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Culture

“
8.3 Analysis of culture

The only thing of real importance that leaders do is to create and manage 
culture.
 If you do not manage culture, it manages you, and you may not even 
be aware of the extent to which this is happening.

Edgar H. Schein (American professor, 1928- )

We have now seen definitions of organizational culture and reviewed a num-
ber of types of culture. Therefore, the natural next step is to look into how we 
analyse and uncover an organizational culture.

One of the best-known people within change management is the American 
Harvard professor, John Kotter (1947-). Together with his colleague at Harvard, 
James Heskett, Kotter has said that an organizational culture can be divided 
into two levels (Kotter & Heskett, 1992):

• The unseen part, which is about the values that the members of the or-
ganization share. For example, an organization can be very oriented to-
wards engineering, earnings, customer service, etc. If you come as a new 
employee into such an organization, you will be able to sense the culture 
after a few days, without always pointing to concrete examples. This un-
seen level of the organization’s culture can be very difficult to change.

• The visible part, which is about the common features of the members 
of the organization, which are immediately visible. This may include be-
haviour, language, dress code, the openness of managers to the opinion of 
employees, meeting culture or punctuality. This visible part of the organi-
zation’s culture is easier to change.

FIGURE 8.6 The  
cultural iceberg – 
Schein’s three levels.
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FIGURE 8.6
The cultural iceberg – Schein’s three levels.� © Praxis – Nyt Teknisk Forlag 2020
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