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Abstract

The purpose of this dissertation Is to Investigate the relatlon‘ehlp betWeen organisational -
culture and strategy. The organisation is studied from two perspectives to produce a
hol‘lst!c understanding of the strategic process.

The functionalist perspectwe views culture as a va*lable wtthin a systems viewp:émt of the
organisation, while the Interpretive percpective uses culture as a metaphor to
‘conceptualise and znalyse the organisation. By combining the insights from the two
perspectives, the organisation Is defined as a three-level const:uct of underlying
assumptions, values and beliefs, and physical manifestations. _For the purposes of the
research, strategy is viewed as a key manifestation of the organisation: lts relationships.
with the ass’ump‘tions, values and beliefs are analysed. ‘ :

The overall research problem concerns the concept of the organisation as an mtegrated
whole. By combining theories from the literature and perceptions from the target
population, a typology of four organ]satlonal forms is developed. Each Is a consistent set ,
of underlying assumptions, values and bellefs, and strategy. The research propositions

advocate that specific strategles are assoclated with specific assumptions, values and
bellefs, and that the corisistency between these will influence organisational pe’rfOrma‘nce.

The propositions dre tested in 59 Strateglc business Units (SBUs) of organlsation:. Ileted
on the Johannesburg Stock Exchange (JSE). By collecting data from a variety of sources,
~the organisations' assumptions, values and beliefs, and strategic orlentations are
measured. These are then tested for consistency, and compared to the overall level of
orgamsational performance. '

The findings suggest that organisations may be considered as integrated wholes, and that
a degree of consistency exists In organisational assumptionss, values and beliefs, and

strategy. Furthermore, certain strategles are assoclated with certain cultures, and the
consistency between these is assoclated with superlor economic performance.

The study concludes that an integrated perspectiv.e of the organisation produces valuable»
insights Into the strateglc process.  These include an enhanced view of the
organisation-environment Interface as well as guldelines for the management of strategic
change. :
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The purpose of this dlssenation Is 1o Investigate the Velatlonship betwem organlvational
culture and strategy. The organlsatlon Is studied from two percpectiveb to produce a
hotistic understanding of the strategle process.

The functionaltst perspective views cuiture as a variable within a systems viewpoint of the
organisatlon, while - the Interpretive perspectlvs\ uses cuiture as a metaphor 1o
conceptualise and analyse the organlsation. By con‘blnlng the insights from the two

perspectives, the organisat on Is defined as a three-level construct of underiy!ng ~
assumptions, values and bellefs, and physical mantiestations. For: *he purposes of the

research, strategy Is viewed as & key manifestation of the organxsatlon Its relationships
with the ae: umpﬁons, values and beiﬁefs are analysed

The overall research problem concams the co’ncépt of the organisatioly as an Integrated
whole, By combining thecries froym the Iiterature and ‘pen..eptlons*from'the target
population, a typology of four organisational forms 1s developed. Each Is a consistent set
~of underlying assumptions, values and bellefs, and strategy. The research proposltlcns
advocate that spaciic strategles are assoclated with specific assumptions, values and
béﬁefs, and that the consistency between these wil !nﬂu;e‘nca ﬁrganisaﬁonal pef&:rmange.

The proposttions afe tested ln 59 Strateglc business Units (SBUs) of organisations ﬁisted

ontha Johannesburg Stock Exchange (JSE) By collecting data from a varlety of sources,

the organisations' assumptions, values and beliefs, and strategic orientations are
measured. These are then tested for consistency, and compared to the overall level of
organisational performance, ~ ; R

The findings stiggest that organisations may be considered as integrated wholes, and that

‘& degree of consistency exists in organisational assumptions, values anc bellefs, and
strategy. Furthermore, certaln strategles are assoclated with certain cultures, and the
conslstency between these Is assoclated with superlor economic performance.

The study concludes that an Integrated perspective of the organisation produces valuable

insights Into the strategic process. These Inciude an enhanced view of the
organisation-environment interface as well as guldelines for the management of strategic
change.
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Over the last few years, a wealth of literature has been generated on the concept of culture
in organisations. Many academics and practitioners, however, remain uncertain about the

hatute of _thls phenomenon and lts usefulnesq In understa, )dlng anc! managing

orgamsatlorm.

This has presented several uhlque challengss to researchers In the fleld. In order to make
a contrlbution to the understanding of the role played by culture in organisations, research

has to be both academically rigorous and of pragmatic value.

The recent Interest In the cultural phenomenon is part of the rising concemn that
organisations have about effective human resource management in Improving thelr

performance. As & rasult, the Interface between human tesource management and the
‘strategic management of the otganisation has become of prime Importance.

The major objective of this dissertation s to explors the relatlonships between
organisational culture and business-level strategy. In response to the challenges provided
by the toplc, the dlssertation goes beyond the analysi‘s of organisatlons, cultures and
stratagies as a set of Interdependent varlables.

Although the functionallst, systems perspective has contributed significantly to the
understanding of organisations and thelr strategles by documenting the Interdepsndencles

and relationships between organisational varlablos. It does riot, In the view of the author,

offer a complete account of the strategic pracesses. Consequently, this dissertation
combines the functionalist perspective with that of the interpretive perspective to galn a
more holistic understanding of these strategle processes.
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A second objéctiveof the research, therefore, Is to develog an Integrated view. of
organisatlons, cultures and strategles, Culture Is analysed from two perspectives. The

functlenatist perspactive treats culture as a varlable; something the organisation has, while

the Intérpretive perspective uses culture as a meiaphor to anatyse the organisation;
samething the organlbatlonla

T

*vBy combining tha Inslghts from these perspactives, the. relatlonships between

organisational cultures and - strategles are more fully sxplored. The overall research

prablem focuges on the nature of these relationships. Different cuitures and stra*egles are
compared, and the Impact of thase combinations Is analysed with regard to organisational
effectlvenass, Are certaln cultures naturally assoclated with certain strategles? Can the
organisation be considered an Integrated whole? Does the extent of the integration Impact
on ‘orgahiéatlonal peﬁorman‘ce? ‘“hese Issties are explorad through a review of the

existing literature and by develop\nx, 4a hybrld research mq! hodology wh!vh combines both

functionalist and Interpretive parspectives.

