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Introduction

Culture cannot be delegated.

Throughout my career, | have sat at
executive tables in corporate America
and immersed myself in the realms of
human resources and organizational
development.

| have navigated complex issues such as
conflict resolution, performance
volatility, organizational restructuring,
and growth dynamics. Currently, through
my consulting firm, Brock11, | provide
guidance to executive teams nationwide
on the critical aspects of leadership
accountability and effective

organizational design.

My respect for the HR function is

profound and unwavering.
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This department encompasses

complexities that many leaders often
overlook. It expertly balances the dual
demands of performance and people
management while also managing
risks and enhancing capabilities. HR
professionals possess the unique
ability to identify patterns and trends
before they become apparent to

others.

This book is not intended to

undermine the role of HR.

In fact, it aims to safeguard it.



When culture is perceived as the sole
responsibility of HR, the enforcement of
cultural values often drifts away from the
authority that should be exercised by
leadership.

Across various industries and among
different executive teams, | have
observed a recurring pattern. When the
culture begins to destabilize, the

discourse shifts dramatically, leading to

statements like:
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“HR will handle it”
“Let’s build a program.”
“HR owns culture”

While the intentions behind these
statements are commendable, the
underlying structure is fundamentally
flawed.

HR can certainly design systems, but
ultimately, it is the leaders who determine
what behaviors are tolerated within the

organization.

And the behaviors that are tolerated shape
the culture itself.

Culture is not merely a program.

It embodies a standard of leadership.



Who This Book Is For




This book is specifically crafted for leaders who are genuinely committed to

establishing and maintaining high standards.

It is tailored for CEOs who sense a drift in their organizational culture but struggle to
pinpoint its source. It also speaks to founders who have successfully cultivated
strong performance-driven cultures, only to witness a decline in desired behaviors as
their organizations expand.

Additionally, this book is aimed at executive teams that uphold their values yet find
it challenging to enforce them consistently. It addresses the concerns of Chief Human
Resources Officers (CHROs) who feel the weight of cultural tensions but recognize

that the authority for enforcement must lie elsewhere.

It targets board members who understand that achieving performance without a

foundation of behavioral discipline is inherently unstable.
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This book is not a guide centered around engagement initiatives or a superficial
branding exercise.

It represents a profound reset of leadership accountability.

If you are open to being challenged, you will find this book resonates deeply with

your experiences and aspirations.

However, if you are in search of yet another program, this book will not meet your
expectations.
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The Delegation Trap
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The Delegation Trap

The Culture Handoff That Feels Responsible

A phrase that reverberates in leadership meetings across various industries is:
“HR owns culture”

At first glance, this statement appears organized, mature, and intentional. However, it
often leads to structural confusion within the organization.

Culture cannot be defined through programs alone.
It is shaped by the actions that leaders take when it comes to correcting behaviors.

When executives assign culture as an HR responsibility, the enforcement of cultural
values begins to migrate subtly away from leadership. Correction becomes mediated
by HR, resulting in leaders endorsing values while distancing themselves from
necessary confrontations.
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Culture does not respond solely to words or intentions; it
reacts to the actions of leaders in correcting behaviors.

When accountability is shared, it often leads to diluted

responsibility.

HR is instrumental in designing hiring frameworks,
performance systems, and policy structures. To an
outside observer, it may seem logical that the
department responsible for managing people systems

should also own the culture.

However, systems do not enforce themselves

autonomously.

A performance framework cannot address the actions of
a volatile executive, just as a survey cannot interrupt
gossip during meetings, nor can a policy neutralize a
high-performing employee who is protected from

scrutiny.

Only leadership possesses the authority to confront and

correct behaviors effectively.

When leaders defer confrontational responsibilities to
HR, they inadvertently undermine their own cultural

authority.

Employees are adept at calibrating their responses

accordingly.

Page 9




They do not react to written values; instead, they respond to the visible

consequences of actions taken or not taken.

Ultimately, what is tolerated within an organization defines its culture.
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The Tolerance Engine




The Toleration Engine
Your Culture Is What You Let Slide

Culture is formed through a series of repeated

decisions within the organization.

A particular behavior occurs, and leadership
either chooses to respond or not. Employees
observe these dynamics closely and adjust

their behaviors based on the responses they

witness.

