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CURRENT STRENGTHS OF CVA EXAMPLE 

The Personal Values of the people 
working for your organisation show that 
they demonstrate: 

• Dedication, ownership and follow 
through in their endeavours 

• Supporting others 

• Truthful, upbeat and light-hearted 
exchanges 

• A flexible approach with emphasis 
on promoting change for the better 

• Appreciation for security 

Their top value is responsibility, a quality 
which they experience at work and believe 
remains important for the future. 

The top positive values of these people 
show concentration at Level 5 - Internal 
Cohesion. This concentration indicates that 
there is a focus for them on finding life's 
mission and meaning.  

The Current Culture of your organisation 
is driven by values that promote: 

• Dedicated people working together 
and supporting one another 

• Focus on the core business 
objectives and promoting change 
for the better  

• Helping the local society and being 
mindful of their impact on the 
planet 

The top value is commitment, which they 
want to continue to see as they move 
forwards.  

The top positive values show most 
concentration at Level 6 - Making a 
Difference and Level 4 - Transformation, 
showing that energy is devoted to creating 
mutually beneficial partnerships both inside 
and outside of the organisation, and to 
employee participation, renewal and 
development. 

However, when we look at all the positive 
values we see similar focus at Level 5 - 
Internal Cohesion, showing that much of 
the energy is also devoted to building a 
sense of community spirit inside the 
organisation. 

In the Business Needs Scorecard we see 
positive values in the following areas: 
Culture (Trust And Engagement, Direction 
Communication) and Societal Contribution.  

There are four matches between those 
values that are most important to the 
people and those values that they most 
experience at work. This indicates a clear 
sense of personal connection with the 
values promoted within the organisation.   

KEY ISSUES FOR CVA EXAMPLE 

Cultural entropy is elevated at 20%. 
The cultural entropy is concentrated at 
Level 1 - Survival and Level 3 - Self-
esteem indicating issues relating to 
financial health and business performance. 
Note that at both these levels the negative 
focus outweighs the positive, indicating 
that any good work in these areas is being 
overwhelmed by problems.  

There are two potentially limiting values in 
the top values of the Current Culture: lack 
of resources and bureaucracy. Looking 

at these values and those appearing in the 
entropy table we see the following issues: 

• Rigid and restrictive systems, 
processes and internal structures 
frustrate people’s efforts 

• They lack clear direction and 
cooperation is impeded by internal 
divisions 

• Staff members are hampered by an 
over-emphasis on reducing 
expenditure and the limited 
availability of assets 

There are no top positive values at Level 1 
- Survival, Level 2 - Relationship, Level 3 - 
Self-esteem and Level 7 - Service. These 
areas focus on building a strong foundation 
from which the group can operate and to 
showing support for a greater good. Are 
these areas that you believe are covered, 
gaps in the business or potential areas for 
future development?  

THE WAY FORWARD FOR CVA EXAMPLE  

Two of the participants personal values are 
newly requested in the Desired Culture: 
adaptability and humour/ fun. This 
indicates that people are asking for a 
stronger level of connection to their 
personal values in their working 
environment.   

There are three values carried over from 
the Current to Desired Culture: 
commitment, teamwork and 
responsibility. This indicates that people 
have some confidence in the direction the 
organisation is taking, yet are calling for a 
number of changes.   



Executive Summary 

From the top positive desired values 
chosen we see most concentration at Level 
5 - Internal Cohesion showing that the 
participants want to build a sense of 
community spirit inside the organisation.  

From the desired values we can also see 
possible antidotes for the problems 
currently being experienced- e.g. ‘financial 
stability’ instead of a ‘lack of resources’ 
and ‘adaptability’ to overcome 
‘bureaucracy’. 

When looking at the new Desired Culture 
and the top values jumps we can see that: 

People want to build resilience 

This group sees the need to plan for the 
future and ensure that the business has a 
strong fiscal base from which to operate. 
People want to improve the effectiveness of 
working practices and ensure that they are 
more flexible and able to respond to meet 
changing needs. 

