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[bookmark: organisation-culture-audit][bookmark: Xc34ff136c140d63fa76f4717000332109956cc5]Organisation Culture Audit 
A practical, CEO‑ready tool for for‑purpose organisations
Purpose of this document
This audit is designed for a new CEO in a for‑purpose organisation who needs a clear, evidence‑based understanding of organisational culture, quickly and credibly, plus a pathway to act on it.
This is not a staff engagement survey. It is a leadership diagnostic that connects culture to:
· Mission impact 
· Service quality and safety 
· Workforce sustainability 
· Governance confidence
You can complete the audit within 30–90 days of commencement.  Also refer to THE NFP CEO 1st 30 Day CEO Tracker on www.thenfpceo.com.au.
[bookmark: how-to-use-this-audit]How to Use This Audit
Timeframe: 		First 8–12 weeks
Data sources: 	Conversations, observation, documents, and metrics
Output: 		Clear culture strengths, risks, and priority actions
[bookmark: stepbystep]Step‑by‑step
1. Gather evidence using the prompts in each section
1. Rate each dimension (1–5)
1. Identify patterns, not outliers
1. Translate findings into 90‑day actions with review points

Important: Culture is what actually happens, not what is written in values statements.
[bookmark: culture-rating-scale]Culture Rating Scale
Use the same scale across all dimensions:
	Score
	Meaning

	1
	Actively undermines purpose, safety, or trust

	2
	Inconsistent, risk present

	3
	Adequate but fragile

	4
	Strong and reliable

	5
	Embedded, role‑modelled, and resilient



[bookmark: culture-audit-dimensions]CULTURE AUDIT DIMENSIONS
[bookmark: purpose-mission-in-practice]1. Purpose & Mission in Practice
Key question: Is the mission lived or merely stated?
[bookmark: evidence-to-review]Evidence to review
· Language used by staff when describing their work
· Decision‑making trade‑offs (cost vs care, growth vs quality)
· Stories celebrated internally
[bookmark: ceo-listening-prompts]CEO listening prompts
· “How do you know when you’ve done a good job?”
· “What gets prioritised when things are under pressure?”
· “Tell me about a recent difficult decision.”
[bookmark: red-flags]Red flags
· Mission referenced only in formal documents
· Cynicism about values
· Purpose used to justify overwork or poor systems
Rating (1–5): ___
[bookmark: leadership-power-dynamics]2. Leadership & Power Dynamics
Key question: How is power used and experienced day to day?
[bookmark: evidence-to-review-1]Evidence to review
· Leadership visibility and accessibility
· How dissent or challenge is handled
· Who influences decisions informally
[bookmark: ceo-listening-prompts-1]CEO listening prompts
· “What happens when someone disagrees with a manager?”
· “Whose voice carries the most weight and why?”
· “What would feel risky to say out loud here?”
[bookmark: red-flags-1]Red flags
· Fear of speaking up
· Over‑reliance on a small group of leaders
· ‘Hero leader’ narratives
Rating (1–5): ___
[bookmark: psychological-safety-trust]3. Psychological Safety & Trust
Key question: Do people feel safe to be honest, raise issues, and learn?
[bookmark: evidence-to-review-2]Evidence to review
· Incident and complaint patterns
· Use of whistleblower or feedback mechanisms
· Turnover in key teams
[bookmark: ceo-listening-prompts-2]CEO listening prompts
· “What happens when mistakes occur?”
· “How easy is it to raise a concern?”
· “What do people avoid talking about?”
[bookmark: red-flags-2]Red flags
· Blame‑focused responses
· Silent meetings, agreement without challenge
· High emotional exhaustion
Rating (1–5): ___
[bookmark: service-ethos-impact-on-people-served]4. Impact on People Served
Key question: Is dignity, trust and relationship at the centre of service delivery?
[bookmark: evidence-to-review-3]Evidence to review
· Consumer/client feedback themes
· Staff discretion in responding to individual needs
· How quality issues are addressed
[bookmark: ceo-listening-prompts-3]CEO listening prompts
· “How do we balance efficiency and human need?”
· “When do systems get in the way of good service?”
· “What would clients say about us on a hard day?”
[bookmark: red-flags-3]Red flags
· Task‑driven rather than person‑centred language
· Normalised workarounds
· Distance between executives and service delivery
Rating (1–5): ___
[bookmark: workforce-experience-sustainability]5. Workforce Experience & Sustainability
Key question: Is the organisation set up for people to do good work and stay well?
[bookmark: evidence-to-review-4]Evidence to review
· Turnover and vacancy data
· Rostering, workload, and supervision practices
· Use of leave and EAP
[bookmark: ceo-listening-prompts-4]CEO listening prompts
· “What makes this a good place to work?”
· “What wears people down here?”
· “What support do managers need but don’t get?”
[bookmark: red-flags-4]Red flags
· Burnout normalised as commitment
· Chronic understaffing
· High reliance on goodwill
Rating (1–5): ___
[bookmark: accountability-performance-culture]6. Accountability & Performance Culture
Key question: Are expectations clear, fair, and consistently applied?
[bookmark: evidence-to-review-5]Evidence to review
· Performance management processes
· How underperformance is addressed
· Recognition practices
[bookmark: ceo-listening-prompts-5]CEO listening prompts
· “What does good performance look like here?”
· “How are difficult conversations handled?”
· “Who carries the load when others don’t?”
[bookmark: red-flags-5]Red flags
· High performers carrying others
· Avoidance of performance conversations
· Inconsistent standards
Rating (1–5): ___

