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INTRODUCTION
Motivation for the research

Research into organizational culture has shifted to the forefront of organiza-
tional studies because of the growing acceptance of the importance of “soft”
issues in organizational life. Some authors (e.g. Wilson and Rosenfeld, 1990)
have highlighted that organizational approaches based only on the description of
formal structures do not capture the essence of life in the company, and this is
why one should turn to concepts of organizational culture to get an idea of the
essence of the organization. It is not possible to ignore the concept of organiza-
tional culture while aiming to discover the true meaning of a particular organi-
zation.

Organizational culture has recently gained even more importance as new
management approaches have been recognized (e.g. management by values
approach) and organizational culture has been approached, for example, from
the perspective of strategic management (see for example Dolan and Garcia,
2002). Findings from empirical studies demonstrate the importance of organiza-
tional culture in organizations, in particular that organizational culture is
connected to the economic performance of the organization, but relationships
have also been found between organizational culture and work-related outcomes
like commitment, job satisfaction and turnover.

However, there are plenty of studies that seek to discover the consequences
of organizational culture for the organization vigorous discussion exists at the
conceptual level as well. There is still no consensus on how to approach
organizational culture, and vagueness in the concept is a widely discussed topic
in management and organizational studies literature. One of the classics in the
organizational studies field, Edgar Schein, has expressed skepticism about
whether the organizational culture as a concept will survive as “a useful and
viable addition to the armamentarium of organizational studies” at all because it
is difficult or even impossible to build a useful concept if there is no agreement
about how to define, measure and apply it to the real world of organizations
(Schein, 1991: 243).

Several of the core topics in studies of organizational culture have inspired
and triggered the author of the dissertation to conduct research in this field. The
motivating factors behind the present study are many and varied. Firstly, from
the theoretical perspective it seeks to systematically analyze the nature of the
concept of organizational culture and clarify the essence of related phenomena,
while explaining methodological issues connected to this field. Secondly, the
dissertation intends to broaden the scope of research into organizational culture
in terms of factors influencing manifestations of organizational culture. The
author argues that a gap exists between the theoretical discussions about the
formation of organizational culture and influential forces in that process, and
empirical research on the topic. Though in theory, several contextual and
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organizational factors are seen as important determinants that influence mani-
festations of organizational culture, empirical research seldom focuses on those
particular factors (national culture could be an exception here). Previous notions
highlight a number of issues, which clearly demonstrate that there are still
several aspects to be studied in the field of organizational culture. Lastly,
research into organizational culture has long traditions in Western countries, but
no systematic overview and analysis of the topic has been made in transition
countries like Estonia. Research conducted on organizational culture in Estonia
has been quite fragmented, both in terms of the samples and the methods. For
example, individual characteristics and values as determinants of organizational
culture are rather well investigated in Estonia (see for example, research by
Vadi et al), but the impact of organizational characteristics and the influence of
the external environment on organizational culture are topics that have not been
investigated at sufficient depth. Therefore, extensive research covering variables
not yet investigated and also considering the peculiarities of the local context to
explore the regularities in manifestations of organizational culture is crucial.

The phenomenology and different interpretations of the concept of organiza-
tional culture have usually been analyzed only briefly, which does not further a
deeper understanding of the multi-facetedness of the phenomenon. The different
understandings of the concept are also undermined by ambiguity at the termi-
nological level. For example, no consensus has been reached about the use of
“organizational culture” and “corporate culture”: sometimes both terms are used
interchangeably, but at other times a distinction is made between them. The
author of the dissertation believes the two concepts overlap, but to separate
them, the term “corporate culture” seems to be used to indicate a culture that is
devised by the management and then transmitted, marketed, sold or imposed on
the rest of the organization (Linstead and Grafton-Small, 1992). “Organizational
culture” by contrast denotes a more organic and rooted phenomenon, which
grows and develops rather than being created by the efforts of a single person or
group. In the scope of the dissertation the term “organizational culture” will be
used because in the author’s view organizational culture is an organic, dynamic
phenomenon, which is influenced by several leverages simultaneously, and so
being able to manage organizational culture directly seems unrealistic.

Schein (2000) has indicated another widespread misconception according to
which organizational culture and the organizational climate are equal. Dif-
ferences exist between the two concepts, though they are not always easy to
explain. However, Denison (1996) has argued that sometimes the task of a de-
finitive differentiation between the concepts is a perplexing one because of
disputable borders between the phenomena. Here the most widely accepted
distinction between organizational culture and climate considers culture as
denoting the deeper structure of the organization. This means that organiza-
tional culture is rooted in values, beliefs and assumptions, and this meaning is
established in the socialization process. Organizational climate is an indi-
vidual’s cognitive map, construed out of one’s experience with the organization
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(Allaire and Firsirotu, 1984: 203). From this comparison, one could argue that
whereas organizational culture is rather stable, climate by contrast is relatively
temporary and subject to direct control of the social environment perceived by
the individual.

Furnham and Gunter (1993) have pointed out several disagreements that
exist in the field of organizational cultural research, both at the conceptual and
instrumental level. There is still no consensus about the exact components of
organizational culture or about the forces that shape and influence mani-
festations of organizational culture. Last but not least, the question of the
connections between organizational culture and an organization’s success or
failure remains to be answered.

From the methodological point of view, several traps also exist for anyone
conducting research in the field of organizational culture. While criticism has
been expressed about the “clinical research” of organizational culture (more
specifically quantitative analysis), there are also proponents that advocate using
typologies as analytical tools of organizational culture in particular. Typologies
make it possible to cope with diverse data and to a certain extent make generali-
zations, and they may be considered especially useful when analyzing the
impact of several factors on the features of organizational culture. Using
typologies means that organizational cultural types will be defined on the basis
of certain dimensions. Organizational culture is rich and is a mix of different
features captured within various types, and organizations do not differ in terms
of whether they represent a certain organizational cultural type, but rather to
what extent a certain organizational cultural type is characteristic to its culture.
Therefore, the author of the dissertation argues that it is meaningful to discuss
organizational culture in terms of organizational cultural patterns. In the scope
of the dissertation the notion of an organizational culture pattern is defined as a
cultural profile which characterizes organizational culture from two perspec-
tives: firstly, it demonstrates the relative importance of organizational cultural
types in a particular organization and secondly, it denotes the relationships
between different organizational cultural types.

While the researchers of organizational studies still argue about the essence
and a comprehensive definition of organizational culture, practitioners are more
interested in the question of how to manage organizational culture and how to
create an appropriate culture for the organization. For example presentations
given by practitioners at the series of conferences, “Management Theory and
Practice: Synergy in Organizations” (2007-2009), have clearly demonstrated
that organizational culture is vital for organizations. When discussing the topic
of organizational culture with practitioners from different organizations, it
becomes evident that every single organization is different; however, to some
extent similar development patterns and organizational cultural characteristics
can be noticed as well, which in turn raises the question of the forces that shape
organizational culture.
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Changeable, uncertain, turbulent, unpredictable are just some of the words
that could be used to describe the environment Estonian organizations have
been surrounded by in recent decades. It has been argued that the relevance of
organizational culture as a topic is especially important in unpredictable eco-
nomic conditions, where the human side of organizations may be critical for
their survival. For example Vadi (2003a: 13) has argued that the performance of
organizations is often impeded by problems that could be “successfully solved
by tapping into organizational culture”. Examples of such problems, which
might have their roots in organizational culture, include innovation in organi-
zations, implementation of new technologies, customer orientation and
cooperation within the organization, but also with external counterparts. In
order to have a deep understanding of organizations, how processes are directed
in organizations and how to predict further developments in organizations, a
profound knowledge of organizational culture is needed.

The aim and research tasks of the dissertation

The aim of the present dissertation is to outline regularities and patterns in
manifestations of organizational culture using the example of Estonian organi-
zations. To achieve this, the following research tasks were set:

1. Analyze the essence of organizational culture through the angle of dif-
ferent conceptual approaches and typologies;

2. Explore the factors that have an impact on the formation of organizational
culture;

3. Analyze methodological approaches in organizational cultural research
and work out the basis and methodology for mapping organizational
culture in Estonian organizations;

4. Formulate research propositions about the patterns of organizational
culture and the impact of organizational and contextual variables on
organizational culture;

5. Analyze the impact of different factors on organizational cultural patterns
in Estonian organizations;

6. Discuss the research results in terms of the impact of contextual and
organizational variables on organizational culture;

7. Present the implications for theory and for organizations on the basis of
the research results.

The originality of the research

The previous discussion has demonstrated that organizational culture is a keenly
discussed and studied topic, but a systematic overview of the field is still
lacking. Very often scholars rely on prevalent definitions and conceptions of
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organizational culture without presenting a more general picture of the field,
which may result in oversimplifications of the phenomenon. Therefore, the aut-
hor of the dissertation meets the challenge of analyzing and discussing both the
concept of organizational culture, but also methodological issues in the field.

Moreover, the dissertation analyzes the factors influencing manifestation of
organizational culture with a particular focus on contextual and organizational
factors. The originality of the present dissertation derives from combining
several factors and their influence, which has been discussed on theoretical
grounds. The impact of those factors has also been analyzed empirically, but as
far as the author knows, to date there are no studies that have focused on con-
textual and organizational factors in one single study. The author believes that
considering the impact of several forces simultaneously makes it possible to
draw more substantial conclusions on the topic.

Because of its historical background and the transition processes of the last
two decades, Estonia makes a good case for studying the impact of environ-
ment, but also several organizational characteristics, on organizational culture.
Estonia had been occupied for almost fifty years and had gone through a period
of stagnation towards the end of the occupation (1970-1986) when “social life
seemed unchanged for more than fifteen years” (Lauristin and Vihalemm,
1997a), when the situation started to change at the end of the 1980s. The Baltic
countries, and Estonia among them, were different from other parts of the
Soviet empire in many respects: for example, the pressures of the totalitarian
system were weaker in the Baltic countries, the majority of Estonians did not
accept the new soviet identity because they remembered the times of inde-
pendence, due to its location Estonia was open to cultural influences from
Western and Nordic countries, and last but not least, Estonia was an economic
laboratory for the Soviet Union, and therefore several experimental reforms
were tested here (/bid: 75-76).