Staff members want to improve how 
they work together 

These people want to see more open 
exchanges amongst colleagues and are 
asking to be heard. They want to 
experience a more light-hearted workplace 
and agree a common set of principles to 
help guide their actions. This group is also 
looking for opportunities to learn from one 
another. 
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Section 1: Personal Values 
 

can mean one of three things; that the 
levels a) are unconsciously taken care of, 
b) are a blind spot, or c) represent the 
next area of growth. 

There are no top positive values in the 
following levels:  

Level 3 - Self-esteem focuses on 
performing to a high standard 

Level 7 - Service reflects the highest order 
of internal and external connectedness. 

It is important to check the ‘All Values’ 
chart at the levels where there are no top 
values to see if the percentage of total 
votes at that level is significant. A high 
percentage at a level with no top values 
indicates that there is focus in this area but 
there is little agreement as to which values 
are important. 

Values Types 

• IRS: Of the top positive values chosen 
seven are individual values, three are 
relationship values and one is a societal 
value. It is common in the personal 
values to see a concentration of 
"individual" type values.   

 

  



 

 

 

comm

teamw

making

environ

commu

cooper

lack of

respon

missio

bureau

 

 

 

 

 

Section 

Current Cul
in order of p

mitment 

work 

g a difference 

nmental awareness

unity involvement 

ration 

f resources (L) 

nsibility 

n focus 

ucracy (L) 

1: Curren

lture Values 
predominance 

 

Vote 

237 

222 

194 

s 168 

150 

133 

123 

123 

116 

114 

 

 

 

 

nt Culture

W
p
Th
pa
or
en
th
pr
ty
w
va

Ke

•

•

•

•

Level 

5(I) 

4(R) 

6(S) 

6(S) 

6(S) 

5(R) 

1(O) 

4(I) 

4(O) 

3(O) 

 

 

 

 

I
I
 
 
P
L
 
 
I
R
O
S
 

5

e Values 

What is sha
articipants
he Current Cult
articipants’ perc
rganisation and 
nvironment – bo
heir experiences
roblem areas. In
ypes listed for th
e now also have
alues. (IROS) 

ey Themes fro

Dedicated pe
supporting on

Focus on the 
and promotin

Helping the lo
mindful of the

Rigid operatio
assets  

 

 

IROS (P)=2-2-1-3 
IROS (L)=0-0-2-0 

P: – Positive Valu
L: - Potentially Li

I- Individual 
R- Relationship 
O- Organisational 
S- Societal 

539 Participants 

ping  
s’ experien
ure Values refle
ceptions of your
 the day-to-day
oth the positive
s, and the poten
n addition to th
he personal val
e Organisationa

om Top Values

ople working to
ne another 

 core business o
ng change for th

ocal society and
eir impact on th

onal practices a

 

 

 

 

 

 

ue 
miting Value 

ce?  
ect the 
r 
y work 
e aspects of 
ntial 
he values 
lues (IRS) 
al type 

s 

ogether and 

objectives 
he better  

d being 
he planet 

and limited 

Top Values 

 

Values Co

• In the 
are dis
levels w
Making
Transfo
the ene
mutual
inside a
and em
and de

• When w
positive
see tha
organis
Transfo
Interna
represe
change
employ
strengt
commu

Level A

7 

6 

5 

4 

3 

2 

1 

oncentration 

Current Culture
tributed in five 
with concentrat
 a Difference a

ormation, showi
ergy is devoted 
ly beneficial pa
and outside of t

mployee particip
velopment.  

we look at all of
e and potentiall
at the highest fo
sation is at Leve
ormation (22%)
al Cohesion (22
ents the willingn
e and be open to
yees. Level 5 re
th and health of
unity of a group

All Values 

 

8%

3%

9%

4%

5%

8%

2

2

13%

6%

Cultura

e, the top value
 of the seven 
ion at Level 6 -
nd Level 4 - 
ing that much o
 to creating 
rtnerships both
the organisation

pation, renewal 

f the values, bo
ly limiting, we c
ocus for this 
el 4 - 
) and Level 5 - 
%). Level 4 
ness of a group
o input from 
presents the 
f the internal 
.     

