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Happy State Bank
$2B → $6B

2013 - 2022

Renowned for a vibrant, 
robust, infectious culture.



Culture: what is it?
What’s important 

to us

Our deepest 
values

Shared behaviors 
& attitudes we 

foster

The deciding 
factor when we 
make big, hard 

decisions

What makes us 
distinctive

Our tone, feel, 
vibe… The HOW and the WHY 

behind the WHAT we do

Our company’s 
character & 
personality

Our DNA

How we relate to 
all our people

Our lived 
shared values



PwC whitepaper:
•“…the beliefs and often-unspoken 
understandings that influence behavior...”

•“…the self-sustaining patterns of 
behaving, feeling, thinking and believing.”

•“…the foundation of ‘how we do things 
around here.’”

Culture: what is it?

PwC’s Governance Insights Center, Why does the board 
need to know the company’s culture?

(July 2024)



Values & Behaviors

Our lived 
shared values

• Values drive behaviors. We do and think and say and 
spend our time and energy etc. based on what is truly 
important to us.

• Behaviors reveal values. We may say certain things 
are important to us, but our behaviors demonstrate 
what is truly important to us.



Culture: multiple values

We aspire to be



Values often exist in tension

We aspire to be

…AND they can be mutually supporting.



Happy State Bank example

We aspire to be

PDI (“Produce, 
damn it!!”)

Family first!



Culture: actual vs. aspirational

We are We aspire to be



Christopher Williston:
•“Culture is the least common 
denominator of what you allow to go on 
in your organization.”

•“You are what you tolerate.”  

Culture: what is it?

Interview, February 20, 2025 
(see video on Six Arrows website)



Culture: actual vs. aspirational

We are We aspire to be

Fertilize 
this!

Weed 
this out

Plant, 
cultivate, 
nurture…



Actual vs. aspirational: detail
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Subculture

O
ur folks
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Finance Dept.
All of the above PLUS 
stewardship, integrity, 
excellence and a strong 
work ethic



Actual vs. aspirational: detail

O
ur folks

A third cultural circle in play: 
the employee’s understanding of 

the aspirations



Actual, aspirational, articulated

We are We aspire to be

How we 
describe what 
we aspire to be



Values & Behaviors

Our lived 
shared values

• Values drive behaviors. We do and think and say and spend 
our time and energy etc. based on what is truly important to us.

• Behaviors reveal values. We may say certain things are 
important to us, but our behaviors demonstrate what is truly
important to us.

• How we articulate our aspirational values helps us practice 
and lead the behaviors that truly support them.



Important to articulate
What’s important 

to us

Our deepest 
values

Shared behaviors 
& attitudes we 

foster

The deciding 
factor when we 
make big, hard 

decisions

What makes us 
distinctive

Our tone, feel, 
vibe… The HOW and the WHY 

behind the WHAT we do

Our company’s 
character & 
personality

Our DNA

How we relate to 
all our people

Our lived 
shared values



Articulated at HSB

Our lived 
shared values

List/explanations                                AND Stories/anecdotes
and conversations and group discussions and

performance evaluations and strategic planning and…



Articulated at HSB

Our lived 
shared values

On boarding
AND

On going



Articulated at HSB: stories!

Our lived 
shared values



A Caution

O
ur folks

The higher you are up the 
leadership structure, the more 
important your own personal and 
professional behaviors are.

Everyone is aware and paying 
attention all the time.

If you say it’s important, you had 
better live like it’s important…all 
the time.

DANGER!!!



The Goal vs. Current State



Culture: actual vs. aspirational

We are We aspire to be

Fertilize 
this!

Weed 
this out

Plant, 
cultivate, 
nurture…



Question 1
Which cultural value is least 
aligned with our aspirations?

• How do we know?
• Is there any way to measure 

that?
• Where do we have pockets 

of strength, of weakness?
• Are we as leaders living it out 

well?
C

ul
tu

ra
l 

at
tr

ib
ut

es



Question 2a
What would it look like to 
emphasize [specific value 1] as 
a vital element of the mix of the 
bank’s key cultural values?
• …within my department?
• …across the entire bank?

What specific behaviors…
• …to plant, cultivate, fertilize, 

nurture
• …to weed out



Question 2b

How can my department and I
emphasize [specific value 1] in 
our interactions in my 
department and across the 
bank?

In other words: how can we 
informally lead change?



Question 3

How can we more clearly and 
consistently articulate this 
value?

• Including why it’s important
• Including specifics about the 

associated behaviors
• What stories?



Process to strengthen culture



Process to strengthen culture



Process to strengthen culture



Process to strengthen culture

Our lived 
shared values



THANK YOU!

No AI was employed or harmed 
in the creation of this content.

© 2025, Six Arrows Consulting



Comments?
Questions?



Navigate Change with 
Confidence.

Coaching   Advisory Services

 35+ years of financial management leadership
 20 years of executive leadership experience
 Former CFO, Happy State Bank
 Extensive experience in coaching & developing leaders
 Active leadership involvement in numerous strategic 

transactions, including acquisitions, capital raising and 
major system conversions

Eric Alexander, President of Six Arrows Consulting, brings coaching and advisory services to leadership teams of
community banks and other mid-market companies to help them navigate the challenges of change.

As part of his 35+ years of financial management leadership, Eric led the financial team of Happy State Bank (a $6
billion community bank headquartered in Amarillo, Texas) for nearly 8 years as CFO until its acquisition in early 2022.

Eric earned an MBA and holds professional certifications as a Certified Public Accountant, Chartered Financial
Analyst and Certified Management Accountant. He is a 2017 graduate of the Stonier Graduate School of Banking and
is now part of the faculty. He has been published in professional journals including the Journal of Accountancy and
Financial Management Magazine and presents at industry and continuing education events.

eric.alexander@sixarrowsconsulting.com   Amarillo, Texas   sixarrowsconsulting.com

 Coaching for leaders
 Advising on M&A and 

other strategic 
transactions

 Advising on the 
evolution of Finance’s 
role and contribution