Estonia has experienced rapid and radical economic reforms and fast-
growing development, which have placed organizations into an intriguing
context. Vadi (2003b: 34) has argued that the “environment bucketed [boomed]
and organizations had to keep in step with the speed of developments”, which
on the one hand, provided an opportunity for newly founded organizations to
implement structures and organizational forms to fit the turbulent and dynamic
environment, but on the other hand, it also put pressure on old organizations to
change. Estonia provides a good opportunity to analyze, for example, whether
the organizational culture of new organizations that were established on new
foundations, after Estonia got its independence and the ideas of the market
economy were accepted and applied in economic activities, differ from the old
organizations that were formed under the Soviet system. In this vein it is worth
analyzing whether considerations of organizational culture made on theoretical
grounds, but also on the basis of previous studies, apply to Estonian organi-
zations — or to put it differently — whether the developments in society induce
certain organizational cultural patterns.
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The present research focuses on Estonian organizations, and although other
transition countries may have experienced a similar path of development, limi-
tations in making generalizations about organizational culture should be taken
into account. As mentioned before organizational culture is a multi-faceted or
even ambiguous phenomenon. Most of the studies on organizational culture
have been conducted in the scope of a single country, where country-specific
factors may influence the manifestations of organizational culture, and therefore
it may be complicated to make generalizations that apply under different
circumstances. Still, every study is important because it enriches our under-
standing of the field. In the author’s opinion, the present study contributes to
further studies because it brings organizational and contextual factors into the
one framework and analyzes how these factors influence manifestations of
organizational culture under particular circumstances. The findings will expand
our knowledge of the field, and although this is not the purpose of the present
dissertation, it will nevertheless facilitate a synthesis of results from various
studies in order to find out more general patterns of manifestations of organiza-
tional culture.

Another novel aspect of the dissertation is its instrument for measuring
organizational culture. The author of the dissertation has developed a new
measurement instrument for analyzing organizational culture. Although the
initial idea for the Organizational Values Questionnaire proceeded from the
Competing Values Framework, the author compiled an original instrument in
Estonian and Russian. Few tools for analyzing organizational culture have been
used in academic research in Estonia. One of the instruments developed by
Roots (2003) has unfortunately only been applied in a few master-level studies.
Another instrument, the Organizational Culture Questionnaire compiled by
Vadi et al (2002), has been used in several studies and the instrument analyzes
organizational culture from the perspective of task and relationship orientations.
Although the author of the dissertation considers these dimensions important,
there are other aspects of organizational culture that are also relevant for
analysis.

The Organizational Values Questionnaire developed by the author captures
the dimensions of flexibility/stability and the external/internal focus of organi-
zations. Several scholars in the field of organizational culture see these dimen-
sions as important (e.g. Deal and Kennedy, 1982; Hofstede, 1998; Harrison,
1972; Schein, 1983; Trice and Beyer, 1993). Moreover, in today’s globalized
and turbulent environment, the question of being flexible or pursuing stability,
but also the issue of where core resources of the organization are embedded
(whether opportunities for effectiveness proceed from the organization itself or
from the external environment), are critical for every organization. From that
perspective, the Organizational Values Questionnaire makes it possible to ana-
lyze organizations from angles that have not been captured before in the Esto-
nian context.
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The structure of the dissertation

The present dissertation consists of two parts: the first part creates the theo-
retical and conceptual basis for the research and the second part of the disser-
tation consists of empirical research on the regularities of manifestations of
organizational culture in Estonian organizations. An overview of the structure
of the dissertation is presented in figure 1.

,— Theoretical part _I ,— Empirical part —|

| The essence and role of OC, Questionnaire compilation
theoretical review of approaches and testing in pilot study
to OC; basic concepts and Subchapters 2.1.1-2.1.4
definitions. .

Subchapters 1.1.1-1.1.3

. .

Analysis of OC typologies. Empirical research into
Subchapter 1.2.1 patterns of OC and the role
— of contextual and
organizational factors on
manifestations of OC.
Subchapters 2.2.1-2.2.4

: .

Theoretical foundations of Synthesis of the research
methodological approaches results and implications
Subchapter 1.2.4 Subchapters 2.3.1-2.3.2

Theoretical review of OC

L formation and empirical

evidence concerning factors that
influence OC formation.
Subchapters 1.2.2-1.2.3

Figure 1. The structure of the dissertation
Note: OC= organizational culture.
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The theoretical part of the dissertation (chapters 1.1 and 1.2) analyzes the theo-
retical foundations of the concept of organizational culture and its manifes-
tations in organizations. Concerning the structure of the theoretical part of the
dissertation, the author will approach organizational culture from different
perspectives: on the one hand, the essence of organizational culture will be
analyzed and secondly, methodological issues related to the topic will be
discussed. In subchapter 1.1.1 the phenomenology of the concept of or-
ganizational culture and the main ideas of the schools of thought in organiza-
tional cultural research are analyzed. These schools of thought may be broadly
divided into two categories: firstly, symbolic approaches to organizational cul-
ture, which have roots in theories that approach culture as an ideational system,
and secondly, socio-cultural approaches of organizational culture, which have
developed from the ideas of those scholars that understand culture as a socio-
cultural system.

Subchapter 1.1.2 analyzes fundamental definitions of organizational culture
in the framework of the socio-cultural school of thought and systemizes basic
notions used to define organizational culture. It could be argued that although
there is a notable variety of definitions of organizational culture, most of these
definitions consider at least one of the core dimensions of organizational cul-
ture: stability/flexibility and internal/external focus. Analysis of approaches to
organizational culture demonstrates the multi-facetedness of the phenomenon,
and in this way, the various components of organizational culture are also dis-
cussed in subchapter 1.1.2.

A review of empirical research on the consequences of organizational culture
for organizations is provided in subchapter 1.1.3. Although the present disser-
tation does not focus on the relationships between organizational culture and its
effects for organizations as such, this overview of studies provides an under-
standing of the relevance and importance of organizational culture for organi-
zations. Analysis of previous research demonstrates that studies in organiza-
tional culture may be classified into two broad categories: those studies that aim
to find connections between organizational culture and organizational per-
formance, and those studies that demonstrate relationships between organiza-
tional culture and work-related outcomes such as commitment, job satisfaction,
motivation and so on, which clearly underline the importance of organizational
culture for organizations.

Issues affecting the formation of organizational culture and their analysis are
considered in chapter 1.2. Subsection 1.2.1 analyzes the essence of typologies
and both advantages and disadvantages of using the typologies approach in
organizational cultural research. The subchapter also provides an overview of
the main typologies used in the field of organizational cultural research.

Subchapters 1.2.2 and 1.2.3 analyze the process of the formation of
organizational culture and the role of different factors in this process. From this
perspective, it could be argued that the learning process that involves organiza-
tional members, leaders, and managers, but also the founders of the organization
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is a crucial element in the formation of organizational culture. The learning
process means that the actors involved are interacting with the organizational
environment, and therefore, also several contextual and organizational factors
have an impact on organizational culture. A conceptual framework of the for-
mation of organizational culture, which will also be the basis for developing the
research propositions, will be set up in subchapter 1.2.3.

The terrain of organizational cultural research from the methodological point
of view is rich, and in order to be able to choose the most appropriate method
and analytical tools one should consider all the limitations of the methodo-
logical approaches available. Therefore, subchapter 1.2.4 will analyze the
methodological issues in research into organizational culture, and the advan-
tages and limitations of quantitative and qualitative research methods in the
field.

The empirical part of the dissertation is divided into three subchapters.
Subchapter 2.1 provides an overview of the research outline, describes how the
author developed the methodology, introduces the sampling procedure and
presents the results of the pilot study.

Subsection 2.1.1 introduces the stages of the empirical research and the
statistical methods used in each phase. Information is also provided about the
mean comparison methods t-test and the analysis of variances (ANOVA), factor
analysis, correlation analysis, cluster analysis and regression analysis. Here the
paper also discusses what each of the methods is used for and what assumptions
are made in regard to each method. A new method for measuring organizational
culture is developed with the help of two expert groups. The development of the
measurement tool consisted of six stages, each being described in detail in
subsection 2.1.2.

The development of the items for the Organizational Values Questionnaire
took place in 2003, and the empirical research was carried out from 2004 to
2009. The principles of data collection and a description of the sample are
presented in subchapter 2.1.3. The main principle of selecting organizations for
the sample was diversity in terms of the industries represented by organizations,
the size of the organizations and the age of the organizations in order to develop
a reliable instrument for measuring organizational culture. Several sampling
methods were used in the study. Subsection 2.1.4 presents the results of the
pilot study carried out in three educational organizations and introduces the
process of constructing the subscales. Applying factor analysis made it possible
to find out four subscales applicable for analyzing organizational culture in
terms of four types of organizational culture. The instrument is used in the
empirical research in order to test propositions set up in the theoretical part of
the dissertation.

In order to keep the structure of the dissertation clear and easy to follow, the
author of the dissertation keeps the presentation and discussion of the findings
of the study separate. The results of research into organizational culture in
Estonian organizations are presented in subchapter 2.2. The results are pre-
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sented in four different subsets: subchapter 2.2.1 provides the analysis of
patterns of organizational culture in terms of connections between types of
organizational culture; subchapter 2.2.2 considers those results that demonstrate
the effect of contextual variables on patterns of organizational culture; the
impact of organizational factors on organizational culture is analyzed in
subchapter 2.2.3 and lastly, the main results of the regression analysis, aiming
to take into account effects of different independent variables on organizational
culture, are presented in subchapter 2.2.4.

Chapter 2.3 presents a synthesis and discussion of the results of the empirical
study. More particularly, subsection 2.3.1 discusses the results concerning
patterns of organizational culture and subsection 2.3.1 presents a summary of
the impact of contextual and organizational factors on organizational culture.
Consequently, some implications of the dissertation for organizational cultural
analysis and for organizations are brought forward.
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|I. THE THEORETICAL FOUNDATIONS
AND MANIFESTATIONS
OF ORGANIZATIONAL CULTURE

1.1. Fundamentals of organizational culture
1.1.1. The range of approaches to organizational culture

The primary focus of the present dissertation is organizational culture — a
concept that helps explain how organizations function. For a better under-
standing of the notion of organizational culture and the variety of approaches to
understanding and studying the phenomenon, it is also important to review the
fundamental concept of culture itself. Culture is a notion that could be applied
in order to describe people’s way of living in the most general sense. Organiza-
tional culture is a term that could be used to decipher ways of thinking and
acting at the organizational level. The roots of the organizational culture
concept are the same as for the concept of culture itself, and therefore, the
author believes that a systematic analysis of the concept of culture makes it
possible to explain the origins of different schools of thought in studies of
organizational culture. The present subchapter investigates different approaches
to the concept of culture followed by an analysis of the main ideas presented by
different schools of thought in research into organizational culture and
connections between these two.

