
Public Sector, 36 CEOs Preliminary data as at: December 8

Value of organisational culture Value of improving culture

92% of CEOs consider culture to be among the top three factors 100% of CEOs believe that improving their culture will increase their
that determine their organisation's value. organisations value through productivity or service provision.

Current state of culture      Changes to culture

86% of CEOs say they need to do some work to achieve ideal 92% of CEOs rank culture among their top 3 factors, 100% believe 
strategic alignment between culture and strategy. enhancing it increases value, and 66% plan to enhance culture.

Culture and strategy alignment: CEOs' perspectives on misalignment

77% of CEOs work to align their culture and strategy. 84% attribute misalignment to evolving external and internal factors, while 83% 
note their leadership capability needs strengthening, and a further 83% agree leadership needs to invest more time in culture.
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Why is organisational culture important

Trust among employees is the most critical factor in organisational culture effectiveness, closely followed by action orientation, 
continuous improvement in behaviours, and broad agreement on goals and values. However, 12% note that risk-taking and tolerance 
for failure hinder cultural effectiveness.

Exhibit and understand culture Identical project partners, except culture

53% of public sector CEOs report staff lack understanding 53% of public sector would not accept an offer from the culturally
or display behaviours contrary to the desired culture. misaligned partner and a further 44% require a reduction between 

10% and more than 30%.

Most influential factor setting culture   Annual assessment of culture

The CEO and leadership team sets and defines culture, while the
board helps reinforce the culture.
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Exemplifying values: performance reviews, discretionary pay, & promotion

100% of organisations include whether employees exemplify their values in performance reviews, 33% link a culture measure of 
discretionary pay to performance. 75% require exemplifying values as a criterion for moving into senior management. Central 
government CEOs send strong signals regarding the priority and importance of values and behaviours in performance reviews and 
promotion decisions. 

Investment style Culture: risk, long-term and ethics

58% of CEOs prefer a growth or high-risk strategy compared to a 85%+ CEOs agree culture impacts long-term orientation, how
stewardship approach. 81% agree that culture drives this decision. calculated investment risk is taken, and ethical behaviour.

Short-term CEO incentives Short-term staff incentives

CEOs noted that, while they are not motivated by monetary 11% offer STIs to all staff. Staff incentives align with those of leaders. 
incentives, they see incentives as signals. 89% of CEOs from While aligning incentives with strategy can signal support for the 58% 
public sector have no STI, which allows for greater alignment with a growth approach, it is not always feasible for this sector.
between compensation and organisational goals.
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Impact of various factors on organisational culture effectiveness

Leadership and employee behaviours are the strongest reinforcers of culture. 36% of CEOs say incentive compensation detracts 
from culture, and only 54% say the governance system reinforces culture.

Support for flexible work arrangements

Public sector CEOs broadly support flexible work arrangements. While all CEOs allow some working from home and flexible hours 
across their organisations, part-time or reduced hours are less common among leaders.

Optimal in-office days to support and nurture organisational culture
Leadership teams Administrators

CEOs consider optimal in-office days to support and nurture organisational culture among their leadership teams to be 4 days per week 
(64%), emphasising the need for greater visibility of leadership, while for administrators, 3-4 days per week is preferred.
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How CEOs spend their time on organisational culture

In the public sector, CEOs prioritise modelling desired behaviours (14.7%, compared to 11.6% in large NFPs) and setting and 
communicating vision and core values (14.1% vs 12.4%) as key drivers of organisational culture. Significant attention is also given to

work-life balance (6.8% vs 3.2%), reflecting a much stronger emphasis than in NFPs, while aligning culture to strategy is less prioritised.

How CEOs measure outcomes and value from organisational culture

In the public sector, CEOs measure success with a stronger focus on diversity, equity, and inclusion (64%, compared to 51% in large
NFPs) and well-being (67% vs 52%). However, gaps emerge in areas like values alignment (36% vs 54%), leadership development (17% 
vs 42%), quality improvement (17% vs 41%), and conflict resolution (14% vs 27%).
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People-centric policies

The public sector excels in people-centric policies. Notable areas of strength include flexible work policies (89% vs 69%), anti-
discrimination policies (89% vs 86%), and equal employment opportunity policies (81% vs 68%). Public sector organisations also lead in

equal pay (like-for-like roles at 53% vs 33% and salary bands 64% vs 57%), family-friendly, and accessibility policies).

Ethics centric policies and processes

The public sector performs well in ethics-centric policies. Notable strengths include codes of conduct and ethical guidelines (83% vs 96%)
a strong focus on doing the right thing (83% vs 78%) and promoting integrity (78% vs 75%). The sector also leads in regular communi-
cation of ethical values (64% vs 48%), anonymous reporting channels (58% vs 45%), and enforcement mechanisms (28% vs 18%).

,
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Formal channels for reporting culture   Ability to invest in culture

Culture metrics are reported to executive leadership and 72% of 43% of CEOs feel able to invest in organisational culture as much as
public sector CEOs report these to the board. needed to realise the value of their culture. 

Barriers to investing in organisational culture to maximise value

Based on selection frequency, limited financial resources and competing priorities are top barriers to investing in culture.
 

Applications of AI technologies across organisational functions

44% of public sector organisations use AI tools, with 33% considering adoption. The main focus areas are Generative AI, Natural
Language Processing and Advanced ML.
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How AI adoption is expected to influence organisational culture

Based on selection frequency, CEOs adopting or considering AI anticipate its cultural impact to focus on fostering innovation and
adaptability across roles, followed by increased data-driven measurement of culture success through KPIs and profitability. Enhanced
collaboration tools are expected to improve teamwork, while predictive analytics should boost adaptability and resilience.

Summary of culture and its impact on various factors 

Blue shades indicate varying degrees of positive impact, grey is neutral, and yellow shades varying degrees of negative impact.
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