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			Advance Praise for Re-Culture

			“A concise and practical guide for creating healthy, high-performing cultures.”

			—Brian Deveaux, CEO Hussey Seating

			“Adam has captured the essence of successfully leading through the transformation of today’s workforce. He has blended action, humility, and inspiration into a roadmap for leaders who care about supporting their teams.”

			—Rob Gelb, CEO Valenz Health

			“I started reading it last night and couldn’t stop until halfway through. I just finished reading it. Great job in making Re-Culture an actionable guide. While most organizations know what the right thing to do is, the issue is always of execution. Urgent becomes the enemy of important. I plan to use the book’s suggestions in 2026 and will share any success stories with you.”

			—Sandeep Mor, Senior Strategy Officer, Sempra

			“Adam delivers an insightful and operationally grounded guide to culture—one that helps leaders build trust, resilience, and long-term strength.”

			—Mike Lepper, CEO, Impact Networking

			“In a time when many are focused on AI and technology, Adam reminds us of the importance of our people and building resilient, people-centered cultures. This book provides us with a clear map to that goal.”

			—Chris King, Director, Corporate Services, INPO

			“When the AI bubble finally bursts, Markel reminds us that the most powerful algorithm will remain: human connection. Re-Culture shows you how to unlock the exponential power of teams to create amazing results.”

			—Dr. Nick Morgan

			“Adam cuts through the noise and delivers a simple, actionable manual for building culture that actually works in the real world. And I should know, since we hired his firm and saw great results across our organization.” 

			—Ken Tripp, CSCO ZB

			“Adam writes like he talks: thoughtful and fun, with punchy, useful wisdom and humanity. You’ll learn a lot and enjoy what he has to offer.”

			—Brian Lott, CCO, Mubadala

			“Having worked directly with Adam’s team, I’ve seen first-hand how effectively Re-Culture principles translate into real results. It gives leaders a clear, practical path to building cultures that protect people, reduce burnout, and elevate performance. It’s timely, deeply relevant, and exactly what organizations need right now.”

			—Kara Wilson, VP HR Flex

			“Re-Culture hits right at the heart of what real leadership is about. Culture isn’t a poster or a program; it’s the everyday behaviors that show people they’re safe, valued, and part of something bigger than themselves. This book gets that right.

			“It reminds us that belonging is built through dignity, accountability, and genuine care. It champions resilience, shared responsibility, and the simple truth that culture is a ‘we’ thing, not a memo from HR. That’s the work that creates teams who grow, contribute, and go home happy.

			“If you’re ready to stop inheriting culture and start intentionally shaping it, Re-Culture is your roadmap. And the good news? Any dumb ass can do it if they choose to lead with love and purpose.”

			—Garry Ridge, Former CEO and Chairman Emeritus, WD-40 Company

			“Entrepreneurs and fast-growing companies will find Adam’s work invaluable. He shows exactly how to build a culture that supports growth without burnout.”

			—R. Read Davis, Vice Chairman, Marsh & McClennan Agency

			“Adam and his team do extraordinary work to advance and transform corporate culture with a focus on leadership capabilities and development.”

			—Lori Winkler, SVP and CHRO, Zimmer Biomet

			“In an era obsessed with technology, Adam Markel delivers what leaders need most—a clear, actionable framework for building strong, people-centered cultures. Re-Culture is a must-read for anyone serious about sustainable success.”

			—Joel G. Carson, Executive Director, Geoprofessional Business Association

			“Adam delivers an insightful and operationally grounded guide to culture—one that helps leaders build trust, resilience, and long-term strength.”

			—James Healy, CEO of Reece

			“I’ve had the privilege of learning from Adam for years, Pivot, Change Proof, and now this, and what I appreciate most is that he never sugarcoats the truth. He tells leaders what we need to hear: Culture isn’t built on charisma, memos, or mission statements. It’s built when people bring their full selves and take full ownership. As a CEO, I value Adam’s perspective because he equips teams to stop waiting, stop assuming, and start leading from where they stand. When everyone steps up, we become not just a stronger organization, but a grounded one.”

			—Suzanne Ogle, President and CEO SGA Natural Gas Association

			“Stop what you’re doing and read this book now! In the 47 years since receiving my MBA, I have worked for several global automakers in leadership positions, nearly 30 years at Honda and most recently as the COO of Kia America. This journey provided me with exposure to many corporate cultures composed of a wonderfully diverse collection of people, personalities and nationalities, each molded from their own life experiences. 

			I wish I would have read then what Adam has to say here about the need to Re-Culture and how to go about it. Adam has really nailed it.