As these adjustments occur, they establish
precedents, and over time, these precedents

become the norm within the organization.

Silence in the face of undesirable behaviors
inadvertently trains the culture. Delaying
responses to issues trains the culture as well.
Furthermore, inconsistent consequences for
behaviors contribute to shaping the

organizational culture.

One of the most common patterns of
tolerance arises around high performers.
When results are prioritized to such an extent
that they buy exemption from behavioral

expectations, a dangerous precedent is set.
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This exemption reshapes the standards that are upheld within the organization.

When performance becomes a shield against accountability, the stated values of the

organization shift from being operational to merely aspirational.
Inconsistency is often more damaging to culture than strict adherence to standards.

Employees rarely inquire about what leadership truly believes; instead, they focus on
what leadership is willing to allow.

HR frequently feels the impact of these tolerance patterns first. Turnover rates may
shift, escalations in conflicts may rise, and overall engagement levels can fluctuate
significantly.

However, it is crucial to recognize that HR does not create the culture of tolerance;
that responsibility lies with leadership.

Performance without accountability leads to cultural erosion.
The central question leaders should be asking is not:

“Do we have strong values?”

Instead, the more pertinent question is:

“What behaviors are we currently tolerating?”

The answer to this question reflects the true state of your culture.
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The Accountability Shift




The Accountability Shift

Culture stabilizes when the roles of
design and enforcement are clearly

distinct yet aligned.

HR is responsible for the architecture of
the culture, while leadership is

responsible for enforcing it.

HR plays a vital role in defining the
behavioral translations of values,
establishing hiring frameworks,
constructing performance systems,
creating pathways for escalation, and

developing managerial capabilities.

In contrast, leadership must address
behaviors directly, apply appropriate
consequences, visibly model the

established standards, and maintain

composure during challenging situations.

Importantly, culture cannot be
outsourced. It can be supported by HR,
but the responsibility for enforcement

must rest with leadership.

When enforcement is delegated away
from leaders, their influence over the

culture diminishes significantly.
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Conversely, when enforcement is
visible and consistent, culture

stabilizes.

As a result, HR's role becomes more
strategic rather than merely reactive,
allowing HR to operate at a higher
altitude and focus on broader
organizational issues instead of being

bogged down by friction.

In summary, while HR architects the
system, it is the leaders who must
enforce the standards that uphold the
cultural integrity of the organization.




The Moments You Cannot Delegate




The Moments You Cannot Delegate

Culture undergoes significant shifts

during critical moments.

These moments can include encounters

with intimidating high performers,

interactions with immature managers,

gossip during leadership meetings, and

instances when values are violated

under pressure.

Each of these moments poses a

fundamental question:

Will leadership choose to uphold the
standard, or will they defer

responsibility?

It is essential to understand that
correction should not be viewed as
aggression; rather, it serves as
reinforcement of the established

standards.

During times of pressure, the true nature

of the culture is revealed.

If leaders falter in maintaining standards

when targets are missed, it indicates that

those values were never fully embraced;

they were conditional.
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However, if leaders can maintain

composure during conflicts, it serves
to strengthen stability within the

organization.

It is crucial to recognize that pressure
does not create culture; instead, it

unveils the prevailing culture.

No initiative can compensate for

moments that are mishandled.



The Leadership Standard Across the
Talent Lifecycle




The Leadership Standard Across the
Talent Lifecycle

Culture is not sustained through mere
intention; it requires consistent
application of values across the

organization.

Consistency must extend beyond
individual conflicts and be evident

throughout the entire employee lifecycle.

1. Talent Acquisition

The First Enforcement Decision

Culture begins to take shape even before
an employee's first day.

Candidates experience your
organizational standards in real-time

during the hiring process.

Was the recruitment process organized?
Did leaders arrive prepared? Did
Interviews commence punctually? Were
expectations communicated clearly? Was
the communication respectful and
direct?

These factors are not merely logistical
considerations; they send powerful
signals to potential hires.

However, the deeper test lies in whether
your organization hires for behavior or

makes excuses for it.

If arrogance is tolerated due to a strong
resume, that tolerance has already
begun to infiltrate your organizational
culture.