It has been argued that culture is all around us at every moment. But para-
doxically we do not notice it because it is not a rational or instrumental
phenomenon; however, people must have a sense of “what reality is all about”
in order to function (Pettigrew, 1990: 574). Culture could be defined as “the
system of publicly and collectively accepted meanings operating for a given
group at a given time” (/bid: 574). At the core of every culture there are
assumptions about the proper way for individuals to relate to each to other in
order to make the group safe, comfortable, and productive (Schein, 2004).
However, these are only a few of many possible approaches to the culture
phenomenon. The systematizations of the concept of culture most often referred
to in literature are those created by Kroeber and Kluckhohn (1952) and Allaire
and Firsirotu (1984).

Kroeber and Kluckhohn (1952) have identified 164 definitions of culture,
which demonstrates the diversity of the concept. These definitions could be
classified into six broad categories on the basis of the primary focus of the defi-
nitions:

1. Descriptive definitions of culture view culture as a comprehensive

totality and stress the enumeration of the aspects culture contains.
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2. The historical approach emphasizes social heritage or tradition as an
important feature of culture.

3. Normative definitions emphasize a rule or way of living involving ideals,
values and behavior.

4. The psychological approach to culture focuses on learning and habits as

adjustment and problem-solving devices of culture.

The structural approaches put emphasis on the patterning of culture.

6. The genetic approaches try to explain how culture has formed and views
culture as a product or artifact, where ideas and symbols are central ele-
ments that define the culture.

9]

From this list it is clear that culture is a multifaceted phenomenon comprising a
whole range of aspects that should be considered when defining the concept.
However, the categorization proposed by Kroeber and Kluckhohn (1952) is
quite broad and does not provide clear units of analysis, because several defi-
nitions fit into the proposed categories.

Another attempt to systematize culture is presented by Allaire and Firsirotu
(1984). In the author’s opinion this approach is more valuable because it makes
it possible to explain where different schools of thought spring from. Here, the
most essential distinction has been drawn between theories that consider culture
as a part of the social system and those that view culture as the ideational
System.

Those authors handling culture as a part of a social system (e.g. Malinovski,
Radcliffe-Brown, Kluckhohn and Kroeber) believe that harmony exists between
the culture and the social system, and the culture is manifested in the behavior
and artifacts of bearers of culture. Theorists that view culture as a system of
ideas (e.g. Levi-Strauss, Goodenaugh, Wallace) admit that cultural and social
realms are distinct, but interrelated, and these theories support the idea that the
core of any culture is in its shared meanings and symbols — culture is located in
the minds of culture bearers (Allaire and Firsirotu, 1984).

Following the dichotomy of the concept of culture into a socio-cultural and
ideational system, Allaire and Firsirotu (1984) end up with eight schools of
thought that approach culture from different slants. Table 1 provides an over-
view of the schools of thought and their main ideas about culture. It also
indicates the main representatives of each theory and the era each theory was
developed.

The approaches presented in table 1 are rather divergent, and therefore it is
complicated to find consensus for the concept of culture. This is not to say that
any attempt in this field is meaningless, but rather that it is better to admit that
different schools exist, which is logical because culture is a complicated and
multi-facet phenomenon.
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Understanding the diversity of paradigms of culture is important in any study
of organizational culture because the variety of approaches to culture as such
have devolved also to the field of organizational culture. Theories of organiza-
tional culture have obtained their ideas from theories about culture and that is
one reason why the theories of organizational culture were developed decades
after the theories about culture. The concept of culture was brought into focus in
management studies in the late 1970s and early 1980s'. Organizational culture
is a phenomenon defined and investigated in various ways by different
researchers, and there is still no solid understanding of the true meaning of
organizational culture.

Sackmann (1997: 4) takes the position that the picture researchers capture of
organizations may be “full of contrasts and contradictions, showing aspects of
harmony next to differentiation with or without dissent and a multiplicity of
cultural identities that may be in constant flux....” This quote sheds light on the
complexity and even incompatibility of elements of organizational life. The
different positions in the research into organizational culture could be explained
by the fact that in anthropology, from where the concept of culture is
“borrowed”, there is also no consensus on the interpretation of culture (see for
example, Sackmann, 1991; Smircich, 1983). Therefore, several dominant
schools in the research into organizational culture could be determined. Figure 2
aims to bring out the dichotomy of approaches to organizational culture and
explain what kinds of links exist between particular schools of thought about
organizational culture and approaches to culture in general.

Two approaches to organizational culture — the symbolic and the socio-
cultural approach — are based on different understandings of culture as such.
The symbolic school of organizational culture is based on culture as an idea-
tional system (more precisely on the ideas of the symbolic school of thought),
and the origins of the socio-cultural approach to organizational culture could be
found in cultural theories that approach culture as a socio-cultural system (see
table 1).

From the symbolic perspective, organizational culture is about the symbols,
symbolic behaviors and interpretations of these phenomena (Hatch, 1993).
Symbolic approaches tend to see culture as the very substance of the organiza-
tion, so that proponents of that idea approach organization itself as a culture
(e.g. Smircich, Alvesson, Sackmann). For example, Smircich (1985: 347)
argues, that “culture is something an organization is” and agents of this kind of
approach try to attain an in-depth understanding of organizations as cultural
arenas. From this viewpoint organizations are only “figments of participants’
aspiration of meaning to, and interpretation of, their organizational experience”,

' In fact, Blau and Scott (1962, cf. Wallace et a,/ 1999) had discussed already earlier
that all organizations consist of formal and informal dimensions and it is impossible to
capture the essence of organization without a sound understanding of its informal
character.
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which means that organizations have no external reality (Allaire and Firsirotu,
1984: 221). Thus, symbolic theories support the idea that culture is the product
of negotiated and shared symbols and meanings from the past and this emerges
from social interaction. It is an interpretive or subjectivist paradigm of or-
ganizational culture, which approaches the phenomenon of culture from an
“antipositivist view” (Erez and Earley, 1993: 68). This particular approach
focuses on understanding the deep nature of organizational culture, and giving
the subjectivist view of the culture of a particular organizational setting.

Approaches to Primary Viewpoints on Proponents
culture approaches to ocC
oC
Culture as an Symboli Smircich (1983):
e ymbolic OC is located i mircich ( );
ideational system approaches po (;chsczfihe]n Morgan (1986);
> > mind Alvesson (1993)
OC as whole Harrison (1972);
Deal and Kennedy
(1982);
Culture as socio- Socio-cultural Peters .and Waterman
cultural system approaches (1982);
Hofstede (1997a,b)
OC as a set of Schein (1983, 1990);
behavioral and Trice and Beyer
o| cognitive (1993)
components

Figure 2. Roots of the concept of organizational culture

Note: OC= organizational culture
Source: author’s synthesis based on Allaire and Firsirotu (1984), Smircich (1983), Vadi (2000)

Another school of thought approaches organizational culture from the socio-
cultural perspective. The anthropologist Sahlins (1985, cf Schein 2000) has
argued that social phenomena cannot be understood without understanding the
historical events and the cultural meanings attributed by actors to those events.
However, organizational culture is more than meaning. From the socio-cultural
perspective, organizational culture is seen as a combination of two components:
the first being the cultural system that includes the organization’s shared and
meaningful symbols manifested in values, ideologies, myths and rites; and the
second (and at least the same important component of organizational culture)
being the socio-structural system of organization encompassing structures,
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strategies, policies and processes. Both of these systems are in complex rela-
tionships (Allaire and Firsirotu, 1984). The socio-cultural approach regards
organizational culture as a variable, advocating the view that the organization
has a culture (e.g. Hofstede, 1997; Quinn, 1988; Schein, 1990; Schwartz and
Davis, 1981 etc). Sackmann (1990 cf Furnham, 2005) has argued that the
approach to organizational culture as a variable is based on three assumptions:
1) culture as one of several organizational variables; 2) culture consisting of a
finite and patterned set of components, and 3) culture serving several functions
that contribute to the success of organizations, or as Meek (1992: 199) has put
it, organizational culture “can be manipulated to serve the ends of manage-
ment”.

Some of the theories built on this could be labeled “the practitioners’ view”
or “the functionalist approach”, because the interest here is to capture the
concept of organizational culture in terms of its functionality (see for example,
Deal and Kennedy, 1988; Peters and Waterman, 2004). Martin (2002: 4)
summarizes briefly that the functionalist studies of organizational culture offer
the promise that a “strong” culture will lead to outcomes like greater produc-
tivity and profitability. Other researchers (e.g. Schein, 1997; Trice and Beyer,
1993) take the position that organizational culture is an important source for
attaining organizational goals, but the idea of a “strong” culture is not ultimate.
Culture could be approached as an instrument for universalizing the manage-
ment’s interests, the suppression of conflicting interests and reinforcing
organizational unity (Ogbor, 2001). Schein (1997), Trice and Beyer (1993)
propose that organizational culture could be subject to changes, but several
consequences, included unintended ones, should be considered in the process
(Harris and Ogbonna, 2002).

Though the socio-cultural approach in studies of organizational culture is
rather dominant, it also has its critics. For example, Alvesson (1993: 5) has
expressed quite ironically that academic writings on organizational culture have
become “practitioner-friendly”, concentrating on the research of practical
problems and a specific research object rather than on broader theoretical and
conceptual issues. While the functionalist approach springs from the idea that
discovering linkages between cultural phenomena and performance would help
the organization cope with its problems, the subjectivist approach assumes that
a holistic understanding of organizational life enables free thought from its
traditional patterns and that kind of modus operandi is needed to understand the
organizational setting profoundly.

To sum up the previous discussion, organizational culture could evidently be
approached from different perspectives, and therefore, there is no definite and
consensual understanding of the concept of organizational culture. Whilst the
foregoing discussion demonstrated that two primary paradigms exist in the
conceptualization of organizational culture, and that both of them deserve
consideration to obtain a holistic view of the concept of organizational culture
indeed, most debates over the essence of organizational culture and the majority
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of the research carried out on the field seem to follow the ideas of the socio-
cultural school. That is particularly evident in the case of the studies that aim to
discover and explain connections between organizational culture and some
particular organizational variable or phenomena. In the author’s opinion, the
popularity of the ideas of the socio-cultural school could be explained using a
less abstract approach to organizational culture — authors who follow the ideas
of the socio-cultural approach try to explain the essence of organizational
culture using instrumental (sub)categories that enable approaching organiza-
tional culture in a more structured and even quantified manner.