			Culture is not an asset in the same sense that a patent or proprietary technology is. Culture is really the connective tissue. Culture must be cared for, nurtured, just as a farmer would maintain his (or her) acreage. 

			In the same sense that “your body is your temple” so is your culture and Adam’s book is THE guide for its care… to paraphrase a famous political retort: ‘it’s the people, stupid!’” 

			—Steve Center, Former COO of Honda and Kia, North America
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			“Good and evil both increase at compound interest. That is why the little decisions you and I make every day are of such infinite importance. The smallest good act today is the capture of a strategic point from which, a few months later, you may be able to go on to victories you never dreamed of.”

			—C. S. Lewis
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			Foreword

			I know from experience that when my friend Adam Markel asks you a question, it’s rarely the simple kind. He goes straight to the core with the kind of inquiry that makes you pause, breathe, and rethink the assumptions you may have been carrying around for years. He has a rare ability to challenge you without scolding you, to stretch your thinking without overwhelming you, and to bring you into a bigger, more honest conversation about leadership, culture, and the human experience at work. 

			I’ve built my professional career around helping leaders understand that love is just damn good business. Not the soft, sentimental kind of love. The operational, disciplined kind—the kind that chooses belief over cynicism, contribution over self-protection, and collaboration over fear. Adam and I share that worldview. We both believe that organizations rise or fall on their willingness to honor the humanity of the people who make them run. And we both know how rarely that actually happens in practice.

			That’s where Re-Culture comes in.

			This book is a wake-up call wrapped in a set of practical, accessible tools. Adam is inviting us to stop admiring the idea of a better culture and start building one—or re-building one—intentionally, persistently, and together. He’s not offering shortcuts, and he isn’t pretending this work is easy. Culture isn’t a poster on a breakroom wall. It’s the sum of a thousand daily choices—how we communicate, how we recover from setbacks, how we hold one another accountable, and how willing we are to reexamine the habits we keep insisting are “normal.”

			Adam has always had a natural gift for storytelling, and in this book, he takes us inside organizations we recognize from our own experience—even if we’ve never worked there—places where people are burnt out, leadership is reactive, and everything feels like a crisis. Then he shows us what’s possible when we ask the right questions and choose a different path: a culture built on shared responsibility, psychological safety, and the courage to speak the truth, even when—or especially when—it shakes things up.

			Adam’s advocating for shared care and commitment is deeply aligned with my Radical LEAP framework, in which I challenge business leaders to cultivate love, generate energy, inspire audacity, and provide proof. We’ve both seen that culture isn’t created by an internal PR campaign; it’s created by people. It’s created in the spaces between us—how we show up for one another, how we collaborate, how we navigate challenges, and whether we choose fear or accountability in moments of pressure.

			Adam understands that better than almost anyone I know. He reminds us that culture doesn’t shift because the CEO says so. It shifts when everyone, at every level, participates in its creation. Because they want to, not because they’ve been ordered to. And because they have each other’s backs.

			And he has a clear and compelling point of view on why so many organizations struggle: they’re running at full capacity with no margin, no pause, no time to reflect or refine. They tell themselves they’re too busy to deal with culture… until the culture becomes the problem they can’t ignore. Adam doesn’t just diagnose that problem—he offers a roadmap out of it by giving us practical questions, rituals, and frameworks that help leaders at every level build resilience—not the individual, “grit-your-teeth-and-push” kind, but the collective kind that makes team members stronger together than they are alone.

			You’re about to feel the benefit of Adam’s decades of experience, his joy in human potential, and his refusal to accept the false divide between performance and well-being. He knows—because he’s lived it—that organizations succeed when people succeed, and people succeed when they feel connected, trusted, valued, and seen. He’s been in the rooms where things fall apart, and he’s helped build the rooms where they come back together. That’s why his guidance lands the way it does: it comes from experience, reflection, and a genuine desire to help people thrive.

			So, here’s my suggestion to you: read this book not as a prescription, but as a partnership. Let Adam challenge you, provoke you, support you, and occasionally nudge you out of your comfort zone. Let him walk beside you as you consider what you want your organization—and your own leadership—to become.

			Culture is not a storm to survive. It’s a craft to be mastered. A promise to be kept. A shared creation you constantly renew, even if the winds are high… and especially when they are.

			Herein is your invitation to build something better. It starts with yourself, extends to your team, and ripples outward in ways you can’t predict but will absolutely feel.

			So, turn the page. Your Re-Culture journey starts here.