The Research Methodology -

The comb!nation of a functionallst and Interpretlve perspective results ln a hybrld research |

desw;n which uses a varlety of data sources and collection techniques.

\\

’)rgan(satlons, cultures and strategles are analysed from the pempeotlwa of organlsatlonal
members as well as from external, objective sources, Data Is collected by way of
unstructured and seml- strUcturod interviews, self-administered QUestIonnalres, content
analysls and observation,

Fifty-nine Strategic Business Units (SBUs) are sampled from the Johannesburg Stock |

Exchange (JSE). These organlsations participate In a varlety of research activities In the
different phases of the research.

o

~The overall research design Is bast described as miultiple operatlonlsm (Slmon, 1988), In
that It conslists of a number of phases during which a progressive uridderstanding of the
research phenomenon Is bullt up. At the end of this process, the research variables are
operationalised, and the measuring Instruments are administered to collect the data. The

data Is subjected to a vatiety of analytical techniques, and the results are presented and ,

discussed.
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Impertance of the Research

Research of this nature Is Important from an academic as well as a practical polnt of view.

The academic undarstanding of the strategic process in orgarileatlons Is .enhanced in two
. ways. I‘lrotly. the Inclusion of culture as an organlisational variable augments the already
well-established body of knowledge provided by the theorles of "fit* (Chandler, 1962;
Pascale and Athos, 1981; Lawrence and Lorsch, 196 87). Secondly, culture prov)des a

useful construct to discuss thé role of the organisational context I ehap:ng the

o

organisation’s strateglc agenda.

From the practitioner's point of view, the research preVldes Insight Into that part of the
yorganisetion which ‘lles below the surface'. The Importance of organisational
assumptions, vai\ues and bellafs Is h{ghlfghted, and thelr relationships with crganisational
strategles are outlined. This provides an enhanced understarding of the rola of the
organlsatlons human resources in the strateglc process, and glves guldance in the -
management of organisational change, \

In the Increasingly heterogeneous management  structures  within South African
organisations, both the academic and practical viewpolnts may make a contrlbutlan to
increased organisational effectiveness.

Key Assumptions and Limitations of the Research

The key assumption of the research Is that a mare hollstic understanding of strategic
processes may be obtained by comblining an Interpretive and functionalist perspective in
the research design.

The organlsations In the sample play an Important role In defining the ressarch
phenomena of organisation, culture and strategy. The measuring Instruments are
therefore designed to measure Issues consldered Impottant by the target population,

The major limitation of this approach, however, lies In the potential to generalise the finding
to companles who fall outslde the sample frame. Firstly, companles listzai on the JSE are
not always representative of the general population of South African business
organisations. - Secondly, the deflnitions of "organisation", "culture" and "strateggl" are




formulated from the hybrid research design developed specffically for this dissertation. As
a result, they embrace assumptions and values peculiar to the target population as well as
in-keeping with the requirements of this research,

Desplte this limitation, It Is believed that the research and Its findings have a contribution to
rake to an Increased understanding of organisations and their strategles,

Outline of Chapters

'CHAPTER 2 Introduces the conCept of aulture In organisational analysls and outlines the
approaches of previous researchers, The chapter's major objective Is to describe the
differences between the f,unctlon‘allst and Interpretive perspectives and to point out the
advantages of an Integrated approach. The definition of culture for this dissertation is
outlined, and the chapter concludes by revealing the differences between brganlsatlonal
culture and climate,

*

The objective of Chapters 3 to 9 Is to provide a holistic understanding of organisations,
cultures and strategles. Conseruently, literature from both a functionalist and an
‘lntérprettvé parSpecti\je Is reviewed, CHAPTER 3 conslders “the concept of the
'organisatlc)n as a collective frame of reference and discusses the Implications of this view
for the organisation-environiment interface. The Integration of the organisation Is
consldered, and the comblned perspective of furictionalism and interoretism Is seen to
provide a more complete analysis of the coordination processes In organisations. In
additlon to the traditional integrating devices used in organisatlons, the role of soclallsation
Is identified as being significant,

Organlsational soclalisation Js the major focus of CHAPTER 4. It Is Ide'n'j‘llfled as the
process whereby mernbers internallse the assumptlons, values and beliefs of the
organisation and develop commitrient to Its overali purpose, The consequences of
soclalisation are analysed In detall from the perspective of the organisation. Soclallsation
Is seen to facllitate the overall definition and structure of the organisation, as well as to
contribute to its efficlent operation,

Chapters 5 and 6 analyse specific manifestations of the organisation and reveal their
underlying assumptions and values. Qrganisational control is the topic of CHAPTER 8,
The function and purpose of organisational control Is Identified and classified according to
a number of criterls, The resulting analysls reveals the "ideal types" of Direct and Indirect
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Control. Each Is describad In some depth, and the assumptions and values Implicit In their
use are revealed, ’

i

Organlsation structure, In CHAPTER 6, Is similarly treated as a manifestation of the -
organisation, The various dimensions of structure are revealed, and the point Is made that
organisation structure Is the reflection of the patterns of behaviours and Irteraction

between o anlsation members, Chapters 5 and 6 emphasise the Importance of

rf*,,gnnisaﬁcnai symbgals, and of rocognleing thelr underlying assumptlons and values.