[bookmark: change-readiness-learning]7. Change Readiness & Learning
Key question: How does the organisation respond to change and uncertainty?
[bookmark: evidence-to-review-6]Evidence to review
· Past change initiatives
· Training investment and uptake
· Attitudes to innovation
[bookmark: ceo-listening-prompts-6]CEO listening prompts
· “What’s the organisation’s history with change?”
· “What have we learned the hard way?”
· “What feels possible right now?”
[bookmark: red-flags-6]Red flags
· Change fatigue
· Learned helplessness
· Over‑consultation without action
Rating (1–5): ___
[bookmark: culture-snapshot-summary]CULTURE SNAPSHOT SUMMARY
	Dimension
	Rating
	Key Evidence
	Risk / Opportunity

	Purpose
	
	
	

	Leadership
	
	
	

	Safety & Trust
	
	
	

	Service Ethos
	
	
	

	Workforce
	
	
	

	Accountability
	
	
	

	Change
	
	
	


[bookmark: from-diagnosis-to-action]FROM DIAGNOSIS TO ACTION
[bookmark: identify-your-culture-truths]Identify Your Culture Truths
Answer honestly: 
What must not be lost? 
What is no longer sustainable? 
Where is culture protecting poor systems?
[bookmark: ceo-90day-culture-actions-choose-35]CEO 90‑Day Culture Actions (Choose 3–5)
Focus on visible, credible actions.
Examples: Reset expectations with the executive team. Address a long‑standing unresolved issue. Change a meeting, process, or symbol that contradicts values. Be present in service settings consistently.
My 90‑day actions: 
1. 
2. 
3.
4.
5.





[bookmark: month-culture-shifts]12‑Month Culture Shifts
These require system and leadership alignment.
Examples: - Leadership capability uplift. Clear service model and boundaries. Workforce design changes.
[bookmark: my-12month-priorities]My 12‑month priorities:
1.
2.
3.
4.
5.
[bookmark: what-the-board-needs-to-know]What the Board Needs to Know
Prepare a clear, non‑defensive briefing. 
· The real culture today 
· The risks if nothing changes 
· Where leadership attention is required
[bookmark: final-reflection-for-the-ceo]Reflection 

Culture will not shift because you name it. It shifts when people see what you tolerate, prioritise, and change.
What will people say changed in the first year of your leadership?
For more information, listen to THE NFP CEO podcast episode - How Does a New CEO Build Culture? 
WWW.THENFPCEO.COM.AU
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