			 

			—Steve Farber; Author, The Radical Leap, Greater Than Yourself and Love is Just Damn Good Business; Founder and CEO, The Extreme Leadership Institute

		

	
		
			The Storm

			Imagine…

			You are on a ship, a thousand tons of steel, being tested to its absolute limit by a raging sea about to capsize your vessel. You’re about to learn about the strength of your hull, the skill of your crew, and the true meaning of your ship’s culture.

			In the midst of the storm, the deck is a wild, unpredictable surface, but your feet know how to find purchase. Your body has learned to move with the lurch and heave, not against it. The wind screams, but you hear it as a warning of the next great wave, a call to tighten your grip and brace yourself for the inevitable.

			Salt spray stings your face. You taste it. It is the taste of the work, and, like it or not, you have no choice but to be in it.

			The storm is here, and for some reason, the ship’s captain has been absent for hours. The helm was unattended, so you took your place even though you don’t feel ready to lead. The old charts, which promised a safe and predictable passage, are now irrelevant because the wind is howling and the rain is sideways, and you’re the one in charge.

			And yet, the ship continues to run. The engines are still turning. The lights are still on.

			Why?

			Because the crew is still here, and you’re terrified they’re looking to the Executive Officer (you!) for answers, because you’re the one leading them. You expect chaos and panic.

			But you find the opposite.

			Through the wind and the rain and your terror, you take a breath and look around.

			You don’t see a collection of terrified individuals. You see a single, breathing organism. You see the first mate, not waiting for an order, but already directing a team to reinforce the starboard rail with cargo nets and spare line. You see the navigator, her face lit by the radar screen, calling out a new heading (not a perfect one, but the best possible one) to the first mate. You see the youngest deckhand, blood drying on his temple from a falling crate, helping a fellow crewmate to their feet and checking their harness.

			No one gave them a memo. No one held a meeting. Their response is instinctual, cultural. It is the product of a thousand small rehearsal interactions, a shared sense of responsibility, and an unspoken agreement that they all have each other’s backs. This is not a hierarchy responding to commands. This is a network responding to a threat.

			This is collective resilience. And it is the only thing standing between your ship and the abyss.

			You feel a pull to join them, not because you are in charge, but because you are one of them. You move to help secure the rail, your hands working in rhythm with the others. A voice calls out a warning about the next wave, and the message ripples through the crew not as panic, but as preparation. Everyone shifts, braces, and becomes part of the ship’s structure itself.

			Later, when the storm has passed, the sun is out, and the sea is calm, you give a tentative knock on the captain’s door. He invites you in.

			He shows no signs of a night spent in the storm. In fact, he looks as though he had a full night of sleep. Stunned, you ask him, “Why did you not come to the deck during the storm?”

			With a slight smile, he says, “Because I believed in you. I believed in our crew. I believed in what you could do together. And I slept like a baby.”

			In this moment, the central truth becomes stunningly clear:

			The strength of your ship is not found in its captain’s cabin. It’s forged in the spaces between her crew members. It is the trust in a knot tied by human hands. It is the confidence in a heading called out by a voice you recognize. It is the shared breath before a wave hits, and the collective exhale when it passes. It’s a crew working well together.

			The locked door of the captain’s berth is no longer a symbol of leadership failure. It has become the catalyst for your greatest discovery. You were waiting for a leader to emerge, only to realize that leadership had already emerged: It was all of you.

			The storm did not break the crew. It revealed it.

			When I’m asked to speak to organizations about resilience and culture, I like to do an experiment from the stage. It’s the same call-and-response we learned from high school cheerleaders. Holding my arms out wide, I call to the assembled workforce, “I say, ‘MARGIN,’ you say…”

			Invariably, the response comes back in one voice, “PROFIT!”

			Then I pull up a quote from John Mark Comer’s The Ruthless Elimination of Hurry and I say “Today, we’re gonna think about margin a little differently.

			I want you to catch this one. We’re gonna talk about margin as the space between your load and your limits. That’s a different margin. Most people have no personal or professional margin. They’re at 100% capacity most of the time. There is no margin between their load and their limits. This is a problem. Now and in the future.”

			While the room sits in a sort of bewildered silence, I continue, “Our relentless push to be everywhere, do everything, all of the time, has all of us at the absolute margin of both our load and our limits. There’s nowhere to go; and we all know that a business that has no margin will be out of business before very long.”

			Dawn rises in their eyes as they realize that most people are all operating in the dangerous, burnout area of the red.

			This book is about that realization. We’re all operating without margins. The world is a storm of constant change, of economic shifts, technological disruptions, and global challenges. The dollar is down, and prices are up. Organizations that wait for a single captain at the top to navigate it all will be swallowed by the waves.