Nevertheless, socio-cultural approaches to organizational culture also have
several limitations. Using instrumental categories could be seen as an advantage
of a particular approach, but at the same time it is quite difficult to create
meaningful and univocal categories for analyzing and explaining organizational
culture. Therefore, subjectivity will always be a part of analyses of organiza-
tional culture. Moreover, the problem of semantic ambiguity often arises
because interpretations of the notions used for analyses of organizational culture
by different authors may vary significantly, and although the representatives of
the socio-cultural school mostly share similar ideas about organizational culture,
disparities can also be found in the viewpoints of different authors. The defini-
tions and features of organizational culture from the perspective of the socio-
cultural school of thought will be studied in the next subchapter.

1.1.2. Basic concepts and definitions
of organizational culture within the framework
of the socio-cultural school of thought

Comparison of approaches to organizational culture

The previous subchapter demonstrated that diverse understandings of culture
have shaped conceptually different approaches to organizational culture — the
symbolic and the socio-cultural schools of thought. As discussed, the boundary
between the symbolic and socio-cultural approaches to organizational culture is
more or less clear, and a plethora of definitions and understandings of organiza-
tional culture exist in the socio-cultural school. The variety of definitions that
originate from the ideas of the socio-cultural school is notable and this has been
discussed, for example, by Allaire and Firsirotu (1984); Vadi (2000); Verbeke,
Volgering and Hessels (1998). Moreover, while analyzing definitions of or-
ganizational culture proposed by different authors, we can see that different
concepts have been used to define organizational culture, and there is even
greater vagueness because the same term may have different meanings in dis-
cussions by different authors. Thus, it is evident that even more systemization is
needed both at the conceptual and terminological level, and therefore the aim of

28



this subchapter is to analyze definitions of organizational culture in a compara-
tive manner.

Roger Harrison, one of the first researchers in the field of organizational
culture does not use the term “culture”, but instead applies the concept of
ideologies. In Harrison’s (1972: 119) view, ideology refers to the systems of
thought that are central determinants of the organization’s character affecting
the behavior of people, the organization’s ability to effectively meet its
members’ needs and demands and the way the organization copes with the
external environment. Thus, from this very basic definition two essential
dimensions of culture can be identified: the first dimension could be specified as
an interest towards intra-organizational matters; and the second is a concern for
relations with the external environment. The same dimensions can also be found
in the definition of culture brought out by Trice and Beyer (1993: 2), who
define culture as a “collective phenomenon that embodies people’s responses to
the uncertainties and chaos that are inevitable in human experience”.

These dimensions have served as a basis for several approaches to organiza-
tional culture. Deal and Kennedy (1982) have stressed the internal cultural
dimension, defining organizational culture as a set of “assumptions, under-
standings and implicit rules that govern day to day behavior”. They also believe
that there are certain values (e.g. “close to the customer” and “productivity
through people”) characteristic to excellent organizations, and that certain types
of values contribute to organizational behavior through guiding and shaping the
attitudes of employees. Hofstede (1998: 2) also accentuates the integration
aspect through the angle of differentiation and the creation of boundaries,
defining organizational culture as “the collective programming of the mind
which distinguishes the members of one organization from another”. Thus, from
this perspective the primary function of organizational culture is keeping the
organization together, making it possible to define “who we are” and “who we
are not”.

Probably one of the most influential conceptual frameworks of organiza-
tional culture has been developed by Schein, who has defined organizational
culture as a “pattern of shared basic assumptions that a given group has
invented, discovered, or developed in learning to cope with its problems of
external adaptation and internal integration — a pattern of assumptions that has
worked well enough to be considered valid and, therefore, to be taught to new
members as the correct way to perceive, think, and feel in relation to those
problems” (Schein, 1983: 14). The main problems of external adaptation that
the organization has to deal with are, for example, developing consensus on its
primary task, mission, goals and strategy. It also covers the means that should
be used to accomplish the goals (e.g. how to build a reward system, what should
the structure of the organization be etc) and the criteria for measuring per-
formance. Questions of internal integration that the organization faces include
setting the criteria for organizational boundaries (e.g. criteria for distinguishing
“us” and “others™), as well as criteria for the allocation of power and status,
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rewards and punishments. Internal integration encompasses the set of rules for
intimacy, friendship and love (/bid.).

The author of the dissertation supports the basis of Schein’s definition of
organizational culture. This definition similarly emphasizes the theory that
culture is a phenomenon created on a collective basis. Organizational culture is
a shared phenomenon, which means that the process of the creation and re-
creation of shared meanings is the very core of organizational culture. In this
respect Schein’s (1983) approach differs from the other approaches discussed
previously because several other definitions do not explain what the agencies in
the formation of organizational culture are important. For example, in
Harrison’s (1972) approach the role of organizational members in creating
ideologies remains ambiguous. Moreover, Schein (1983) has added new dimen-
sions — flexibility and stability — into the definition of organizational culture.
Flexibility was also pointed out earlier by Harrison (1972), and it has been con-
sidered an important feature because it facilitates adaptation with the environ-
ment (see also Ogbonna and Harris, 2002). But at same time, another charac-
teristic feature of organizational culture is stability, because being rooted in
organizational history it provides more or less rigidity for the organization.

Table 2 presents descriptions of organizational culture from different authors
in a comparative manner, focusing on the presence of the internal-external and
stability-flexibility dimensions in those particular definitions.

From the brief overview of the different definitions of organizational culture
presented in table 2 it can be seen that different researchers share similar
positions on organizational culture on several points. Hofstede et a/ (1990) have
also pointed out that most researchers handle organizational culture as a socially
constructed phenomenon — organizational culture is about people and it cannot
be separated from the people who actually create the culture via shared
knowledge, norms and rules. In addition, Trice and Beyer (1993) suggest that
culture encompasses symbolic aspects and is an emotionally charged
phenomenon. However, the fact that the culture is connected to organizational
members does not mean that the organizational culture will be destroyed, for
example, when some individuals or groups leave the organization because
organizational culture is socially constructed and historically determined
(Hofstede et al, 1990) and therefore rather entrenched. An organizational
culture, which has been entwined with the organization's history, influences
both the present and the future of the organization (Pettigrew, 1990: 268).

Following the previous analysis of different definitions of organizational
culture, two main conclusions arise. Firstly, the definitions of organizational
culture vary along the functionality, which means that authors discuss the role
of culture in organizations. Most of the discussions focus on the question of
whether the culture is there to regulate intra-organizational matters or rather to
facilitate relations with the external environment, or does organizational culture
contribute to both. The second conclusion concerns the time dimension as an
aspect that could serve as a basis for differentiating between the conceptual
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approaches. Here by the time dimension we mean the extent to which organiza-
tional culture is dynamic or static in its essence. Although the dimension of
flexibility and stability seems to be relevant in defining organizational culture, it

is still less exploited in the definitions discussed above.

Table 2. Comparison of definitions of organizational culture

Primary focus
Essence of . .
o Primary function of of culture
Authors organizational s
culture culture Internal — | Stability —
external | flexibility
Harrison |systems of thought |influence on member’s Internal | flexibility
(1972) behavior, on ability to and
meet their needs and external
demands and on ability to
cope with external
environment
Schein pattern of shared cope with integration and internal stability
(1983) basic assumptions adaptation and and
that a given group external | flexibility
has invented,
discovered, or
developed
Hofstede |the collective distinguish members and Internal —
(1998) programming of the |non-members and
mind external
Deal, assumptions, govern behavior, keep Internal -
Kennedy |understandings and | organization together
(1982) implicit rules
Trice and |set of ideas help cope with Internal -
Beyer uncertainties and
(1993) ambiguities

Source: compiled by the author

When specifying dynamics and flexibility as the ability to change over the time,
researchers have more or less agreed about the dynamic nature of organizational
culture, but views diverge more when discussing the ability to change
organizational culture. Although, some authors (e.g. Cameron and Quinn, 1999;
Deal and Kennedy, 1982; Harrison, 1972) argue that managerial interventions
are mostly successful in changing organizational culture, there are also authors
that take a different position (e.g. Hofstede, 1998; Schein, 1983; Trice and
Beyer, 1993 and others) contending that change in organizational culture is
more often an evolutionary process, and rapid changes in organizational culture
are usually not possible. Leaders of organizations have been seen as powerful
“engines” in the process of the development of organizational culture. Schein
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(2006: 296) has argued that “leaders create cultures through imposing their
personal values and assumptions on their colleagues and employees”. The
positive impact of leaders on organizational culture has been mostly discussed
in management literature, but for example, Kets de Vries and Miller (1986: 266)
have created a typology of dysfunctional executives and organizations, arguing
that the impact of dysfunctional leaders is extremely significant in organizations
where decision-making power is centralized and the organization is managed by
a relatively small, homogeneous dominant coalition.

In attempting to describe the general features of organizational culture, it has
been argued that organizational culture is inherently fuzzy (Trice and Beyer,
1993), and for example, political and plurality issues should be taken into
account while analyzing organizational culture (Pettigrew, 1990).
Organizational culture usually endorses the values of some subgroups while
ignoring those of others and this kind of “struggle” can cause changes in
organizational cultures (see Baumard and Starbuck, 2001). Rigidity of
organizational culture could also be explained by the fact of interdependency:
organizational culture is interconnected to the politics, structure, systems,
people and priorities of the organization (Pettigrew, 1990) and change efforts
should encompass several interrelated aspects of organizational life. Besides,
being broad, organizational culture is believed to be deep as well, which means
that organizational culture could be analyzed at several levels (Hofstede et al,
1990; Pettigrew, 1979; Schein, 1997; Trice and Beyer, 1993). The levels (or
layers) of organizational culture can be interpreted as an analytical tool, which
then can be defined as “the degree to which the cultural phenomenon is visible
to the observer” (Schein, 2004: 25). Organizational culture could be seen as a
complex system that includes various components observable on different
levels. A more detailed discussion of the multi-layered quality of organizational
culture will follow in the next section of the thesis.

Consistency of organizational culture

When analyzing the ideas of different authors about the nature of organizational
culture, it is possible to notice that their definitions capture several components
of organizational culture (assumptions, ideas, implicit rules etc). The multi-
layered quality of organizational culture as a phenomenon is derived most
directly from the traditional definitions of culture. Erez and Earley (1993: 42)
conclude that culture refers to “both objective and subjective aspects of man-
made elements”. While objective aspects of culture in this sense consist of tools
and artifacts produced by people, the subjective part of culture includes cate-
gories of social stimuli, associations, beliefs, attitudes, norms, values and the
roles individuals share (/bid.).