If urgency overrides alignment, then

urgency becomes the prevailing culture.
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HR designs the hiring process, but it is the responsibility of leaders to protect the

standards within that framework.
Your hiring decisions represent your first enforcement decision regarding culture.

What is tolerated during the hiring process will inevitably become normalized during

employment.

2. Onboarding

Standard Clarity or Cultural Confusion

The onboarding process communicates what truly matters within the organization.

This is not limited to what is written in manuals; it encompasses what is actively

reinforced.
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Are behavioral expectations made explicit? Are new hires corrected early on? Or are

minor violations overlooked because “they're new"?

If standards are allowed to become soft during the first 90 days, credibility can erode

almost instantly.

Leaders must focus on reinforcing the culture early, but this should be done clearly
rather than harshly.

Early correction fosters trust, while delayed correction creates instability.
3. Performance & Development
Output Without Conduct Is Instability

When performance systems measure only results, the culture drifts toward a results-
only mentality.

High output does not equate to readiness for leadership roles.
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HR is responsible for designing the performance
framework, but it is up to leaders to apply it with
honesty and integrity.

Behavior must play a significant role in

influencing:

» Feedback

» Advancement
o Compensation
« Visibility

If conduct does not influence an employee's

trajectory, then it is unlikely to change.

Ultimately, what gets rewarded within the

organization becomes the prevailing culture.
4. Promotion & Advancement
The Loudest Cultural Signal

Nothing communicates culture more powerfully

than the criteria used for promotions.

When technically skilled but behaviorally
unstable individuals are elevated to higher
positions, the organization sends a strong

message:
Behavior is optional for advancement.

This lesson spreads quickly throughout the

organization.
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Promotion decisions are not solely about
talent; they carry significant cultural

implications.

If enforcement of standards weakens at the
top, instability will cascade down through the

ranks.

Leaders must exercise caution and diligence in

guarding this critical gate.
5. Conflict & Crisis
Pressure Reveals the Real Standard

During periods of stress, the culture is put to
the test.

Challenges may arise from missed targets,
economic downturns, client dissatisfaction, or

internal disputes.

Do leaders maintain composure, or do they
abandon established standards under

pressure?

If respect dissipates during stressful times, it
indicates that respect was never a true

standard.
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If accountability vanishes during a crisis, it reveals that accountability was situational

rather than a fundamental aspect of the culture.
Culture is not measured during calm waters; it is revealed during turbulent times.

Leaders demonstrate the most visible enforcement of standards when conditions are

at their most challenging.

6. Exit

The Final Signal

The manner in which an employee exits the organization holds great significance.
Yet, how leadership responds to that exit is even more critical.

When a strong contributor resigns and the immediate executive reaction is:

“They weren't that good anyway.”
“We'll be better off”
“No big loss.”

The organization takes note of these sentiments.

While such responses may protect an executive's pride, they do not safeguard the

organization's credibility.

If an employee was deemed valuable yesterday but dismissed as irrelevant today, it

indicates that organizational standards were never clearly defined.

When contributions are celebrated during an employee's tenure but minimized upon

their departure, it suggests a culture that is revisionist in nature.

Employees are perceptive; they notice these shifts.
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They learn that performance is Every exit serves as a cultural

conditional, praise is temporary, and message.

narratives change when it is convenient.
What is minimized becomes the

This breeds caution among employees, culture.

and cautious employees are less likely to What is rewritten becomes the culture.
exert discretionary effort. What is avoided becomes the culture.
In contrast, mature leadership responds Culture is not a program; it is a
differently to departures. standard of leadership.

They acknowledge contributions Leadership maturity is most evident
honestly, reflect on areas for when an employee walks out the door.

improvement, and reinforce standards
without distorting history.

If an employee was high performing but
misaligned behaviorally, this should be

communicated clearly.

If someone was strong and chose a
different path, it should be honored
appropriately.

However, distorting reality to protect

one's ego serves no beneficial purpose.

Culture is shaped not only by the
corrections made but also by how
leaders handle the losses they

encounter.
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The Leadership Standard Method™

The Leadership Standard Method™ is

designed to align cultural architecture

with leadership accountability in a

cohesive manner.

This method is built upon five essential

pillars:
Pillar 1 - Standard Definition

This pillar focuses on translating
organizational values into observable
behaviors.

