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Organizational Culture – Based on Edgar Schein’s work 
 
A useful resource: The Corporate Culture Survival Guide Hardcover, Edgar H. Schein 
 

Organizational Culture is: 
 

The web of shared assumptions 
 
1. Which define “reality” for people in the organization. 
2. Which is expressed in and supported by organizational structures, values, processes, symbols 

and style. 
3. Which was learned in adapting to the environment and establishing. 

     internal integration 
4. Which is taught to new members. 

 
Creating Culture 
 
· Interaction regularly over a significant period of time 
  
· Relatively successful in what they are doing 
 
· Patterns of behavior and solutions that seem to work to become a culture 
 
· Leader / founder is primary shaper 
 
· Issue                   defining success 
 
Early Growth 
 

• Evolution (incremental change) 
• Insight  through organization development and coaching/training to build behaviors/climate 
and intentional envisioning, values work, etc. 
 
Midlife 
 

• Systematic promotion of people 
• Planned change - OD projects, parallel structures 
 
Decline 
 

• Infusion of outsiders 
• Scandal or myth explosion. 
• Coercive persuasion 
• Death  --à  recreate something in its place. 
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                                  THE PRIMARY ISSUE 
                                 The need of the organization to do two things 

 
      
     

                        
                                                        
 
 

Is about "success"  Common language 
   

Environment has impact  Boundaries 
   

Listen, understand, respond  Influence 
   

Response is - where to go? How to 
get there? Needs consensus 

 Intimacy 

   

Leaders - 
• success at this or "out" 
• so how to define "success" 

 Rewards 
 
Myth 

 
 
 

The Research: What does it say? 
Which elements are primary? Which are secondary? 

[Circle those you think are primary in shaping organizational culture] 
 
Organizational structure  How leaders react to critical incidents and 

crises 
   
Rites & rituals  Physical space 
   
What leaders pay attention to, measure, 
work to influence regularly 

 Statements of belief, values, etc. 

   
Stories, myths  Role modeling, teaching, coaching 
   
Observed criteria by which leaders 
allocate rewards 

 Observed criteria by which leaders allocate 
scarce resources 

   
Observed criteria by which leaders 
recruit, promote and exclude 

  

  
 
 
 

Adapting to 
the Environment  

Identity, Integrity 
and Internal 
Integration 
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Three levels of organizational culture 
 
See on YouTube – Edgar Schein’s model 
 

 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
Visible obvious elements of an 
organization.  
 
Espoused values are the 
organization's professed set of 
values and norms. 
 
 
The underlining and unconscious 
assumptions, values and beliefs. 

https://www.youtube.com/watch?v=HM89E6ltVOg
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Ways of Working 
 
• How decisions are made 
• What is it like to be part of this group? 
• Dress 
• Level of formality 
• Communications – how we find out about organizational events, norms, etc. 
• How disagreements are dealt with 
• Ways of inclusion, influence, intimacy 
• Times of work 
• Jargon, identify symbols. 
• Balance of work, family, leisure, etc. 
• Social events 
• Meetings – frequency, degree of self-management of task issues, of relationship management 
 
 
 
 
Exploring Deeper Shared Assumptions 
 
Issue: What is driving the observed “ways of working” 
 
• Look at roots in a national culture. 
• What is the relationship between humans and Nature? – blend in, change it, etc. 
• Assumptions about Human Nature – e.g., Theory X – Y 
• Assumptions about Human Relationships – focus is on group or individual 
• Assumptions about the Nature of Reality & Truth – pragmatic, religious/moral tradition, etc. 
• Assumptions about Time & Space – hard to get at – use calendars, being “on time”, open work 
spaces vs. offices, what is “privacy”, how close to stand/sit near others, etc. 
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Conditions for Culture Change 
 
     Disconfirmation  Something happens that surprises you; your world isn’t as stable 

as you thought 
- Events – accidents, trouble 
- External Pressure – law, bishop 
- Recognition – things are not as good as they might be 

 
 
 
 

  

Survival Anxiety (guilt)  Might be “guilt” – you are not achieving in some way that is 
important to you 

 
 
 
 

  

New Way of Working 
 

 Because something is not going “right” – new ways are 
introduced. That brings “learning anxiety” 

 
 
 
 

  

Learning Anxiety  Survival anxiety is not enough in itself to motivate change. 
Prospect of learning something new arouses sources of 
resistance -- Resistance to change grounded in “learning 
anxiety” 
1. Identity – when learning something new 
2. Competence – feelings about being temporarily incompetent 
3. Membership – fear of being expelled from your group 
4. Pain of unlearning what is comfortable 
5. Fear of being punished for loss of productivity during the 
transition 

 
 

If the Learning Anxiety is greater than the Survival Anxiety … 
 
Defense mechanisms appear – 
§ Denial - of the disconfirming information 
§ Dodging - the relevance of the information to oneself 
§ Scapegoating – blaming others; requiring them to change first 
§ Bargaining – “what’s in it for me to learn this new way?” 
 
Overcoming resistance to change 
 

1. Survival anxiety must be greater than the learning anxiety 
2. Increasing survival anxiety only produces more resistance 
3. Strategy – reduce the learning anxiety by creating “psychological safety” 

 
Read "Survival anxiety and learning anxiety" in Chapter 6 of Finding God in All Things, Heyne, 
Michelle; Gallagher, Robert. Ascension Press, 2023.  