			The organizations that will navigate the coming storms are those that understand the fundamental truth of this book:

			Re-Culture is collective resilience.

			I can’t make it any simpler than that. It’s the capacity of a group of people to work well together through uncertainty and change. Culture, resilient culture, is the ability to turn and face the storm, not as a leaderless crowd, but as a crew that leads itself.

			It is not about getting the captain to come and set things right. It is about realizing that the captain is already here. It is in all of us.

			This is not a book just for leaders, but also for those who want desperately to be lead.

			Let’s begin the work of building a new culture that works for you, for your business, and for the people that make it work.

			Your Re-Culture ship is waiting.

		

	
		
			Introduction

			A Word About the Title

			I’ll be the first to admit that Re-Culture might be a strange title. You might be thinking, “What does that mean? Is it a noun or a verb?” Actually, it’s both. The title boils down to this: Most people think “culture” is something you have. It’s the ping-pong table in the breakroom and the holiday party. It’s static. But that’s a myth. Culture isn’t just a noun; it’s also a verb. It’s not what you have, it’s what you do. And if what you’re doing is creating burnout machines instead of resilient innovators, then you don’t need a fifteen-minute culture hack; you need a fundamental reset.

			If you’ll excuse the tautology: To get Re-Culture (noun), you need to re-culture (verb).

			Re-Culture is about renewal, not just repair. You don’t just patch a hole in a boat that’s taking on water; you dry-dock it, sand it down, and reseal the entire hull. Re-Culture means a proactive renewal of your company’s core values and how those values are practiced through your actions. It’s not a one-time fix for a toxic manager or a bad policy. It’s the conscious, every day, in-the-trenches practice of rebuilding your organization so it generates resilience day after day.

			Like penicillin, most great cultures are accidents. They just seem to happen, like they’ve always been there, because they’re built from leftover habits, past leaders’ egos, and “the way we’ve always done it.” That’s not building a culture; that’s inheriting one. 

			Re-Culture means stopping the autopilot and grabbing the tiller. It’s about driving your culture with intention, a clear heading, and with everyone on board pulling in the same direction. You have to repeat habits to build culture.

			That’s why it will REWIRE your team’s collective brain. A Re-Cultured environment actively rewires your team from a reactive, threat-based mindset to a challenge-seeking, resilient mindset. It’s not about eliminating stress; it’s about changing your relationship with it so that pressure creates diamonds instead of dirt.

			Okay, this one is a stretch, but, like the poets, I’m going for the rhyme. Re-Culture is a collective “WE” journey, not a solo “ME” fix. It’s “We-Culture.” You can’t outsource culture to an HR memo. The “Re-” is a collective call to action. It’s about we, not me. It means every single person, from the C-suite to the front desk, owns a piece of the culture. It’s about rebuilding together, creating a shared responsibility for the organization you work in every day.

			It’s about getting real, measurable results. This isn’t touchy-feely stuff. This is about the bottom line. A Re-Cultured organization sees results you can take to the bank: higher retention, sharper innovation, and a team that adapts to market shifts instead of crumbling under them.

			Re-Culture is a return to what’s real and measurable, the blue-ribbon competitive advantage of a truly resilient culture that wants to be both profitable and a place in which people are excited to meet new challenges together.

			Who This Book Is For

			The Parable of The Storm was inspired by a true moment from my life. There I was, out on “Moondust” near a lovely spot we call Our Haven. That’s my twenty-one-foot bow rider we keep in a little harbor in Martha’s Vineyard, outside Oak Bluffs (where I’m routinely surrounded by Boston Red Sox Fans). Her name comes from a song that appears in the cinema classic Meatballs, which is one of our favorite movies. It’s also the song my wife Randi and I danced to when we tied the knot. Our Harbor is a quaint, sweet spot where you can’t have a big boat, so the water traffic is mostly fishing boats. For me, that boat is peace. It’s where I go to get out of my own head, away from the anxieties and fears. The colors out there are a painter’s paradise with every shade of green you can imagine, and those Cape Cod blues. For me and Randi, it’s a restorative place. A perfect resilience spot.

			This particular afternoon, it was gorgeous. We were over near Chappaquiddick. My wife, Randi, looks at the sky and says, “Adam, we should probably head back. Looks like rough weather’s coming.”

			I glanced up. It was still beautiful. The sun was on the water. It was warm. I said, “Ah, we’re good. We’ll head in about twenty20 minutes.” I wanted just a little more of that peace before heading back to our phones and the world.	

