Organizational Theory and Design

The chapter then shifted to focus on three
relatively recent trends in the design of orga-
nizations: (1) team-based organizational
structure, (2) matrix organizational structure,
and (3) the virtual organization. Although
each of these organizational designs is differ-
ent, they all allow organizations to respond
more quickly to market opportunities and to
make better uses of their internal resources,
Fuarthermore, all three of these organizational
designs require that other organizational sub-
systems must be properly aligned in order for
them to work well.

There has been considerable research on
the impact of organizational design, and this
was summarized according to the dominant
themes. One of these themes is that designs
appear to be at least partially traceable to
adaptive responses to the environments in
which organizations operate. Research has
also shown that there is no “right way” to
design an organization; however, organiza-
tions that tend to align their various subsys-
tems with their structure tend to be the most
etfective, A third theme is that organizational
designs do influence the behavior of employ-
ees. This serves as an important linkage be-
tween micro- and macro-level organizational
behavior,

The chapter concluded with a brief dis-
cussion of factors that are likely to influence
organizational designs of the future. These
include information technology, globaliza-

tion of the economy, and the in
number of contingent employees
trends may have many influences oy
zations, but their most likely impa
sign will be to increase the use of
organizational designs. Organizatio
then be better able to expand and’ce
quickly, and to move much more g
into previcusly untapped global mar

erhaps the best way to appreciate
) organizational culture is to imag-
ine entering an unfamiliar organi-
zation for the very first time—
either as a new employee or a
er. In some ways, this experience is
o entering a foreign country. For
ple members of the organization may
words and phrases that are not fully
rstood; they may engage in behaviors
'éy take quite seriously but have little
1g Lo outsiders; and they may tell jokes
eries that only they can fully under-
ad If we were (o stay in the organization
ﬁough to make the transition to full-
‘organizational members, or interact
embers of the organization frequently
many of the unfamiliar things that
itially observed would become much

SUGGESTED ADDITIO NAL
READINGS

Boode, G. (2005). Boundaries :én
move: The impact of cultural value
language on organizational desi
communication within an organiza
Thailand. Asian Pacific Business Revi
519-533,

Bourrier, M. (2005). The contribﬁa
organizational design to safety. Fur
Management Journal, 23, 98-104.

Russo, M. V., & Harrison, N. S, (2
Organizational design and envir
performance: Clues from the elec
industry. Academy of Management
48, 582-583.

Since, W. D., Mitsuhashi, H., & Kir:
(2006). Revisiting Burns and Salker:
structure and new venture performan
emerging economic sectors. Acaden
Muanagement Journal, 49, 121-132.

ile the study of culture has a long
n in anthropology and sociology,
dy of organizational culture is actually
w. In fact, most researchers have traced
epinning to the late 1970s (Pettigrew,
‘However, the fact that organizational
logists have studied organizational
re for only a short period of time does
ecrease its importance. To the contrary,
is an extremely important key to
tanding many behavior patterns in
ations. In fact, all behavior in organi-
occurs in a cultural context. This may
why some things (e.g., incentive pay}
well in some organizations yet fail mis-
y in others. Culture may also help us to
'rstand why some organizations are suc-
and why others are not (e.g., Mason,

rganizational
Culture

This chapter provides an overview of
organizational culture and many of its impli-
cations. We begin by defining what is meant
by organizational culture—no small feat,
considering that this concept comes not only
from psychology, but also from cultural
anthropology and sociology. We then de-
scribe two recent attempts to describe the
dimensions underlying organizational cul-
ture. The chapter then shifts to an explana-
tion of the various ways in which culture is
reflected in organizations. As we'll see, some
of these are rather obvious, but culture is
often reflected in very subtle ways. We then
explore the factors that shape the culture of
an organization. The chapter will then focus
on the various methods that can be used to
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study organizational culture. The chapter
then shifts to a discussion of organizational
culture change, and concludes with an
examination of the impact of organizational
culture, both on the success of the organiza-
tion as a whole and on individual organiza-
tional members.

DEFINING ORGANIZATIONAL
CULTURE

There are many definitions of organizational
culture in the organizational psychology lit-
erature (e.g., Louis, 1983; Martin, 2002).
Fortunately, however, most of these have a
great deal in common. In an effort to inte-
grate these various definitions, Ravisi and
Schultz (2006) state that organizational cul-
ture is “a set of shared mental assumptions
that guide interpretation and action in orga-
nizations by defining appropriate behavior
for various situations” (p. 437). There are
two important aspects of this definition.
First, this definition implies that culture is
the “view of the world” that the members of
an organization share. By “view of the
world,” we mean that culture essentially rep-
resents the “lens” through which employees
of an organization learn to interpret the en-
vironment. Secondly, and perhaps most
important, this definition also implies that
culture guides the behavior of employees in
an organization. For example, culture
impacts how employees treat each other,
the quality of decisions that are made, and
ultimately whether or not an organization is
successful.

According to Schein (1985, 1992), there
are three levels of an organization’s culture,
and each succeeding level is more difficult
for outsiders to decipher. The most visible
level of organizational culture is reflected in
artifacts, technology, and behavior patterns.
Artifacts, which will be discussed in more

ons claim to place a high value on
ce, vet tolerate consistently poor
nce from employees; and many
tions claim that customer service is
heir core values, yet customers are
udely. The important implication of
at in many cases researchers must go
espoused values in order to truly
id organizational culture.
hird layer of culture, according to
1992), is represented by the basic
assumptions held by the mem-
organization. These beliefs and
ns are so deeply ingrained that
ake them for granted; they are
however, because they impact
isible aspects of culture (Denison
1995}. To better understand basic
and assumptions, ler’s consider a
ssumption that we operate under in
y lives, at least in Western society,
1ple, when people greet each other,
mon for one or both persons in-
uch an encounter to ask the other,
re you doing?” or “How’s it going?”
ople understand that these ques-
rticularly when people do not know
- very well, are merely forms of
nd appropriate responses might
thanks” or “Not bad; how are
he other hand, most people would
nfortable if a person responded to
estion with a detailed 30-minute
n of all of the challenges they have
e past month.
re the basic beliefs and assump-
t. people hold in organizational
Thisis a difficult question to answer
organizations, and the people in
er so widely. However, if one thinks
here are probably some beliefs
mptions that may be salient, regard-
he situation. For example, employees
izations have basic beliefs and

depth later, are aspects of the physic
ronment that communicate culturd
ing. Technology represents the my
which organizations transform inp
the outside environment. Behavior p
of course, simply represent what emj
in the organization do.

The next level of culture, accar
Schein {1992}, is represented by the
values within the organization. Valu
ply represent individuals’ broad tend
to prefer certain things, or states of:
over others (Hofstede, 1980). The
that might be salient within an
zation could be a number of things:
customer service, collegiality, an
preservation, to name a few. Acco
Schein, values are less accessible tc
sider than are things such as behavig
terns, and, typically, they must be.
by the outsider through symbolic mg
example, if an organization rewards z
motes employees largely on the bas
niority, one might infer that the orgd
tends to place a high value on loy:
retention.

In considering values in organiz
it is important to distinguish betw
values that are espoused by the orgar
and those that are actually in ©
(e.g., the “true” values). In many 0
tions, there is a strong relationshi
the espoused and the true values. Fe
ple, innovation has always been an e
value at 3M, and studies of this orga
{e.g., Gundling, 2000) have shown;
erally company practices are consist
it. In some organizations, however, th
disconnect between what an orga
claims to value, and the values tha
to be guiding overt behavior. As an
many organizations claim to plac
value on diversity, yet have few:
employees in management position;
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assumptions about things such as whether
the organization can be trusted, whether the
organization supports them, whether the
psychological environment is threatening
or suppottive, or whether hard work and
dedication pay off. There are obviously other
basic assumptions that are quite specific to a
given organizational setting. For example,
members of an accounting firm may have
basic assumptions about the ethics surround-
ing the tax deductions they seek for their
clients, or the teachers in an elementary
school may hold common basic assumptions
regarding the benefits of parental involve-
ment in children’s education.

Compared to the other two levels of cul-
ture discussed, basic beliefs and assurptions
are difficult to study because they are so
ingrained; in fact, Schein (1992) argued that
they are not at a conscious level. Because of
this, it is extremely difficult for a naive orga-
nizational outsider to determine what these
beliefs and assumptions are. It is also diffi-
cult for employees, particularly those who
have been around for a long time, to articu-
tate the basic beliefs and assumptions of their
organization because they are so ingrained.
Most typically, basic beliefs and assumptions
are determined only through painstaking re-
search processes such as field observation,
use of informants, and careful study of orga-
nizational archives. More will be said about
studying organizational culture later in the
chapter.

Having defined organizational culture
and described its various levels, an important
issue to consider is that, even though most
organizations have what could be described
as an “organization-wide” culture, they also
contain a number of identifiable subcultures.
Janson (1994) proposed that, in most orga-
nizations, there are six subcultures; these are
presented in Table 14.1. As can be seen, the
first subculture is labeled “Elite culture/
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_TABLE 14.1

Possible Subcuitures within an Organization Proposed by Janson {1994)

Elite culture/corporate culture—'"For your eyes only” or “For public consumption”

Departmental culture—Horizontal slice; for example, sales department

Divisional culture—Vertical slice; for example, a division

Local culture—Within a geographical lecation/unit

Issue-related culture—Metaphorical, related to an important issue throughout the
organization; for example, safety culture or quality culture

Professional cultare—On the basis of professional background and training

Seurce: J. V. Mbijen.. {1998). Organizational culture. In P. . Prenth and H. Thierry (Eds),
Handbook of work and organizational psychology (2nd ed., Val. 4, pp. 113-131). Hove, England:
Psychology Press. Reprinted with permission of publisher.

corporate culture” and is essentially repre-
sented by those at the highest levels of the
organization. The subculture in which the
chief executive and the top executive group
of an organization live is much different than
most other employees. These individuals
typically have more pleasant surroundings
than other employees, and they have a great
deal of control over information dissemina-
tion in the wider organization.

