and 
growth. Is your company committed to helping 
employees develop into leaders? Is your 
organization committed to growth? Not just 
growth in the numbers, but the individual 
growth and professional development of each 
team member? Unfortunately, the answer to 
these questions is often no.  
 
One of our partners was talking to someone 
from a company the other day about the work 
that we do, and the person said that their 
organizational culture did not support the 
professional development and growth of 
individuals.  
 
 

 
 

http://www.sosleadership.com/
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Basically, the company was more concerned 
with numbers and how the staff was 
contributing to the bottom line, rather than 
how it could help employees to grow. Not a 
great way to show employees that you value 
them, in my opinion! But, hey, they probably 
have a quarterly staff party so that makes up for 
it, right?  
 
Awhile back I was meeting with a leader of a 
company who told me they don’t invest in 
training or development for their people 
because they hire people who are already 
developed. “We only hire the best,” were his 
exact words. 

 
How long will those folks last at a company that 
doesn’t care about investing in their 
development?  
 
Building a Positive Company Culture 
If you want to build a positive culture within 
your organization, then focus on the 
development and growth of every employee. 
Build a development culture! This, of course, 
starts at the top, but it doesn’t end there.  
 
Every employee can be a leader within the 
organization, but the organization must make 
that known to them.  Investing in leadership 

development and training is imperative. You 
may think your employees don’t want more 
work, so training isn’t an option.  
 
But they are craving it; they just don’t know it 
because you haven’t given them the 
opportunity. 
 
If you invest in building a development culture, 
you will surely have more engaged employees 
who are focused on their own personal growth 
and in turn the growth of the company. Your 
people have tremendous leadership potential. 
Why not empower them to reach their full 
potential? Why not set them up to succeed in 
the future? 
 

 
 
Don’t just be concerned with the bottom-line. 
This will only lead you to the bottom. Is that 
really where you want to be?

 
 
 
 
 
 
 
 
 

“How do people who are the best stay 

the best? They recognize that learning is 

a lifelong process, and they seek every 

opportunity to grow.” 
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“It takes courage to step forth and 

volunteer, courage to care about 

your work and the people you work 

with. And love.”  

What’s Love Got To Do With It?  
By Jennifer Foery, Human Resources Manager at 
Bluebonnet Electric Cooperative

 
Bluebonnet Electric Cooperative’s Foundation 
Values include: 

 
 Safety 
 Reliability 
 Respect 
 Community 
 Courage 
 Love 

 
Love?  I enjoy watching the faces of people 
when they read our Foundation Values. All of 
the other 5 values are relatively standard and 
unsurprising, though no less meaningful.  
 
Of course we work in a dangerous 
environment so safety is going to be 
paramount. We are an electric distribution 
cooperative, and reliability is key to our 
success; you flip the light switch, you expect 
the lights to come on and stay on. We respect 
our members; we respect the environment; 
and we respect our co-workers and ourselves. 
As a cooperative, our customers (we call them 
members) and many of our employees are 
our owners, and our collective involvement in 
the community is simply who we are.  
Love. The word itself is multi-faceted. Of the 
four words, Storge, Agape, Eros, and Philia, 
the Greeks used to describe this feeling of 

“love,” Philia is probably the closest to what 
love means at Bluebonnet. There are several 
employees who are members of the same 
family (Storge), a few who are married 
couples (Eros); many give of themselves and  
their time to volunteer, asking nothing in 
return (Agape).  But ALL employees share a 

special bond because of the organization we 
work for and the experiences we have in 
common (Philia). Beyond brotherly love, love 
in a business setting becomes more about 
doing the right thing.  James Autry, 
(www.jamesautry.com), in his book and video  
“Love and Profit: The Art of Caring Leadership” 
lists four basic elements behind love in an 
organization: 
 

1. Trust - Rebuild a sense of 
community 
"If you mistrust people, you make 
them untrustworthy."  

 
2.  Honesty - Communicate openly 

and honestly 
"If people don't get the information 
they need, they make it up!"  
 

