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Abstract: Ignoring cultural genes in the process of corporate culture construction is the root 

cause of impractical, grandiose and empty corporate culture. The model of corporate culture 

formation explores the logic of cultural genes formation from the key factors of external 

adaptation and internal integration. Monkey theory makes a vivid and intuitive interpretation 

for the model and the core issues checklist makes it clear the direction and focus of sorting out 

for the induction of cultural genes.  
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1. PAINFUl POINTS OF CORPORATE CULTURE CONSTRUCTION: CULTURE 

WITH NO GENES 

 

Corporate culture usually contains the conceptual layer, the behavioral layer, the physical layer 

(Sometimes it is also divided into the conceptual layer, the behavioral layer, the system layer 

and the visual layer). This is almost the consensus among the sorting and constructing of 

corporate culture. Thus, the majority of enterprises also construct their corporate cultures 

centering on such kind of framework. However, in reality, we spot a wealth of phenomena that 

the corporate culture which is sorted out only in this framework has been insufficient and 

fragile. It often turns out to be just the wishful blueprint or opinionated ideal that a boss or 

senior team harbors for the future of enterprise, which reflects his or her discontent with the 

current development of the enterprise and the impetuous psychology to pursue quick success. 

Naturally, such cultural construction inevitably falls into the trap of being impractical, 

grandiose and empty. 

The causes which give rise to this phenomenon are varied, such as the deviated conceptual 

sorting, the insufficient publicity and implementation, the irresolute execution, the ill-matched 

system, the change of leaders and so on. Nevertheless, from the perspective of source, the 

fundamental cause has been attributed to the fact that the cultural sorting of enterprise fails to 

gain real insight into its own corporate culture genes. Three-layer corporate culture theory (or 

four-layer theory) has been only the static deconstruction of corporate culture, which answers 

what the corporate culture is, but it cannot answer why this enterprise has formed such cultural 

traits (not including start-up here). Once the cultural sorting dissevers history and separates 
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from the logic of development, it will inevitably be rejected or shelved intentionally or 

unintentionally by employees in their cultural practices, unable to form a strong centripetal 

force and behavioral cohesion. The phenomena of culture being slogans and concept and 

behavior being two layers of skin are unavoidable. 

Consequently, the key to solve this problem is whether or not we truly revere culture, 

willingly settle down to restore the development of enterprise, and earnestly explore the 

formation logic of enterprise management pattern and employee behavioral pattern. That is, we 

should straighten out a basic problem: what are the genes of corporate culture? Why would my 

enterprise have such a culture as it has now? Only by respecting history and perceiving the 

genes and formation logic of corporate culture can we understand that faced with future 

development, which genes should we inherit and carry forward; which genes are defective and 

we should give them the optimization and improvement; which genes are undesirable and we 

should discard and remodel them. 

 

2. CORPORATE CULTURE FORMATION MODEL: INSIGHT INTO THE LOGIC 

OF CULTURAL GENES FORMATION 

 

To have an insight into the cultural genes of the enterprise is to explore the logic and key factors 

of corporate culture formation. If three layers of culture is the static deconstruction of corporate 

culture, then the formation of culture is the dynamic deconstruction of corporate culture. As 

Schinke, a noted cultural scholar, said, culture is the pattern composed of some basic 

assumptions which are created, discovered and developed by a particular group in the process 

of learning to handle with the problems of external adaptation and internal integration. On the 

grounds that this pattern works well, it is deemed worthy to be taught to new members as the 

right way of cognition, thinking and perception. 

How does this mechanism act on the enterprise and form our culture? We build a dynamic 

model of corporate culture cultivation, as shown in figure 1. 
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The left side of model is the external factors affecting the formation of culture, including the 

factor of national and regional culture in spatial latitude, the factor of era culture in time 

latitude and the factor of industry and market culture in industry latitude. The middle of model 

is the internal factors influencing the cultural formation, inclusive of the factor of founder, the 

factor of core team, the factor of development history. The external factors comprehensively 

act on the internal factors to form certain codes of conduct of the enterprise. The constant 

strengthening and solidifying of such codes of conduct brings into being the common values 

and the collective unconsciousness which bear the characteristics of this enterprise. 

