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> Linking Culture to Strategy for 
Great Execution  
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Mettle made a significant contribution 
to Retail Banking coming to grips 
with the key drivers of our culture, 
what those drivers meant for the 
business and opportunities to further 
strengthen and align our target 
cultural qualities with our strategy in 
order to improve our execution. The 
quality of the research provided great 
insight into helping us understand our 
culture. 
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The way Mettle presented the 
findings was refreshing and 

created a clear story for us of 
what is working, the potential 

cultural barriers to achieving our 
strategy and recommendations 

for moving forward.

Louis Hawke 
Managing Director, ANZ Retail Banking 
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What is culture?

Culture is what is created from the messages people receive about 
how to behave in an organisation. These messages demonstrate what 
is actually expected, valued and rewarded. They are received through 
six channels:

Leadership
The way leaders conduct themselves, how they make decisions, how 
they use their time and the quality of their relationships

Behaviours and Mindsets
The behaviours and mindsets of others, especially those who are seen 
to hold power or influence

Symbols  
Actions or events to which people attach additional meaning; for ex-
ample, who gets promoted and how resources are allocated

Systems 
The processes such as performance management and planning, 
which drive and manage the business

Structure 
The way the business and its resources are structured; for example, 
clarity of roles and accountabilities

These channels are also the levers for change that an organisation 
has at its discretion. 



© Mettle Group Pty Ltd 2007 
       
    5

Why is culture so 
important?

The debate is over. It has been proven that culture affects a company’s 
bottom line. Everyday the media and regulatory bodies testify to the 
power of culture. In business today, culture is money. 

Recent research shows that without exception, companies that 
outperformed their industry peers excelled at the four primary 
management practices – strategy, execution, culture and structure. 
$1 invested in a portfolio of winning companies, would have returned 
$11 after 10 years compared to $1.50 if invested in the losing 
companies.1

1. Nohria, Nitin, Joyce, William, Roberson & Bruce. 
What Really Works Harvard Business Review , 
00718012, Jul 2003, Vol. 81, Issue 7
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Linking culture to strategy to 
improve execution 

At Mettle, we believe that your strategy must determine the culture 
you require. For the commercial sector, strategy may be geared to-
ward growth and competition. In the government sector it may revolve 
more around streamlining and accountability. Whatever your strategy, 
it needs to become the filter through which all cultural decisions are 
made. 

Understanding your culture is fundamental to your ability to align your 
culture to your strategy and improve execution. 

The fact is culture eats 
strategy for lunch. You 
can have good strategy 
but if you don’t have 
the culture and enabling 
systems to implement that 
strategy ... you will fail.
Dick Clark, CEO, Merck 
The Australian Financial Review                         
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The benefits of Mettle’s  
culture research

Mettle specialises in culture research that clearly creates a picture 
that describes your strengths, weaknesses and potential risks, as it 
relates to your strategy.

Culture research delivers a powerful tool on which to build your re-
quired culture. The benefits of this work include:

Objective insights for charting your course

We provide you with meaningful and relevant insights and a frame-
work for planning a skillful and purposeful course of action. 

Identification of levers for change
We identify which levers for change (leadership, behaviours & mind-
sets, symbols, systems, and structure) will give you the most value 
for your money.

Getting to the heart of the matter 
We will help you understand your cultural strengths and weaknesses, 
get to the heart of what makes your business and the people within 
it ‘tick.’

Hard data                                                                               
We provide hard data for targets, comparison and the measurement 
of change in the future.

Flexibility
The flexibility of our research to build on any cultural work you have 
previously undertaken (e.g. pre-existing values) means that we do 
not take a ‘cookie cutter’ approach, nor do you have to start all over 
again with another new process.

Engagement of your leaders 
We engage your leaders in the process of cultural change and, in 
turn, help you engage your people and align them with your cultural 
strategy.
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Engagement versus culture

Engagement measures the 
extent to which your employees 
are emotionally connected to the 
organisation. 
Culture measures the long term 
message people recieve about how to 
fit in and succeed. 

The difference between engagement surveys 
and culture research
It is common practice for organisations today to measure employees’ 
level of engagement and satisfaction. It is important to be aware 
however that both engagement and satisfaction are outcomes of 
culture - symptoms if you like. 

While engagement and satisfaction surveys illustrate the extent to 
which your employees are emotionally connected to the organisation, 
they do not provide a deeper, more specific cultural perspective. 