3. Special Treatment - Dare to give 
employees special treatment 

 
About Jennifer Foery 

 
Jennifer D. Foery graduated from Centre 
College in Danville, KY with a Bachelor of 
Science in Psychology and a minor in 
Religion.  Her sound liberal arts education 
prompted her to pursue becoming a Human 
Resources (HR) Manager.  
 
Jennifer earned her Professional in Human 
Resources (PHR) certification in 2002 and 
began working in HR, training, employee 
relations and organizational culture through 
roles in the manufacturing and video game 
industries.  
 
Jennifer has worked at Bluebonnet Electric 
Cooperative for five years and currently serves 
as the HR Manager there.  
 
She is a member of the Society for Human 
Resources Management and the Austin 
Human Resources Management Association.   
 
Foery resides in the Austin area with her 
husband, two kids and dog and enjoys 
gardening, trying new foods, and being with 
family during her spare time.  

 
 
  

http://www.sosleadershipblog.com/2011/07/whats-love-got-to-do-with-it.html
https://www.bluebonnetelectric.coop/
file:///c:/Users/Billy%20Moyer/Downloads/www.jamesautry.com
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“We all go on our individual 

journeys, but we go on them 

together. That makes love our most 

powerful Foundation Value and 

gives us the greatest strength as 

employees at Bluebonnet and as 

humans.” 

"You don't have to treat everyone the 
same."  
 

4. Courage - Be candid and specific 
"Anger and intimidation are facades 
we hide behind."  

 
I would add that organizations need to be 
passionate about developing their employees 
because they deserve it. It increases their 
self-worth and their value to the organization 
and its constituents.  
 
Mr. Autry’s list is not easy. It requires 
organizations to be accountable and to be 
willing to have the hard conversations. 
 It requires transparency in numbers, policy 
and communication. It also requires 
employees to speak up when the organization 
and other employees are not holding true to 
the covenant. In other words, it takes 
courage.  
 

 
 
Now I don’t want you to think that just 
because all our employees get a Bluebonnet 
paycheck that we sit around and sing Kum-
ba-ya all the time.  
 
 
 
We don’t always show that we love each 
other – sometimes, we don’t even like each 
other, but we are all in relationships, 

relationships with our members, board of 
directors, and with each other, and 
relationships are HARD.  
 
How many times have you avoided giving a 
difficult message because you didn’t want to 
hurt someone’s feelings? Or shut down and 
shut yourself off because you opened yourself 
up to another person and got burned, and it’s 
just easier to distance yourself than to feel 
that kind of pain again? Do you think those 
dynamics only happen at home?  
 
Our charge then is to take those 
imperfections, the tendencies to express our 
humanity, and figure out a way to improve. 
How do you do that? You work on it. You have 
the hard conversations and are honest. Admit 
when you are wrong and when you don’t 
have all the answers. Tell people the truth so 
they don’t make up their own reality.  
 
More importantly, however, you have to open 
yourself up to the experience. Allow yourself 
to be changed by the people you work with, 
the people you love, because in the end, we 
are all here because we love and are loved.  
Our General Manager said it best when he 
said: 
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Creating a Great Corporate Culture  
By Michael Long, Head of Culture Branding at 
Rackspace

 
Corporate culture is a funny topic. Everyone 
in the HR industry seems to be talking about 
it, but few have defined what it means for 
their organizations. Instead, we are given 
example after example of what good looks 
like. But, is that “good” the same for your 
company or your culture? 

 What is corporate culture anyway and 
why does it matter? 

 Who creates it and who is responsible 
for it? 

 Why is it so hard to explain? 
 Why do we try? 

The truth is, corporate culture is a hard thing 
to nail down. It changes quickly. By the time 
you get to some sort of definition, something 
changes and you are forced to redefine. How 
can you possibly present an authentic picture 
of what it means to be a part of an 
organization when elements of the group 
change daily? 
 