The meaning and value of this model is to help an enterprise find the key influential factors 

and logic in the cultural sorting, so as to grasp the genes and the characteristics of its own 

corporate culture, which will pour the springhead into its cultural construction.  

 

3. INTERPRETATION 1: MONKEY THEORY AND THE FORMATION OF 

CORPORATE CULTURE GENES  

 

Gary Hamel and C. K. Prahalad mentioned a famous fable about monkeys’ eating banana in 

Competing for the Future. This story has diverse classical interpretations from different angles 

in Management including corporate culture. We may put this fable into cultural formation 

model of figure 1 to see the mechanism and process of the formation of corporate culture. 

The story is like this: five monkeys are caged. Above the cage there is a rope to which a 

banana is tied. The rope is connected with a gadget which is linked with a water source. After 

the monkeys discover the banana, one of the monkeys jumps up high enough to touch the 

banana. When the monkey reaches for the banana, the rope connected with the banana triggers 

off the gadget. As a result, a basin of water pours down. Although the monkey can eat the 

banana which is within his reach, other monkeys are caught wet. This process has been 

repeated. Then the monkeys find that although certain monkey does eat the banana, the rest of 

the monkeys get wet. After a period of time, a monkey consciously takes action. When there is 

a monkey to catch the banana, it will beat the monkey. So, whenever there is a monkey to get 

the banana, the other monkeys will automatically bite the monkey. As time passes, the 

monkeys cooperate with each other and no monkey dares to pick up the banana any more.  

From this story, we can see that the monkeys’ internal conflict stems from two things: the 

first one is that to touch the banana the monkeys will get caught by water; the second one is that 

only the offender can eat the banana while other monkeys fail to have a share. Perceiving the 

logic behind the event, we can gain an insight into the value judgment and the collective 

consciousness of the monkeys’ conflictive and cooperative behaviors: an act which benefits the 

monkey itself can not impair the interests of other monkeys at least. The payment and the 

return should be fair. This is the cultural genes of monkey story, as shown in figure 2. 
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So, how the culture is carried on after its formation? We can look at the subsequent story of 

monkeys’ eating the banana. 

Set free one of the five monkeys in the cage and put into a new one. When the new monkey 

comes into the cage, it wants to pick up the banana again. However, the original four monkeys 

in the cage will prevent it from doing so, and tell it what has happened. Consequently, this new 

monkey will not reach for the banana any more. 

Let’s repeat the above links by releasing an original monkey, and then putting into a new one 

until in the end all the five monkeys in the cage are put out, and the caged monkeys are new. 

However, they still dare not touch the banana. This is the origin of  tradition. 

We can see that the behaviors and values which are agreed on by the original members will 

consciously or unconsciously convey and imply to the new members through words and deeds, 

eventually developing a kind of habit and tradition ingrained in the collective 

subconsciousness. This forms the cultural genes of corporate culture. 

 

4. INTERPRETATION 2: MONKEY THEORY AND THE REFORM OF 

CORPORATE CULTURE GENES 

 

The cultural genes are usually playing a positive role at the beginning, and because of their 

positive effect they can be repeated and solidified. Of course, the initial positive genes do not 

mean that they will also exert a favorable effect currently as well as in the future. When the 

habit and tradition become more and more inappropriate in the development of enterprises and 

even hinder the development of enterprises, the improving or remodeling of cultural genes has 

become inevitable.How the cultural innovation occurs and how new cultural genes take shape? 

This paper will rewrite the subsequent story based on the story of monkeys’ eating the 

banana: in the cage batch after batch of new monkeys have been changed but they still do not 

dare to pick the banana, and they even have no idea of why. On one occasion, five monkeys 
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have gone hungry for several days. Finally a monkey can not help jumping out to touch the 

banana above. As a result, the five monkeys are all wet. The monkey receives a good 

dressing-down from others for a while. The second day, the monkey goes to fetch a few lotus 

leaves and a bamboo pole. It sends each monkey a lotus leaf to cover the body. Then it uses the 

bamboo pole to touch the banana. The water pours down, but the lotus leaves shelter them from 

getting wet. Moreover, the monkey also divides the banana it gets into five pieces for everyone 

to eat. The tradition has collapsed and the new order has been established. 