 

 

 

 

 

 

2%

2%

al Entropy=20%

8 

s 

 

of 

h 
n 

oth 
can 

 to 

%



Section 1: Current Culture Values 

Values Gaps  

There are no top positive values in the 
following levels:  

Level 1 - Survival focuses on financial 
matters and organisational growth 

Level 2 - Relationship focuses on 
interpersonal relationships either 
internally or externally or both 

Level 3 - Self-esteem focuses on 
performance, systems and processes 

Level 7 - Service reflects selfless 
support for the common good. 

Values Types 

• IROS: Of the top positive values 
chosen two are individual values, two 
are relationship values, one is an 
organisational value and three are 
societal values. Note, however, that 
there are also two potentially limiting 
organisational values in the top values 
of the Current Culture. This shows that 
people see the organisation as most 
focused on meeting business needs 
while serving a greater good, however, 
there may be some issues which 
negatively impact performance. 

Values Matches:  
Personal and Current Culture 

Matching values indicate alignment. The 
greater the number of matching Personal 
and Current Culture values, the greater the 
degree to which people are likely to feel a 
strong sense of connection between their 
personal values and their working 
environment. 

In a highly aligned culture, one would 
expect to see three or four matching 
Personal and Current Culture values. 

There are four matching values:  

responsibility 

commitment 

cooperation 

making a difference 

Three values matches or above denotes a 
highly aligned culture where people are 
committed and able to perform to a high 
degree for your organisation as they feel a 
strong sense of connection between their 
personal values and their professional 
work. 
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Potentially Limiting Values  

Potentially limiting values create cultural 
entropy. Entropy is a measure of the 
degree of dysfunction in a system and 
represents the proportion of votes for 
potentially limiting values. The chart shows 
the percentage of potentially limiting 
values in the Current Culture. Potentially 
limiting values are found only at levels 1, 2 
and 3. The table shows the specific issues 
contributing to the entropy at each level. 
Cultural entropy levels of 10% or lower 
indicate a healthy organisation. 

20% of all votes were for potentially 
limiting values. This level of cultural 
entropy reflects issues requiring 
cultural or structural adjustment. 

It is important to reduce the level of 
cultural entropy to improve 
performance. 

There are two potentially limiting values in 
the top values of the Current Culture.  
What are the causes and corrective actions 
behind these values?  

Lack of resources indicates that people 
believe they lack access to necessary tools, 
finance or other assets needed to 
successfully complete their work. This can 
result in quality or service being 
compromised. 

Bureaucracy can be a form of control. Too 
much bureaucracy can block creativity and 
entrepreneurial spirit, and may erode 

accountability and trust. Bureaucracy can 
lead to ineffectiveness. 

Concentration of Entropy 

• The cultural entropy is concentrated at 
Level 1 - Survival and Level 3 - Self-
esteem indicating problems affecting 
financial health and business 
effectiveness. 

• Note that cultural entropy exceeds the 
amount of positive focus at Level 1 - 
Survival and Level 3 - Self-esteem 
suggesting that any positive efforts at 
these levels are being completely 
undermined. 