At Rackspace, our culture is constantly 
changing. Since our inception, growth, 
technology, economic circumstances and 
Racker personalities have all played a part in 
evolving the essence of what it means to be a 
Racker and our overall esprit de corps.  
 
If I could bottle up the near palpable culture 
and share it, I would, but I can’t. So, in an 
effort to be real and real-time, I depend on 
our people to share the culture they are 
experiencing on our career site, Racker 
Talent. We’ve added 40 bloggers from 4 
continents with an average of 2 new posts a 
week to date. It’s been an adventure! 
 
In my mind, culture is about today. The 
events of yesterday and the prior years 
represent our historical context. For the 
Rackers , who were a part of the entire series 

of events, this historical context is vivid and 
real. For those just joining the company, their  
context starts the moment they walk through 
the door. Both groups make up and influence 
our true culture.  The more I contemplate this 
topic, the more I lean towards the perspective 
that culture is not meant to be bottled up or 
defined. It’s meant to be lived and breathed. 
 
So, how does that work? And how can a 
company have a “good” corporate culture? 
 
It’s about connectedness and organizations 
accepting their employees for who they are. 
Quit hiring people for skill sets alone. Start 
placing values above all else.  

 
About Michael Long 

 

 
 
Since 2003, Michael Long has dedicated his 
career to talent acquisition. In that time, his 
areas of responsibility have included 
recruitment, management, training, strategy, 
and employment branding in both corporate 
and agency environments.  
 
In 2008, Michael took a concentrated interest 
in the use of social media as it applies to the 
realm and launched his first blog, The Red 
Recruiter. 
 
In 2010, Michael joined Rackspace Hosting in 
San Antonio, Texas to head up global 
employment branding initiatives. Since 
becoming a “Racker,” Michael launched 
RackerTalent.com and has brought together 
internal bloggers from five continents to share 
the authentic culture of the organization. 
 
Connect with Michael on Twitter 
@theredrecruiter. 

 

http://www.sosleadershipblog.com/2011/08/creating-great-corporate-culture.html
http://www.rackspace.com/
http://rackertalent.com/culture/
http://rackertalent.com/culture/
http://www.theredrecruiter.com/
http://www.theredrecruiter.com/
http://rackertalent.com/
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“You can teach people skills, but 

training values is near impossible.” 

Are they a good person? Are they ambitious? 
Do they live by the values of your company? 
Then, let them be. Trust them. Let them shape 
the culture that makes your place of work 
different and special. 

 
When was the last time you witnessed 
someone transform from an egotistical, self-
centered, mean personality to a group-
oriented all around happy person? 
 
When I roam our offices meeting Rackers and 
hearing their stories, I see a trend. People 
here care.  They care about their co-workers; 
they about their customers; and they accept 
the calling to help build one of the world’s 
best service companies. Mediocrity with these 
values is not an option. 
 
We hire passionate people who want to make 
a difference. And guess what? They bring that 
passion to work every day. They help their 

colleagues, and they go above and beyond for 
our customers.  
 

 
 

Want a great corporate culture? Quit defining 
it and start hiring the type of people who care 
about the mission. The culture will figure 
itself out. 
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“I believe improving the outcome of a 

company’s hiring process positively 

reduces turnover expenses by selecting 

the right applicants for the job and 

alignment to the company culture.” 

Utilizing Attitude Tests, Behavioral 
Interviewing & Personality Type 
Assessments to Positively Impact 
Corporate Culture  
By Angie Cartwright, HR Professional and Owner of 
Potentiality Coaching & Consulting 
 

Corporate culture influences the way 
individuals think and act, how they work, and 
what is acceptable and not acceptable within 
the company environment. Organizational 
culture is bigger than any one individual, and 
it impacts everyone within the organization. 
 
Based upon various readings, it seems there 
are several components that influence the 
culture of an organization, including beliefs, 
attitudes, values, vision, size of the 
organization, processes, leadership style, 
management style, power structure (central 
or decentralized), rewards systems, stories, 
symbols, and rituals. 
 