The next form of subculture described by
Janson is labeled “Departmental.” Indi-
viduals within the same department work
very closely together, face many of the same
challenges, and collectively experience suc-
cess and failure. Because of this, individuals
within departments may develop many of
the same views and thus have many of the
same basic assumptions about the organiza-
tion. In universities, this is very evident
when one looks at the different cultures that
develop in academic departments (see Com-
ment 14.1).

The next level of subculture development
is at the “division” level. In a business orga-
nization, for example, the marketing division
may consist of the sales, market research,
and advertising departments. In a university,
the equivalent of a division is a college that is
composed of several academic departments.

subculture develops.

Divisional subcultures develop for
tially the same reasons as dep
subcultures. Eraployees in the same ¢
may work under many of the sam
and may experience many of the sanj
lenges. As a result, individuals wi
same division may begin to devel
of the same basic assumptions, and

The next level of subculture i
develop is labeled “Local culwure
based on geographic regions. Loca
tures may be identical to divisiona
tures when an organization’s stru
based on geographic region. Howew
is mot always the case. Local su
develop largely based on local cust
norms of the region in which a uni
For example, as a graduate student,
author worked as a contractor in th
division of a large telecommunicatic
pany. Based on conversations with et
that organization, it became evident{
were distinct tegional differences
this division and other regional div
the company. Due to the warm w
Florida, the dress code was a:
relaxed, and the manner in whi
dealt with each other was a bit mo
than in other parts of the organizati
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READERS have probably noted in taking
in a variety of departments, there
 be a great deal of variation in the
“of various academic departments.
nple, the cultures of academic depart-
i the arts and humanities tend to be
laid back” and relaxed in comparison to
emic departments in engineering and the

ademic departments in business schools
o tend to be distinet in their own way. For
e, many business school faculty dress
{many business schools require that
wear business attire when teaching),
iny of their offices resembled those in
ations. Considering that most faculty
mbers in business schools are trained in
s.schools, and that their primary mis-
train stadents for business careers, it

EMIC DEPARTMENT CULTURES AND SUBCULTURES ]

is understandable that a businesslike culture
would develop.

Psychology departments tend to have very
interesting cultures because of the dominance
of subcuitures, Particularly in large psychology
departments with several doctoral programs,
the subcultures that develop in each of the areas
may be quite different. For exatnple, the culture
of a clinical psychology faculty might be very
different from the culture of an industrial/orga-
nizational psychology faculty. The cultures of
both groups, in turn, may be very different than
the culeure of a social psychology faculty.

The next time youre in an academic
department, look around and see if you can
find any clues about the culture of that depart-
ment. Better yet, do this with two or more
departments and see what the differences
are. You might be surprised and fascinated
by whar you find!

dtures may also develop due to
iportant issues faced throughout
ization. Recently, much work has
¢ on the construct of “safety cul-
rganizations (Hofmann & Stetzer,
reality, in most organizations,
- probably many safety “subcul-
at is, safety is likely to be viewed
iced quite differently in many dif-
ts of an organization. Other impor-
Ues that may be the basis for
e development may include affiem-
n, whether pay should be based on
ance, and views of the trustworthi-
anagement, to name a few.

nal basis for subculture develop-
osed by Janson is the professional
f employees. In some organiza-
this: could be the basis for the wider

organizational culture (e.g., accounting
firms, law fums, consulting firms); but, in
many other cases, organizations employ
groups of individuals who have obtained
very different forms of professional train-
ing. For example, an organization thac
hires groups of chemical engineers may
find that these individuals constitute a
distinct subculture within the organiza-
tion. In fact, in some cases, employees
may have a much greater identification
with their professional subculture than
with the organization or division in which
they work. Physicians, for example, often
identity more strongly with the medical
profession than they do with the hospitals
or clinics in which they are employed.
Given that subcultures coexist with the
overall organizational culture, a logical
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question is which of these has the strongest
impact on employees? Adkins and Caldwelt
(2004) examined this issue with employees
in a large consulting firm that was comprised
of four distinct subcultures based on type
of service provided (Strategic Consulting,
Technology Consulting, Process Reengineer-
ing, and Change Management Consulting).
‘What these researchers found was that job
satisfaction was positively associated with the
degree to which employees fit into hoth the
overall culture and the subculture in which
they worked. This suggests that while sub-
cultures are important to employees, they
also do not completely negate the importance
of the overall culture of the organization.

MODELS OF ORGANIZATIONAL
CULTURE

Having defined what organizational culture
is, we will now discuss common dimensions
along which organizational cultures can be
described. Anyone who has worked in sev-
eral different organizations knows that, to a
large extent, no two organizational cultures
are completely alike. Therefore, it is probably
futile to develop a finite typology of all orga-
nizational culture types or dimensions. Over
the years, however, researchers have discov-
ered what they have considered to be clusters
of cultural attributes that are common to
most organizations, In this section, we exam-
ine two of these common models of organi-
zational culture.

The @'Reilly, €hatman, and Caldwell
Model

O'Reilly, Chatman, and Caldwell (1991)
developed a self-report measure of organiza-
tional culture, the Organizational Culture
Profile (OCP). While the specifics of the
OCP will be discussed later in the chapter,

the substantive model underlyﬁng th
will be described briefly here. The syl
tive model behind the OCP is simp

Manifestations of Organizational Culture

', {1991) Seven Organizational Values

Definition

cultures can be distinguished based
predominant values that are reg
within a particular organization, A¢
to O'Reilly et al., most organization
tures can be distinguished accordin
seven values that are presented and
in Table 14.2. According to this mod
makes each culture unique is its “prof
these seven cultural dimensions. Fot
ple, the culture of one organizad
place a high value on innovation, res
people, and it may have a strong

The extent to which an organization encourages employees to be innovative,
seelkk out new opportunities, and take risks
The extent to which an organization emphasizes rules and values predictability

The extent to which an organization emphasizes mutual respect, fairness, and
telerance of differences among employees

The extent to which an organization encourages employees to lake action and to
strive for excellence in their work

The extent to which an organization encourages employees to be precise and
detail-oriented in deing their work

The extent to which an organization emphasizes collaboration and teamwork
among employees

The extent to which an organization encourages competition and aggressiveress
ameng employees

entation. In contrast, the culture of
organization might place a high v;
stability, attention to detail, and it m;
a low value on innovation.

Unlike other models of orga
culture that have sought to link
dimensions to organizational perform
much of the research on the O'Reil
(1991) model has been focused o
between organizational culture and ;
alities of individual employees (e.g., ]
Cable, 1997). One might imagine
that in certain circumstances some't
culrural dimensions would likely be
ated with organizational performa
hard to imagine, for example, a st
high-techology company with a cult
places a low value on O'Reilly, Chatm:
Caldwell model — “ . . . innovatio:
very high value on stability. It is a
that an organization providing a se
consumers would need to place a hig
on respect for people and attention't
in order to be successful.

The Denison Mode!

A second model of organizational:;
which also served as the basis for a

was proposed by Daniel Denison
eagues (Denison, 1990; Denison &
1995). The model, which is pre-
Figure 14.1, is much more com-
that proposed by O'Reilly et al.
e basic idea is that organizational
can be described according to the
reral dimensions of Adaptability,
Invelvement,
these general dimensions, in turn,
sscribed in terms of three subdimen-
or example, the general dimension
n is subdivided into Strategic Dir-
nd Intent, Goals and Objectives,
on. Adaptability is subdivided into
g Change, Customer Focus, and
tional Learning. Involvement is
Empowerment, Team
tion, and Capability Development.
Consistency is subdivided into Core
Agreement, and Coordination/Inte-
Readers will also note that this
lows the cultures of organizations
cribed along two broad dimensions
al versus Internal Focus, Flexible ver-

ed into

Reilly, C.A, Chatman, ., & Caldwell, D.F. (1991). People and organizational culture: A profile comparison approach to
erson-environment fit. Academy of Management Journal, 34, 487-516.

sus Stable) based on: where they score on the
various subdimensions.

While the Denison model is relatively
new, it has been subject to a great deal of
empirical scrutiny and been used in many
organizations to facilitate diagnosis of cul-
tural problems (Denison, Haaland, &
Goelzer, 2004). In the future this model will

and Consistency.  likely be the focus of continued research.

MANIFESTATIONS OF
ORGANIZATIONAL CULTURE

Given that organizational culture can be de-
scribed along a common set of dimensions,
what makes these cultural dimensions visi-
ble to both employees and organizational
outsiders? In other words, what exactly
contributes to differences in the “feel” of
different organizations? This 1s an important
question because culture cannot be studied,
diagnosed, or in some cases changed if we do
not understand the various ways that culture
is communicated. Fortunately, organiza-
tional culture researchers have come up with
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SFIGURE 14.1

The denison organizational culture model

External Focus

Flexibie

Internal Focus

anumber of ways, and they are described in
this section.