			Well, in nineteen minutes, I kid you not, the fog rolled in. And I’m not talking about a little mist. This was the proverbial pea soup. We couldn’t see five feet in front of the boat. One minute, it’s all blues and greens, the next, it’s just this thick, gray wall from stern to bow. In a moment, the wind shifted, the temperature dropped, and just like that, we went from a peaceful cruise to a potentially dangerous situation.

			I had my instruments to guide me. I knew my heading. I knew where I was supposed to go. But knowing your destination and getting there safely are two completely different things when you’re blind. My family’s on board—Randi and, the kids—and the tension spikes. Everyone’s got an opinion, a fear, they’re speaking their minds, and as the captain, you feel that weight. You’re trying to project ease and calm, but inside, you’re hyper-vigilant, your knuckles are white on the wheel, listening for anything, anything in that fog. And then, out of nowhere, a massive sailboat just materializes, a ghost through the mist, maybe fifty yards away, which seems like a lot but for boats is like inches. It passed us by safely, but the anxiety remained.

			That moment on the water is exactly why I wrote Re-Culture.

			You see, that sailboat was always there. It was on the same water, heading somewhere. The danger wasn’t that it suddenly appeared; the danger was that my visibility suddenly disappeared. I was caught off guard. I was complacent in the sunshine. And in that fog, with my family counting on me, I had to rely on more than just a heading. I had to rely on my instruments, my gut, and a calm focus that I had to really dig deep for. Let’s also not forget that I didn’t listen to my XO–my wife, Randi–whose instincts are eerily accurate, almost always.

			So, who is this book for? I’ll tell you exactly who it’s for. It’s for you, the guy or the gal at the helm of a business, a team, a department. You’re the captain. You’ve been sailing in decent weather for a while. Maybe the sun’s been out, the profits are okay, and people aren’t quitting in droves–even if they don’t seem to be OK. It’s not perfect, but it’s fine. You’re telling yourself, “We’ll head in and deal with that…whatever it is…in twenty minutes.”

			Culture is like that.

			You know the “fog” is coming. You can feel it. It’s in the quiet discontent of your best people. It’s in the email that says, “We’ve always done it this way.” It’s in the Monday morning dread that you feel walking in, and you know your team feels it ten times worse. It’s the innovation that never happens, the meeting that solves nothing, the constant, low-grade anxiety that your engine, your core business, might just blow its engine and leave you floating, not too far from shore, but far enough to be in real trouble.

			You’re not stupid. You’re not a bad leader. Maybe you’re just a little complacent. Maybe you stopped listening to your people or you listened to the devil, and you think you’ve got more time than you do. But buddy, on the ocean and in the boardroom, the weather changes faster than you think.

			This book is for the leader who knows their culture is the boat they’re all sailing in, and they can hear the creaking of the boards. They see the rust on the rail. They know they need to renew it, to refit it, to Re-Culture it, but they don’t have the first clue how to do it without sinking the whole damn ship.

			You think, “If I start poking around, if I start asking hard questions about accountability and purpose and psychological safety, I might open a Pandora’s box. I might make it worse. I may lose everything.” So, you stay quiet. You keep heading in the general direction you think is right, hoping the fog doesn’t roll in before you make it to port.

			Let me talk straight with you: That’s a losing strategy.

			Re-Culture is your navigation system for when the fog is so thick you can’t see your own hand in front of your face. It’s the step-by-step process for moving from being reactive, constantly swerving to avoid sailboats you never saw coming, to being proactive, trusting your headings, and believing in your crew.

			It’s for the leader who is tired of:

			The meetings where no one says what they really think, and then the real meeting happens in the hallway afterward, leading to everyone pulling in different directions.

			Watching your talented people slowly disengage, their passion fading, until they’re just collecting a paycheck. Or collecting themselves for the walk to HR.

			Knowing you need to change, needing to pivot, but feeling like you’re trying to turn a cruise ship with a canoe paddle.

			Feeling the weight of being the “captain,” where every problem, every drama, every failure ultimately lands on your desk. It’s lonely at the helm when the storm hits.

			This book isn’t theoretical, academic fluff. It’s a practical playbook. It’s how you build a culture that is your competitive advantage. A culture that doesn’t just survive the fog, but can navigate through it with confidence. A culture where your team isn’t adding to the panic in the pea-soup moment, but is instead checking the instruments, spotting for obstacles, and trusting you to get them home safely.

			Because the truth is, the fog is inevitable. Market disruptions, key people leaving, a global pandemic, a shift in technology, at the end of the day, it’s all just weather. You can’t control it. But you can control your boat by strengthening your hull, training your crew, and then trusting your compass.