Indeed engagement surveys paint a picture of only how well the 
company is serving the employees, not how well they are serving 
the company. There is no actual connection to the execution of 
strategy. 

A culture diagnostic gives you this connection as well as the root 
causes of your cultural strengths, opportunities for development and 
levels of engagement. A culture diagnostic reveals the messages 
employees receive about what is important, how they are expected 
to behave, and informs the leadership about how well its people are 
aligned to the outcomes the business is trying to achieve. 

This information can be used to identify the levers that will link your 
culture to your business strategy - something an engagement or 
satisfaction survey cannot do. Ignore culture at your peril; it really 
is the last true source of competitive differentiation and therefore 
advantage.
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Arguably Kirk’s biggest 
challenge - the one that will 
determine whether he succeeds 
or fails - is to align Fairfax’s 
culture with its strategy.
Tony Featherstone, Journalist                    
BRW Magazine

Culture research process

Step 1: Defining YOUR Target Culture to 
achieve YOUR strategy
In a facilitated session, we work with you to select the target 
qualities you need to connect your culture to your strategy. 
We use a process that explores the company’s strategic im-
peratives and, through this, select the priority areas for cul-
ture development. If the organisation has pre-existing values 
we use this session to align them to the Mettle Culture Gauge 
(MCG) survey. The qualities we define as your priorities are 
placed in a Target Culture Gauge as pictured below (see page 
13 for more details on the Mettle Culture Gauge).

Figure 1: 
Target Gauge
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Step 2b: Assessing your Current Culture 
through Quantitative Research
Our culture diagnostic uses the Mettle Culture Gauge 
(MCG) on-line survey. The MCG takes about 12 to 15 min-
utes to complete and all responses are confidential. 

All the qualities in the MCG are constructive and perform-
ance enhancing; there are no negative qualities. Your 
company’s score on any quality shows whether that qual-
ity is enhancing or limiting your ability to achieve your 
strategy.

After generating the results of the MCG, we map the re-
sults against the Target Culture Gauge to reveal the gap 
between your actual and required culture, as illustrated 
in Figure 2. The light blue shows the target level and the 
dark blue shows the actual result. Our reporting allows 
us to present your results in demographic groups; for 
example, by division, by level of employment or by length 
of service. 

Step 2: Assessing your Current 
Culture
At Mettle we use both surveys (quantitative) and 
interviews and focus groups (qualitative) to conduct 
research. Depending on your requirements, we will use 
either the quantitative MCG survey on its own, or both 
our quantitative and qualitative methodologies. 

Step 2a: Assessing your Current 
Culture through Qualitative Research
Our qualitative research methodology, Message Map-
ping, uses structured interviews and focus groups to 
discover:

The underlying values and beliefs of the  �
organisation that guide (often unconsciously) the 
decisions and behaviours of your people 

The expected behaviours or ‘unwritten rules’  �
which form the basis of the culture

The drivers of the culture: the messages that  �
people receive about how to behave and the 
sources of these messages

The actual and perceived strengths and  �
weaknesses

Benefits of doing qualitative research
Qualitative research helps us interpret and make meaning 
of your MCG results in the context of your organisation. 
It assists in explaining why the results are the way they 
are and allows us to add depth to the data. Using this 
methodology allows us to create a clear story of what is 
working and the potential cultural barriers to achieving 
your strategy. Anonymous quotes gathered throughout 
the interviews and focus groups are also used to  help 
illustrate the findings.

A recent client had an imperative 
to develop new products quickly. 
In the Target Culture session, the 
leaders determined their need for an 
innovative culture. 

Our research found that they had 
a strong fear of failure within their 
culture, which meant that employees 
were too intimidated to present 
new ideas. This was limiting the 
company’s ability to be innovative.
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Step 3: Understanding Your Results
As part of this diagnostic you will receive a report that shows you 
how people experience your culture. This will allow you to see what 
aspects of your culture are limiting or enhancing your ability to 
carry out your strategy. 

We then work with your executive team in a debriefing session to 
understand the results. In this session we look at the findings and 
gap between what you said you needed to achieve your strategy 
and your actual results. We draw on your experiences and under-
standing of the organisation to gain further insights. At the end of 
this session you will have a clear picture of your next steps.