Symbols and Artifacts

According to Cohen {1974), symbols are
“objects, acts, relationships, or linguistic for-
mations that stand ambiguously for a multi-
plicity of meanings, evoke emotions, and
impel men to action” (p. 23). In most 0rga-
nizations, symbols provide us with informa-
tion on the nature of the culture. Perhaps
one of the most revealing symbols in an
organization is the physical layout in which
employees work. In some organizations, em-

ording to Schein (1983) an artifact is
milar to a symbol; the only difference
artifacts represent a more direct
t to convey cultural meaning, where-
ols are more indirect. As with sym-
ifacts are most easily found in the
al environment of organizations. One
ost typical cultural artifacts in orga-
5 is the physical manifestation of
or technology that is used. In educa-
al settings, for example, classrooms are

o remind everyone that they are all
regardless of the setting in which

present “relatively elaborate, dramatic,
sets of activities that consolidate var-
orms of cultural expressions into one
which is carried out through social
ions, usually for the benefit of an audi-
Lrice & Beyer, 1984, p. 655). The most
nirites carried out in organizations are
rized in Table 14.3. As can be seen,
ployees’ offices are located in largy [ passage are often used to symbolize the
areas; in others, however, employees:
en a great deal more privacy by having
offices placed in more remote locat
the former setting, the office layout:

_A Summary of Organizational Rites

Manifestations of Qrganizational Culture @

socialization from organizational outsiders to
full-fledged organizational members. The
military’s use of basic training is probably
the most dramatic organizational rite of pas-
sage, but other organizations have these as
well. For example, a familiar rite of passage
in academic settings is the oral defense of
one’s master’s thesis or doctoral dissertation.
in some cases, rites are designed to sanc-
tion or, in a more general sense, to convey
negative information to employees. Rites of
degradation often occur when there is a
problem in the organization or when there
must be a change in personnel. A recent and
highly publicized example of this was the
execution of former Iraqi dictator Saddam
Hussein. When someone is denied tenure
in a university there is no public event, but
the year following the denial of tenure is a
type of degradation ceremony. During this
year, a faculty member must face his or her
peers each day, knowing that he or she has
failed to meet tenure standards and thus will
not be employed there the following year.
In direct contrast, rites of enhancement
are designed to convey positive information.
This can be positive information about the
organization or public recognition of indivi-
duals for exceptional levels of performance.
To illustrate this type of rite, Trice and Beyer

symbolic of a culture that places a hig Type of Rites

Example

on sociability and openness of comin
tion and, in fact, employees may eng;
these types of behaviors. In the lat
layout may be symbolic of a culture ¢
terized by a high degree of secrecy,
haps just a great deal of respect for px

Rites of passage

‘Rites of degradation

Rites of enhancement
Rites of renewal

Rites of conflict reduction
Rites of integration

Induction and basic training in the 1U.S. Army
Firing and replacing top executives

Mary Kay seminars

Orpganizational development activities
Collective bargaining

Office Christmas party

employees in such a culture may te
provide information to each other
a “need to know” basis.

Source: H. M. Trice and J. M. Beyer, (1984).

Clearance Center.

Studying organizational culture through rites and

ceremonials. Academy of Management Review, 9, 653-669. Reprinted with permission of the Copyright
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positive change in organizations
nch & Bell, 1995), and thus are

For NEaRLY 20 years, a yearly spring ritual for
many industrial/organizational psychologists
has been attendance at the annual conference
of the Society for Industrial and Organiza-
tional Psychology (SIOP). The most recent
{2007) SICP conference was held in New York
City, this conference has also taken place in
Boston, Miami, St. Louis, Montreal, San Fran-
cisco, San Diego, Nashville, New Orleans,
Dallas, Atlanta, and Orlando.

Why do so many industrial/organizational
psychologists make the SIOP conference a
regular event? One reason is that going to
the conference allows them to keep up on
the latest developments in both the science
and practice of industrial/organizational psy-
chology. Fach year, the conference program
includes symposia and poster sessions that
allow researchers and practitioners to discuss
their findings and exchange ideas. This is

PROFESSIONAL MEETINGS: GOING TO S10P?

han expensive “feel good” rituals.
ther hand, it is possible for organi-
development to be applied in a
t ritualistic fashion—an employee
urvey is conducted, a report is
nd filed away. While everyone
ood about the process, the reality
ter this process is completed none of
tantive problems within the organi-
e even addressed, much less solved.
of conflict reduction are often con-
in organizations when potentially
ing conflict needs to be addressed.
the best example of this type of rite
ized organizations is the collective
ning process. According to Trice and
984), this activity is a rite because, in
es, each side knows that an agree-
dtimately going to be reached. How-
the way to getting there, each side
ay a game” that is consistent with its

particularly important for researchers, bé
much of what appears in academic joursy
often 1 or 2 years old!

Another important (and perha
understood) function of the SIOP confe
is that it serves a socialization function;
year, many graduate students attend thig
ference for the first time and receive thei
taste of what it is like to be in this profe;
They learn who the important people
profession are and how to conduct theri
as professionals, They are also educated ;
the major issues facing the profession
things are obviously important in transmi
a professional culture that will live on far &
than any individual. Furthermore, gra
students attending this conlerence [or th
time leave feeling very enthused about
profession they have chosen and eag
attend the next yeat.

{1984) provide the example of the employee
seminars conducted by the Mary Kay cosmet-
ics company. During these seminars, the
company legacy is celebrated, and individual
employees are recognized for outstanding
sales performance-—all of which is done with
a great deal of fanfare and glamour. Many of
the activities at the annual meetings of pro-
fessional organizations often serve this pur-
pose as well (see Comment 14.2).

In most organizations, there are times
when problems need to be addressed and
employees need to renew their sense of pur-
pose within the organization. Rites of renewal
serve this purpose. Trice and Beyer (1984)
cite the use of organizational-development
interventions as a prime example of rites of
renewal in organizations. For example, inter-
ventions such as team building, survey

or: example, representatives of the
rmust initially present an unaccept-
ntractual offer in order to show that
e good stewards of organizational re-
The union representatives, in turn,
ject that offer and make contractual
ds that they know the organization
agree to, just to show that they are
ng the interests of the union mem-
Ultimately, this give-and-take proc-
produce a contract that is acceptable,
eal, to both sides.

final type of rites described by Trice
yer (1984) are rites of integration,
jor purpose behind rites of integration
courage and revive common feelings
e to bind members of the organization
. In most organizations, the common
of this form of rite is the annual
office party. At most holiday gather-
ployees typically suspend normal rules

feedback, and Management by Ob
(MBO), which are often part of org
tional development programs, can b
as ritualistic activities that ultimate
to renew employees’ sense of purpos
such activities provide employees wi
surance that something is being don
the problems in the organization, th
also mask the real causes of probl
doing this, they may reinforce the-
power structure and social arrang
within the organization.

This view of organizatonal d
ment proposed by Trice and Beyer
is certainly provocative, although
organizational-development profe
would probably disagree with it. In
there is some empirical evidence th:
nizational-development interventio
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of protocol and simply have fun together,
This experience of having fun together vre-
sumably serves to make the social ties that bind
these people together that much stronger, even
if it is only for an afternoon or evening,
Rituals are closely related to rites because
they are also enacted through behavior pat-
terns. Trice and Beyer (1984) define a ritual
as “a standard, detailed set of techniques and
behaviors that manage anxieties, but seldom
produce intended, technical consequences
of practical importance” (p. 655). Perhaps
the most visible examples of ritualistic be-
havior come from the world of sports—in
particular, from baseball. Many baseball
players, for example, believe that it is bad
luck (o step on the chalk lines when running
onto the field, and often make a visible effort
to avoid doing so (just watch closely some-
time!). Perhaps the most elaborate rituals
ever seen in baseball came from former major
league bascball player and hall of famer
Wade Boggs. Boggs would eat only chicken
on the day of a game, and he had to field
the same number of ground balls prior to
each game. In Boggs's case, however, these
might not be considered rituals because they
evidently did him some good-—he won sev-
eral American League batting titles and
ended his career with over 3,000 hits!
Employees in most organizations do not
engage in ritualistic behaviors similar to
those of professional athletes. Organizational
rituals, however, do exist and they do convey
information about the organizational cultare.
For example, employees in many organiza-
tions develop nearly ritualistic behavior that
centers on daily breaks and lunch time. Fach
day, employees may congregate in the same
location or eat at the same restaurant at
precisely the same time. In contrast, in some
organizations, individuals may spend these
times eating at their desks or perhaps reading
a book. In the former case, such rituals
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convey strong social bonds within the orga-
nization; in the latter case, they may suggest a
culture that values individuals’ privacy and
solitude.

Other common ritualistic behaviors in
organizations can be seen at the beginning
and end of the workday. Employees, for
example, may congregate around the coffee
machine and exchange pleasantries, or per-
haps talk about sports or current events. In
other organizations, each employee may be-
gin the day by quickly going to his or her
desk and immediately beginning to work. In
the former case, one might again presume
that the social ties are a bit stronger; in
fact, they reach to the point where employees
may feel that such daily activities are highly
vital to their work, even though the informa-
tion exchanged may actually be quite trivial.
In the latter case, this behavior, at least on the
surface, may convey a high level of diligence
and a desire to accomplish tasks. It may also
be indicative of a high level of conflict and
suspicion among the employees of an orga-
nization.