  

Level Potentially Limiting Values (votes) Cultural Entropy % 

3 

bureaucracy (114) 
hierarchy (109) 
confusion (98) 

information hoarding (96) 
power (33) 

long hours (26) 
silo mentality (26) 

9% of total votes 

2 

internal competition (86) 
empire building (33) 

blame (27) 
manipulation (15) 

3% of total votes 

1 

lack of resources (123) 
cost reduction (83) 

control (57) 
short-term focus (56) 

caution (47) 
exploitation (29) 

job insecurity (23)

8% of total votes 

 

 

Level   

3   

2   

1   

   

Cultural Entropy=20% 
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Section 1: Current Culture Entropy 

Key Themes 

• Rigid and restrictive systems, processes 
and internal structures frustrate 
people’s efforts 

• They lack clear direction and 
cooperation is impeded by internal 
divisions 

• Staff members are hampered by an 
over-emphasis on reducing expenditure 
and the limited availability of assets 
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Section 1: Desired Culture Values 
 

Values Matches:  
Current Culture and Desired Culture 

Matching values indicate alignment.  The 
greater the number of matching Current 
and Desired Culture values, the greater the 
degree to which employees believe the 
organisation is on the right track. In a 
highly aligned culture, one would expect to 
see 6 or more matching Current and 
Desired Culture values. 

There are three matching values:  

commitment 

teamwork 

responsibility 

These are the attributes that this group 
experiences now and want to continue to 
support in the future. One to three values 
matches shows that the people have some 
confidence in the current direction of your 
organisation yet want to see a significant 
shift in values that will strengthen 
performance and commitment. 

Values Matches:  
Personal Values and Desired Culture 

There are four matching values:  

responsibility 

humour/ fun 

commitment 

adaptability 

These are values that, if chosen to be 
guiding principles of your organisation, can 
easily be brought to work by this group, as 
they are important in their daily lives. 

Across-the-board Matches 

There are two matching values:  

responsibility 

commitment 

In a highly aligned culture, one would 
expect to see three or four Personal Values 
that also are found in the Current and 
Desired Culture.  

Values Concentration 

• In the Desired Culture, the top values 
are distributed in five of the seven 
levels with concentration at Level 5 - 
Internal Cohesion showing that the 
participants want to build a sense of 
community spirit inside the 
organisation. 

• When we look at all of the values 
chosen we can see that the focus for 
this organisation is at Level 4 - 
Transformation (26%) and Level 5 - 
Internal Cohesion (31%). Level 4 
represents the willingness of a group to 
change and be open to input from 
employees. Level 5 represents the 
strength and health of the internal 
community of a group.  

Values Gaps 

There are no top positive values in the 
following levels:  

Level 3 - Self-esteem focuses on 
performance, systems and processes 

Level 6 - Making a Difference focuses 
on creating mutually beneficial 

partnerships both inside and outside of 
the group. 

The ‘All Values’ percentages indicate 
how much focus participants feel there 
needs to be in each of these areas 
overall. 

Values Types 

• IROS: Of the top positive values 
chosen three are individual values, two 
are relationship values, five are 
organisational values and none are 
societal values. This represents a call 
for the organisation to place attention 
on personal qualities and on meeting 
business needs. 
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       Personal 
      Values 

Current Culture 
Values 

Current Culture 
Values 

Desired Culture 
Values 

    Personal 
    Values 

Desired Culture 
Values 

 
 
Common Good 

   

 
 
Transformation 
 
 
Self-Interest 
 
 

Cultural 
Entropy 

  

There is close alignment here between 
the make-up of the values people hold 
personally and those they currently 
experience in your organisation. 

 

There is misalignment between the 
distribution of values people are 
currently experiencing and those they 
would like to see in the Desired 
Culture. This misalignment shows that 
they see a need to review the current 
areas of focus and make some changes 
in direction. 

 

There is some alignment between the 
group's personal values and the 
direction they are asking for in their 
Desired Culture, indicating that people 
will be supportive of any changes they 
are seeking.  