			Re-Culture is how you stop being a victim of the weather and start being the master of your vessel. It’s how you turn your workplace from a source of distress into a haven where people do the best work of their lives, and where you, as the leader, can finally take a deep breath and enjoy the ride, even when the blue skies turn to black.

			So, if you’re the one holding the wheel, feeling that first chill of the wind change, let’s stop waiting for the fog to hit. Let’s get your ship in shape.

			Culture Myths

			A culture built on resilience thrives on change, but a culture that lurches from crisis to crisis with no learning is holding on to myths from the past.

			In my work with organizations and teams, I’ve collected the Six Myths of Culture that are keeping them from renewing, reimagining, and rebuilding their culture from the ground up.

			Myth 1: Culture Will Take Too Long

			We live in a world where if something doesn’t happen right away, the feeling is that it might as well never happen, because we don’t have time to institute real, lasting change.

			That’s nonsense.

			I’ve been lucky to travel to Europe quite a few times in my life, and I’m always struck by the cathedrals and churches that are the centerpiece of nearly every city, town, and village across the continent. When I stand outside these architectural marvels, I think about the fact that the people who laid the first stone were rarely alive to see the last stone laid in its place. The people who built those structures had to imagine a world blessed by a monument to faith, beauty, and wonder, but with the knowledge that they wouldn’t be able to partake in that delight. They were like Moses, taken up to the Promised Land, and, in a cruel twist of fate, not allowed to enter and enjoy.

			Re-Culture is not a cathedral. It’s not going to take decades to turn things around.

			Strangely, though, that’s not how our brains work, is it? We can only fixate on the road in front of us, without thinking about where we’re headed. We want an organizational culture that we can be proud of, but we think it’ll take more time than we have.

			Then the limited beliefs crowd in with thoughts like, “I just have to get through the next quarterly report with our heads above water.” All the while, the culture fix we desperately need waits patiently in its place on the back burner. Then the next quarter comes, with its challenges and its obstacles, and we’re in the same predicament, playing the corporate version of musical chairs on the deck of the Titanic. We think we’re busy, but we’re failing to see the real problems.

			But though we’re aiming to be around for the long term, resilience culture, if done correctly and in good faith, will bear fruit almost immediately.

			Myth 2: Culture Is One Size Fits All

			Culture is deeply tied to our organization’s unique values and context. The very spark that lit the flame of your organization is loaded with this stuff. It’s hard to look back to go forward, but sometimes that’s the only way. We have to return to why we got into this in the first place. Because that’s what sets us apart from the rest of the pack.

			If we’re honest, we’re all looking for the formula, the quick fix, or the easy solution to the problems that ail our culture. But Re-Culture is about seeing our organizations with their specific problems. The challenges of a health-care provider aren’t the same as those of an energy management corporation. Sometimes the problem is us. We just have to admit it.

			When we go to therapy, we bring with us our entire history, from our childhood to the present moment. In some cases, we bring the history that existed before we were born. Then, with help from an objective person, we explore the patterns that have shaped who we are.

			Imagine if a therapist said, “Tom was just in here. He has a similar problem. You should do what Tom did.” Our backs might bristle at this. But sometimes, looking at how someone else addressed their cultural challenges helps us look at ours with fresh eyes.

			There will be examples in this book about other companies and other leaders, but it’s not a prescriptive ask. It’s more about finding a culture that works within our organizations and our teams. To know our culture is to love it, and to love it means we can change our culture into something better.

			Re-Culture isn’t a formula; it’s a choice.

			Myth 3: Culture Is a Solo Job

			Nobody knows your culture better than you do. For real resilience culture, we’ve got to own up to what we’ve created. Maybe the culture of the organization we’re in predates our arrival, and we want to fix it. Either way, admitting that yes, there is a problem, is the first step.

			But most of the time, we know what we’re good at, and we’re not aware of what we’re bad at, and we don’t want to know the difference. That’s why we’ve got to reach out for help. Sometimes, that means finding money in our budgets to address our cultural issues. Maybe we’ve got to bring someone in from the outside who can see our structures through fresh, compassionate eyes.

			The attributes of ambition, drive, and focus define most entrepreneurs. If we’ve built a business from nothing, then we’ve got to have a single-minded ego capable of distorting the energy fields that stand in our way. Like Steve Jobs.

			But those days are over. Culture is, by its very nature, collective. We’re all in this together. If I want to change my organization, then I can’t go in, guns blazing, hoping that my will is enough to create a new culture. I’ve got to get buy-in from all my stakeholders. Toxic leadership says, “It’s my way or the highway.” Collective leadership says, “We’re all going to have to drive to get where we want to go.”