Another ritual that can be very revealing
about the culture of organizations—or, in
many cases, subcultures—is the type of socia.l-
izing after work hours. In some academic
departments a common ritual on Friday
afternoons is socializing over drinks at a local
bar. In contrast, in some academic depart-
ments, faculty rarely, if ever, socialize outside
of work hours. In the former case, this weekly
ritual conveys that members of a department
see themselves as more than just coworkers,
and they wish to extend the social bonds
beyend the confines of the work environment.

A tack of socializing outside of work could
mean that coworkers do not find each other’s
company appealing; it may also signily an
organizational culture in which employees
get along quite well, but place a very high
value on spending time with their families.

Thomas Jefferson, Benjamin Frank-
d Alexander Hamilton, cooperated
_'uce the Constitution, and what this
s about our national culture. As his-
nalysis has shown, however, the
ses strounding the development of
- Constitution were anything but
ive (Telson, 2001, February 26).
the framers of the Constitution were
political and very self-interested. In
partisan politics seen today is rela-
ame in comparison. Notice, however,
ching this slightly inaccurate version
oty does serve to transmit culeural
that are important in a democracy
he United States.

ends are also used in organizations to
important cultural details. The specific
passed on typically focus on impor-
lestones such as the founding of the
ation, a critical organizational crisis, or
ortant nnovation that has had a great
on the organization. Within 3M, the
surrounding many product innova-
uch. as a Post-it® note, take on a
ry status, and the individuals respon-
“these innovations are seen as almost
an life (Gundling, 2000). Passing on
legends to new employees within 3M
e purpose of communicating the fact
novation and creativity are important
the culture.

ial mechanism for the transmission
ure is through what Pettigrew (1979)
I organizational dramas. An organiza-
dfama is simply a significant or defin-
venit in the history of an organization.
urrences of organizational dramas
researchers with a window inrto the
of an organization; relating these
© new organizational members also
a way for organizations to transmit
tional culture to newcomers. Ac-
to Pettigrew, the most typical orga-

Stories, Legends, and Dramas

It is certainly well documented, from
such as cultural anthropology (e.g., G
1973) and communication theory (P
sky & O'Donnell-Tryjillo, 1983), tha
teling and passing on legends are
important ways of passing on inforr
about a culture. In organizational
stories are defined as “narratives bas
true events—often a combination of
and fiction” (Trice & Beyer, 1984,
Employees in organizations tell many.
some of which may be completely ir
to cultural transmission. What make
a vehicle for cultural transmission i
is intentionally meant to convey som
important about the culture of the org
tion—in many cases, (0 organizag
newcomers. A good example of thi
seen in a brief story contained in Dere
er's 2001 book The Life You Imagin
Lessons for Achieving Your Dreams.
book Jeter describes an instance duri
rookie year when he and Don Ma
(former Yankee great and curren
coach) are leaving the field at the
workout during spring training
though the two players were alone ar
leisurely walk off the field, Jeter stat
Mattingly suggests they sprint off:
{which they do) because “you nev
whose watching.” This story obvio
something about the integrity of Ma
but more importantly, about the qul
the team. More specifically, hard wo
effort are not just for show, but are im
all the time. :
A legend is a “handed-down na
some wonderful event that is based.
tory, but is embellished with &
details” (Trice & Beyer, 1984, p. ©
schools throughout the United State
dren learn about how the founding

Manifestations of Organizational Culture

nizational dramas are the entry and exit of
organizational leaders, changes in the struc-
ture of an organization, and noteworthy suc-
cesses or failures,

Language and Communication

Language is one of the key things that dis-
tinguish humans from other species. It stands
to reason, then, that the culture of an orga-
nization would be refllected in the language
of organizational employees; in fact, each
organization typically has its own unique
vernacular. Similarly, the manner in which
employees in an organization communicate
with each other may also reveal important
information about an organization’s culture.
Each of these is discussed in the fellowing
paragraphs.

With respect to spoken language, organi-
zational terminology can be quite revealing.
Several years ago one of the authors conducted
a briefl training seminar in an organization
in which virtually all employees referred to
their various departments as worlds rather
than by more standard terms such as depart-
ments or units. Although use of this terminol-
ogy may have been completely coincidental, it
also could have been indicative of a great deal
of “turfl battles” and compartmentalization
within the organization. Another example of
this, which may be familiar to many readers, is
Disney’s long-standing practice of referring to
park visitors as guests rather than customers
(Van Maanen, 1991). This signifies that peo-

‘ple who pay to visit the Disney theme parks

should be treated by employees as though
they were visitors in their homes. Disney has
also traditionally used theatrical terminology
{e.g., employees are cast members) to reinforce
the point that they are in the business of
providing entertainment.

The mode of communication used by
employees in organizations can also provide
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insights into organizational culture. Employ-
ees in some organizations favor highly
impersonal one-way modes of communica-
tion such as written messages, voice mail,
and e-mail. What does reliance on these
forms of communication suggest about orga-
nizational culture? It may simply mean that
people want to save time. However, it could
also mean that people really do not want to
communicate with each other. While imper-
sonal modes of communication such as
e-mail are very efficient, they also get em-
ployees into the habit of “issuing directives”
and making “declarations” to their fellow
employees rather than engaging in two-way
communication and meaningful dialogue. As
a result, this may be indicative of a
culture characterized by high suspicion and
contlict.

In contrast, the preferred mode of com-
munication in some organizations is much
different. Employees may favor highly per-
sonal, face-to-face communication rather
than more impersonal modes such as e-mail
or written memos. In terms of organizational
culture, this may indicate that there is a great
deal of emphasis on interpersonal harmony
and on making sure that others’ feelings are
considered when making decisions. This
may also indicate a highly participative cul-
ture in which a great deal of consultation
must take place prior to decisions being
made.

THE DEVELOPMENT OF
ORGANIZATIONAL CULTURE

According to Schein (1992), the two major
functions of organizational culture are exter-
nal adaptation and internal integration. The
notion of external adaptation reflects an
anthropological, or even an evolutionary,
approach to organizational culture. To cul-
tural anthropologists, the totality of a culture

reflects behaviors and beliefs that h
vived over time because they have h
group of people adapt more success
their environment. This obviously ha
tionary overtones because adaptatioy
central part of the evolutionary prog
When we apply the concept of ¢
adaptation, we come up with the prope
that organizational cultures developa
sist because they help an organiza
survive and flourish. This concep
easy to illustrate if one looks at organ
that possess cultural attributes thg
observers would consider very posit
example, developing a culture that &
sizes innovation kept 3M from goiﬁg "
business, and this continues to help it
one of the most successful corpora
the world. Similarly, developing a
that puts customer service and
above all else helped Disney make
sition from a small film-animation ¢
to a large entertainment conglomerat
External adaptation can also expl
some organizations ultimately devel
tures that possess what some would ¢
negative attributes. According to Maso
the organizational culture of NASA
from one that strongly emphasize
and technical excellence, to one p
concerned with cost efficiency and:
schedules. When one considers th
sures faced by this organizarion-o
years (e.g., decreased congressional f
pressure to meet launch deadline
change in culture is understandable
ever, as Mason points out, the price
emphasis on efficiency has been less
lance about safety issues; in fact, t'_'
have contributed to some of its failur
as the Challanger and Columbia space

to facilitating ¢
adaptation, Schein (1992) propos:

In addition

The Development of Qrganizational Culture

ational culture facilitates internal  anisms are possible. One is that these indi-
on. Consider for a moment how an  viduals have a great deal of control over who
ion could function if ithad noiden-  is hired, particularly at the highest levels.
ulture. In such a scenario, how  Because people generally like to be in the
ew members be integrated into the  company of others whom they perceive to be
ation and taught how to assume their  similar to them (Byrne, 1971}, it is highly
52 Thus, culture can be thought of as  likely that employees hand-picked by a
“glue” that bonds the social struc-  founder or chief executive have similar val-
laxger organization together. Thisis  ues. Furthermore, because those who really
ecause, when all is said and done,  didn’t share his or her values either declined
ions are ultimately social construc-  to join the company or ultimately left
nd, without social integration, they  (Schneider, 1987), those remaining prob-
ease (0 exist (Katz & Kahn, 1978). ably shaped a culture that was very similar
integrative function can be seen at  to his or her personality.

levels of an organization, and thus Founders and influential executives also
an explanation for the development  have a great deal of influence over the strategy
izational subcultures. Furthermore,  an organization decides to pursue (Finkel-
these subcultures may result from  stein, 1992). Choice of strategy, in turn, may
uals in a particular department or  ultimately impact the culture that develops in
1 sharing common experiences or  the organization. For example, an organiza-
academic training, Because of this,  tion that chooses to pursue a strategy of offer-
ous areas that are represented by  ing a very limited number of highly
e programs {e.g., Clinical, /O, Social,  specialized produets wiil likely develop a very
imental) within large psychology de-  different culture, compared to an organization
ents often develop very distinct sub-  where the primary source of competitive ad-
based on commonality of academic ~ vantage is high-quality customer service, In
-and experiences. The development  the former case, the culture that develops may
‘subcultures, provided they aren’t at  place a premium on technical expertise. In
_'zh each other, increases social cohe-  contrast, in the latter case, a culture may
thin these areas and enhances the  develop that places a much higher value on
onal socialization of graduate stu-  social skills and the reduction of conflict,
The existenice of subcultures does A final issue to consider, particularly
ean, however, that there is no overall  with respect to founders, is whether they
tmental culture. Regardless of the area,  continue to tmpact the culture of an organi-
culty typically have had at least some  zation when they are no longer involved with
pein their training as doctoral-level it on a day-to-day basis (e.g., after retirement
logists. or death). Again, little empirical research has
final factor that often shapes an orga-  examined this issue. However, based on what
‘s culture is its founder or its chief  we do know about culture, the legacy of an
ive. How do influential founders and  organizational founder may be reflected in
vel executives put their own “per-  the culture for quite some time. That is,
tamp” on the culture of an organiza-  through processes of cultural transmission
his question has not achieved a great  {e.g,, rites, stories), cultures will typically per-
empirical attention, but several mech-  petuate themselves, and thus outlive the
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founding member of the organization. This is
particularly true if the original cuiture of the
organization has led to success and is thus
seen as having some adaptive value. Disney is
a good example of an organization that has
worked hard to preserve the legacy of the
founder, Walt Disney, and it has been very
suceessful in doing so.