The idea of different components of organizational culture was initially
brought out by Pettigrew (1979: 574), who stated, that approaching culture as a
unitary concept lacks “analytical bite”, and therefore a “potentially more fruitful
approach is to regard culture as a source of a family of concepts”. The idea of
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different layers of organizational culture is also captured in the works of other
authors (e.g. Deal and Kennedy, Hofstede, Schein, Trice and Beyer). Schein
(1983: 14) has argued that “culture is not the overt behavior or visible artifacts
one might observe on a visit to the company. It is not even the philosophy or value
system that the founder may articulate or write down in various “characters‘”,
but according to him, the real core of culture is found in basic assumptions, which
underlie the values and determine behavior patterns and visible artifacts.

There is significant agreement among researchers that organizational culture
could be handled as a multi-layered phenomenon. For example, Trice and Beyer
(1993) differentiate between the substance of culture and cultural forms; Hofstede
et al. (1990) also propound the idea of two levels of culture (values and
practices). Schein (1997) distinguishes three levels of culture (basic assumptions,
values and artifacts). Those authors who support the idea of culture as a multi-
level phenomenon are agreed that there are some elements on the surface of
organizational culture that are more accessible to external spectators, but a more
profound layer of organizational culture also exists that includes elements that are
complicated to understand because they are manifested indirectly. But still, there
are different opinions about what the elements that form the different levels of
organizational culture are. While other authors distinguish between layers of
organizational culture (or umbrella terms) that capture different components,
and those layers are believed to follow a gradation, Pettigrew (1979) does not
collate organizational culture components in a hierarchical manner. Those
authors who support the idea of culture as a multi-layered phenomenon agree
that there are some elements on the surface level which are more accessible to
external spectators, but a more profound layer of organizational culture also
exists that includes elements which are complicated to understand because they
are manifested indirectly. Still there are different opinions about what elements
form the different levels of organizational culture.

Sackmann (1991: 25) has expressed that differentiating between several
components of organizational culture may be wise, but this primarily functions
to clarify how and why terms are used by one author and not by others. Indeed,
even if the conceptual frameworks of different authors are rather similar, and
admitting that different levels could be identified in organizational culture, it is
still ambiguous whether the bases of these distinctions are the same. There is a
notable diversity in the connotation of the terms used as we can see in table 3.

On the surface organizational culture is believed to consist of artifacts
(Schein 1997) or practices (Hofstede et al. 1990) including visible or explicit
organizational structures and processes (Schein 2004). The explicit level of
organizational culture embodies also symbols and rituals (Hofstede et al. 1990,
Pettigrew 1979), language, beliefs, myths (Pettigrew 1979%), heroes (Hofstede
et al, 1990) and physical layout (Schein 1990).

? Pettigrew has expressed the position that OC components are interdependent, but not
structured in a hierarchical manner.
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Table 3. Layers of organizational culture according to different authors

Layers of
Author | organizational Essence of components of organizational culture
culture
Schein Artifacts Artifacts include elements that are easily visible, but
(2004) hard to decipher (e.g. language, technology, products,
clothing, ritual, ceremonies, language, published list of
values etc).
Espoused Espoused beliefs and values are socially validated and
beliefs and shared ideas and ideals which predict much of the
values behavior of organizational members.
Basic Basic assumptions are “taken-for-granted solutions” to
underlying problems that derive from common experiences of
assumptions success and shared traumas.
Hofstede |Practices Rituals are collective activities that are socially essential
etal (even if technically superfluous).
(1990) Symbols consist of words, gestures, pictures or objects
that carry a particular meaning within a culture.
Heroes are people, alive or dead, real or imaginary, who
possess characteristics highly prized in the culture and
who serve as models for behavior.
Values Values are broad, nonspecific feelings about good and
evil.
Trice and | Cultural forms |Symbols are things that stand for or suggest something
Beyer else (i.e. natural and manufactured objects, settings,
(1993) performers, functionaries)

Language is a shared system of vocal sounds, written
signs, or gestures used by members of a culture to convey
categorized meaning to each other (jargon, slang,
gestures, signals, signs, songs)

Narratives (stories, legends, sagas, myths) are verbal
forms of transforming the sense of experiences, feelings
and beliefs.

Practices include behaviors that express cultural
meanings. Meanings appear in rituals, rites, ceremonials,
but also in taboos.

Substance of
culture

Ideologies are general sets of ideas. An ideology is a
shared, relatively coherently interrelated set of
emotionally charged beliefs, values and norms that bind
some people together and help them to make sense of
their worlds.

Values express a preference for certain behaviors or for
certain outcomes.

Norms express which behaviors are expected by others
and are culturally acceptable ways to attain outcomes.
Beliefs express cause and effect relationships.
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Table 3. Continued

Layers of
Author | organizational Essence of components of organizational culture
culture
Pettigrew Ideology is a set of beliefs about the social world and
(1979) how it operates, containing statements about the rightness

of social arrangements and actions.

Symbols are objects, acts, relationships or linguistic
formations that stand ambiguously for a multiplicity of
meanings, evoke emotions, and impel men to action

(i.e. vocabulary, design of buildings, beliefs about power
distribution).

Language is the system of vocal signs that typifies and
stabilizes experience and integrates those experiences
into a whole.

Ritual is the symbolic use of bodily movement and
gesture in a social situation to express and articulate
meaning. Through rituals social relationships may
become stylized, conventionalized and prescribed.
Myths are narratives of events (often with a sacred
quality) playing a crucial role in the continuous processes
of establishing and maintaining what is legitimate and
what is labeled unacceptable in organizational culture.

Source: compiled by the author based on Schein (2004), Hofstede et a/, (1990), Trice and Beyer
(1993), Pettigrew (1979).

Schein (2004) has underlined that the visible level of organizational culture is
easily observable, but very difficult to decipher. Observers can see, hear and
feel visual elements of organizations, the behavioral patterns adopted and
routines followed by organizational members and the language used in organi-
zations, but the meaning of these elements can only be fully understood by
organizational members. Interpretations by non-members may diverge from the
members’ perceptions to a great extent. It has been discussed that interpretations
of (basic) values, which are unobservable as such are often based on behavioral
patterns, but this may be misleading because theoretical arguments have still
made only a modest contribution to understanding how basic assumptions
actually shape behavior and if there is no clarity in the processes that generate
the basic values it is not correct to interpret behaviors as a direct reflection of
values (Hechter, 1993). Schein (2004: 27) has also argued that it is dangerous to
try to infer the deeper grounds of organizational culture from artifacts alone
because interpretations can be subjective and project feelings and reactions.

The deeper level or substance of organizational culture has been labeled
values (Hofstede et al, 1990; Schein, 1997) or ideologies (Trice and Beyer,
1993). Schein (1997) believes that there is an even deeper cultural level — basic
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assumptions — that lay the foundation for values and artifacts. Basic assump-
tions could be approached as a form of tacit knowledge in the organization.’
They are “taken-for-granted solutions” to problems that derive from common
experiences of success and shared traumas (Schein, 1997). Assumptions are
beliefs that organizational members hold about themselves and others, about
their relationships to other people and also about the nature of the organization
in which they live or work (Lundberg, 1985: 172). Schein (2004: 25) argues that
basic assumptions are “treated as nonnegotiable” by group members and
“someone who does not hold them is viewed as a “foreigner” or as “crazy” and
is automatically dismissed”. Hence, although basic assumptions are subliminal
and not always specific they are a source of values and actions in organizations.

Organizational values® have been interpreted as espoused or internalized
beliefs held by organizational members (Sathe, 1985) and used by them “to
depict the culture to themselves and others” (Schein, 2004: 25). Schein (2004)
argues that values are not taken for granted as basic assumptions are, but values
are quite open to discussion and organizational members may agree or disagree
about them. Nevertheless, this is not the only possible understanding of values —
for example, Hofstede has interpreted values as “the broad, nonspecific feeling
about good and evil” (Hofstede et al, 1990: 291) and this specification demon-
strates that values may be quite general, subliminal and non-verbalized. Thus,
the interpretation of values by Hofstede et al/ (1990) is conceptually rather
similar to the concept of basic assumptions discussed by Schein (2004).

Ideology is seen by Pettigrew (1979) and Trice and Beyer (1993) as a core
element of organizational culture, and in this context ideology could be defined
as a set of beliefs about the nature of an organization and its environment (Price,
1997: 393). Trice and Beyer (1993) point out that although organizational
members may become accustomed to the ideologies and even not be fully aware
of them, the ideologies are still not the same as basic assumptions. Ideologies
involve more specific ideas and are not so deeply hidden. Thus, the ideology as
a deeper layer of culture (or the culture’s substance) is rather close to the values
concept, hence also encompassing the features of being peculiar as in basic
assumptions.

While there is concord about the surface level of organizational culture,
notable ambiguity about the kernel of organizational culture could be found in

3 Cultural knowledge is tacit because it is unspoken and knowledge holders are not
consciously aware of it (Sackmann, 2001: 149)

* Value as a concept has been handled on different levels — individual, group,
organizational or national. Values in general could be defined as “concepts or beliefs
that pertain to desirable end states or behaviors that transcend specific situations, and
guide the selection or evaluation of behavior and events” (Schwartz, 1992: 4). Though
initially Rokeach (1973) has considered values as characteristic to the individual, Roe
and Ester (1999) stress that the holders of values are not necessarily only individuals,
but may also be collectives (e.g. organization, occupational group, subculture, etc) —
like an individual holds several values, so do organizations.
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the works of different authors. To be more specific, first of all there is
ambiguity in the use of the concepts of values and ideology. Figure 3 aims to
bring more clarity to the substance of concepts used by different authors,
presenting the comparison of different authors’ positions as compared to
Schein’s conceptual framework of organizational culture.

i Trice & Beyer Schein Hofstede E
cultural forms practices
(symbols, heroes,
t rituals) Explicit/ visible
l T elements of OC
....... 1deology
Tacit/ invisible
elements of OC
A
values

Figure 3. Components of organizational culture and interactions between different
authors’ positions

Source: compiled by the author based on Hofstede et a/ (1990); Schein (1997); Trice and Beyer
(1993).