CHAPTEH 7 Introduces the concept of organlsatlona! change A taxmnomv‘f of
Jorganlsatlonal \.hange Is developed which Identifles the processns of strateglc changk\ A
\ f'um.mr of paradigms, from both the functionallst and Interpretive perspectives, are used to
prasent a hollstic account of strategic c;rganlsmlonaﬁ change. in dlscusslng the reasons for
change, additional insights are galned into the orﬂanisatlr)nérenvlronment Intetface. This n
produces further understanding of the strateglc processes in organlsatlons. In analysing -
the processas of change, Insight I3 galned into the relat‘onships between organisatlonal
“assurnptighs, values and behaviour,

CHAPTER 8 explores the notlon of al tei native organlsatlonal forms. By Implicitly accept!ng

A.‘,

portray a range of organlsational t.ypes. The Jungaan ‘personality types are extrapolated "

Into an organlsational context and combined with 5 findings from the or‘ganiséfidn@}j S

gffectiveness research programme. This produces a ty,m@g\{ of feur organisational for me; -
each one reflecting a different set of underlying assump\},tlcnw, values and bellefs. =

CHAPTER 9 extends this analysls to Include organts atlona| st tmxw ~The concept of
stracsy Is outlined, and an Integrated definition of buslnesf‘»-leve} shabmy s developed,
The‘rélatldnshlp between strategy and orga.nlsatlonal assumpsions, \vma\% ,;zind bellefs s
identifled.  Finally, the organlsatibnal forms developed In the /pr\ew;\.,s shapter are
augmented by developing specific strateglc manifestations for each \j}? i ?Q'u; crms.

These four Integrated organisational forms are presented as archetypes, anhd'this ‘«.\n‘ma tha

basis for the definition of the research problem, The ohapter concludes \Mth a tor: -rﬁ

statermnent of the research propositions.
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Chapter1

CHAPTER 10 describes the research deslgn for the investigation of the research problems.
Eight phases are included in the multiple oper‘atlo'nlsrh of the research methodology, and
Séven of these are outlined in CHAPTER 10. The chapter focuses on the specific
challehges posed‘ by the research and how these are met by the 'reseakrchkdesign. The
, gene%‘ation and fleshing out of the research themes, as well as the operationalising of the
research variables, are also discussed. © The chapter concludes by outlining the

=il '_. A

Ap:acedurep \’A’l' nruh\l tho Qnel\!ﬂ asearn thrODOSlt]OnS are tBSted

CHAPTER 11 Is the analysk and oresenta'tlon of th‘e,data‘*g’onerated from the ‘ﬂeid?&vork‘

The major areas of focus include the factor analysls whereby the research vanabxes are

operatfcnansed the analysls of organisationial and strategic types, and the formal testing of

the research propositlons The results are discussed in CHAPTER 12. Chapter 12 also

deals with the possible areas of bias and error within the rpsearch, and assesses the
~ generalisability of the findings. | ) | |

“Finally, CHAPTER 13 presents the concllelons and recom';nendatl'on's of the research. N
This chapter covers four main areas. The first Is a discussion of the research fmdmgs |
withtn the context of other researck: In the field. The second Es the relevance of the findings -
within the overall theoretlcai frameviark, ‘Thirdly, specific recomimos rdations are made for

- the uno;wstanding and management of organisarions in South Africa, The diss ertation
concludes by suggesting avenues for future research which may enhance and expand»

work on organisations, cultures and strategies,
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The Conoept of @rgaﬁisationai
Culture |

Introduction to Culture

~The recent popularity of the concept of culture in organisational analysis has prompted

some authors to speak of its "rediscovery" (T rice and Beyer, 1984) Indeed, the s;gooess,of '

books such as: -

; ’o’ Gods of Management (Handy, 1978) »
‘& The Att of Japanese Management (Pascale an_d Athos, 1981)
" @ Theory Z (Quchi, 1981)
s Corporate Cultures (Deal and Kennedy, 1981)
o In Search of Excellence (Peters agsiWatorman. 1g81) ~\
o Managing Corporate Cultures (Davls, 1984) .
& American Splrit (Miller, 1984) ; :
o Culture and Related Corporate Realities (Sathe, 1985)
s Gaining Controi of the Corporate Culture (Kilman, Saxton, Sefpa atal, 1985), and
@ Organlsational Culture and Leadership (Sch‘eln. 1985) | |
would have one belleve thatorganisatlonal researchers have perfected a new analytical

tool to Interpret organisations. To the extent that these efforts have produced some
additional holistic understanding of the proces: side of - strategic management‘f and

organisations, they are certainly welcome. A revlew of the various approaches to business ‘

pollcy reveals that this type of approach has. Inthe past been .. woefully underdeve!oped
«" (Mitroff angd Mason, 1982, p. 370).

Culture per se, however, Is hardly a new ldea. Cuitural anthropology has been a
speclalised fleld for many years and, in organisation research, the related qoncept of
"organisation climate" c'ates back well over two decades (Jelinek, Smirclch and Hirsch,
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1983). Nevertheless, a degree of vagueness and amblgulty surrounds the recent use of
culture In organisation analysls. ertlng aboul culture neariy three decades ago, C. Wright
Mills comments that: '

. the concept ‘culture’ Is one of the sponglest words In social science,
although perhaps for that reason, in the hands of an expert, enormously
useful. In practice, the conception of 'culturs’ Is more often a loose reference
to soclal miileux plus 'tradition’ than an adequate ldea of soclal structure."
(Mllls 1969, p. 177)

Little wo’nder. then, that fthe current usage of the term suffers from much of the same
vagueness, The use of culture as a taol for studylng organlsations Is still not eufﬂclently
developed (Jelinek, Smircich and Hirsch, 1983) or Integrated (Trice and Beyer, 1984).