Target Culture

Actual Results

Figure 2: Actual vs 
Target Gauge
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Diagnostic reports

MCG and computer generated 
report with analysis
Mettle conducts the MCG survey with either a 
census or a sample of staff. Clients receive a 
computer generated report which outlines the 
overall highest and lowest scoring statements 
and a summary of the target quality results. 
In addition the report includes a section of 
analysis conducted by Mettle outlining themes, 
strengths and limitations.

MCG and computer 
generated report
Mettle conducts the MCG with either a 
census or a sample of staff. Clients receive 
a computer generated report which outlines 
the overall highest and lowest scoring 
statements and a summary of the target 
quality results.

MCG, Message Mapping and             
full report
Mettle conducts the MCG with either a census or a 
sample of staff as well as interviews and/or focus 
groups. Clients receive a full report including gap 
analysis, recurring themes, executive summary and 
practical recommendations.

Three types of report options are 
available 

Mettle Culture Gauge, Message Mapping 1. 
(qualitative research) and full report

Mettle Culture Gauge and computer 2. 
generated report with analysis

Mettle Culture Gauge and computer 3. 
generated report
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The Mettle Culture 
Gauge (MCG)

Mettle uses the Mettle Culture Gauge as its quantitative instrument of 
choice. 

We have found that most cultural aspirations fit into five main types of 
corporate cultures. These are:

External Care  �

Achievement  �

Innovative �

One Team �

People First �
These five cultures differ from one another, deliver unique advantages 
and are contextual to your business and strategy. 

There is also a sixth cluster, the Core, which contains the fundamental 
qualities that underpin any great culture.

A strong core is 
necessary for any 
successful business. 
The other five clusters 
explore what it takes 
to be successful in 
YOUR business.
John Eales

Figure 3:Mettle 
Culture Gauge  (MCG)
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The Mettle Culture Gauge (MCG) is a unique, statistically valid 
and reliable on-line research tool that measures the degree 
to which the qualities, within these six clusters, exist in your 
organisation. It is used to explore your organisation’s current 
culture and how it is limiting or enhancing your ability to per-
form.

Unlike other tools which have a ‘one solution fits all’ approach, 
the Mettle Culture Gauge has been designed to act as a flex-
ible tool, able to fit with your strategic objectives and core 
values.

How was the Mettle Gauge developed?
The principles behind the Mettle Gauge stem from 20 years’ 
experience in assessing and developing organisational culture 
and leadership. Also incorporated is the latest thinking on 
cultural aspirations backed up by the research of prominent 
leaders in this field such as Jim Collins, Peter Senge, Ronald 
Heifetz, Noel Tichy, Daniel Goleman, Abraham Maslow and 
Margaret Wheatley, to name but a few.

How was the Mettle Gauge validated?
Dr George Argyous, who lectures in statistics at the University 
of New South Wales and is the author of Statistics for Social 
Research, conducted a series of statistical tests on the Mettle 
Culture Gauge. Using representative client data sets, Dr 
Argyrous’ analysis determined that the MCG is a statistically 
valid and reliable tool.

Mettle Culture Gauge 
development and validation
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How does the Mettle Culture 
Gauge stand out?

How does the Mettle Culture Gauge differ 
from others on the market? 
This tool is about creating the right culture for you. Unique to Met-
tle’s approach to organisational culture research is our belief that your 
strategy needs to define the type of culture you require. When clients 
define their target culture, they choose the type of culture they need 
to fulfil their strategic objectives. Our Mettle Culture Gauge allows you 
to select the cultural qualities you believe you need to place most 
importance on. We do not prescribe a ‘one solution fits all’ approach 
as do other tools.  

Other advantages:
The qualities measured relate directly to the cultural challenges  �
most commonly encountered by corporations today 

Language is relevant to business and easily understood;  �
communication of results is straightforward

The tool allows tailoring of the target culture according to your  �
unique business strategy. Gap analysis and subsequent planning 
of initiatives to address this is tightly aligned to the business 
issues

The tool is supported by Mettle’s frameworks for building each  �
of the target cultures, and we can provide further support for 
any of the 21 qualities of the tool
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Mettle Gauge overview
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Mettle Gauge overview
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Mettle Gauge overview
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Other Mettle Services
Mettle Group offers a complete range of services to 
support implementing cultural change. Our consult-

ants cover varied areas of expertise such as cultural 
development, organisation design, systems renovation, 
leadership development, innovation development, team 

development, mindset and behavioural change, and 
accountability training. Support can be offered in the 

form of consulting advice, workshops and conferences, 
ongoing cultural development programs, train-the-train-

er programs and one-on-one coaching.
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