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Culture Survey 
 

 
 

• UniSA has surveyed the workplace climate (staff opinions) every three years since 1998 
• culture surveys are not commonplace in Australia; we identified only 2 previous examples in the sector 
• HR examined various international  instruments and made a selection based on conceptual rigour, approach and fitness for purpose 
• SMG decided to use Denison Organisational Culture Survey (DOCS) because it was closely aligned to CTH concerns 
• DOCS designed to shine light on how an organisation’s culture promotes or inhibits performance. 

 

Signalled UniSA’s intent to: 
• develop high performing, sustainable workforce  
• hire only great staff 
• emphasise leadership focussed on team-based 

approaches, mentoring & collaboration 
• foster an end-user aware, service excellence 

culture anchored around trust and empowered 
responsibility 

HR asked to lead suite of projects to realise 
these aspirations. 
 



Our approach  
 

Project plans developed based on review of: 
• academic and applied change management literature 
• change projects in universities, locally and internationally 
• good practice in workplace management in high 

performing organisations; public & private 
• discussions with external practitioners and in-house 

academic experts. 

From this work: 
• identified guiding strategy and key areas for intervention 
• recognised the import of effective leadership in both 

culture formation and delivering on our aspirations. 
 



Acknowledgement: adapted from Nous Consulting 



Initial interventions  
 

• Culture: replaced climate with organisational culture 
survey to provide insights into our workplace cultures and 
a base-line from which to measure change 

• Capability: identified core behavioural attributes of an 
enterprising workforce as catalyst for change and 
improved organisational performance 

• Leadership: implemented 360° diagnostic for senior 
leaders to assess alignment with strategy and inform new 
model of leadership development 

• Think ‘one team’: trialled major development initiative to 
empower teams and drive integration of support services. 
 
 



Change diagnostics  
 

 

• UniSA has surveyed workplace climate every three 
years since 1998 (using Insync surveys) 

• culture surveys not commonplace in the 
Australian Higher Education Sector 

• HR examined wide range of instruments and 
selected for conceptual rigour, approach and 
fitness for purpose 

• Settled on Denison Organisational Culture Survey 
(DOCS) which aligned well with goals of UniSA’s 
strategic plan. 
 



According to Schein: 
Organisational culture is the pattern of 
shared basic assumptions – invented, 
discovered, or developed by a given 
group as it learns to cope with its 
problems of external adaptation and 
internal integration – that has worked 
well enough to be considered valid 
and, therefore, to be taught to new 
members as the correct way to 
perceived, think and feel in relation to 
those problems. 

  

Or more prosaically it’s: 
 the way things are done around here. 

Conceptualising culture 



Culture vs climate 

Acknowledgement: Nous Consulting 
 



Culture and performance  
 

 

 
 
 
 
 

 

Denison Organisational Culture Survey (DOCS) designed to shine light 
on how an organisation’s culture promotes or inhibits performance. 
 
Denison’s research shows high performers find ways to: 
• empower and engage their people (involvement) 
• facilitate co-ordinated actions and promote consistency of 

behaviours with core values (consistency) 
• translate the demands of the organisational environment into 

action (adaptability)  
• provide a clear sense of purpose and direction (mission). 
  
For Denison; it is not only possible for an organisation to display 
strong internal and external values, stability and flexibility, it is of 
critical importance to an organisation’s long term effectiveness.  
 



Denison Culture Model 

“Does our system   
create leverage?” 

Consistency 
Systems, Structures,   

& Processes  

“Are our people aligned  
and engaged?“ 

Involvement 
Commitment, 
Ownership,  
& Responsibility 2 

Adaptability  
Pattern, Trends,  
& Market 

“Are we listening to the 
marketplace?” 

Mission 
Direction, Purpose, & 

Blueprint 

“Do we know where   
we are going?” 



The instrument  
 

• Used by over 5,000 organisations worldwide since first 
becoming available over 20 years ago 

• Built around 60 core questions measured on a five point 
Likert scale (1 = strongly disagree and 5 = strongly agree) 

• results benchmarked against 1,000 organisations (500,000 
individual survey returns) in database. 
 



Logistics 
 Survey conducted 

between Sept 15 & 
October 3 2014 

 70% of the invited 
population responded 
(2031 valid responses) 

 6220 open text responses 
across the four questions 

 Local support from Leed 
Consulting. 
 



Analysis  
 

• Results identified areas where confidence was high and 
perceptions of the culture were very positive and others where 
more work was required to strengthen elements of the culture 
to support achievement of UniSA’s strategic intent 

• Mission was the strongest of the 4 key traits measured by the 
survey with 4 of the top 5 (and 7 of the top 10) scoring line 
items within this trait 

• With Mission referred to as the first among equals of Denison’s 
culture traits, a relatively higher score here offered confidence 
the University had a solid foundation to build momentum for 
broader cultural change processes  

• Strength in the Mission trait also positively aligned with open 
text responses to the top 3 expectations of UniSA’s senior 
leaders, with Clear Vision and Clear Direction being two key 
expectations.  