‘Much of this stems from the number of diferent approaches which categorise the current

study of culture In organlisations. ln order to gain-a better understanding of these, it Is
necessary to. briefly aralyse the roots of the concept, -

As mentloned above, "culture" has ts origins in the dlsclplines' of anthropalogy and

soclology where It was, and still is, ueed in the study of institutions and socletles. The
anthropologist, E. B, Taylor (1871) Is bel&eved to have offered the flrst formal defmmon of
culture when he commented that:

"Culture .., Is’that complex whcle which includes knowledge,‘ bellef, art, law,
morals, custom, and any other capabllities and habits acqulred by man as a
member of society." (Taylor, 1871, p. 1)

More recently, anthropologlsts have defined culture as a historically derlved system of
implicit and explicit designs for living shared by the members of the group being studied.
In this way, they have included both the Ideal as well as the actual patterns of behaviour of "

the group, Institution or scclety (Hcmans, 1962). Soclologlsts, on the other hand, have
tended to confine thelr definitions of culture to statements of what oug;ht to be. They have
seen culture as a symbolic system of meanings which Is Imposed on the real-life situation
(Parsons, 1967). Nevertheless, the concept has been used Iargely as a foundatlonal term
through which the order and patterns of soclal phenomana have beéen Interpreted and
exclalned (Smircich, 1983), An excellent example of this Is to be found In Berger and
Luckman’s (1966) work where Institutions and societles are analysed and Interpreted as
shared systems of meanings. ’

The more recent applicatiori of the term to explain strategic and otganisational phenomena

has, however, additional roots which go beyond anthropology and soclology, These |

include the fields of psychclogy, soclal psychology and organisation deveilcpment.
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The area of motivation theory has contributed greatly to the understanding of Indlvlduai
behaviour in organisations.” The works of Maslow (1943), Herzberg (1964), Vroom (1964)
and Porter and Lawler (1968) show the nature and extent of the Impact that both Intrinsic
and extrinsic factors have on Individual petformance. Bandura (1977) has extended these
findings by‘analhyslng psychological functioning In terms of the continuliig reciprocal
lnteractldri of personal and environmental determinants. In addition to thé ab‘ove,ﬂthe
~whole human relations school of thought has contributed to the understanding of

organisation members as not simply ratlonal economic agents, but as responsive soclal
beings who are governed by the cuitural norms and soclal relationships of the workpn
(Kaplan and Zlegler, 1985)

In the fleld of socal psychology, Erich Fromm (1960} analyses the soclal nature of human
beings with respect to their reaction to "freedom" Inhis descrlptlon of the variOUS escape
mechanisms that people seek In the face of freedom, he Identifies the pOWer of cultural
forces In shaping man's behavioulr. Fromm ybe!ieves that man has a dynamic relationship '
with scclety, Soclety has a suppressive as well as affcréatlve function. By o:fferlr]g certain
prescribed norms and guidelines for behaviour, society constrains man. Howwer* ‘,ocwety
 also gives meanlng and substance to man's behaviour, and therefore enhances hls erfr)f:

Finally, from the field of organlsatlon development a number of practltlohers and
researchers have added to the understandlng and use of the cultural concept.' Scheln,i,
(1969) identifies norms and values as being powerful controls of individual behaviour, and -
suggests that organisations be analysed from a cultural perspective to gain kbettet'
understanding of organisation behaviour. in his latest work, Scheln (1985) |derififie's the
roles played by organisational leaders In shaping these value systems in brde’r to conirol
thelr organisations. Bennls (1969) suggests that there are principles for effective
ofganisation development, and polints out that the state of cultural readiness must be
assessed before any planned soclal change Is undertaken, In their recent work on

~ leadership, Bennls and Nanus (1985) point out the role of leaders In shaping value systems:
In order to achleve organisational change, McGregor's (1960) descriptions of Theory X

~and Theory Y behaviours highlight the different sets of assumptions and values that
underlle different organisation patterns. Finally, Sathe (1985) analyses the impact of
organisational culture on individual performance from the entry stage, unti soclallsatlon
has taken place.
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This broad range of contributlons to the study of the cultural concept In organisatlons has
resulted in a variety of approaches to the subject, each of which encompasses’akdlfferen‘t :

set of assumpt§pns about the phenomenon (Jellnek, Smircich and Hirsch, 1983), Broadly

- spuaking, f‘“JSé approaches may be categorised as (Sathe, 1984):

s those which view the cultural phenomenon as dIrectly observable behaviour (the
Adaptatlana! school of thought) :

and

o those which view culture as that which Is shared In the minds of the individual group
merbers (the Ideational schoal of thought). Inthis case, It is possible to Identify yet
another division; viz, that between the functionalist approach which recognises
culture as Ideas, values and hellefs, and the interpretive approach which
understands culture as a system of shared meaning amongst group members, In
the former case, cullure Is treated as a varlable (elthir Internal or external to the

~organisation). while, In the latter, culture Is viewed as a metaphor to describe the
~ organisation, :

Clearly, each of thase approaches hasylts uses, ItisImportant to take cognlza’nce of which
approach is being USed befors- evaluatlng the findings of any study or research To thls
end, a more comprehensive analysls of the varlous approaches to the study of culture, as
well as the terms used to describe them, must be undertaken. '

Approacheem thesfﬁudy efCulture . 0o

The most baslc distinction appears to be batween those who study and vlew cuilture as

directly observably patterns of behaviolir, and those who look at what Is ,hared In the
“ m]nds of members of a communlty (Keising, 1974}, The "adaptational" school bases its

research on what Is directly observable about the members of a community - the
behaviour patterns, epeech and use of matetlal objects (Sathe, 1983; Ashforth, 1985). The
"deational" school of thought focuses on non-obsarvable phenomeha ‘such as Ideas,
bellefs, knowledge and meanings whic¢h are shared by the Individual members (Sathe
1983; Smircich, 1983; Ashfarth, 1985), It Is this latter approach which has generally been
preferred by organisational researchers (Ashlorth, 1985), but it Is Important to note that the
two schools of thought are not mutually exclusive. In many cases, phenomena reglstered