 

The Distribution of Values diagrams show the percentage of votes for values in three major areas - “Self Interest,” “Transformation” and 
“Common Good.” “Self Interest” is represented by levels 1, 2 and 3, and encompasses our basic needs, such as financial and physical health, 
interpersonal relationships, and systems and processes that support our individual and organisational needs. It is here that we find potential 
issues shown as Cultural Entropy. “Transformation” is represented by level 4. This level is about giving people a voice, beginning to challenge 
and question ideas, and embracing opportunities for growth and learning. “Common Good” encompasses levels 5, 6 and 7. In these levels, 
individuals and organisations are focused on the well-being of the collective, finding meaning in their lives and work, and how they can support 
others in building a long-term sustainable future. 
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Section 1: Values Jumps 
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This table shows the values that received 
the greatest increase in votes from the 
Current Culture to the Desired Culture.  
The values in bold are top values in the 
Desired Culture.  These are values the 
participants consider need to be enhanced 
for the future well-being of the 
organisation. 

Key Requests 

• This group wants to have fun, be more 
transparent with one another and be 
willing to hear one another 
contributions. 

• They want to build an effective and 
fiscally secure business. 

• Staff members want opportunities to 
learn from one another and be guided 
by a common set of standards. 

• It is important to look to the future and 
be able to respond effectively to 
changing needs. 

 

Value Current  
Culture Votes 

Desired  
Culture Votes Jump 

adaptability 53 233 180 

open communication 44 164 120 

listening 16 130 114 

coaching/ mentoring 37 130 93 

financial stability 84 174 90 

efficiency 43 131 88 

humour/ fun 67 145 78 

openness 28 105 77 

shared values 100 176 76 

long-term perspective 86 156 70 
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This diagram shows the percentage of Personal, Current and Desired Culture votes for positive values by level. The table indicates the top 
Desired Culture values and Values Jumps chosen by participants at the levels where they are requesting the most new focus. These provide 
clarity around the desired direction of your organisation. 

 

Level 1 2 3 4 5 6 7 

Desired 
Culture 
Values 

financial stability open 
communication  

adaptability 
teamwork 

responsibility 

commitment 
shared values 

staff engagement 
humour/ fun 

  

Values 
Jumps  listening efficiency  openness   
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Section 1: Espoused Values Analysis 
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This analysis shows the degree to which the espoused values are lived in the Current Culture and supported in the Desired Culture.   
It also highlights espoused values which are of personal importance to this group. 
 

* Percentage is of the total number of participants.  The Differences in red are negative. 

 

Espoused values being clearly 
demonstrated by the organisation 

The following espoused values are those 
that participants recognise as being of 
significant importance within the Current 
Culture of the organisation: 

 
commitment  

 

What initiatives, if any, have been applied 
to successfully promote the above 
value(s)? How can this approach be 
modelled in other areas within the culture? 

 

 

 

 

 

Espoused values desired to support the 
future performance of the organisation 

These are values which participants believe 
are of significant importance for the future 
direction of the organisation.  

 
commitment 

adaptability 

 

Where an espoused value is not presently 
represented in the top Current Culture 
values, consider ways to better promote 
and demonstrate it in daily interactions and 
communications. People clearly believe 
such values to be important; find out what 
may be stopping them from being fully 
expressed in your organisation.  

What behaviours would employees like to 
see that would help integrate these values 
further into their working culture? 

Espoused values which are of personal 
importance to the participants 

In addition to being espoused by the 
organisation, these values are also among 
the top Personal Values of the participants.  

 
commitment 

honesty 

adaptability 

 

People will feel more connection to the 
organisation if it also promotes the above 
value(s). To what extent do these show up 
in the Current Culture of the organisation? 
For those values not strongly reflected in 
the Current Culture, what can be done to 
help participants bring these values into 
their working life? Review the ‘Next steps’ 
section to see what actions might be taken. 

 

Espoused Value CC Votes Percentage* DC Votes Percentage* Difference* Appears in top values 

commitment 237 44% 206 38% 6% PV,CC,DC 

honesty 32 6% 121 22% 16% PV 

adaptability 53 10% 233 43% 33% PV,DC 

 



Section 1: Espoused Values Analysis 

Espoused values receiving a significant 
increase in votes from Current to 
Desired Culture 

 
honesty 

adaptability 

 

People see the above value(s) as being of 
rising importance for the future success of 
the organisation. This might be a reaction 
to a current problem or might be an area 
that people believe needs greater focus to 
improve the business. Using the 
information below, consider how you might 
support this moving forward. 