Clarity in definitions removes the
ambiguity that often leads to
misinterpretation, which can create
cultural drift.

Pillar 2 - Enforcement Ownership

It is crucial that authority aligns with
accountability. HR is responsible for
designing systems, while leaders are

responsible for correcting behaviors.

Pillar 3 - Lifecycle Alignment
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Standards must remain consistent

throughout the entire employee
lifecycle, from hiring to exit. Selective
enforcement undermines cultural
stability.

Pillar 4 - Consequence Consistency

Predictability in consequences builds
credibility. There should be no
protected performers and no
fluctuating standards.

Pillar 5 - Leadership Maturity



The overall culture of an organization
reflects the emotional discipline of its
leaders.

Composure, directness, and integrity in
communication are essential for
sustaining trust.

When these five pillars are aligned,
culture stabilizes effectively.

However, when they are fragmented, no

initiative will be able to compensate for

that lack of alignment.
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Culture changes most rapidly when
accountability shifts within the

organization.




Culture Ownership Diagnostic™




It is common for executive teams to initially rate themselves higher than is reflective
of the true state of affairs. The discussion surrounding these scores is often more

valuable than the numerical ratings themselves.

To utilize the diagnostic, score each dimension on a scale of 1to 5, where:
1signifies delegated enforcement,

2 indicates HR-led initiatives,

3 represents shared but inconsistent accountability,

4 denotes leader-led enforcement, and

5 indicates clear executive ownership.

Consider the following questions:
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1. Where have we unintentionally delegated enforcement responsibilities?

2. What behaviors are we currently allowing to persist?

3. Who is functionally exempt from accountability?

4. Under pressure, do our standards tighten or loosen?

As a concrete action step, correct one visible behavior within the next thirty days.

Total Score Interpretation

17-20 — Leadership-Owned Culture Enforcement is clearly exercised by leadership.
HR operates strategically as architect and advisor. Standards are visible and
consistently upheld. Protected performers are rare. Your primary focus is sustaining

discipline and preventing drift.

13-16 — Shared but Stabilizing Leadership addresses some issues directly, but
enforcement fluctuates by situation or individual. Escalation to HR remains common.
Selective tolerance may still exist. Your primary focus is tightening ownership and
eliminating inconsistency. 9-12 — HR-Carried Culture HR frequently initiates or leads
enforcement conversations. Leaders defer difficult corrections. Standards soften
under pressure or political sensitivity. Your primary focus is returning visible
correction to leadership. 4-8 — Tolerance-Driven Culture Enforcement is inconsistent,
delayed, or personality-dependent. Protected performers likely exist. Values are
stated, but not reliably upheld. Your primary focus is establishing clear executive
ownership immediately. You might close the section with one anchoring line: Culture
does not change because you scored it. It changes because you enforce it.holder -
click this text to edit.
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Move the Accountability

The majority of organizations do not struggle with a values problem; rather, they face

an accountability issue.

If the culture feels unstable, it is essential to examine the enforcement mechanisms
in place.

If high performance appears to be politically insulated, it is crucial to investigate the

presence of exemptions.

If HR feels overwhelmed by the burden of correction, it is time to reassess ownership

of accountability.

Rather than initiating yet another program, it is imperative to shift accountability
back to leadership.

Take action to correct one tolerated behavior.

Clarify one ownership line that has become blurred.
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Reinforce one standard visibly within the organization. Visible enforcement has the

potential to restore belief far more effectively than communication campaigns.

Culture does not respond to mere intention; it responds to the actions taken in

enforcement.

Culture is not a program; it is fundamentally a standard of leadership.

Brock11

Laura Brocklehurst

' Building Culture By Design

Page 34



HR Can't Own Your Culture...

In "HR Can't Own Your Culture," leadership accountability takes center stage as
the author asserts that true organizational culture is shaped not by programs but
by the actions and behaviors of leaders. This essential guide challenges
executives to recognize that while HR can design systems, it is leadership that
must enforce cultural standards, particularly during critical moments of pressure.
By reestablishing ownership of culture within leadership, this book provides a
roadmap for fostering a resilient, performance-driven culture that withstands the

tests of time and challenge.