* by the Ideatlona! school are manifested through observable behavicur (Scheir, 1985) In
these cases, It Is worth cansidering bath simultaneously, while treating them separately

(Sathe, 1985),
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The various approachies are represented in Figure 2,1 below,
Adaptationist ~
[ {directly observable behaviour)
S o S pompare&thm
S , | managament
CULTURE ——— e approach
rFunctionalist ——-]"
(culture as a
vablable)

' “Corporate”
culture”
approach

(shared in minds ;
of members of
“the community)
~Cogh'rtive
approach
~!ntékpretlve -—m-;»Symbouc |
(culture as a approach
metaphor) :
-Structural/
psychodynamic
o approach

Figure 2.1: Major Schaols of Thouight I the Stud‘y of Culture
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The Ideational School of Thought

Two contrasting perspectives dominate the Ideationat schooi and produce very different
concepts of culture (Burrall and Morgan, 1979). Based on the paradigmatic schema of
Burrell anil Morgan (1979), Smirclch (1981) dellnaates‘thes'ektwo perspectl\les, and
ascribes thelr differences largely to different views and 'assumptlons about organlsations
(S‘mlrdlch, 1983). ‘In the functionalist perspective, the organlsation Is seen as a purposeful

and adaptive mechanism, ‘which produces culture as one of lts outputs. Culture Js
therefore viewed as somathing the organl§at(on has (Sathe, 1985). In the interpretive
perspective, the ocgén!satitm Is viewed as a form of human expression, and culture
becq\rﬁes a device for framing and ¢ulding the study of"organlsatlons (Sathe 1985), The -
organisatlon, therefore, Is the culture, These differences might be further emphaslsed by
‘ understanding that the functlbnallét perspective views culture as an organisational variable,
while the Interpretive perspactive views It as a root metaphor (Smirclch, 1281, 1983).
These two perspectives, as well as the research approaches,they have generated, will be

disouissed more fully balow.

S ¥ 3

The Functionalist Perspective

Burrell and Morgari (1979) note that the functionalist paradigm Is based on a set of notlons
concerning tha scclal world, organisations and human nature, The soclal world Is seen as
a set of contingent relationships améngst a number of varlables (Morgan and Smircich,
1980), of which culture Is one, Organlsations are viewed as purposeful and adaptive
mechanisms, sxlsting within environments which present certaln Impetatives for behaviour
(Welck, 1979), Culture Is studled In terms of s relationships with the organisation, and this
view has produced two major research programmes (Smirclch, 1983). The first,
- comparative management studles, Is concerned with the Impact that natiorial cultures have
on managerial and employse practices (Halre, Ghisalll aril Porter, 1966; Adorno, elal
1950; Hofstede, 1980), while the second studles corporate cultures (Deal and Kennedy,
1982), ' '

Culture and Comparative Management

~In comparative management studles, culture Is seen as a background factor {almost
synonymous with country) which helps to explaln particular management and employee
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practices (Smircich, 1983). In this way, culture Is viewed as an important influence on the
development and relnforcement of particular patterns of beliefs (Ajiferuke and Boddewyn,
1970; Cummings and Schmidt, 1972),

In these studles, culture Is treated as an independent, external varlable, whose Infiuerice Is

impotted into ihe organisation through It members (Franko 1977). in this way, Its presence

Is manitested In speclfic patterns of attitudes and behaviours (Franko, 1977; Hofsteds,

1980; De Frank, Matteson, Schwelger and ivancevich, 1988,

In general, the résearch has beent focused on attempting to explain dlfférenf;es In
managerlal and employee practices through the external variable, culture. As Smircich

(1983) polints out, most of the comparative management research has left the concept of -

culture relatively underdeveioped,

"Corporate Culture"

In contrast, the "cotporate culture" research prograinme has attempted to develop the

concept of culture Into a miore careiully defined tool for the analysls and Improvement of

organ!satlonal performance. Culture Is viewed as a by-product of organisations, which

exist primarily for the production of goods and services (Deal and Kennedy, 1982; Martln ‘

and Powers, 1983; Jones, 1983}, As part of a systems framework, culture Is therefors an
internal varlable ~thé,t Interacts with other organisational varlables such as technology,
organisation structure and systems (Waterman, Peters and Phillips, 1980; Peters, 1984).
Smlr,:ci:;;‘r {1983) paints out that the more recent contingency research Into relationships
amohgst‘ organisational variables has Included subjectively determined varlables, with a
view to considering the soclo-cultural qualitles that occur within organisations. The
so-called "7-S paradigm” of the McKinsey Company (Scheln, 1081; Peters, 1984) Is an
example of a systems approach which has Incorporated both the traditional "hard"
(objective) varlablas as well as the "soft" (subjective) varlables.