 
Espoused values receiving significantly 
fewer votes from Current to Desired 
Culture 

Among your espoused values there was 
one relatively small reduction in votes. This 
percentage difference is small enough that 
it may not warrant significant attention. 

Next steps 

Consider revisiting your espoused values. 
How well are they expressed in the Current 
Culture?  

Are these values that need continuous 
focus going forward? It may be helpful to 
review how relevant they are to the people 
and the organisation and if any changes 
are needed. We recommend no more than 
3 or 4 espoused values to ensure that they 
are easily remembered by everyone in the 
organisation for day to day decision 

making. Note that the values of 
responsibility, humour/ fun, 
commitment and adaptability are the 
Personal Values of these people as well as 
the values they want in their Desired 
Culture. 

For each of your espoused values, define 
what they specifically mean for your 
organisation and agree what behaviours 
would be expected to support them. In 
addition, determine what would undermine 
the espoused values so that you can 
prevent this.  

These supporting behaviours may be used 
for performance measurement to determine 
how well senior executives, managers and 
staff are “living the values”. Make the 
values and behaviours pervasive 
throughout your organisation by 
integrating them into decision making, 
employee orientation programs, promotion 
criteria, and leadership competencies. 
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Section 2: Recommendations 
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These recommendations are based on your results and provide insights and questions to guide the future direction and success of your 
organisation. 

 

• Develop a plan to deliver internal communication around these 
results.  Consider setting up focus groups to gain greater 
understanding around specific areas or issues and planning steps 
for improvement. 

• The cultural entropy in your organisation, 20%, needs to 
be reduced.  Identify the meaning behind the potentially 
limiting values of lack of resources and bureaucracy. Ask the 
participants what they see as the causes, limiting behaviours and 
negative results of each of these values, and the corrective 
actions that they or others might take. Consider doing a cost 
analysis of these values to see how they are impacting the 
organisation in terms of lost efficiency and productivity. 

• Define the key areas your organisation will focus on in the next 
year.  Develop specific actions and programs that will foster 
these changes.  Consider repeating the survey process next year 
to gauge the progress you have made in these areas. 

• Pay particular attention to any Personal Values that are being 
asked for in the Desired Culture.  Talk to people about what 
these values mean to them and what they can do in order to 
better support these values in their workplace.  Create programs 
of values integration so that the people can bring more of who 
they are and what they can offer to work.  

• Look at the values gaps in the Current Culture –Do these signify 
a weakness in the organisation?  Is there a strong call for values 
at this level within the Desired Culture?  Is there a concentration 
of personal values associated with this level? 

• Examine the new values requested in the Desired Culture: 
adaptability, shared values, financial stability, open 
communication, long-term perspective, staff engagement 
and humour/ fun.  Determine their meanings and the 
behaviours and potential outcomes participants want associated 
with these values. 

• Discuss how your organisation can continue to live the values of 
commitment, teamwork and responsibility.   

• Consider the values jumps in the Current Culture to Desired 
Culture - are there words that do not show up in the Desired 
Culture but seem significant considering the current situation in 
the organisation? 

• Investigate why the various demographic groups differ from each 
other.  Determine if there are groups that are experiencing 
values in their Current Culture that are being called for in the 
Desired Culture of another area to see if they might be able to 
support others in experiencing these values in the workplace.  If 
there are groups with higher entropy than others, it is important 
to uncover the root causes that are undermining their cohesion.  

• In the Business Needs Scorecard, which measures the frontline 
business needs and the intangibles that support these needs, 
there are no values in both the Current and Desired Culture for 
the categories of Fitness and External Stakeholder Relations. 
Discuss the current situation for such areas and what next steps 
are needed to strengthen these categories. 