			Life is a highway, but we can’t drive it alone. Re-Culture drives in the HOV lane.

			Myth 4: Culture Can’t Be Measured

			We think of culture as ephemeral, light as air, and impossible to quantify. Well, I’m here to say that it can.

			My organization runs thousands of surveys and assessments on the companies we work with. And we can drill down into the benchmarks and trends that provide the data that back up the feelings that something just doesn’t feel right.

			But if we want something more direct and immediate, we can take a walk through our organization (if we’re in the office) or observe virtual meetings (if we’re remote) to actually hear and see how our people interact with one another. We can tell immediately if the culture is healthy or if it’s in need of intervention.

			In this case, when it comes to culture, intervention is innovation. The “just leave it alone and hope things change” strategy is gone. We’ve got to get active.

			Myth 5: Re-Culture = Happiness

			One of the more interesting cultural developments of the last decade is the notion of “toxic positivity” and its quest to eliminate difficulty from our daily lives. In her book on the subject, Whitney Goodman writes, “Positive thinking is often a Band-Aid on a bullet wound. Instead of helping, it leads to emotional suppression, which is destructive to our bodies, minds, relationships, and society.”

			There’s a moment from C. S. Lewis’s The Chronicles of Narnia where a previously arrogant and terrible boy is turned into a dragon. He’s huge, ungainly, but still dangerous. It’s a sad, pathetic spectacle as he’s mocked and chased and feared even though he’s trying to communicate the depth of his pain. At one point, he cries huge tears that drop, steaming onto the dirt. But eventually, he begins to turn his new nature to the advantage of the group: He’s moving huge logs and trees to help repair a ship and giving flying rides around the island. Not despite, but because of his nature, he finally becomes part of the group.

			Then, Aslan, the Lion, meets the dragon, recognizes the pain he’s in, and volunteers to turn him back into a real boy. But Aslan doesn’t wink or wiggle his nose or say a spell to do it. He takes his sharp lion’s claws and digs into the dragon’s hide to dig for the scared boy inside. The process is painful for the boy, but it also feels kind of good, like pulling off a scab.

			That’s what Re-Culture is. We’re going to dig into the discomfort of our culture with friction, discomfort, and hard truths, and we’re going to look at our failures with fresh eyes.

			If we’re truly called to Work Well Together, we have to adapt to the type of adversity that breeds resilience, not happiness.

			We have to have a pain tolerance greater than our potential to get to Re-Culture.

			Myth 6: Re-Culture Is a Sunk-Cost

			Many of us resist cultural change because we believe the time, resources, and effort already poured into existing structures would be wasted. This mindset traps organizations in the “sunk-cost fallacy” that afflicts all risk-averse leaders. There’s a line from Shakespeare’s Macbeth that encapsulates this perfectly:

			“I am in blood/Stepp’d in so far that, should I wade no more, Returning were as tedious as go o’er.”

			Which is a fancy way of saying, “We’ve come too far to turn back now.”

			Whether it’s retaining outdated processes, clinging to legacy systems, or preserving toxic traditions that came with past successes, the fear of “wasting” what’s already been spent paralyzes progress. Deep inside our hearts, a voice whispers, “But we’ve always done it this way. What about the years and capital we invested?”

			Sunk costs are irrecoverable, but they should never dictate future decisions. Imagine refusing to replace a broken-down delivery truck because “we’ve already spent so much repairing it.” Every extra dollar thrown at the truck is money not spent on faster, more efficient vehicles that could transform a business. Similarly, clinging to a harmful culture because of past effort ignores the compounding cost of not changing: lost talent, stifled innovation, and eroded trust.

			Re-Culture isn’t about discarding your history; it’s about composting it. Those years in a cutthroat sales culture were about the value of collaboration with those who disagree with us. I spent years as a Manhattan lawyer swimming with sharks, and I don’t regret a single moment. It taught me how to survive in deep water filled with predators. And it’s shown me a different way to achieve success: Love. Even toxic patterns serve as a map of where not to tread. As with a forest after a wildfire, the richest, most resilient growth often emerges from what’s been burned away.

			Like a chef who stops adding salt to a ruined dish, courage lies in saying, “This no longer serves us,” not in stubbornly eating the meal. Your past built resilience. Don’t let it become an anchor. Re-Culture thrives when we trade “We’ve come too far to quit” for “We’ve learned too much to stay.”

			Then, once we start seeing results and experiencing what that tastes like, we’ll get hungry for more ways to get better and deeper with our intentions. Then, the rewards will snowball, and the next thing we know, we’ll have a renewed, resilient culture that we can not only be proud of but one we can enjoy for as long as we choose.

