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A is for Artifacts
When assessing organizational culture, leaders must pay attention to artifacts. Artifacts in organizations can be tangible or intangible, visible or invisible. They are found in all aspects of an organization including behavior, processes, physical surroundings, thoughts, social and emotional expressions, stories and documents, physical objects, and even language. 
You may think that finding and assessing artifacts is easy; more often then not, it is seen as difficult to decipher. This means that as a person (or a leader) trying to uncover what gives meaning to your organizational culture you might find artifacts that have more meaning to you than it does to your organization. In fact, you might be biased because you are looking for artifacts that you think impact your culture rather than what other organizational members feel impact the culture. For example, if there is conflict between staff and management in your organization and you want to resolve this, you might think that lack of communication between the two levels is the cultural artifact that describes the culture. However, it might turn out that another artifact you never considered but was more important than communication is the factor to shaping your organizational culture. An artifact that you may feel is small, such as management has large executive offices whereas staff members’ office spaces are cubicles, may actually have a large implication for staff and management disagreements.
So, how would you know which artifacts to look for and how can you decipher them in a way that best illustrates your organizational culture?
Like an anthropologist, leaders must explore, discover, and uncover artifacts in their environment. They must do this from an “outsider” perspective. Often times, organizations will bring in organizational culture consultants to help resolve the issue because the consultant is an “outsider” to the organization. This can be extremely helpful because the consultant comes in without certain biases for the organization, of which the management team may already have. The outsider is able to make objective observations about the artifacts based on their “outsider” perspective, as long as he/she is aware of his/her own biases for the project and the organization. This is not to say the organizations cannot assess their own culture. Many organizations are able to do so, but they need to pay careful attention to their own biases in the process. 

Organizations should periodically conduct organizational culture assessments that include evaluating and uncovering artifacts in the organization. If leaders did this it would help in addressing long-term cultural issues and prevent new ones from forming. The following exercise is a tool to help you to uncover artifacts related to your organization. 
Exercise 1: Digging for Artifacts
Pick a place that you have never been to. This can be a retail store, a grocery store, a gas station, a library, a museum, a video store; the list is endless. Choose a place where you can spend some time to think and reflect about your surroundings. Set some time (at least 1 hour) aside to do this activity. Review the following questions before entering your location. Spend at least 30 minutes walking through the location and note your reactions, your thoughts, and the things that come up for you as you walk through the environment. 

You might find it helpful to bring a tape recorder with you to record your thoughts. You can always transcribe your notes later in the sections below. 
1. Write down how you are feeling today. Note any emotions or feelings, negative or positive, about doing this exercise.

2. Write down any biases you have about this project. You don’t want to bias your “outsider” perspective of the place you will be visiting. You want to be as detached from it as possible to truly understand the culture of the place you are observing. Write down all biases you can think of to help you be conscious of them when you observe the place. E.g. I’ve never been to this museum but I heard from friends that it is a wonderful place to bring children; I read in the newspaper that this store treats its employees poorly, etc.
3. Note the details immediately upon seeing the building or place you are observing. Take note of the surroundings, e.g. what buildings are around the place you are observing, what types of people are around the building, do you meet anyone on the way to your location, what does the building structure look like, etc.

4. When you enter the place of observation note things such as, people who greeted you, location of desks or items in the entrance way, the physical layout of the building, etc.

5. Are there items on the wall and if so, what are they? How do people dress? What is the manner in which people interact with one another? What is said and what isn’t said.

6. What did you feel while in this location? How were you treated?

7. What do you make of your observations?

8. What assumptions did you make about the place you were observing? Write them all down.

9. How would you describe this place to others? What adjectives would you use?

10. Check your biases. Did any of them surface while you were doing this activity?

11. Write down things you need to keep in mind as an “outsider.”

In the space below, write down any other comments or notes you have related to observing this project.
This exercise helps you to think about artifacts in different ways such as behaviors, thoughts, physical environments, language, and more. Now, that you know what it is like to be an “outsider,” do this same exercise with your organization. Enter your organization using this tool and see if anything different comes up for you about your organizational culture. Don’t be surprised if you notice things that you didn’t notice before. Go further and test your observations with co-workers and staff. Again, don’t be surprised if you find different results.
V is for Values
Organizational values are guiding principles for organizational processes, systems, decision making, and treatment of employees and other areas of organizational growth. When an organization moves away from its core values, it becomes dysfunctional. It no longer has a foundation to which it grounds its work and the activities and processes undertaken by the organization becomes haphazard, causing it to move out of alignment with itself. 
Leaders have a critical role in guiding organizational values and to bringing alignment to the organization. However, leaders do not do this alone. They must invite and encourage members to create strong organizational values. Leaders do this through periodic reviews of core values in large meetings and discussions, in one-to-one meetings, through team work, or through their own personal behaviors, actions, attitudes, and thinking.
This exercise will help you to determine the values of your organization and to find areas where you can bring it into alignment.

Exercise 2: Bringing Values into Organizational Alignment
For this exercise, write down each of your organizational values in the column “Values.” Moving across the row, fill in each space according to the value you listed.
	I. VALUES

List your organization’s core values in each space below
	II. ASSUMPTIONS of VALUE
List your assumptions about this value
	III. DEMONSTRATION of VALUE
List how you feel your organization demonstrates this value
	IV. WHAT SHOULD VALUE LOOK?
In this space, write your dreams or visions of what this value should be as if it is happening now.

	E.g. Unity


	E.g. Everyone gets along in the organization; that we are collaborative; that our clients see “unity” in our services and programs
	E. g. We don’t have staff meetings that often; There is unity but it needs to be more clear to staff; We should go out more as a company or do more things together; We do come together when there is a crisis, but mostly if we are in crisis.
	E.g. Staff and management are working together as a team and that there is trust, reliability, accountability, and honesty represented in this value. When there is a decision that is made, our organization looks for input from everyone. We want our systems and processes to be created through and in unity.
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