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The Secret to Scaling Without Losing Your Soul




Our Hypothesis
It you intend to make a dent...

...a high-performing, adaptable company
culture is a must-have.




Investing in Culture Pays Off

Reducing redundancies
Facilitating quicker, better execution
Attracting and retaining top talent, reducing turnover

Increasing collaboration and innovation

“The stronger the culture, the less corporate process a company
needs...When the culture is strong, you can trust people to do

the right thing.”
Brian Chesky, AirBNB
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Culture Raises the Bar
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Insight #1: Culture Units




Not all Culture-Units are Created Equal

Some have no capacity

®

Some are weak or superficial

Some are functional
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Some are high-performing




Strong Culture Units

The strongest cultures demonstrate these behavioral
capacities

Responsibility
Learning
Candor

Appreciation

Resolving Tensions




How many culture-units in a team of n?

A: nx(n-1)/2 = # of culture units

ifn=28, then 8 x(8-1)/2 = 28 culture-units




Insight #2:
Culture as Company Identity




Culture must flow from your essence

If you want to have an exceptional culture,
where well-connected people want to work
& work hard...

...there are things that you can do...

...but they must flow from who you are.
Your essence. Your DNA. Your truth.




3. ...AND drives
what results you
HAVE

2. ...determines what
you DO...

1. Your company’s Essence
(ourpose, values, principles)...




Insight #3:
Make Your Essence Explicit




Over and over we see that defining & creating a
touchpoint for your essence, is a must-have for
scaling without losing your soul.

Founder: “Why don't they get
what's going on around here?”

Everyone else: “What are we doing
here?”




Good Culture Codes Are...

...Expression of our unique essence

...Value + behaviors

...Collectively created and owned.

...Authentic —feels like US
...Not a bunch of BS corporate cliches

...Integrated with mission and brand

For more on culture coding, click here.



https://www.culture-builder.com/culture-coding/culture-coding-101.html

Risks of not doing it right

e Organ rejection

o Must feel like an authentic expression of current culture — Must match ‘blood type’ of
organization in content and tone.

e Culture PR

o Culture code is first step. To make it real, it must be embedded into people process,
rituals, systems, and internal comms.

o Exec team must own it, walk the walk. Can't just delegate it to HR.
e Stir things up without increasing collective pride

o AKA Leadership Lip Service. See: poor glass door ratings
e Culture / Diversity Debt




Culture Coding Approaches

Tablets from the mountain: Slack

Bottom up: Live Person
Top down and bottom up: Tile LIVE p EP SO N

Leadership team culture prototyping: LinkedIn e

Cile
Linked [[}}

For examples of great culture codes click here.



https://www.culture-builder.com/resources

Insight #4:
Treat Culture Like Product




What it takes to build a great product/culture

- Understand the customer & the value prop
- Roadmap for change

- Product manager

- Experiments & metrics

- Regular releases

- Customer feedback

- Ongoing cross functional effort




The key is iteration & learning

Product

KPls

Build a feature or test a
hypothesis

Your purpose & the value prop

Culture

Engagement, low turnover, high
quality hires, overall effectiveness

New behaviors, rituals,
processes

Your essence



An
Organization’s
Culture is
Created and
Reinforced
Through a
Variety of
Actions
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5 Hacks: Build your culture at no cost to you

1.

ok~ W D

Upgrade the quality of your conversations and meetings (For more on this click
here and here)

Leverage the power explicit agreements
Don’t hire people who can’t take feedback well
Learn how to stay in the flow zone (resourceful brain vs. reactive brain)

Regular offsites to reconnect with your essence, build trust, and attend to
leadership team-functioning



https://www.culture-builder.com/founders/1-reason-culture-building-efforts-fail.html
https://www.culture-builder.com/founders/world-needs-more-culture-builders.html

Our #1 Recommendation:




Prototype First

The Goal - Create the next iteration of your culture with your
leadership team.
e Make 3-5 agreements with each other about how you will work with each other

that you are willing to hold yourselves and each other accountable to.
e Practice your culture into existence.

Why

e to become credible leaders of the culture you want to create
e to increase your ability to hire leaders who will be future culture-builders
® increase exec team capacity and EQ




Culture Prototyping Process

1. Set aside a couple of hours over the next two weeks.

2. Brainstorm and commit to 3-5 behaviors

e Make sure the agreements are specific and observable behaviors.

e Make personal commitments to practice these agreements

e Decide in advance how you will “support” each other in keeping these agreements in
the moment that you are not practicing?

o Keep it simple

3. Commit to follow-through.

e How often, when and how will you check-in on these (i.e., 5-10 minutes at the end of
each weekly meeting)

e How long will you run this experiment?




Example agreements you can make

Be Curious: | commit to staying curious even if I'm certain | am right. | am willing to hear something new.

Listen for positive intent: | commit to listening for the good purpose in what people say and do. | commit to focusing on the
contribution and the commitment of the speaker.

Be Coachable: | commit to growing in self-awareness. | commit to regarding every interaction as an opportunity for learning and
growth: | am willing to ask for and be receptive of feedback.

100% responsibility: | am willing to take full responsibility for my circumstances, my reactions and my choices (conscious and
unconscious) and the impact my choices have on others. | commit to supporting others in taking responsibility for their lives.

Communicate responsibly: | commit to speaking openly and honestly without blaming or judging. | commit to being a person to
whom others can express themselves with candor.

Forward the Action: | say only what needs to be said and what has not been said.
End Gossip: | commit to speak directly to the person with whom | have an issue or concern. | encourage others to do the same.

Convene the Collaborative Conversation: | commit to creating a “win for all” (win for me, for others, for the organization, for the
whole) with whatever issues, concerns or opportunities arise.

Embrace Differences: | am committed to honoring the diversity of points of view, styles and backgrounds. | reject the trap of
"either/or” thinking and embrace complexity and paradox. “Yes AND..." instead ‘Yes but...”

Be on the Court: | commit to showing up and engaging fully with what's happening now. Crew, not passenger; Owner, not victim.
When | notice myself withdraw or drift, | am committed to shifting back.




Example Agreements

Be Curious, Debate & Commit =We commit to staying curious even if we think we are right.
We leave the room aligned.

Be Coachable -we ask for, and are receptive to feedback.

Communicate without blame —=we commit to speaking directly to the person with whom we

have an issue or concern. No gossip.

Forward the Action -We say only what needs to be said and have a bias for action.




1. Resources for Culture-builders
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6 Components of Company Culture How we turned a camping trip into

Culture-Builders are Storytellers an enduring intentional community



https://www.culture-builder.com/

Startup Culture Incubator

An 8-week prototyping sprint with your leadership team:

- A next version of your culture code that you're proud of.
- Our proven discovery process for getting clear on your essence.

- Defined, specific behaviors for your leadership team to track to ensure your
culture code is driving real business results.

- Professional facilitation with biweekly check-ins to iterate alongside you.
- A game plan for rolling out your defined culture to your team.