Attracting and retaining employees who are a 
best-fit and are aligned with the company’s 
culture is paramount. We have all read and 
calculated various numbers concerning 
turnover costs. The fact remains, turnover is 
very costly.  

For example, consider information sharing 
and knowledge management as an element 
under corporate values. If a company culture 
is one of hoarding, and information is shared 
on a need-to-know basis only, instead of 
transparently and openly, there is quite a 
difference in consideration when choosing a 
candidate. Another example is the difference 
between a culture where empowerment and  
 

 
accountability is key, versus a polar opposite 
culture where decisions are made from the 
top-down. 
 
There appears to be an ever growing trend of 
using pre-hire assessments during the hiring 
process. There is a significant difference 
between job-focused and company culture-
focused assessments. In my opinion, having a 
combination of the two is ideal.  

 
About Angie Cartwright 

 

 
 
Angie Cartwright is a practicing Human 
Resources (HR) professional with more than 
10 years international and domestic 
experience and is also the owner of 
Potentiality Coaching & Consulting. She has 
worked in multiple industries including retail, 
health, non-profit, real-estate, and 
telecommunications. 
 
Angie has consulted in the retail, non-profit, 
and government sectors. She has designed 
and implemented various learning and change 
management initiatives, such as the London 
2012 Olympic Learning & Development Plan 
for the official communications provider. Angie 
recently served as a facilitator at the Wilson 
Sporting Goods Co. HR Summit.  
 
She has a Master’s in Human Resource 
Management and a Bachelor’s of Science in 
Marketing. She holds the Professional Human 
Resource Certification (PHR) and a certificate 
in coaching. 
 
As an HR Professional, coach, and MBTI® 
practitioner, she is dedicated to working with 
individuals, teams, and clients to help them 
achieve their full potential through exploration, 
insights, and action.  
 

 
 

http://www.sosleadershipblog.com/2011/08/utilizing-attitude-tests-behavioral.html
http://www.sosleadershipblog.com/2011/08/utilizing-attitude-tests-behavioral.html
http://www.sosleadershipblog.com/2011/08/utilizing-attitude-tests-behavioral.html
http://www.sosleadershipblog.com/2011/08/utilizing-attitude-tests-behavioral.html
http://www.potentialitycoaching.com/
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“Leadership, problem solving, and 

conflict resolution are important 

elements in creating positive team 

culture.” 

Job  vs. Culture-Focused Assessments 
Job-focused assessments measure habits and 
preferences and predict job  
performance, whereas culture-focused 
assessments predict an applicant’s 
predisposition independent of the job.  
 
If you only utilize a job-focused assessment 
and learn that the applicant is a great fit for a 
sales job and job performance is predicted to 
be high, you only get a piece of the puzzle 
with which to make a hiring decision.  
 

 
 
Let’s say the company culture is one which is 
very competitive, and the decision making is 
not of empowerment but top-down. In this 
case, if the applicant has different values 
(empowerment and autonomy) than the 
company’s culture, which is very rules based, 
then he/she may not be a best-fit overall, and 
thus possible retention issues and 
performance concerns could occur. 
 
Behavioral Interviewing Technique  
Behavioral interviewing is another great 
technique which can improve the outcomes of 
best-fit with job and culture. As a Human 
Recourses professional and consultant, I am 
extremely passionate about behavioral 
interviewing. It is also a great tool to assess 
for cultural fit. The technique does, however, 
require training to ensure that the recruiters 
and managers have key questions directly 
suited to the job competencies and culture. 
We have all heard that adage, "The best 
predictor of future behavior is past behavior."  
 

For example, if commitment to growth and 
mutual collaboration are cultural values, as 
well as learning, and you were trying to 
assess for sales coaching as a skill, then a 
great behavioral interview question might be, 
“Describe a time when, as a sales manager, 
you helped your sales team be responsible for 
their own development and sales 
improvements to enhance the individual, 
team and organizational performance.” Long 
sample, but you get the idea. 
 