In this respect, culture Is defined as thoss values and bellefs that ara shared by the
organisation's members (Slehl and Martin, 1981; Tichy, 1982; Albert and Slivarman,
1984), Thase values and bellefs produce mutually accepted norms that ultimately shape
behaviour (Berger and Luckman, 1966; Schwartz and Davis, 1981), lh'addmon. these
values arid bellefs form a collective frame of reference (Berger and Luckman, 1966) for the
members, which helps them to galn meaning from thelr organisational context (Jones,
1983) and Interpret thelr own positions In It (Pettigrew, 1979).
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Corporate culture « as a pattern of values and bellefs - Is manifested throtgh a varlety of
symbolic daevices and phenomena such as myths, legends, speclaiised language, 'rltes,
rituals and cersmonles (Pettigrew, 1979; Smirclch, 1983; Trice and Beyer, 1984). Indeed,
‘much of management behaviour may also be construed as symbolic in thls context
(Peters, 1978; Pfeffer, 1961). B

As these values and bellefs change, so does the nature of the organisation, Harilson
(1972) notes that organisations develop distinctive characters As a result of the nature and
structure of these corporate culturss. Jones (1983) links théah_ature of the dorporate
culture to the Institutional arrangemerits that the organisation usss._to mguiate the
oxchanges and transactions between Its members, | i

Within the systems framework, corporateggulture‘ls seen to play an Irﬁportant role In
improving overall systemic perfarmance. In this respect, the culiural varlable needs to be
allgned correctly within the overall systems framewark of the organisation. A"‘corr‘e‘c‘:tly'
allgned corporate culture Is seen to be. assoclated with superior organisational
| performance (Deal and Kerinedy, 1982; Peters and Waterman, 1982; HUssey, 1984, -
Wilkins and Ouchl, 1983; Denison, 1984). Tichy (1982) ideritifles corporate culture as the
normative "gite" that holds the organisation tcgether‘ and argues that the cultural varlable
must be correctly aligned with the technical and palitical slements within the organlsatlon,
The 7-S paradigm (Peters, 1984) shows the need for alighment between sevei) "hard"-and
usoft varlables, of which the latter are predominantly cultural, Researchers in the area of
strategic- management have reasoned that strategic sUccess is more likely when the |
culture of the organlsation is supportive of the strategles (Quinn, 1984 ‘Schwartz and
Davis, 1981; Burgelman, 1983; Harrison, 1983; Ackerman, 1984; Bourgeols, 1984;
Dunn, Morburn and Blrlay, 1985), They argue that the cultural risk Is lower when the values
and bellels of those who formulate strateglos are conslstent with those Who Implement
them (Schwartz and Davis, 1981; Davis, 1984),

Smircich (1983) polnts out that some of the earllast refarences to the cohcept of culture as
an Internal organlsational varlable may be found In Organisstional Development (OD)
literature. Its major concern Is for the improvement of the instrurmental and adaptive
mechanisms of the organisation (Lipplt, 1982),. By directing much of thelr effort to
Intervention surrounding values, bellefs, and norms within the organisation (French and
Bell, 1978), QD Interventionlsts strive for the realignment of the whole organlsational
system Into a more vlable corifiguration (Smircich, 1983),




For the management and leaders of organisations, the concept and manlfestation of
corporate culture appear to offer a number of benefits, Culture Is capable of
communicating and conveylng management - philosophles which - are considered
strateglcally Important for the organisation (Pettigrew, 1979; Peters, 1984; Bsnnls and
Nanus, 1985), sa that these become part of the shared values and bellefs of or’gyanlsatlon
membaers. This is seen as an Important means of obtaining commitment, partlcUlany In the
im‘plementaﬂon of strategles (Walton, 11985). Deslred patterns of behaviour can also be
rationalised and legitimised by testing these ageinst the cultural norms (Barger and
‘Luckman, 1986). In addition, new members entering the organisation can be gul‘dr;d' in
acqulring these deslred behaviours through the soclallyation process, whéreby the values
‘and, bellefs of the organisational system are Ir%tern’:alised by the Individual membars
, V‘(P'a,scale, 1984, 1985), Most of these points also contrlbute to another “benefit" from
management's vleWpclnt; that of control. Gorporvate cuiture may also be seen as a means

“of exercising management control over organisation menbers, through the members'
adherence to values and bellefs which produce noimis of behaviour (Ouchl and Jaeger,
1978; Jaeger 1983; Jaeger and Ballga, 1985).

in addition, the shared values and bel‘!efa praciuce a common frame of reference which
Influences the perception and meaning of okrganlsatlonallvarelevant phenomena for the
members (Berger and Lijckman, 1966; Mitroff and Kllmann, 1984). Sinca many of these
values and beliefs aro cohveyed through varlous symbolic management behaviours -
(Pfeffer, 1981; P'etérs. 1984), management Is therefore able to exercise some forrri of
indirect control over members' behaviour, This form of control Is seen to be partlcularly
viable where more formal means of control are Inapproprlate, such as In cases of rapidly
changing task environments or decentralised operations.

An Important issue to note In the discussion of corporate culture Is whether culture Is
cc;rrectly viewed as a unltary ot muitiple concept. Much of the literature and research on
the subject makes mentlon of the corporate culture, Implying that an oaganlsatlonn* :
generally has only one culture. As a result, It often falls to acknowledge the likellhood of -
competing cus’tures‘ or subcuitures within the organisation, each striving to define lts own
sltuation and point of view. Indeed, as Martin, Feldman, Hatch and Shkin (1983) argue,
tival cultures within organisatlons usually claim thelr unlqueness by way of thelr cultural
manlfestations, As the authors paint out, the paradox s that these manifestations are all
very simllar, and conform to organisational storles. Nevertheless, there Is.a view which
sliggests that organisations are actually made up of multiple, cross-cutting cultures (Martln
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~ and Sleh!, 1983; Riley, 1983), and these all compate for relevance within the oiganisation.

The very exlstence of diiterent functional groupings within the organisation will give rise to
different orian ations and, therefore, different values and bellefs (Lawrence and Lorsch,
1967), A stréng“argument in favour of recognising these al‘ternatlve cultures and
countercultures Is made by Gregory (1983), who polnts out that researchers, as well as
management, often adopt an ethnocentric viewpolnt when considering corporate cultures.