The Seven Levels of Personal Consciousness 
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Distribution of Consciousness 

Individuals and organisations do not 
operate from any one single level of 
consciousness. They tend to be clustered 
around three or four levels.  Individuals are 
usually focused at levels 1 through 5, 
usually with a particular emphasis at level 
5. 

Level 1: Survival 

Level 1 focuses on physical survival and 
safety. It includes values such as financial 
stability, health, nutrition and self-
discipline. 

The potentially limiting aspects of this level 
are generated from fears around not having 
enough and not being able to survive.  
Limiting values include greed, control  
and caution.   

Level 2: Relationship 

Level 2 focuses on the quality of 
interpersonal relationships in an individual’s 
life.  It includes values such as open 
communication, family, friendship, conflict 
resolution and respect.   

The potentially limiting aspects of this level 
are generated from fears around not 
belonging and not being acknowledged.  
Limiting values at this level include rivalry, 
intolerance and being liked. 

Level 3: Self-esteem 

Level 3 focuses on an individual’s need to 
feel a sense of personal self-worth.  It 
includes such values as being the best, 
ambition, career focus, and reward. 

The potentially limiting aspects of this level 
are generated from fears about not being 
enough in the eyes of others, and a lack of 
positive self-regard. Potentially limiting 
values include status, arrogance and 
personal image. 

 

Note: There are no potentially limiting 
values in levels 4 through 7.  

 

Level 4: Transformation 

Level 4 focuses on self-actualisation and 
personal growth.  It contains values such as 
courage, accountability, responsibility, 
knowledge, and independence.   

This is the level at which individuals 
overcome the anxieties and fears they are 
holding onto from the first three levels of 
consciousness. It is also the level where 
individuals begin to find balance in their 
lives and source their decision-making from 
their values rather than their beliefs.   

Level 5: Internal cohesion 

Level 5 focuses on the individual’s search 
for meaning.  Individuals operating at this 
level no longer think in terms of a job or 
career, but of aligning their work with their 
personal sense of mission.   

This level contains values such as 
commitment, creativity, enthusiasm, 
humour/fun, excellence, generosity and 
honesty.   

Level 6: Making a difference 

Level 6 focuses on actualising the 
individual’s sense of mission by making a 
positive difference in the world.  Individuals 
operating at this level seek to cultivate their 
intuition as their principal means of making 
decisions. They also recognize the 
importance of working with others to 
leverage their impact on the world.  

This level contains values such as empathy, 
counselling, community work, and 
environmental awareness.   

Level 7: Service 

Level 7 is attained when making a 
difference becomes a way of life. It reflects 
the highest order of internal and external 
connectedness and shows up as self-less 
service to others or to a cause.   

Individuals operating at this level of 
consciousness display wisdom, compassion, 
and forgiveness, and are at ease with 
uncertainty. They have a global perspective. 
They are concerned about issues such as 
social justice, human rights and future 
generations. 

 

 

 



The Seven Levels of Organisational Consciousness 
 

24 
 

Distribution of Consciousness 

Many organisations tend to be focused in 
the first three levels of consciousness – 
Level 1: profit and growth, Level 2: 
customer satisfaction and employee 
recognition, and Level 3: productivity, 
efficiency and quality.  The most successful 
organisations are distributed across the full 
spectrum of consciousness.   

Level 1: Survival 

Level 1 focuses on growth and survival. It 
includes values such as profit, 
organisational growth, employee health 
and safety, and shareholder value. 

The potentially limiting aspects of this level 
are generated from fears about not having 
enough and not being in control. This leads 
to micromanagement, territorial behaviour, 
excessive caution and exploitation.  

Level 2: Relationship 

Level 2 focuses on the quality of 
interpersonal relationships between 
employees, and between employees and 
customers. It includes values such as open 
communication, conflict resolution, 
customer satisfaction, loyalty, and respect.  