Note: OC= organizational culture

Thus, in several approaches to organizational culture, values are seen as a core
element and therefore have been the focus of most studies of organizational
culture, and artifacts have been considered less’. Organizational values could be
interpreted as “the beliefs held by an individual or group regarding the means
and ends that organizations “ought to” or “should” identify in the running of the
enterprise, in choosing what business actions or objectives are preferable to
alternative actions, or in establishing organizational objectives” (Enz, 1988:
287). Deal and Kennedy (1982: 14) define values rather concisely — values are
“basic concepts and beliefs of an organization” which form the heart of organ-
izational culture. They propose that values define “success” in concrete terms
for employees and establish standards of achievement within the organization.
From the previous discussion on the essence of organizational culture, the
conclusion was made that organizational culture has several functions and two
focuses of organizational culture could be brought out (see table 2). The values

> Symbolic approaches to organizational culture turn more attention to interpretations
of the artifacts level.
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needed for internal integration may differ from those required for external
adaptation, that is, for survival (Meglino and Ravlin, 1998: 357). If there is no
balance between the values needed for adaptation and integration, the organi-
zation may fail to survive (e.g. interaction among employees in a highly
efficient manner does not give any proof of the organization’s sustainability in
the longer perspective; other values are needed as well). Serensen (2002) has
demonstrated that organizations with a strong culture show more reliable per-
formance in stable environments, but in dynamic environments the benefits of
the reliability of strong cultures disappear. Selznick (1957: 119) has also
stressed that regardless of an organization’s inner strength, the integrity of the
organization may be threatened if sufficiently great force is applied to it. That is
especially relevant when the values are tenuous or insecure (/bid: 120) because
then the organization is especially vulnerable. Thus, both values groups — those
focused on internal integration and external adaptation — must be in balance for
organizational well-being; the fact of sharing values by organizational members
is not a precondition for the sustainability of the organization, but the fact of not
sharing the values is certainly a step towards vulnerability.

In the author’s opinion certain values probably exist that have the power to
sustain the organization’s prosperity, but those values cannot be treated as
universal. First of all, an integrated and effective set of values are necessary to
attain certain organizational goals, but the criteria for effective values may vary
in different business and cultural environments.

Moreover, it is important that organizational members agree and share
organizational values, because they enable the organization to be maintained as
a single unit, and in that sense they are essential for organizational survival
(Chatman and Jehn, 1994). If there is no substantial agreement that a limited set
of values is important in a social unit, a strong culture cannot be said to exist
(O'Reilly, Chatman and Caldwell, 1991). Roe and Ester (1999: 4) bring up the
issue of defining the meaning of shared values. It is not easy to verify whether
the values are shared or there is just a certain amount of homogeneity, which is
not a sufficient precondition for sharing. They stress that shared values are not a
mere aggregation of individual values.

In large decentralized organizations multiple value systems could exist, but
even if there are several subgroups in an organization all holding differing
values, there should be some core values shared by the whole organization, and
the values of different subgroups should not be contradictory (Wiener, 1988).
For example, different departments in an organization could have different
value systems because of the different tasks they perform (e.g. in manufacturing
the values of the marketing and production departments could be rather
different), but those values should complement the values of the whole organi-
zation.

The congruence of values is a topic that has attracted the attention of several
researchers. The author of the dissertation believes that the topic of values
congruence accrues from the essence of the values concept. Generally, values
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specify an individual’s personal beliefs about how he or she “should” or “ought
to” behave, and this means that the values do not necessarily reflect how he or
she wants or desires to behave or actually behaves, but rather “describe his or
her internalized interpretations about socially desirable ways to fulfill his or her
needs (Meglino and Ravlin, 1998: 354). Rokeach (1973) proposes that the more
widely shared a value is, the greater the societal demands placed upon us, and
the greater the “oughtness” we experience. At the organizational level this
means that there is always pressure to expose values that are socially desirable,
because meeting the expectations of stakeholders favors fulfilling organizational
aims. Argyris and Schon (1978) distinguish values “in use” from “espoused”
values, which are the values that are not really a part of an organizational
member’s behavioral repertoire (Meglino and Ravlin, 1998: 357). Values are
socially desirable, and therefore, there is a pressure to express and validate
values publicly (“espoused values”) whether or not they are held internally (“in
use”). In organizations, there could be a great difference between the values
expressed publicly and those that are actually shared inside an organization
(Ibid.). Espoused values are the same as what Anthony (1994) calls “inspira-
tional views” of organizational culture. He argues that individuals are prone to
take a particular view of themselves, and this view might be different from the
way the organization unrolls for its inhabitants or the observer.

Not only should external stakeholders be taken into account, but internal
audiences also have to be considered. For example, Padaki (2000) stresses the
congruence of the values derived from the employees and management, and if
that is not the case, the organization has two “parallel systems” of values. On
the one hand, there are “formal” or “official” values (written down in official
papers or on the homepage), and on the other hand, those which are really
espoused by organizational members (values that guide the behavior in organi-
zation) (1bid.). One may realize that a situation like that is not favorable for any
organization, as organizational members can perceive the mismatch of values
and the situation could lead to frustration in the organization. If there is a
significant discrepancy between the values “in use” and those expressed
publicly, a “dysfunctional organization” (Kets de Vries and Miller, 1986) may
emerge.

In summary, different approaches to organizational culture exist in the socio-
cultural school of thought, but most of the definitions of organizational culture
point out the same notions — organizational culture focuses both on internal and
external matters of the organization that provide stability for the organization,
whereas only a few conceptions of organizational culture stress aspects of
flexibility in organizational culture as well. Different authors consider organi-
zational culture a multi-faceted phenomenon, which means that organizational
culture consists of explicit and tacit elements. It has been argued that organiza-
tional culture has an influence on many aspects of the organization, making it
possible to explain organizational outcomes, but due to the multiple elements
and layers of organizational culture, it is not always easy to bring out direct
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connections between organizational culture and, for example, performance indi-
cators. Empirical studies have highlighted the impact of organizational culture
on different aspects of the organization, and the next subchapter will discuss the
consequences of organizational culture for the organization, bringing examples
from studies in this field. Although, the dissertation does not empirically ana-
lyze connections between organizational culture and organizational per-
formance in Estonian organizations, the overview of studies does allow us to
explain the role and importance of organizational culture for organizations.
Moreover, it also gives hints for future research.

1.1.3. Consequences of organizational culture
for the organization

All settled and identifiable communities, nations, ethnic groups and organiza-
tions possess cultural characteristics as signifiers of their identity: their
members tend to share systems of values and beliefs and to transmit them to
newcomers by established means (Anthony, 1994: 3). It has been argued that
organizational culture fulfills several important functions in the organization,
and these are summarized by Smircich (1983) as follows — it (1) creates a sense
of identity for organizational members; (2) facilitates the commitment to a
larger unit than the self; (3) enhances the stability of the system and (4) has an
impact on the behavior of organizational members. Organizational culture could
be handled as a means for ensuring the social order in an organization, and it
has been seen as the most powerful force for cohesion (Goffee and Jones, 1998)
and alignment in modern organizations (Ghosal and Westney, 2005). Since the
seminal study by Peters and Waterman (1982), research in the field of organ-
izational culture became extensive, and a variety of research methods and
instruments have been applied in research into organizational culture.
Organizational culture is an interdisciplinary concept, and therefore, the
research in this domain is rich. Often studies have been guided from different
perspectives. On the one hand, there are numerous studies in management
literature that attempt to prove a linkage between organizational culture and
different aspects of an organization’s performance. Cameron and Quinn (1999)
list several successful companies (e.g. Coca-Cola, Disney, General Electric and
others) that have been able to develop a distinctive organizational culture, which
is believed to have become a competitive advantage for the company. Though a
clear link between organizational culture and performance has often remained
undiscovered, rhetorically there are still plenty of studies that have found
connections between organizational culture and performance in terms of pure
economic indicators. Organizational performance has been defined differently
in different studies, and therefore, any connection that has been found between
organizational culture and organizational performance may also be divergent.
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On the other hand, an abundance of studies has focused on interactions
between organizational culture and different work-related outcomes (e.g.
commitment, job satisfaction, turnover etc), but the connection between these
phenomena and organizational performance often remains conceptual (see for
example, the discussion in Marcoulides and Heck, 1993). Examples from such
studies, and the main results from both fields will follow. This subchapter is
divided into two parts: firstly, an overview will be given of empirical studies on
the topic of the impact of organizational culture on organizational performance;
and secondly, examples of studies will follow showing the influence of or-
ganizational culture on work-related outcomes. Tables that summarize the main
research principles used in studies and the most important results are included
in appendices 1 and 2.

Overview of studies of the connection between organizational culture and
organizational performance

Studies that aim to analyze the influence of organizational culture on an organi-
zation’s performance will be divided into two parts. Firstly, there are several
studies that analyze how certain traits of organizational culture (e.g. the strength
of organizational culture) influence performance, and secondly, there are many
studies that try to find connections between types of organizational culture and
organizational performance. As the present dissertation will use the typology
approach for analyzing organizational culture, a more detailed examination of
those studies that have applied typologies will be provided.

One of the earliest quantitative studies to focus on the relationships between
organizational culture and organizational performance was conducted by
Denison (1984). A comparison was made between firms that were in the top
half of work organization and participation indicators and those that were in the
lower half. The results proved that firms with more positive perceptions of work
organization (higher scores on scales of the organizational climate, work design,
leadership, group work, and satisfaction) were found to be consistently better in
performance than firms with less positive views. However, the style of decision-
making was found to be less clearly related to performance: more participative
firms had slightly better performance initially, gradually improving over time.
Similar results were obtained when these firms were compared to the rest of
their industry, which led the author to conclude that “soft measures do, in fact,
predict hard outcomes” (Denison, 1984: 17).

Several studies have found that a strong culture (i.e. values of the organi-
zation are shared and supported by organizational members) has a positive
impact on organizational performance. For example, the study by Gordon and
DiTomaso (1992) revealed that the strength of organizational culture had a
positive effect on short-term organizational performance. Furthermore, it was
found that the organization’s short-term performance was positively correlated
to the adaptability of organizational culture, while the correlation between per-
formance and stability was negative. Kotter and Heskett (1992) have shown that
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a strong culture has a positive effect on return on investment, net income and
share price. Mallak et a/ (2003) have found that strength of culture was
positively correlated to performance indicators (job satisfaction, patient satis-
faction etc) in hospitals.

Studies that have used typologies in order to decipher organizational culture
have indicated that certain organizational types may have a positive effect on
organizational performance, while others do not. For example, Deshpandé and
Farley (2004) have demonstrated that a consensual culture, which is internally
oriented, decreases performance, while the externally oriented competitive
culture has a positive effect on performance. Competitive and innovative
organizational culture types were also found to be positively related to per-
formance indicators in a study conducted in the UK (see Ogbonna and Harris,
2000).