* This ethn¢¢éhtrlclty results In the researcher or organisation member taking his/her culture
for granted, and evaluating others' behaviour In terms of It. As a result, much research
emphasises the dimensions of weak~str0ng and hOmogeheous-heterége»neoua with the
implication that a strong-homogeneous culture Is optimal, However, i‘zsv Gregony {1983)
polnts out, organisations are best viewed as mult-cultural systems, with each cuitural
group definlig Its own values, bellefs and sense of meaning. Kanter (1977) argues that the
human relafidns school of manégement ‘adopted an essentially 'ethnocqantrlc viewpolnt,
and that its efforts were primarlly directed towards enabling the followers of the sclenttiic
management fraternlty to better control thelr subordinates.  As g result of this
pro-management research stance, much of the behaviour of “!ower-leverl parsonnel was |
termed "Irrational"’agalnst tha perspective of the "ratlonal" :nanagor (Kanter, 1977),

The Interpretive Perspective Ly

The other major perspective within the Ideatlonal school of thought Is the interpretive
“perspective.  Unlike the functionalists, who vlew culture as an Internal or external
organisational varlable, culture is viewed as a root ynetaphor to conceptualise and study
~organisations,

The us® of metaphors to study organisation develops a richer understanding of the
phenomenon by providing altematlveyvlewpolnts and frames of reference (Morgan, 1980;
Koch and Deetz, 1981; Smirclch, 1983). A varlety of metaphors have been used
throughout organisation and management research, It Is argued by some, that all
sclentific knowladge of the world Is created through the drawing of Implications from
metaphoric Insights (Kaplan, 1964; Brown, 1977; Morgan, {960). It Is the way we have
come to know our world (Lakoff and Johnson, 1980).

The most frequently used metaphors In organisation research have been "machine" and
"organism’ (Pondy and Mitroff, 1979; Koch and Dastz, 1981), The use of the machine
metaphor has contributed to the understanding of an organisation as made up of multiple
parts, designed for task accomplishment. The concept of arganism has Implled the




changing environments (Burns and Stalker, 1961; Lawrence and Lorsch, 1967; Lorsch
and Allen, 1973). Smiecich (1983) points to other metaphors which have been similary
used; namely, organisatlons as "theatres" for the performance of roles and dramas, and

organisations as "oolitical arenas’ oriented around the display and use of power. The use

selective ways and thereby to provide slightly different ways of kr(awing the phenomennn
~of organisation (tworgan 1980)

view wiows the organisation to be explored asa sub]ective phenomenon, and so provldes

(Morgan. 1980 Smircirh 1983). ‘ihe organlsatlon is thus viewed as the culture,

Kriowledge of the concept of culture provides additional understanding of organisation. in
a sense, the words "cuiture“ and “organisation" may even be used interchangeab’iy.

Within the interpretive perspective, three diverse apnroaehes all drawn from the ii(«‘"‘ of
anthropology, may be Identified (Smircich 1983) The cognitive approach views culture ue

“culture as a system of shared meaning (Geertz, 1973), while in the structural, or
psychodynamic approach, culture Is a maniiestation and expression of the mind’s
unconsclous (Rossi and O'Higgins, 1980). Although only generating subily different
meanings of culture, the three approaches within the interpretive perspectlve have
generated very different interpretations of organisation. These are discussed in more detall

helow.
The Cognitive Apjroach

in the cognitive approach, culture is defined as a system of shared cognitions 'amongstithe
members of a group (Gowdenough, 1971), It may also be seenas a ‘,systemkef knowledge
or beliefs which Is generated by the human mind In terms of a number of rules or an
unconsclous logic (Rossi and O'Higgins, 1980). The researcher, using thila approach,
‘usually attempts to identify the underlying rules and logic being used "e‘,‘i the group

(Srnircich, 1983).

G AN

% Mﬂ EI s il i i

of these, and other, metaphoric images enables the researcher to focus attention in-

members, and then to define how these members perceive and uniderstand thelr world

systems’ Interdependency within organisations, as thev seek to adapt and survive within.

The»use of culture as a mataphor for studying organisation pfomotee ths view of =

" organisation as a form of expression and manlfestatiori of human consclousness. This

an alternative (to the functionalist perspective) for studying patterns of organised action

'shared knowledge (Goodenough, 1971; Agar, 1982), The symbolic approach treats,rf:f‘
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A number of trends are evident In the use of the cognitive approach to’ study,ihg,

organisations. The first Is where the organisation may be seen as a "master contract"

(Harriks and Cronen, 1979) which defines the ongjolng interpersonal lnteraction and

organisation's self-image. Secondly, the study of organisations as sUbjective‘ phenom'ena

~ with common frames of reference (Welck, 197&) represents a growing body of research.

‘Thlrd!y, culture has been applled to the study of organisations In a paradigmatic fashion,
where-the- rganlsat!en is.und .,r stood.as an. nrgnnimd hattern.o fmcumht and knowledge
(Kuhn, 196¢) Although it could be argLIGd that these do. not constltute real trends In the

| sense that they are not mutuail«f exclusive, they do present a gonvenlsnt classi‘i.,aticr ‘0. e |

, more detailed dlscusslon.

The concépt of a master contract was prop,os‘/e'd by Harris and Crcnen (1979) who explain
“that this concept describes the organisafion’s self-image, as well as the varlous rules and -
regulat’ions goveming interpersonal interaction ln the light of the lmage, Burgelman ( 9&3)
has developed this notlon further by advocating a view of the organisation which suggests -
that strategic behaviour Is largely determined by the so-called “corporate coutext’. The
COrporate context has a dlalectic reiationshl‘p with strategic bahaviour,.in that previously
‘realised strategfes' form the ‘corporate context, which in tgr,..r}._,'{[)rovldes‘the context for
ongoing strategic behaviour. B ‘ -

The study of organisations as shared frames of reference viwts the organlsation as a
network of sub;ectlve meanlngs.’ Most of the research effmrt has been dlrected at
understanding the nature of organisational action, as well as the varlous rules and systems
of Internal logic which govern It (Shrivastava and Mitroff, 1982). Argyris and Schon (1 978)‘
refer to arganisations as "cognitive enterprises", In which the shared frames of reference

contain multiple theories governing patterns of interaction. Weick (1979).3_}06 the other
hand, views the concept of an organisation as something of a “myth" in that it has no

clearly dellneated boundarles or parameters. Organisations, accordlng to Welck are
simply groups of people bound together in Interlock!ng behavlour cycles and common
frames of reference.