Personality Assessments 
Another important tool in creating and 
sustaining a positive organizational culture is 
personality assessments. It is not just a great 
tool for selection but also a fantastic team 
building tool! I saw a recent estimate which 
indicated that 40+% of employers are 
currently utilizing personality assessments, 
and it appears this number is growing.  
 
Just a few weeks back at a reception, several 
young professionals sat across from me in 
discussion about their firm’s utilization of 
personality assessments. They revealed they 
used personality type in their signature lines, 
and displayed their type on their hard hats 
and name badges. When I asked about their 
organization’s intention behind rolling out 
team personality workshops, a few shared 
their belief that it was to foster openness and 
trust and increase awareness of strengths, 
while others felt it was for insight to 
individual and team preferences and to 
reduce conflict. As a practitioner of MBTI®, I 
reinforced the value I feel personality 
assessments bring to individuals, teams and 
organizations.  
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About Alicia Robertson 

 

 
 

Alicia Robertson joined the Seton Family of 
Hospitals in 1997 and currently works as a 
Mission Associate in Mission Integration 
and Biomedical Ethics, where she 
incorporates her personal experiences and 
values with those of the Daughters of 
Charity. 
 
She supports physicians and clinical and 
nonclinical associates by helping them 
explore their spirituality, strengthen their 
work-life balance, and enhance a holistic 
approach to their work. 
 
She leads classes on emotional, social, 
and spiritual intelligence, writes articles for 
internal and external publications, leads 
debriefs after critical incidents, and 
supports a blog for associates exploring 
spirituality and work-life balance. In 
addition, Alicia co-chairs the Seton Family 
of Hospitals Pediatric Ethics Committee 
and serves on the Board Ethics Committee 
for the Network. 

 

I am interested in current trends among 
companies utilizing personality assessments 
to enhance and sustain culture. Knowing an 
individual’s preferences helps with not only 
individual insight, but also job alignment and 
job best-fit as well as cultural fit. 
Understanding “type” creates the opportunity 
to discover individual and team strengths and 
preferences, as well as improve 
communications and reduce conflict.  
 
I agree with the many experts who assert that 
utilizing various attitude tests, behavioral 

interviewing, and personality assessments 
can save candidates as well as company’s 
time and money. I personally believe these 
tools can be very valuable in creating a 
positive organizational culture. 
 
What are your thoughts about attitude tests, 
behavioral interviewing, and utilization of 
personality type? Do you see these as 
ingredients to positively shaping and 
sustaining a positive organizational culture?  
 

 
 
 

Organizational Culture—You Do 
Make a Difference  
By Alicia Robertson, Mission Associate in Mission 

Integration and Biomedical Ethics at Seton Healthcare 

Family

 
When you think about the word culture, what 
comes to mind? Perhaps you think about 
different groups of people around the world 
or in your hometown. What people eat, what 
they wear, how they talk, and how they love 
are all examples of societal cultures. But what 
about when you think about an 
organizational culture, what do you think of?  
 
Do meetings start on time, or do they 
perpetually start 15 minutes late? Do people 
participate in small talk in the elevator or 
smile at each other as they pass in the 
hallway? Does your boss email you at 2am or 
on the weekends even though he/she talks 
about work/life balance? Do people leave 
early or stay late every day? The answers to 
those questions exemplify an organization’s 
culture. It’s the “how we do things around 
here” response. 
 
At first glance you probably don’t realize just 
how much influence you have on “how things 
are done around here.” People automatically 
think that it’s the leaders of an organization 
who really define a culture.  

http://www.seton.net/
http://www.seton.net/
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“Culture is really both a product and a 

process. It’s the what we do and the 

how we do it.” 

While that is partly true because leaders do 
set the requirements for hours worked in a 
week, etc., there are stronger influencers in 
an organization than those who hold C-level 
positions.  
 
Organizational culture is created by each and 
every person on the payroll. We all have 
leadership influence whether we logistically 
lead a team of people or not. If you call a 
meeting to order, what time does it start? If 
you receive an email on the weekend, do you 
respond? Or are you the one sending an email 
in the middle of the night? What expectations 
do you have of yourself and others with 
whom you work?  
 