In service organizations, service quality is often taken as the criteria of per-
formance. “Close to customers” or being client-centered is probably one of the
most often communicated values by organizations. The customer is why an
organization exists (Voon, 2006) and it is believed that certain cultural traits are
needed to provide a high level service to customers (see for example, Bellou,
2007; Mayer et al, 1995; Deshpande et al, 1993). Huang and Dastmalchian
(2006) have argued that a culture for change has a positive influence on cus-
tomer orientation, but not exclusively; cautiousness and job satisfaction was
also found to be related to customer orientation. Besides being flexible and able
to anticipate and respond to customer demands, some other traits of organiza-
tional culture may account for customer orientation and service quality. For
example, Voon (2006) has empirically developed a service-driven market
orientation (SERVMO) construct’. This study demonstrated that the most
important variable in determining the service quality is employee orientation;
other important variables are long-term orientation and performance orien-
tation. The study could not reveal any significant effect from interfunctional
orientation on service quality. The latter finding at least partly supports the
argument from Peters and Waterman (2004) that those cultures that focus on
internal politics rather than customers could be strong as well, but they are dys-
functional, and therefore, this will not lead to success or excellence in the
company.

Another study conducted in the field of organizational culture and service
quality has examined the impact of organizational culture on the customer
service orientation of first line personnel in the health care sector. Bellou (2007)
argues that while the demands of work in hospitals suggest the need for
cooperation between employees, decisiveness and attention to the details, the

® SERVMO is defined as “the set of beliefs, behaviors, and cross-functional processes
that seriously focuses on continuous and comprehensive understanding, disseminating,
as well as satisfying the current and future needs of the target customers, for service
excellence” (Voon, 2006: 598)
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research demonstrated that Greek public hospitals underestimate the importance
of attention to detail, outcome orientation, team orientation and decisiveness.
The study showed that while other organizational culture orientations were
positively correlated to customer service orientation, the correlation between
outcome orientation and customer service orientation was negative. Thus,
serving as many customers as possible may lead to a reduction in service quality
and a failure to meet the individual needs of patients.

Beugelsdijk, Koen and Noorderhaven (2006) have argued that organizational
performance could be influenced by an organization’s relationship skills’, which
in turn could be determined by the organizational culture of a particular organi-
zation. In their study, organizational culture was approached by following
dimensions developed by different authors: 1) outcome or results orientation
(Hofstede et al, 1990; O’Reilly ef al, 1991, Verbeke 2000); 2) innovation orien-
tation; 3) stability orientation and 4) team orientation (O’Reilly et al, 1991);
5) employee orientation and 6) open system orientation (Hofstede et al, 1990;
Verbeke, 2000). The empirical findings of the study demonstrated that
innovation orientation and stability orientation were related positively and
results orientation negatively to relationships skills. At the same time, employee
orientation, open system orientation and team orientation were not related to the
company’s relationships skills. The relationship skills were indirectly related to
the organization’s relationship performance. The authors argue that while inno-
vation-oriented organizations empower and motivate employees to perform
boundary-spinning activities and to develop relational power sources, stability
orientation is believed to be connected to the organization’s relationships skills
because these kinds of organizations are more predictable and could be con-
sidered more trustworthy. Meanwhile organizations that are too focused on
results may not have enough skills, patience and interest in managing close and
longstanding relationships.

Some studies have found that relationships between organizational culture
and performance are mediated by certain factors (e.g. organizational size and
business sector). For example, Denison and Mishra (1995) have demonstrated
that culture may have an impact on the company’s effectiveness measured in
terms of ROA and sales growth, but the correlation between organizational
culture traits and effectiveness were dependent on organizational size: in the
sample of large companies, the profitability criteria was best predicted by the
stability traits (mission and consistency), but the sales growth criteria were best
predicted by the flexibility traits (involvement and adaptability). Gordon (1985),
Christensen and Gordon (1999) have demonstrated that industry determines the
nature of relationships between organizational culture and performance. Gordon
(1985) has found that patterns of organizational culture are determined by the

7 Relationship skills are defined as a company’s “ability and behavioral tendency to
actively cultivate and manage its ties with other firms” (Beugelsdijk, Koen and
Noorderhaven, 2006)
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business sector the company operates in: for example, utilities (gas, electricity,
telephone companies) scored higher on integration, top management contact,
compensation and human resource development, while the core value of
dynamic-marketplace companies (e.g. high technology) was encouragement of
individual initiative. Christensen and Gordon (1999) have demonstrated that
some traits of organizational culture are related to higher organizational per-
formance, but those linkages are not universal, but industry-specific. For
example, in the service industry the emphasis on people and their development
was found to be positively correlated to growth in performance, while in energy
utilities and manufacturing the correlation was negative. From this research, the
conclusion could be that there is no single best culture, but rather each industry
determines which cultural patterns tend to support organizational performance.

Studies on the relationships between organizational culture and work-related
outcomes

The studies discussed above indicate that organizational culture (or at least
some traits or types of organizational culture) has an impact on organizational
performance. Those studies that have found evidence of the influence of organ-
izational culture on an organization’s economic results usually do not analyze
what the mediating mechanisms are that facilitate the performance indicators.
One could argue that people actually make things happen and therefore it is
important to analyze the influence organizational culture has on other work-
related outcomes besides economic indicators.

It has been argued that organizational culture may have profound effects on
work attitudes and behavior (Vanderberghe and Peiro, 1999). It has been argued
that stabilizing individual behavior is one of the most important functions of
organizational culture because organizational culture enables the activity of
organizational members through self-control and social mechanisms. Here
organizational values play a crucial role, because when they are clearly commu-
nicated to organizational members, they become the criteria for making
decisions and choices in everyday work (Vadi, 2000). Some authors (i.e. Van
Rekom et al, 2006) have argued that the core values of an organization have
intrinsic meaning and importance for organizational members. When the
organization succeeds in communicating the values in an effective manner, so
that they force the motivation of organizational members, it could result in
work-related behavior. Work-related outcomes like commitment, job satis-
faction, motivation, turnover and so on, have been the focus of several studies in
the field of organizational culture (appendix 2 gives examples of studies in the
field).

Moynihan and Pandey (2007) found that group culture and a sense of
organizational purpose have a positive impact on job satisfaction, commitment,
job involvement and loyalty. Organizational culture may provide the working
environment that makes it possible to satisfy intrinsic employee motivators,
which is extremely important for nurturing employee motivation in the long-
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term. The idea of a relationship between organizational culture and commitment
has also been proposed by Wells et al (2007), Silverthorne (2004), Ritchie
(2000) and others. Moon (2000) has found a positive association between goal
clarity and organizational commitment. Furthermore, job autonomy as one of
the components of organizational culture was also positively related to or-
ganizational commitment (/bid.).

The relationship between organizational culture and employee commitment
has been proven by several researchers (Finegan, 2000; Lund, 2003; Ritchie,
2000; Silverthorne, 2004; Van Vuuren et al, 2008; Wells et al, 2007 and
others). For example, Finegan (2000) found that different types of organ-
izational value perceived by employees predicted different components of
commitment. When employees perceived the organization to hold values of
humanity (e.g. cooperation and courtesy) and vision (e.g. creativity and
openness), a higher level of affective and normative organizational commitment
was found. Those employees who perceived their organization to hold values
like logic, economy, experimentation and diligence or obedience, cautiousness
and formality tended to score higher on the continuance commitment scale
(based on the fact that the cost of leaving the organization is too great or that the
employee has few options). Van Vuuren et a/ (2008) also demonstrated that
different types of organizational culture are related to different dimensions of
commitment, and moreover, the distinction between organizational and occupa-
tional commitment may be aligned with the core dimensions of organizational
culture. Affective organizational commitment was found to be related to the
type of organizational culture that is characterized by internal focus and
flexibility. This result is in line with Finegans’s (2000) study. Besides, Van
Vuuren et al (2008) have argued that the Internal Processes type of organiza-
tional culture, characterized by internal focus and stability, is connected to
normative organizational commitment, but those organizational values that
stress the external focus of the organization facilitate occupational commitment
— the Open System type of organizational culture was related to affective
occupational commitment and the Rational Goal type of culture was connected
to normative occupational commitment.

Still there are several authors who believe that organizational culture itself
has no impact on organizational outcomes, but the congruence between
employee values and firm values may lead to greater satisfaction (Amos and
Weathington, 2008; Meglino et al, 1989) and commitment, and less turnover
(Amos and Weathington, 2008; Sheridan, 1992). For example O’Reilly,
Chatman and Jehn (1991) have proved that person-organization fit is an impor-
tant predictor of commitment. Their study brought out a positive relationship
between person-organizational culture fit and individual commitment and satis-
faction 12 months later. The person-culture fit was also found to be predictor of
employee turnover — the better the person-organization fit, the less turnover in
the organization. The study by O’Reilly et a/ (1991) demonstrated that the
person-culture fit was related to normative, value-based commitment but not to
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instrumental, compliance-based commitment. Van Vianen (2000) has argued
that besides person-organization (P-O) fit, person-person (P-P) fit should also
be considered as an important variable influencing affective outcomes for
employees because their findings proved that when both newcomers and super-
visors showed a high concern for people’s preferences, the newcomers were
more committed and their turnover intentions were lower. Van Vianen (2000)
has argued that the best affective outcomes could be attained if relatively high
concerns for people preferences in newcomers matched the supervisor’s
preferences, but not necessarily the supervisor’s perceptions of the existing
organizational culture.

Abbott et al (2005) have carried out similar research using the same
measurement instruments in a government communications agency and social
welfare organization in Australia. The findings were mainly in accord with
those of Finegan’s (2000) study; however, some contrary results were found.
Abbott et al (2005) found that perceived organizational values alone did not
predict continuance commitment in either of the two organizations. For each
organizational commitment component a significant person and organization
interaction with conservatism was found in the government communication
agency. Namely, the more conservative the person was and the more con-
servative he/she perceived the organization, the higher the affective and norma-
tive commitment level. For continuance commitment, a contrary pattern was
found. The authors argue that this kind of result might be organization-specific
and further investigation is needed. However, findings of different studies
assume that organizational culture may be the variable that makes it possible to
predict employee commitment.

It has also been discussed that subcultures existing in an organization and the
leadership style practiced by leaders might have an impact on work related
attitudes (e.g. research conducted by Lok et al (2005) in the health care sector).
Lincoln, Hanada and Olson (1981) have found that a match between organiza-
tional culture and societal culture also leads to higher job satisfaction for
employees.

