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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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