MEASURING ORGANIZATIONAL
CULTURE

To scientifically determine the effect of orga-
nizational culture, we need to be able to
measure it and to do so with a great deal of
precision. Like many variables in organiza-
tional psychology, organizational culture is
very complex and thus very difficult to meas-
ure. In this section, we examine common ap-
proaches to measuring organizational culture.

Seif-Report Assessments of Culture

The most direct way to measure the culture
of an organization is to create some type of
self-report measure, administer this measure
to a sample of organizationat employees, and
then create a numerical index to describe the
culture. The most popular self-report meas-
ure of organizational culture over the years
has been the Organizational Culture Profile
(OCP), which is based on the previously
described model of organizational culture
proposed by OReilly, Chatraan, and Cald-
well (1991). The OCP measures employee
perceptions of the predominate values
within an organization, which are summa-
rized in Table 14.2. Because the OCP pro-
vides measures of organizations and not
individuals, the scores for each of these val-
ues are typically formed by averaging indi-
vidual employees’ ratings.

Another relatively common self-report
measure of organizational culture is Holstede’s

(1980) measure of organizational valy
self-report instrument, which is hag
Hofstede’s work on differences inn
cultures, assesses the following j
organizational  values:  process:
versus results-oriented; employee:ori
versus job-oriented; parochial versus
sional; open system versus closed:
loose control versus tight control; ng
control versus tight control. As W
OCP, individual employees’ scores ar:
pated to come up with the scores
organization. The organization’s unig
ture is then determined by examini;
pattern of the scores on this instrun

The most recent self-report me
culture is the Denison Organizationa
Survey (Denison, Cho, & Young,
This measure consists of 60 items:th
designed to measure the 12 dimensio
the previously described Denison i
organizational culture (see Fig, 14:
the other measures described, re
of employees in an organization a
aged. While this measure is still rel
new, compared to the OCI and H
measure, Denison and colleagues
shown it to be a useful diagnostic
many types of organizations.

Self-report measures of organiz
culture are relatively easy to admi
and they provide quantitative index
researchers can use to describe and ¢o
organizational cultures. Unfortunatel
are also some serious limitations assoc
with self-report assessments of or
tional culture. Recall that the esse
organizational culture is the basic
tions shared by the employees in an or
zation. Because these basic assumpti
rarely questioned by employees, they
a large extent, unconscious. Thus, €
ees who are immersed in the cultun
organization are probably going to be

uly the surface aspects of that cul-
h as values, which are exactly
by self-report measures.

eport measures of culture may also
matic because they impose a some-
rhitrary structure on. the respondent.
 researchers have found that certain
- dimensions of organizational cul-
important to assess, there may be
hat are more specific to a given orga-
onand contribute greatly to its culture,
ple, compared to a business orga-
the culture of an educational insti-
ay be heavily influenced by highly
xternal factors such as the level of
onal funding that is provided by the
ernment. These highly specific fac-
ypically not measured in standard
rt culture measures.

ore serious problem with self-report is
ore is no way of assessing whether
nts are describing the actual culture
organization or the idedlized culture
ganization. In many organizations,
a great deal of difference between
ployees would like the culture to be
it actually is. Employees completing
oIt measures may very well report,
ly, an idealized version, and not the
f the calture. This occurs simply
f the many weaknesses inherent in
t measurement (e.g., Spector, 1994)
e fact that employees, particularly those
er organizational levels, may have
pots” regarding the culture.

nographic Methods of Culture
essment

graphy is the use of qualitative, obser-
L. methods of assessing behavior.
ers conducting ethnographic assess-
of: organizational culture (herein refer-
-as ethnographers) typically observe
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and record behavior in an organization for
an extended period of time. In some cases,
ethnographers present themselves as outside
researchers. In other cases, however, ethnog-
raphers may actually become members of
the organizations they are trying to analyze.
The most notable example of this type of
research in the organizational literature was
Van Maanen’s analysis of police culture (Van
Maanen, 1975). In order to study this organi-
zation, Van Maanen actually went through a
police academy as a recruit and recorded his
observations.

Other than direct observation, another
tool often used by ethnographers is inter-
viewing informants (Johnson, 1990}, An
informant is a member of the crganization
to whom ethnographers can go for informa-
tion. In many cases, informants help ethnog-
raphers make sense out of what they have
observed in the organization. According to
Johnson, there is no ideal informant in any
ethnographic study; however, it is obviously
important that any informant should possess
a detailed knowledge of the organization
being studied.

When choosing an organizational inform-
ant, ethnographers often seek out long-
tenured employees. Indeed, these individuals
may be very helptul because they are able to
provide a historical context for understanding
ruch of what goes on in an organization. A
potential drawback of long-tenured employ-
ees, though, is that they may be so immersed
in the culture that they are unable to describe
it accurately. The “first impressions” of a rel-
atively new employee may ultimately provide
as much (or more) insight into an organiza-
tion’s true culture. The best course of action
for ethnographers, if possible, is to seek orga-
nizational informants who represent a variety
of tenure levels.

The obvious benefit of ethnographic
assessment of organizational culture is that
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it does not require the researcher to directly
ask employees about the culture of the orga-
nization. If we accept the notion that orga-
nizational culture represents the shared
“basic assumptions” of employees, then qua-
litative methods are more likely than self-
report measures to capture these assump-
tions, simply because basic assumptions are
at a level of consciousness that is very diffi-
cult for employees to access. Thus, more
information about culture can probably be
gleaned from observing employees’ behav-
iors, rather than directly asking them ques-
tions, Unfortunately, ethnography is a labor-
intensive and, at times, painstaking process.
Many researchers do not have the time to
observe an organization for long periods or
the capability of coding all of those observa-
tions. There is also a potential for observer
bias in ethnographic research. There are
ways that ethnographers can address this
issue {e.g., via informants or multiple obser-
vers), but ohservation ultimately involves a
good deal of subjectivity.

Other Methods of Cultural
Assessment

By far, the most common methods of cul-
ture assessment are self-report surveys and
ethnography. Given the vast methodological
tool-kit available to organizational psychol-
ogists, however, there are certainly other
ways culture could be assessed. One meth-
od, which is not used very often in orga-
nizational culture research, is the use of
archival information from the organization.
Most organizations produce a good deal of
archival information, and some of this may
provide clues about culture. For example,
an organization’s annual report could be
analyzed through content analysis to pro-
vide information about culture. If a good
portion of the text of the annual report

Aif their competitive environment is
v Ey stable, organizations may attempt
nge their cultures for other reasons.
e desire for culture change accom-
gnificant changes in the top manage-
m of an organization. In such cases
. driven more by the desires of those
anagement than by necessity. Cul-
o change because the people in an
ion change over time. Although it is
tied that this process favors cultural
E(e.g., Kristof (1996}, Schneides,
‘may not always be the case. When
people come into an organization,
- gradually change its interpersonal
s and, ultimately, its culture.

ny of the organizational development
ntions that will be described in Chap-
ire ultimately aimed at changing the
f an organization, so the topic will
covered in great depth here. In this
however, two important questions
Iture change are addressed:

deals with customer service, this is
that customer service is a major part
organization’s cuiture. Similarly, if alt ¢
organization’s top executives are [y
tenured employees, this may be a si
in the organization, a strong value is p
on €xperience.

Another method, which has not
used frequently, is to assess culture ¢
measuring employees’ cognitive map
organizations (see Silvester, Andersp
Patterson, 1999). Cognitive mapping
ply a way of determining the und
heuristics that employees use to pro
formation about the organization. T
struct cognitive maps, employe
interviewed, and the information fro
interviews is subjected o a stand
coding process. Although this is a rek
new process, it certainly holds great pr
for future researchers as a method of
assessiment.

CHANGING ORGANIZATION,
CULTURE

So far, in defining organizational culty
have emphasized the values and
assumptions that have been passed
through many generations and, as a
are shared among employees. Anothe
point in the previous discussion is that
nizational cultures do not develop i
dom fashion; rather, they develop ar
sustained over time because they help
organization adapt to its competitive emn
ment. However, what happens wher
competitive environment changes? T
butes of an organization’s culture that
it compete in the previous competitive
ronment may be irrelevant, or perhap:
counterproductive, in the new environ
Thus, at times organizations have to'¢
their cultures in order to survive,

is changing the culture of an org-
ation so difficult?

t are some of the common mecha-
15 by which organizational cultures
ige?

s Culture Change Difficult?

ost any comprehensive treatment of
ational culture it is concluded that

ational culeure is hard to change once
5 been established (Denison, 1990;
1993; Schein, 1985, 1992). That’s
0 say that organizational culture is
tely intractable; in fact, over a long
d of time most organizational cultures
and change, due to a number of fac-
1at will be covered in the next section.
difficult, however, is for organiza-
o change their cultures very quickly. A

Changing Organizational Culture

manager cannot simply write a memo to
employees on a Friday informing them that,
as of Monday, the culture will be different
(though some organizations may naively
think this is possible).