			That’s no myth. It’s real.

			The Re-Culture Curiosity Questions

			1.How can you rebuild culture without tearing everything down?

			2.Do leaders make culture, or does culture make leaders? Give three examples of each.

			3.Where will your workplace culture be in ten years?

			4.Why does a healthy culture lead to better results?

			5.When should leaders intervene to address the culture of their business?

			6.What’s the one action every organization can do to change its culture?

			7.Does this cultural practice still coordinate with who we’re becoming?

			8.What lessons from our “investment” can we carry forward?

			9.What’s the cost of staying silent versus the cost of changing?

			Steering into the Storm

			“Culture is the widening of the mind and of the spirit.”

			—Jawaharlal Nehru

			Since the global pivot of 2020, everything has changed. The pause of that strangest of springs asked us to choose resilience—and choose it we did.

			Sort of.

			One thing that hasn’t changed since those days of masks, elbow bumps, and disinfecting groceries is that change is here to stay.

			In fact, time is moving faster than ever—for the young and the old. Most days, there seems to be too much change in the air. It’s swirling around us. We feel like the velocity of change is picking up speed so that we’re on a bullet train to somewhere. And that unknown destination terrifies us, because, in the age of chaos and disinformation, it’s nearly impossible to know what’s real.

			Not only has the spending power of a dollar decreased to almost nothing, but so too has an hour of our day. We’ve got disruptions in our business that are happening constantly, everything from supply chains to AI to the shrinking workforce to trade wars. There’s not a single business out there that has its wing tips perfectly oriented to the winds of change. It’s coming for everyone. Uncertainty is no longer a rip current that pops up randomly, sucking us out to sea, but a constant, pounding, daily churn of change. At every moment, we have to adjust everything, from our strategies to our expectations. In the current climate, whether we like it or not, change is our business.

			How we navigate that change together is culture.

			The 20 Percent Nail

			Many of us have heard (and used) the phrase, “To a hammer, everything looks like a nail.” It’s an old axiom that goes back to Victorian England, but it was Abraham Maslow who brought it into popular consciousness. Mr. Maslow was speaking about confirmation bias and something called the law of the instrument, which posits that overreliance on the same tool, no matter the problem, masks the deeper, more insidious problems.

			In the world of Re-Culture, the hammer is a CEO, and the nail is 20 percent workforce cuts. We’ve seen this hundreds of times in the business pages of our newspaper: Facing tough economic headwinds, a CEO will slash the workforce by up to 20 percent, signalling a willingness to get tough and cut costs, and, as a result, the stock price will jump. It’s a story, repeated over and over, and it usually results in a depleted and over-stretched workforce while the CEO is pushed out of the airplane with a golden parachute.

			Forget the long-term, foundational challenges the business is facing; institute sweeping layoffs and live off the sugar rush of boosted investor value.

			Rinse, repeat.

			Now, we’re all facing major headwinds if we want to reimagine and renew our culture, but the windiest of all is how to build culture while still maintaining profitability. A recent interview with Chevron’s CEO, the aptly named Mike Wirth, gives us a powerful, real-world case study of this central tension in modern business: the struggle between building a human-centric culture that ensures long-term resilience and balancing that with the relentless pressure for short-term shareholder value.

			When asked about the difference between his company and his main competitor, Exxon, this is what Mr. Wirth said: “The difference is in the culture of the companies. We put a real premium on partnership. We put a premium on diversity and inclusion. We put a premium on getting the best out of our work force and using that to deliver solutions for communities, governments and customers.”

			So far, so good, right? This is exactly what we’re building when we’re talking about resilience culture. But, for our purposes, it gets even better when he goes on to say, “In our industry, strategies are easy to copy. Assets you can buy, technologies you can license. Cultures are harder to build, and they are a differentiator.” When I read this, I wanted to put down my paper and throw a parade in the street! Each and every one of us knows that culture is the true measure of an organization’s ability to not only survive but thrive in the storms that used to come once a generation and now seem to come every quarter.

			Now for some straight talk: Let’s be real about what’s happening at Chevron. The company is in the process of cutting 15 percent to 20 percent of its global workforce (up to nine thousand employees) by the end of 2026. This includes over 200 jobs in Midland, Texas, and another 575 in Houston.

			In the same interview, here’s what Mr. Wirth has to say about that: “In a commodity business, costs
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“Culture isn’t a poster or a program; it’s the everyday behaviors that show people they’re
safe, valued, and part of something bigger than themselves. This book gets that right.”
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