To get to the bottom of a culture, you have to 
look at your own “stuff” and the individual 
accountability you have to yourself  
and others. It simply is the name of the game 
when it comes to creating or changing a 
culture.  
 
Will you continue to promote certain 
behaviors? Do you have the courage to stop 
those you don’t like? Have you become so 
acculturated into your organization that it’s 
hard to tell the difference between what is 
and what should be? These are difficult 
questions to ask yourself, but they are a must 
before looking at someone else as being 
responsible for “how things are done around 
here.” Absolutely, key leaders have influence 
in some areas of culture, but the rituals, the 
language, the attitudes of the collective are 
much more influential than any one person’s 
words or behaviors…over a long period of 
time. 

 
For companies that have been around for a 
long time, culture can represent hundreds of  
 

 
years of expertise and wisdom from what 
worked well and what didn’t. It is something 
that is passed down from long time 
employees to new hires. This includes the 
really good stuff, as well as the really bad 
stuff. If you’ve read Malcolm Gladwell’s “The 
Tipping Point” (2002), you can see how a 
collection of little bitty things can make a 
huge impact on organizational culture, on the 
glue that holds an organization together. So 
this simply means that people are watching 
you and your behaviors, what is tolerated and 
what is not.  
 
In addition to keeping our self-awareness in 
check and modeling behaviors we want to see 
in others, it’s also important to recognize the 
power of symbolism in organizational culture. 
Companies that share stories, or provide 
opportunities for play and fun tend to have 
positive cultures. People can identify with 
stories, tradition, and history. They think, 
“Gosh, look at all the great things we’ve done 
that will keep us around into the future.” It’s 
being able to see that a group of people have 
gone through this before and pulled out of 
hard times.  
 

 
About Alicia Robertson (Cont.) 

 
Alicia began her career at Seton in Fund 
Development, where she raised money for 
the Seton Community Clinics and Seton 
Medical Center Austin. She later moved into 
a special events role for the Children’s 
Hospital Foundation of Austin and raised 
over $2 million through special events, direct 
marketing, and community outreach.  
 
Alicia holds a Bachelor of Arts degree in 
Biology from the University of Texas at 
Austin, and a Master of Science in 
Organizational Leadership and Ethics from 
St. Edward’s University in Austin, TX. In 
addition to her academic accomplishments, 
Alicia has received years of spiritual 
direction and development through the 
Seton Cove. 
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From an appreciative inquiry standpoint, 
when leaders of an organization focus on 
what works and what’s going well, chances 
are they will get more of it. When you 
constantly focus on what’s wrong or not 
working, morale drops and people find 
themselves in a slump.  
 
Evidence-based research overwhelming 
shows that you reap results from where you 
focus your energy. Talking up successes and 
sharing stories of how you got there can 
produce an incredibly positive and motivated 
workforce. Furthermore, humor and play are 
excellent elixirs to ease tension and stress. A 
simple smile has tremendous physiological 
results; endorphins are released, and it just 
makes you feel better. The most successful 
leaders in an organization recognize the 
culture of which they are a part and can adapt 
as necessary, and that includes knowing 
when to offer praise to a team, share an 
uplifting story, or tell a silly joke. 
 
 
 
 
 
 

It can be said that culture is one of the biggest 
influencers on the success of a team, an 
organization, or even a family. Every person 
is responsible for what this looks like. It’s 
accountability to yourself in the little things 
you do every day, and it’s the way a 
company’s leaders are perceived. 
 
 It can seem like something out of your 
control, but it isn’t. You do have the power to 
make a difference, just as U.S. anthropologist 
Margaret Mead explained almost 75 years ago 
when she said, “Never doubt that a small 
group of thoughtful, committed citizens can 
change the world. Indeed, it is the only thing 
that ever has.” 
 
So think about the one little thing that you do 
every day that contributes to the culture 
around you...what one little thing can you do 
differently that will make your work 
environment a better place?  