One reason that it is difficult to change
the culture of an organization has to do with
the definition of culture that was presented
at the heginning of the chapter. As was
pointed out, the essence of organizational
culture resides in the basic assumptions
shared by employees. Recall that basic
assumptions can be about anything, but
those relevant to organizational culture typ-
ically have something to do with the organi-
zation and its major activities. What makes
these assumptions “basic” is that they are
shared among employees and, as such, are
rarely if ever questioned or put under objec-
tive scrutiny.

Because of this, “basic assumptions” are
highly resistant to change. Furthermore, in
those cases when basic assumptions are chal-
lenged in organizations, the challenge may
actually serve to strengthen employees’
beliefs in those basic assumptions. For ex-
ample if a new employee refuses to accept the
basic assumptions that are inherent in an
organization’s culture, this will typically
force other employees to “bring that person
into line.” In the process of doing so, the core
values and assumptions may be strength-
ened, regardless of whether that person
eventually accepts them, actively resists
them, or uitimately leaves the organization.
Although basic assumptions are viewed by
most organizational culture experts as being
highly resistant to change, it should be noted
that this view is not shared by all (see Com-
ment 14.3).

Another reason organizational culture is
difficult to change is because there are typ-
ically those who stand to benefit if the
culture remains static. A logical corollary
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seniority), but they may also be

In nEARLY AL Teviews of organizational culture,
one of the commeon assertions is that once the
culture of an organization is established it is
extremely difficult to change. This is because,
by definition, culture represents beliefs and
assumptions that are so rarely questioned that
they are not even conscious. Thus, it takes a
lot of effort to get pecple to question basic
assumptions and, in the process, change cul-
ture.

Although this is by far the dominant view-
point, there are some organizational culture
researchers that disagree. Wilkins and Quchi
(1983), for example, point out that the idea of
organizational culture being difficult to change
comes from cultural anthropology. Cultural
anthropologists, as many readers know, are
primarily interested in societal cultures. Soci-
eral cultures are obviously very difficult to

IS ORGANIZATIONAL CULTURE REALLY SO DIFFICULT TO CHANGE?

1 (based on their performance, they
e highly rewarded) by the culture
egardless of how bad or dysfunc-
organizational culture may appear,
are typically those who benefit from
it remain that way, and those who
ose by changing it. Many attempts
- organizational culture end up in
ecause those initiating the change
recognized this.

1al reason that organizational culture
> easily changed goes back to the
hat shape culture in the first place.
nat the most important of these is
on. Cultures develop and flourish
e because they serve some purpose
me group adapt more effectively to
onment. That’s not to say that mal-
~cultures never develop. For the
rt, though, cultures remain stable
they serve some adaptive function

change because most people become: i
immersed in their societal culture.
In the case of organizational culture :
ever, there is a great deal of variation i
degree of “enculturation.” Some employee
become “true believers” and faithfully esp
the values and assumptions of their orga
tion. On the other hand, employees
very much opposed to the values and assi
tions of their organization. Most employee
probably somewhere between thes
extremes. Given this variation in emp
enculturation, it is probably easier to ¢h
the culture of an organization than ari'e
society.

Source: A. L. Witkins and W. G. Cuchi. (1983), B
cultuzes: Exploring the relationship between cul
organizational performance. Administrative SCien
terly, 28, 468481, :

to this is: There are often some who stand to
lose (or perceive this to be the case} if the
culture is changed. Perhaps the best way to
tilustrate this is through one of the most
fundamental assumptions shaping organi-
zational culture: how employees should be
rewarded. Let’s say that one of the most
basic assumptions of an organization’s cul-
ture is that rewards should be based pri-
marily on seniority. Further assume that a
new organizational president is hired and is
determined to change the calture to one in
which rewards are instead based primarily
on performance.

Given this scenario, consider first the
issue of who benefits from the present cul-
ture of this organization. It is very clear that
the primary beneficiaries of the present cul-
ture are those who have been employed
in the organization for a long period of

2004). It follows, then, that super-
misguided atterapts to change orga-
al culture would probably encounter

time, assuming of course that the orga
tion’s reward policies actually refl
culture. Now consider who stands |
if the culture of the organization.cha
and performance is then valued abov
else. Not all long-tenured employees.
hurt by this change, because some @
individuals may be among the o
tion’s best performers. Rather, empl“
who perform their jobs poorly, reg
of tenure, stand to lose the most from
culture change. :

Among those actively resmtmg
a change, however, long-tenured
performing employees would probab
the most vigorous. These individua
resist such a culture change by activel
ing against it, or even failing to follo
cles that are based on it. These indi
not only must give something up {x

N-gture of Drganizational

rding to Schein (1992), organizations
individuals in that they pass through
life” stages. These stages are impor-
cause they help us to understand how
ations change and evolve over time.
the Birth and Early Growth phase, the
ation is founded and is beginning to
0p a distinct culture. As one might
, during this phase, organizational
1s strongly impacted by the organi-
- founder(s) or the family of the
er. Such individuals can often literally
t fire at will and are in a position to
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demand a great deal of loyalty. Furthermore,
just to survive, organizations at this stage
may demand a great deal of commitment
on the part of employees. Also, at this stage,
when the organization is most vulnerable,
external events can potentially have preat
effects on the organization and, in fact,
become part of organizational folklore.

In the second stage, Organizational Mid-
life, an organization typically becomes “big-
ger” structurally. This may also be a time of
growth and. expansion, as organizations
decide to explore new markets or product
lines. With respect to organizational culture,
the great structural complexity that often
accompanies this stage may result in a num-
ber of organizational “subcultures.” These
subcultures may be based on a number of
things, such as geographic location, product
lines or divistons, or even functional special-
ties. The obvious danger at this stage is that
the subcultures may become so distinct that
the organization begins to lose its more gen-
eral, overarching culture.

The third and final stage in this model is
Organizational Maturity. This is essentially
the “crossroads™ in the life of an organiza-
tion. At this point, an organization is often
faced with the choice of renewal {e:g., con-
tinuing on indefinitely) or stagnation and,
uitimately, death. In this sense, organiza-
tions have an advantage over people—they
can live on indefinitely whereas people can-
not. Organizational culture is a key factor in
determining this choice between renewal
and stagnation. Organizations that fail to
change any aspect of their cultures stand a
good chance of failure. On the other hand,
organizations that live on indefinitely must
decide which aspects of their cultures need
to be changed and which ones need to be
preserved over time.

Schein (1985, 1992) proposed a number
of mechanisms by which organizational
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cultures change over time within the context
of these organizational life stages. These are
summarized in Table 14.4. During the Birth
and Farly Growth phase, organizational cul-
ture may change through any of four primary
mechanisms. The mechanism of natural evo-
lution represents the processes that shape an
organizational culture when it attempts to
adapt to its environment. When viewed in
a general sense, this simply represents those
aspects of organizational culture that con-
tribute to its survival. For example, during
the early life of an organization, changing
from a highly autocratic to a highly collabo-
rative culture is adaptive, and this may
become part of the organization’s permanent
culture.

A second mechanism that frequently
leads to culture change in the early stages
of an organization is referred te by Schein as
“self-guided evolution through organiza-
tional therapy” (2003). In other words, there
is a deliberate attempt or intervention con-
ducted to change the organizational culture.
The term organizational therapy is used to
refer to a variety of interventions (some of

Carroll, 2003).

~TABLE 14.4

Culture Change Mechanisms at Different Stages of the Organizational Lifecycle

which will be described in Chapter
are designed to facilitate culture ch
an example, the top management of
tively new organization may decide
culture of the organization should
team oriented. In this case, the ther,
to achieve this culture change mig
form of training on topics such as:
cision making or resolving inter
conflict in teams. In other cases
tions use reorganization Or restruc
order to change a culture (Hannan ;

Another mechanism used for
change is referred to by Schein as
evolution through hybrids.” In this:
ture change is also initiated inte
although the mechanism is much
from the one in the previous examp
case, the mechanism is through the
ment of “hybrids” in key positions v
organization. A hybrid is an indivie
has grown up in the present orgai
culture bug, at the same time, may 1o
all of the underlying assumptions on:
is based. By puiting these types of ind

ositions, the culture may not change
ut it may shift in a way that is
iore adaptive for the organization.
al mechanism used for culture
ing the early life of an organiza-
rred to as “managed revolution
utsiders.” This mechanism is like
st described, except that the
of change” are individuals from out-
¢ organization who are much less
ith the organizational culture than
onal insiders. Bringing these types
duals into an otganization can
y-initiate a great deal of culture
hecause they are likely to question
he basic assumptions on which the
iiture is based. While this may be a
rocess, for both current employees
outsiders that are brought in, it may
organization rethink outdated or
tonal aspects of its culture and ulti-
d to culture change,

1e time an organization reaches the
stage, the culture is relatively well
shed and different mechanisms may
eeded to facilitate change. The first of
in'Table 14.4, is referred to as planned
and organizational development. This
ents a deliberate attempt to guide

Stage Change Mechanisms

litate the change process. This is a
organizational maturity because it

1. Birth and Early growth . Natural evolution

. Managed evolution through hybrids

. Managed “revolution” through outsiders
2. Organizational midlife
. Technological seduction
. Incrementalism

. Coercive persuasion
. Turnaround
. Reorganization, destruction, and rebirth

3. Organizational marurity

T N R T N

. Self-guided evolution through organizationa} therap

. Planned change and organizational development

. Change through scandal and explosion of myths

ecognition that adaptation is neces-
success, While all organizational-
pment programs have somewhat
rent goals, the fundamental purpose of
‘to change the culture of the organi-
or at least provide an organization
e capability to do so. Organizations
this type of strategy typically bring
utside consultants, although, in some
organizations, an organizational-
lopment function may be established.