We see in this subsequent story that the challenge which the external survival crisis brings to 

the traditional monkey behavior has promoted the emergence of innovative behaviors. The new 

behaviors are the improvement and reconstruction of original cultural genes: the first one is to 

make better from the original eating alone to sharing the food, which not only sublimates the 

altruism consciousness from the bottom line of benefiting oneself without impairing others’ 

interest but also fits the cultural spirit of fairness between loss and gain; the second one is to 

remodel from the original getting wet by water to using the lotus leaf as a shelter. The 

successful experience of eating banana is bound to bring innovative common consciousness 

and values for this group. Similarly, we interpret the model of corporate culture formation in 

figure 3. 
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values. Thus we can sum up the core genes of corporate culture more effectively. Table 1 is a 

core issues checklist. 

 

Table 1: Core Issues Checklist 

 

 Check and Antithesis of Core Issues Initial Extract of Keywords
Induction of Cultural 

Genes 

Insight 
Into 

Internal 
Behaviors 

1.What kind of distinctive personality 
or charisma does the founder possess 
and what kind of impact it exerts on 

business management. 

Insight into the source traits 
of cultural genes , with not 

more than three words. 

Comprehensive 
consideration on the 
basis of the above 

extracted keywords 
with the merger of 
similar keywords, 

preferable choice of 
high-frequency 

keywords and the final 
induction of cultural 
genes, generally not 

exceeding three words 
or phrases. 

2, What is the biggest difficulty that 
the founder (core team) experiences in 

the start-up and how it is overcome. 

Insight into its 
entrepreneurial spirit, with 
not more than three words

3. What the founder (core team) 
concerns most in the start-up and 
management as well as how the 

founder (core team)  manages these 
most concerned issues. 

Insight into its business 
philosophy, with not more 
than three words or phrases

4. What type of employees does the 
founder (core team) likes to hire, and 
what kind of working behaviors the 

founder (core team) appreciates most.

Insight into its philosophy 
of employing talents , with 
not more than three words 

or phrases 
5. What are the company’s 

characteristics of human resources 
management (recruitment, training, 
assessment, salary, and promotion). 

Insight into its management 
philosophy, with not  more 
than three words or phrases

6. What are characteristics of the 
company's current working 

atmosphere and interpersonal 
relationship and whether they are the 

same as in the start-up period. 

Insight into the cultural 
characteristics by way of 
employees, with not more 

than three words 

7. Up to now, what are the key factors 
for the success of the company, and 
what is the most important lesson in 

the development of company 

Insight into the path 
dependence of its operation 
and management, with not 

more than three factors 

Insight 
into 

External 
Factors 

1. what are the characteristics of 
operation and management in its 

industry line and what requirements 
does its market have for the enterprise.

Insight into the impact of 
industry culture, with not 
more than three words or 

phrases 
2. What are the regional culture 

characteristics of the enterprise and 
what are the founder’s national culture 
feature and culture characteristics of 

his or her source place. 

Insight into the impact of 
regional humanities, with 
not more than three words 

or phrases 

3. What is the mainstream of social 
values in the period of 

entrepreneurship and whether it exerts 
an important impact on business 

management. 

The insight into the 
influence of  era culture, 
with not more than three 

words or phrases 

 

The check and antithesis of the above ten key issues are of much significance to have an 

insight into the formation and characteristics of our own corporate culture genes but there are 
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no standard answers to these issues. In a gesture to obtain the reference answers which are 

mostly close to the primitive facts, first we should require that the founder and core team of the 

company must pay enough attention to face their inner mind and calmly examine the 

behavioral assumptions and logical thinking behind the development of company; secondly, in 

the process of check and antithesis, the corresponding methods such as one-to-one interviews, 

group discussions, cross interviews, field observation, questionnaire investigation and data 

research etc. should be adopted to investigate different groups according to different problems. 

Surely, the insight into the corporate culture genes is only the first step to sort out corporate 

culture philosophy. Whether to inherit, to improve or to remodel the cultural genes depends on 

the strategic needs and practical constraints of the development of enterprise. No matter what 

kind of ways are adopted, the company should recognize its cultural genes so as to make the 

best use of the situation and make achievements with half the effort in the cultural construction. 
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