 
 
 

Just One 
Unknown 

 
One song can spark a moment, 

One flower can wake the dream 
One tree can start a forest, 
One bird can herald spring. 

 
One smile begins a friendship, 

One handclasp lifts a soul. 
One star can guide a ship at sea, 

One word can frame the goal. 
 

One vote can change a nation, 
One sunbeam lights a room 

One candle wipes out darkness, 
One laugh will conquer gloom. 

 
One step must start each journey. 
One word must start each prayer. 

One hope will raise our spirits, 
One touch can show you care. 

 
One voice can speak with wisdom, 
One heart can know what's true, 
One life can make a difference, 

You see, it's up to you! 
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Organizational Culture – Instilling 
Confidence, Inspiring Hope, Creating 
Leaders Who Make a Difference 
By Amber Fogarty, Partner and Chief Marketing 
Officer, SOS Leadership Institute

 
In the previous seven articles, we have 
explored organizational culture from many 
perspectives. Here are a few of the highlights: 
 

 Culture is one of the biggest 
influencers on the success of a team, 
an organization, or even a family. 

 Your culture is a reflection of your 
people. 

 Culture is both a product and a 
process. It’s the what we do and how 
we do it. 

 It’s the values and beliefs, the 
attitudes and standards, the moods 
and worldviews of the people in the 
group. 

 The culture determines how 
employees act, how motivated and 
engaged they are, how they 
contribute to teams, how they solve 
problems, how they produce results, 
and ultimately how they serve clients. 

 It’s about connectedness and 
organizations accepting their 
employees for who they are. 

 The most successful leaders in an 
organization recognize the culture of 
which they are a part and can adapt as 
necessary, and that includes knowing 
when to offer praise to a team, share 
an uplifting story, or tell a silly joke. 

 Leadership, problem solving, and 
conflict resolution are important 
elements in creating a positive team 
culture. 

 Organizations need to be passionate 
about developing their employees 
because they deserve it. It increases 
their self-worth, their value to the 
organization and to your constituents.

 
About Amber Fogarty 
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co-chair for the Community Events and 
Education Work Group for the Ending 
Community Homelessness Coalition (ECHO), 
which is coordinating Austin’s 2011 Hunger 
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Amber received her Bachelor of Arts degree in 
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http://www.sosleadership.com/
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 Culture is about development and 
growth. Is your company committed 
to helping employees develop into 
leaders? Is your organization 
committed to growth? Not just 
growth in the numbers, but individual 
growth and professional development 
of each individual team member.  
 

 
 

We were reminded that our people have 
tremendous leadership potential and 
encouraged to empower them to reach their 
full potential. We were challenged to consider 
what we can do differently to make our work 
environment a better place.  

 
From my perspective, creating a positive 
organizational culture is about: 
 

1. Instilling Confidence 
2. Inspiring Hope 
3. Creating Leaders Who Make a 

Difference 

 
Let’s strive to instill confidence in the 
organization as a whole, in its mission, its 
vision for the future, and its leadership. And 
let’s not forget to instill self-confidence in 
each of our employees. Who wouldn’t want to 
work for a visionary organization with strong, 
ethical leadership that builds confidence and 
believes in its people? 
 
Let’s strive to inspire hope that 
organizational change is always possible. 
Let’s remind ourselves daily of one of the 
highest callings of leadership, as eloquently 
communicated by Napoleon Bonaparte: “A 
leader is a dealer in hope.” We all want to be 
inspired. We long for something to believe in, 
someone to believe, and to have someone 
believe in us! 
 
Lastly, let’s strive to create leaders who make 
a difference. Let’s build an organizational 
culture that empowers people and offers 
them opportunities for growth. Let’s create a 
culture of lifelong learning, where team 
members at all levels receive the gift of 
personal development. 
 
What else would you add to this list? What 
does organizational culture mean to you? 
Share your comments with me by emailing 
afogarty@sosleadership.com.

 
 

 

mailto:afogarty@sosleadership.com