Seurce: E. H., Schein. (1985). Organizational cuiture and leadership: A dynamic view. San Francisco: josseyABa'ss

Copyright 1985, Jossey-Bass. Reprinted by permission of John Wiley & Sons.

e second change mechanism in orga-
nal midlife is referred to as technolog-

Changing Organizational Culture

ical seduction. This refers to the use of
technology as a lever for organizational cul-
ture change, and it may occur in two differ-
ent  ways. Technology may drive
organizational change because of the tech-
nologjes that emerge within the organiza-
ton. Tor example, a “high-tech” calture
may develop in a computer company, due
to the types of employees needed to fill many
of the positions in such an organization. In
addition, organizations can sometimes
induce culture change by introducing new
and unfamiliar technology. The idea that
technology can shape the social environment
is well known and can be traced back to the
sociotechnical systems perspective and the
Tavistock studies of coal mining {Trist &
Bamforth, 1951).

A third mechanism of culture change
during organizational midlife is through
scandal and the explosion of myths. For
example, a scandal involving an organization
may force organizational members to rethink
some of their basic assumptions, which may
ultimately lead to culture change. This may
occur, for example, when a charismatic lead-
er in an organization is caught engaging in
illegal behavior. On a societal level, one could
certainly argue that the Watergate scandal in
the early 1970s led many to rethink their
assumptions about government officials. Ulti-
mately, this has led to a great deal of mistrust
and skepticism toward these people.

The explosion of myths occurs when one
of the generally accepted organizational
myths is publicly proven to be false. As an
example, a myth commonly held in many
organizations is that employees’ jobs are
secure. If layoffs do occur, this results in an
explosion of this myth and the culture of an
organization may change as a result. At the
social level, a myth that persisted among
Americans was that there was little possibil-
ity of terrorism being carried out on our own
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soil. Most thought that terrorism was some-
thing that occurred only in the Middle East.
The events on September 11, 2001, obvi-
ously shattered this myth, and it is probably
one of the reasons that people were so
shocked by these acts.

The final mechanism for change during
organizational midlife is referred to as incre-
mentalism. This means that change does
occur, but it occurs very slowly. For exam-
ple, most organizations in the midlife stage
have employees who represent a variety of
tenure levels. Some have been with the orga-
nization for a long time, others have been
around for a few years, and others are new.
Over time, as new employees come into an
organization and others either retire or leave,
the organization wifl undoubtedly change,
although in subtle ways. As an example,
academic departments in many universities
are changing because a large number of fac-
ulty hired during the early 1970s are now
retiring, These changes are incremental,
however, because all of these individuals
are unlikely to retire at once. New faculty
are brought in gradually, and the change is
often very subtle and hard to detect.

During the final stage, organizational
maturity, an organization is really faced with
the choice of stagnation/decline or changing
in ways that will facilitate its renewal. Thus, a
change in organizational culture may be a
very critical issue. One way that change may
be achieved at this point is through what
Schein {1985) described as coercive persua-
sion. In this case, organizations use a variety
of coercive tactics to facilitate changes in
individuals, which will ultimately lead to
changes in the culture. A common way that
organizations use this mechanism is by pro-
viding long-tenured employees with the
option of early retirement. Another way that
organizations may facilitate change in this

manner is through the threat of undesirable

d, how it is measured, how it

and two models that provide a
on of different organizational cul-
Wever, Some important questions
o be examined: Does organizational
ake a difference in important orga-
I outcomes? Do organizations with
ultural attributes tend to be more
| than organizations without such
es? Do organizations with cultural
stend to attract, hire, and retain
niployees than organizations without
ributes? Do employees in organiza-
with certain cultural attributes tend to
¢ satisfied and to have a better quality
life than employees in organizations
ut-such attributes? In this section, a
ummary of research evidence bearing
f these questions will be provided.

work assignments or by altering w
conditions in ways that are undest
any employees who will not change:

The second change mechanism
Organizational Maturing is describe
Schein (1985) as turnaround. To alarg
turnaround embodies many of the
mechanisms that were previously de
During turnaround, the organization
nizes the need for a cultural change and
the steps necessary for the change to o
many cases, this may be through the:
tion of organizational-development my
but it could also be through a change
sonnel. As Schein (1985, 1992) points
turnaround to be successful, it mtjsl;
comprehensive effort and involve all mi
of the organization.

The final change mechanism in:
zational maturing is referred to as reorg
tion, destruction, and rebirth. This is pro
the most extreme form of culture
because it essentially involves de
the present culture and instituting
one. Given the extremity of this me
is typically reserved for times of ¢
tirnes when the only alternative to:
change is failure. An example of this
mechanism can often be seen in the
government when the U.S. presi
reelected to a second term in office.
cally, many of the cabinet members 2
members of the administration from th
term resign or are replaced with n
pointees. The impact of such change
would assume, is to change the cultu
rounding the administration, and
enhance its effectiveness.

_'a_nd Gryanizational

+of linking organizational culture
organizational performance has cer-
ceived some attention (e.g., Denison,
enisonn & Mishra, 1995; Peters &
, 1995; Wilkins & Quchi, 1983).
mpts to do this, as in Peters and
man’s 1982 best-selling book In Search
llence, were focused primarily on qual-
mparisons of successtul and unsuc-
ompanies. While such an approach
vide useful insights, it is certainly
from a methodological perspective.
ote recent research has attempted to
dimensions of organizational cul-
ith organizational performance.

rand Heskett (1992) conducted what
aps the most comprehensive empirical
Beyinvestigated 207 1).S. organizations
nong 25 different industries. They
ed the strength of organizational culture
#’ eXammed how this related to a number of

THE IMPACT OF
ORGANIZATIONAL CULTU

So far, we have examined a variety. of
pertaining to organizational culture

The Impact of Organizational Culture

performarnce indexes, such as revenues, stock
price, expansion of the work force, and net
income. The fact that culture and performance
were measured using different sourcesisimpor-
tant because it decreases the possibility that
culture and performance were related simply
because of a common-method bias.

The results of this study suggest that
organizational culture does make a differ-
ence in bottom-line organizational perfor-
mance. For example, organizations with
cultures that these authors labeled adaptive
performed much better than organizations
with caltures labeled unadaptive. The major
differences between adaptive and unadap-
tive cultures are highlighted in Table 14.5.
When one locks at these differences, it
becomes fairly clear that an organization
with an adaptive culture would be a much
more enjoyable place to work, compared to
an organization that is unadaptive, Further-
more, from the results of this study, it
appears an adaptive culture translates into
organizational success.

Denison and colleagues have conducted
research that is very similar to Kotter and
Heskett (1992), where they correlate dimen-
sions of culture with organizational perfor-
mance. Table 14.6 contains correlations
between the 12 culture dimensions from
the Denison model and overall effectiveness
from Denison, Haaland, and Goelzer (2004).
These correlations are based on responses
from 36,820 individuals from 210 organiza-
tions in three regions of the world (North
America, Asia, and Europe). As can be seexn,
all culture dimensions are positively corre-
lated with organizational effectiveness, but
rot to the same degree. For example, in North
American organizations the three strongest
predictors of effectiveness were Capability
Development, Coordination, and Empower-
ment. The weakest were Custormer Focus
and Creating Change. In Asian organizations
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_TABLE 145

Key Differences between Adaptive and Unadaptive Corporate Cultures

he strength of employee motivation
& Vardi, 1990), and the reporting

Adaptive Corporate Cultures

thical behavior (Ellis & Arieli, 1999).

Unadaptive Corporate Cilty

Managers care deeply about customers,
stockholders, and employees. They
place a high value on people and proc-
esses that create useful change.

Core values

Managers pay close attention to all their
constituencies, especially customers; ini-
tiate change when needed; take risks.

Common behavior

more work is needed, however, to
in why culture makes a dilference in
tional performance.