Smircich (1983) polints out that the use of culture as‘a rnetaphor to study organisation
represents a simlilar approach to the use of paradigms in scientiflc communities. Kuhn
(1962) advocates that the use of paradlgms in sclence sarves to order and regularise
thinking about specific phenomena, These paradigms refer to the world view held by the
researchers, and reflect thelr organised ‘pafter'ns of thought and knowledge. Some
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researchers have found this notion of ot'ganimt'iene tiseful, partlctf)any when studying the
pracesses of strategic management and organisational change (Kuhn, 1982; Wilkins and ,:
Ouchl, 1983; Ramaprasad and Mltroff 1984; Mason and Mitroff, 1981; McKenney and
Keen, 1974; Schwenk, 1985; Agor. 1986)

‘The Symbolic Approa‘ch

ppreachntreatec“-!tt.se;,. or organisation; as a system of shared symbols and
meanlngs (Geertz, 197 3). The task ot the researcher is to identify and interpret the varlou.,' ‘
cuitural themes (Smlrcich, 1983). These themes, wh. ch are expressed as patterns of
symbois;s and.represent a network of understandlng, amongst group members, t,oordlnate
and prampt soclal activity within the organisation, In this way,the organisation Is viewed
as a pattern of symbolic discourse (Barley, 1983; Broms and Gahmberg, 1983; Trice and
Beyer, 1984) Barley (1983) analyses crganisations In terms of their systems of

slgnmcatlon Signs within specific orcgan}satlonal contexts represent networks of meaning
to soc"iallsed group members, Broms and Gahmberg (1983) ai gue that the varlous
symbtb!L. used In this-way reprasent many of the k'ey values of the organtsatlen. The
autha:ris dep;m the strategic ptanning pracess as an example of this valua laden s,/mbol

Trlce md Beyer (1984) point out thaf, culture, and therefore the organisation, is made up of
a number of different components, and that it Is Impo. tant to study a variety of symbots in
ordetrf"‘to gain an overall understanding of the phenomenon, The authors contend that, by
: studlylnq rites and ceremonlals as symbollc manlfestatlons of the organisation's culture,
they ta:re able to Identify much of the Interdependence amongst the varlous cultural forms. ;

The approach of researchers who adopt the symbollc perspectlve on orgenlsatlonal
analysis, has much In common with the concerns of organlsatlonal leaders. Both are
intet,estect in the creatlon and ma(ntenance of organisation and organised activity through
'syn’ibollc‘ action, This approacn to organlsatlenal leadersnlp has b‘een adopted by a
rumber of researchers (Peters; 1978; Pettigrew, 1979; Deal gnd r\ennedy, 1982; Albert
and Stiverman, 1984; Feldman, 1986).

The Structural/Psychodynamic Approach

The third approach to the Intérpretive Perspective Is that which examlnee culture as a
manifestailon and expression of the mind's unconsclous (Smlrclch,' 1983). The
structural/psychodynamic approach views organisations as the interplay between
out-of-awargness human processes and thelr consclous manifestation in behaviour.
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The human mind Is analysed in terms of varlous In-bullt constralnts which structure
psychic and physical content (Rossl, 1974), Rossl (1974) Identifles this as the unconscious
infrastructure which orders and gives meaning to the variety of stimull we are exposed to,

In the 'stfuc'turallpsychodynamic approach, cuiture reveals this unconselous structure.
Organlsatlons are described as manlfestatlons of this unconsclous, Infrastructure, and are

revealed as expressions of human personality (mhr 1900), ‘underlying phfiosophy
(Mitroff and Mason, 1982) and the competing values hel by various stakeholders (Quinn
and -!all 1983). ' ’

Throughout these works, there Is the assumption that the organisation (or cuiture) is a
: manffestatlon of tinconsciols structures dimensions and views of the world. '

Summary of the Definitions of Culture

Ih this section, culture has been discussed from a number of points of vlew The
- adaptatlonal school of thougnt views culture as observable patterns of behaviour, while th |
Ideationallsts belleve that culture Is that which Is shared in the ralrds of the o_rganl.satlons
members. Desplte the traditional delineatiori of these two schools of thought {Keesing,
1974), it Is belleved that additional Insights Into or'ganl‘satlon‘s may be ga!hed by using

them sirniiltaneously. In other words, culture may be treated as that which Is shared in
members' minds as well as that which may be observed. T

The major inconsistency, however, lles betwaen the view of culture as a vafr’lablé within
organisations, and that of culture as a root rrietaphor fo conceptualise organlsatlons. Little
Is to be galned from a discusslon of which approach Is "best" (Satha, 1983, 19&)) A

“review of the concept of culture by Kroeber and Kluckhohn (1952) reveals some 164
definitions, Each deflnltlon. each approach, has its use, In that I reveals & subtly different
aspect of culture and/or organisation, By using the varlous approaches 'and perspectives
In a simultaneous manner, much of this*.jchness can be captured. |

Support for the notlon of comblning apparently conflicting approaches and perspactives
may be found by considering the work of Boulding (1956). Boulding's (1956) classification
of general systems reveals a close similarity with the approaches and perspectives of
culture discussed above.
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