The potentially limiting aspects of this level 
are generated through fears around not 
belonging and not being acknowledged. 
This leads to rivalry, internal competition, 
manipulation, and conformity.  

 

Level 3: Self-esteem 

Level 3 focuses on pride in performance, 
best business practices and effectiveness. 

Examples of values at this level include 
productivity, excellence, efficiency, 
professional growth, skill development, and 
quality.  

The potentially limiting aspects of this level 
are generated through fears about not 
being enough, and low self-worth. This 
leads to arrogance, complacency, 
bureaucracy, and power seeking. 

 

Note: There are no potentially limiting 
values in levels 4 through 7. 

 

Level 4: Transformation 

Level 4 focuses on adaptability and 
continuous renewal.  It includes values 
such as accountability, employee 
participation, learning, innovation, 
teamwork, diversity, personal 
development, and knowledge sharing.  

Level 5: Internal cohesion 

Level 5 focuses on building a sense of 
internal cohesion in the organisation. It 
includes values such as trust, integrity, 
honesty, value awareness, shared vision, 
cooperation, fairness and generosity. The 
by-products of this sense of cohesion are 
enjoyment, enthusiasm, passion, 
commitment, and creativity.  

Level 6: Making a difference 

Level 6 focuses on deepening the internal 
connectedness and expanding the external 
connectedness. Inside the organisation it 
includes values such as mentoring, 
leadership development, and coaching. 
Outside the organisation it includes values 
such as strategic alliances, partnerships, 
customer and supplier collaboration, 
community involvement, environmental 
awareness, sustainability, and making a 
difference.  

Level 7: Service 

Level 7 takes internal connectedness to a 
deeper level and a more expanded external 
connectedness. Inside an organisation, it 
includes values such as wisdom, 
forgiveness, humility, and compassion. 
Externally it includes values such as social 
justice, long-term perspective, global 
perspective, ethics, and future generations. 
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The Business Needs Scorecard 

While the Seven Levels Model examines 
values from a cultural perspective, the 
Business Needs Scorecard (BNS) places the 
values in a business context.  By looking at 
the areas of current and requested future 
focus, the BNS can be used to help guide 
an organisation’s strategy for long-term 
success.  These areas include:  

Finance 

Finance looks at economic health and 
financial growth with values and 
behaviours that have a direct impact on 
growth, the bottom line and investor 
interests. 

Fitness 

Fitness focuses on performance, systems 
and processes. Values and behaviours here 
have a direct impact on performance, 
quality and the effective delivery of 
products/services. 

External Stakeholder Relations  

External Stakeholder Relations highlights 
relationships with customers and other 
external stakeholders. This area includes 
values and behaviours that have a direct 
impact on the relationship with customers, 
the market, suppliers, and other strategic 
partners. 

Evolution  

Evolution covers innovation, group 
development and learning. Values and 
behaviours represented here have a direct 
impact on the development of people, 
processes, products/ services and ways of 
thinking. 

Societal Contribution  

Societal Contribution indicates emphasis on 
social and environmental responsibility. 
Values and behaviours appearing in this 
area have a direct impact on the 
relationship of the organisation to the local 
community or society.  

Culture 

Culture pertains to employee fulfilment and 
group cohesion. The area of Culture can be 
broken down into three sub-sections:  

Trust/Engagement  

Trust/Engagement relates to employees 
feeling empowered and able to contribute. 
This area includes values and behaviours 
that bring people together, build mutual 
confidence and encourage employees to 
participate. 

Direction/Communication  

Direction/Communication shows focus on 
decision making and how people 
communicate.  Values and behaviours that 
guide decision making and express how 
people communicate and exchange 
information are seen here. 

Supportive Environment  

Supportive Environment concerns 
employees feeling cared for and treated 
fairly. Values and behaviours in this area 
have a direct impact on how people are 
treated and looked after within the 
organisation. 