Presenter
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Observations  
• A strong collegial atmosphere, positive work environment, 

teamwork and a can do attitude were aspects of the culture 
staff wished to preserve 

• honesty, respect, teamwork, a strong work ethic, academic 
integrity and innovation were identified as shared core values 

• a clear focus on customers, students and research effort should 
be both preserved and further developed 

• Stream-lining decision-making, reducing hierarchies and cutting 
red tape were identified as priorities for action 

• strengthening the capacity to adapt and innovate, breaking 
down organisational silos to increase collaboration across 
organisation boundaries and being more accountable for acting 
consistent with core values were identified as areas for cultural 
and organisational development. 

 
 

 
 





Enterprise attributes  
 

Extensive research exercise summarised in research paper; 
Attributes of an Enterprising Workplace 
•  reviewed around 190 competency/ attribute statements 
•  approximately 90 from universities worldwide. 

 

Widespread use of behavioural attributes & competencies in: 
• United States 
• European Union, particularly the UK 
• high performing consulting and tech companies  
• Australia; UWA, Curtin, ANU, RMIT, Edith Cowan, ACU. 

 

reviewed literature on enterprise and entrepreneurship. 



Enterprise vs Entrepreneurship 
UK HE Quality Assurance 

Agency (2012): 
 

Enterprise is the application of creative ideas 
and innovations to practical situations. It 
combines creativity, ideas development and 
problem solving with expression, communication 
and practical action 

Enterprise skills include taking the initiative, intuitive decision making, 
making things happen, networking, identifying opportunities, creative 
problem solving, strategic thinking and personal effectiveness 
 
Entrepreneurship is the application of enterprise skills specifically to 
creating and growing organisations in order to identify and build 
opportunities 
 
The application of entrepreneurial skills within an existing organisation is 
termed intrapreneurship.  
 

 







Leadership and culture  
 
• Leadership has an essential role in the creation, 

embedding and transmission of an organisation’s culture 
• Complementing  the culture survey was progressive 

implementation of 360° feedback for all senior staff  
• Core attributes were embedded in the 360° instrument 
• Broad themes emerging from 360°, coupled with 

additional research and survey work underpinned a new 
leadership program for senior staff. 

 



Attributes of leadership 

This check-list identifies those behavioural attributes of leaders UniSA has identified as essential to its 
development as an enterprising workforce and culture: 

 

• Strategic perspective: establishes focus and 
provides direction 

• Decisive; takes the initiative, willing to take 
hard decisions, tolerates ambiguity and 
uncertainty, confident to take opportunities 
and calculated risks, persistent 

• Leads and motivates change 

• Gets results; finds solutions and takes 
responsibility for accomplishing goals and 
achieving quality outcomes 

• Communicates with impact: listens first, then 
leads; shares information and involves others; 
is respectful of other points of view. 

 

• Supports people to continuously improve: manages 
performance that motivates people towards 
achieving the best results, mentors and 
encourages other to develop; recognises and 
utilises others' talents; delegates effectively 

• Handles difficult situations/people; resolves conflict 

• Negotiates persuasively; influences others 
appropriately to gain support and attain goals 

• Builds and maintains relationships - external and 
internal, at all levels 

• Fosters and models teamwork, cooperation and 
participatory decision-making. 

 

• Is adaptable and flexible: adjusts style as 
appropriate to the needs of the situation; always 
willing to try new approaches to gain an effective 
outcome 

• Uses own and others' time effectively; is timely and 
responsive 

• Exemplifies integrity and respect: consistently 
displays professionalism and confidence, builds a 
culture of civility, trust and respect for difference, 
acts in the University's best interest 

• Emotional resilience: self-aware and self-
motivated, remains calm in a crisis; is able to 
bounce back from adversity; has courage to 
acknowledge and learn from mistakes 

• Encourages innovation and creativity, generates 
new ideas and solutions and challenges accepted 
thinking and norms, works with passion for 
achievement. Acknowledgement: with input from KRG Consulting resources 



Future: Enterprising Leadership 

Acknowledgement: adapted from NCEE 



‘Think One Team’ project 

Acknowledgement: Think One Team 
 



Reflections  
 

• Attention to issues such as effective leadership and the nature 
of an organisation’s culture are vital to the success of change 
initiatives 

• Shifting organisational culture is both challenging and complex 
and is more likely to have a 10 than a 5 year time horizon 

• Treating cultural change as a major variable in a change 
management exercise at the outset, rather than as an output of 
the process must improve the likelihood of success 

• Multiple interventions, situated at various levels of the 
organisation can open up new sites for innovation and help 
identify champions for change 

• However, what leaders do is a defining element in any 
successful process of culture change and organisational 
development. 
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