Managers care about themsel
immediate work group, or some
or technology. They value th
and risk-reducing management
£55€8.
Managers behave politically an
bureaucratically, They do no
their strategies quickly to adj
take advantage of changes in
business environments. -

Impact of Culture on
tment and Retention

ed to the literature on organizational
and performance, much more empir-
arch has investigated the impact that

Source: |. P. Kotter and J. L. Heskett. (1992). Corporate culture and performance. :
the permission of The Free Press, a division of Simon & Schuster, Inc. Copyright © 1592 by Kotler Associates In

and James L. Heskett,

none of the dimensions were significantly
correlated with overall effectiveness because
so few (n = 7) were included in the study.
However, based on the magnitude of the
correlations it appears that the best predic-
tors were Creating Change, Organizational
Learning, and Team Orientation. The weak-
est were Customer Focus and Capability
Development. Finally, in European organi-
zations the three strongest predictors of

nizational

to explain the mediating linkages |
culture and organizational perform
has been proposed, for example, that

employee creativity (Tesluk, Farr,

Correlation between dimensions from Denis
Qrganizational Culture Model and Overall
Effectiveness by Region

New Yoric Free Press. Reprintedy zational culture has on attracting,
1g, and retaining employees. {This
s examined in some detail in Chap-
1d will not be covered extensively
he basic finding in both of these areas
individuals tend to be attracted to
zations that possess cultures that they
v¢ to be compatible. Furthermore,
ople are in organizations, they will
temain in organizations that they
 to be compatible.

n terms of retention, fit is probably also
nt but far less theoretical and empir-
ork has been done compared to the

culture may impact the le

organizational performance were Strategic

Norih on attraction. One of the reasons for

Direction and Intent, Coordination and Inte- ~ Dimension America Asit ck of information is that theoretical
gration, and Agreement. The weakest were - of turnover (e.g., Mobley, 1977} have
Capability Development and Organizational =~ Empowerment 65 [y focused on characteristics of the job
P ’ P Team orientation o1 than organizational-level iabl
. . g vel variables
e Capabillty development 70 s culture. Furthermore, we know that
Like Kotter and Heskett’s (1992) study,  core values 58* ct : , we k i
Denison’s results suggest that culture does  Coordination and integration .69 ris a complex process and is affected
contribute to the success of an organization, — Creating change 48" bles (e.g., economic conditions, fam-
though net all dimensions contribute the — Customer focus 367 derations) that have little to do with
izational learni 50° . ot
same. Denison’s data also suggest that the Organizational leatning . or the organization (e.g., Carsten &
. > (e - Strategic direction/intent 55 1987: Lee & Mitchell, 1994). It
impact of organizational culture is impacted .1 and ohjectives 60 1 ‘bl’ 'h e , : .
by national culture. This is often overlooked  vigion 53t ausible, though, t aF if an employee
in organizational culture research, but it is ~ Number of organizations 169 s that the culture is incompatible

s or her values or personality, this

very important given that many organiza-
tions have global operations.

Probably the most important issue in
future research in this area will be an attempt

Note: "p < .05 :
Source: Denison, DR, Haaland, S., & Goelzer;
Corporate culmure and effectiveness: 1s Asia diffe
the rest of the world? Organizational Dynamics, 33:,' O

ertainly prompt a search for a new
Igh turnover may be one mediating
n the relationship between culture
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and organizational performance (Kotter &
Heskett, 1992). Further research needs to
be done to address these issues,

Culture and Empleyee Satisfaction/
Well-Being

Given the pervasiveness of organizational
culture, to say that it impacts employee sat-
isfaction and well-being seems to be stating
the obvious, Surprisingly, there is not a great
deal of empirical evidence bearing on this
issue—perhaps because of the difficulty of
conducting the multiorganizational studies
necessary to test such hypotheses. What little
evidence exists, however, suggests that cul-
ture makes a difference in the quality of
employees’ work lives. For example, Hatten
et al. (1999) found that a mismatch between
the actual culture of the organization and
what employees felt that culture should be
was associated with a number of negative
outcomes. For example, perceived mismatch
was associated with lower job satisfaction,
higher job strain, general stress, and tum-
over intent. These findings suggest that there
is no universally appropriate culture. Rather,
the key again appears to be whether the cul-
ture meets employees’ expectations. It has
also been shown that safety climate, which
is certainly an aspect of an organization’s
culture, is related to an organization’s safety
record (Clarke, 2006), which ultimately
impacts health.

To provide more explanation of the
impact of organizational culture on employ-
ees’ quality of life, Peterson and Wilson
(1998) proposed the model presented in
Figure 14.2. Note that the key mediating
factor in the relation between culture and
employee health is business and manage-
ment systems. Culture directly impacts the
business and management systems that are
deployed by the organization. These, in turn,
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_FIGURE 142

Modei of the Relation between Culture,Work, and Health

‘defined in a variety of ways, the
of culture lies in the basic assump-
- values held by the members of
ization, This definition is widely

rganizational cultures are unique to

degree, but there have been efforts to
p.“models” of organizational culture.
et al. (1991) developed a model of

imensions of organizational culture

_based on employees’ perceptions of
ing values. Denison and colleagues
. that organizational culture can be

Source: M. Peterson and 1. Wilson. (1998). A culture-work-health model: A theoretical conceptuahzatmn
American Journal of Public Health, 22, 378-390. Reprinted by permission of PNG Publications.

may then impact employee health. As an
example, an organization with a very con-
trolling culture may have a human resources
system that requires employees to account
very carefully for their time. There is, in fact,
evidence that culture does impact organiza-
tional choices of human resources systems
(Aycan, Kanungo, & Sinha, 1999). This high
level of control, in turn, may detract from
quality of life and ultimately detract from
employees’ health.

Although it clearly needs empirical
assessment, the connection between organi-
zational culture and employee well-being
has certainly been recognized (e.g., Monroy,
Jonas, Mathey, & Murphy, 1998; Murphy,
1996). More specifically, there has been

ed according to four broad dimen-
ind that each of these four can be bro-
own into more specific subdimensions.
these models have been very useful in
earch and organizational diagnosis.

cuiture of an organization is reflected
ety of ways; some are understandable
siders and others are more difficult to
ehend. Symbols and artifacts repre-
he major physical manifestations of
 rites and rituals represent behavioral

increasing emphasis on examining the
acteristics of “healthy organizations™=
that are economically successful and p
healthy employees. Extensive mod
organizational health await developt
and a key factor in that development is
to be organizational culture. In the fa
linking macro-level variables such as or
zational culture to employee health an
being will likely become a major focus
employee health literature (e.g., Bliese &
1999).

The culture of an organization may be
aped by a number of factors. For most
nizations, the organizational founder(s)
‘most important [actor in initially shap-
the organization. Over time, however,
Iture will also be impacted and shaped
the extent to which it facilitates organiza-
al adaptation and survival. Cultures tend
evelop and ultimately persist over time
use they have adaptive value for the

CHAPTER SUMMARY

This chapter examined the important to
of organizational culture. Although cu

Chapter Summary

Studying organizational culture can be
challenging, but it is necessary in order to
fully understand it. There are certainly
instances of the use of self-report measures
of culture, although many organizational
culture researchers are wary of this method.
As aresult, the most typical method of study-
ing organizational culture has been ethnog-
raphy. Using a qualitative assessment of a
culture is consistent with the notion that
members of a culture are not good at repor-
ting their basic assumptions. This methodo
logy is also consistent with the anthropologi-
cal roots of this field, In the future, other meth-
ods will probably be available for studying
culture as well.

Changing the culture of an organization
is difficult, given that culture is reflected in
basic assumptions. Nevertheless, organiza-
tional cultures do change over time, and, in
most cases, the mechanisms responsible for
change depend on the life stage of the orga-
nization. Clearly, though, organizational cul-
ture change is not something that occurs
quickly or easily in organizations. True orga-
nizational culture change usually occurs
only in response to extreme environmental
conditions.

A final factor to consider in examining
organizational culture is its impact on
important outcomes. Not a great deal of
empirical research has been done on the
effects of organizational culture, most likely
because multiple organizations are needed
to do such research. Nevertheless, empirical
research has shown that organizational cul-
ture may impact a number of important
outcomes such as performance, attraction
and recruitment of employees, employee
retention, and employee satistaction and
well-being. Although a great deal of re-
search is yet to be done in this area, it
appears that there is no one type of culture
that is ideal. The most important factor
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As a graduate student watching all my friends
go out and find their first “real jobs,” 1 became
intrigued with the idea that some people were
much more commitied, that is, willing to go the
extra mile, on their jobs than others. What
could account for this difference? 1 didn’t think
it was a personality issue because all my [riends
were smart (of course) and hard working. 1
decided that it must be something about the
way the companies they worked for treated
them, or the match between the organization’s
culture and their own preferences. To study
this issue, I decided to ook into the public
accounting industry because with very few
firms, 1 could capture nearly the entire industry
{they were catled “The Big Eight” back in the
tate ‘80's when [ did my first study, after many
mergers and Arthur Andersen’s demise with
Enron, they are often referred to as “The Final
Four!”). I also chose this industry because the
fixms are so similar in structure, size, and tech-

JENNIFER CHATMAN AND MATCHING PEQPLE WITH ORGANIZATION!

nelogy so that any differences in people’sle
of commitment would have to be due to dif
ences in the organization’s culture, that is;
values and behavioral norms.

Even within this very homoge
industry, there were striking differenc
organizaticnal culture. One firm valued d
orientation above all else, another va
initiative, and a third cared most about d
oping a single culture across the entire, gl
firm. These striking diflerences playedic
a number of important ways for empto
For example, those who fit well with
culture stayed longer, were promoted fas
and demonstrated greater commitment t
fiym. Interestingly, these outcomes of pe
culture fit mattered more for perfori
than did the more typical person-job
think of which is how well people’s |
edge, skills, and abilities fit the speci
What this implies is that, as a job see
may be more important to find an orga
tion whose culture matches your ow
erences {e.g., ate you a team player or di
like to focus more on individual ach
ment?) than to find the perfect job Tegar
of the organization. That is, job selectit
more effectively viewed as organization
tion because, if you resonate with the ¢
of the organization you join, chanc
you'll be very successful there and hold
different jobs over time.

Jennifer A. Chatman

Haas School of Business :

University of California, Berkeley

appears to be a match between organiza-
tional culture and characteristics of employ-
ees rather than what is considered to be the
idedlized culture.
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