Several studies have demonstrated that organizational culture influences job
satisfaction for organizational members (e.g. Silverthone, 2004; Lund, 2003).
Findings by Tzeng et a/ (2002) have suggested that a people-oriented organiza-
tional culture results in higher job satisfaction. This finding is supported by
Lund (2003) who found evidence that job satisfaction was higher in those
organizations where Human Relations, but also Open System types dominated
the overall pattern of organizational culture. Lincoln et al (1981) found that
employee job satisfaction was higher in those organizations where organiza-
tional culture better matched societal culture.

To sum up, several studies have clearly demonstrated that organizational
culture influences several aspects of organizational behavior and the perfor-
mance of the organization. Several studies can be found where economic
indicators of organizational performance were combined with organizational
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behavior issues to clearly show that no simple or plain connections between
organizational culture and organizational performance can be expected. The
studies indicated that no broad generalizations can be made about the outcomes
of organizational culture because certain traits of organizational culture seem to
facilitate organizational performance and some not. Here approaching and
analyzing organizational culture in terms of clear categories or analytical units —
using typologies — seems to be highly useful. Several studies discussed before
indicated that in general, organizational performance is facilitated by innovative
and competitive types of organizational culture and restricted by stability-
oriented types of organizational culture. However, Denison and Mishra (1995)
have argued that both stability and flexibility types of organizational culture
facilitate organizational performance, but those types of organizational culture
contribute to different kinds of performance indicators. The studies also showed
that relationships between organizational culture and performance may be
dependent on the industry of the organization. For example, if competitive and
results-oriented types of organizational culture result in better performance
indicators in organizations in the business sector, results orientation was found
to have a negative impact on customer service orientation (interpreted as being
an important performance indicator) in the health care sector.

Analysis of previous studies clearly demonstrates that in order to analyze
organizational culture, a comparative basis should be created, and using typolo-
gies is one of the options. Similar categories enable us to interpret the results of
different studies and find more general connections between different variables.
Moreover, studies from different sectors and industries, but also from different
countries underline the importance of considering contextual issues while
interpreting the results. Therefore, the next subchapters of the dissertation will
discuss typologies of organizational culture and the factors that influence the
formation of organizational culture.

1.2. Conceptual framework of the formation
of organizational culture and analysis

1.2.1. Categorization of organizational
culture using typologies

Organizational culture is not an easily accessible phenomenon because of its
holistic nature, and the analysis of organizational culture becomes even more
complicated if one aims to make comparisons between organizations on similar
grounds. A parallel between the individual and the organization is often drawn:
while the uniqueness of individuals is expressed in their personality, the organi-
zation’s individuality could be expressed in terms of organizational culture
(Allaire and Firsirotu, 1984; Kilman et a/, 1985). Though each organization has
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its own character, for making comparisons between organizations on the basis
of their culture there is a need to set up a framework. Organizational culture is
often approached through typologies with the aim of making comparisons
possible®.

Creating typologies means developing categories that could be useful in
making sense of the variations in the phenomenon (Schein, 2004: 190). A
typological approach is holistic or configural in nature because it does not
compare organizations along single-value dimensions’ (Kabanoff and Daly,
2002), but typologies are usually created in such a way that differentiating
dimensions comprise several aspects. Kabanoff and Daly (2002: 287) argue that
typologies compare organizations in terms of their values patterns, and there-
fore, the typologies are theoretically both “more parsimonious and more
satisfying, complex or rich”.

When using typologies as an analytical tool for understanding the
phenomenon, it is important to keep in mind that typologies are always abstrac-
tions. A type may represent one or several kinds of attributes significant for the
problem at hand, and in that sense, the typologies are not exhaustive and
durable, but descriptions of typologies are accepted only to the degree that they
provide a solution to the problem (Typology, 1991). Thus, typologies help us
make sense and provide some order out of observed phenomena (Schein, 2004:
190), but while approaching organizational culture through typologies one
always has to remember that the picture captured of the organization through
this kind of approach may not provide the whole spectrum of the phenomenon.
One of the major advantages of typologies is that they can help make
comparisons between different organizations based on counter-intuitive empiri-
cal data (Furnham, 2005) and present the results systematically through the
types. Still, pure types can hardly be found in practice, and usually the
organization could be described through attributes that are characteristic to
several types of organizational culture. Thus, organizational culture should be
approached as an organic whole, while the typology approach makes it possible
to explain the dominant features of a particular organization’s culture.

Though approaching organizational culture through typologies has several
advantages, there are also limits that should be considered. First of all, while
several authors have admitted the value of using typologies in organizational
culture analysis, there is no agreement about what the grounds should be for the
typologies (e.g. Cameron and Quinn, 1999; Deal and Kennedy, 1982; Etzioni,
1975; Handy, 1985; Harrison, 1972; Hofstede, 1998; Hofstede et al, 1990;
Goffee and Jones, 1998; Graves, 1986). A number of dimensions have been

¥ A typology has been defined as a “system of groupings, usually called types, the
members of which are identified by postulating specified attributes that are mutually
exclusive and collectively exhaustive” (Typology, 1991: 89).

? Although the term “dimension” has several meanings in different disciplines, here
dimensions are interpreted as “component aspects of a particular situation... or an
attribute of, or way of viewing, an abstract entity” (Dimension, 2009).
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accentuated as relevant for analyzing and classifying organizational cultures.
Therefore, one could find a variety of approaches of systematizing the
organizational culture phenomenon. Sackmann (1991: 26) argues that the issue
of which dimensions of organizational culture are more relevant cannot be
decided merely on theoretical grounds — different dimensions could be
appropriate for different purposes. The presence of different typologies in the
field of organizational culture allows the researcher to choose the one that
contributes to fulfilling the research tasks in the best way.

Another limit brought out by Furnham (2005) is the “broad-brush” approach,
which means that a relatively small number of distinguishable types of
organizational culture will be developed that could result in a problem of insen-
sitiveness, which means that interesting and important subtle differences may
remain unconsidered. Typologies tend to oversimplify complex phenomena
such as organizational culture, and may provide categories that are not relevant
(Schein, 2004). It could be argued that typologies have more power to map the
features of organizational culture than explain the reasons behind the
differences or similarities in organizational cultures in different organizations.
However, typologies make it possible to bring out general regularities between
organizational characteristics and types of organizational culture (see for
example Vadi and Alas, 2006), which means that generally typologies are quite
useful for explaining regularities in organizational culture.

As mentioned before, the terrain of typologies used for any analysis of
organizational culture is rich indeed. When analyzing the variety of organiza-
tional culture typologies, for example, Reynolds (1986) ends up with 14 dimen-
sions of organizational culture; and Detert, Schroeder and Mauriel (2000) come
to the conclusion that there are eight general dimensions through which
organizational culture has been approached. The dimensions could be
differentiated on the basis of ideas about (/bid.):

1. The basis of truth and rationality in the organization;

The nature of time and time horizons;

Motivation;

Stability versus change/innovation/personal growth;
Orientation to work, task, and coworkers;

Isolation versus collaboration/cooperation;

Control, coordination, and responsibility;
Orientation and focus — internal and/or external.

PN A LD

The listing compiled by Detert et al (2000) is a good way to bring some clarity
to the discussion about appropriate dimensions in research into organizational
culture. Analysis of the above-mentioned ideas shows that dimensions that
could be used to analyze organizational culture concern not only organization-
level, but also individual-level features. For example, the ideas about motivation
are obviously connected to our understanding of the nature of human beings as
such, and could be verbalized as a belief about whether the people are
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inherently good or bad and whether internal or external forces motivate people
(Ibid.). Other primary individual level characteristics involve ideas about
change and stability because in the approach by Detert et a/ (2000) regarding
attitudes towards change versus stability, the question is not merely about the
organization’s intention to ensure sustainability, but rather about individual
level characteristics, which means that people are the ones who either desire
stability or prefer change. Also, orientations towards the task versus coworkers
could be seen as an attribute that distinguishes between individuals and which is
evidently connected to individual values: some people see work as an end in
itself and they tend to be more concerned about accomplishing the job and
productivity than those people who see work as a means to other ends and there-
fore value social relationships more than the completed task.

Other characteristics or ideas summarized by Detert e al (2000) cover more
organization-level features. For example, ideas about truth demonstrate the
variety of ideas about the essence of truth: in some organizations truth is con-
sidered to be the result of the systematic analysis of the data available, while in
other organizations intuition and tacit knowledge is considered as a basis for
truth (/bid: 853). Different conceptions of time horizons explain why some
organizations adopt long-term planning and goal-setting whereas other organi-
zations rely more on ad hoc decisions. The relationship between the organiza-
tion and its environment involve important characteristics for the analysis of
organizational culture by several researchers (e.g. Denison and Mishra, 1995;
Quinn and Rohrbaugh, 1983). When the latter dimension explains whether the
organization focuses more on external or internal constituents, there are two
other dimensions — control and coordination; and isolation versus coordination,
which focuses on the internal issues and problems of the organization. Organi-
zations could be differentiated in terms of how much collaboration is favored
over autonomy, and also in terms of how much control and coordination is used
in organizations in order to assure the functioning of the organization.

This comprehensive overview of the dimensions derived from different
organizational studies is a good attempt to provide some clarity in the field, but
the author of the dissertation would like to point out some shortcomings
concerning this approach. As mentioned before, the list of the dimensions of
organizational culture brought out by Detert et al (2000) include dimensions
that are reducible to the individual level while others describe phenomena at the
organizational level. Moreover, the list is over detailed — the dimensions have
different levels of abstraction and the same dimension often captures several
aspects. In spite of being quite detailed, it does not capture the entire range of
dimensions of organizational culture used by different researchers in order to
decipher organizational cultures. For example, Hofstede et al (1990) have
brought out several dimensions of organizational culture that are not discussed
in the research by Detert et al (2000).
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Hofstede et al (1990) have argued that six mutually independent dimensions
should be considered in any analysis of organizational culture. The dimensions
are the following (Hofstede, 1998; Hofstede et al, 1990):

1.

Process oriented vs. results oriented cultures. In a process oriented
culture people avoid risks and spend a limited effort on the job, because
the work is unchanging. A results oriented organizational culture is one
where people perceive themselves as being comfortable with change and
put maximum effort into their jobs.

Employee oriented vs. job oriented organizational culture. An employee
oriented culture takes responsibility for its members’ welfare and
supports people in their personal problems. In this kind of organization
important decisions are made in groups and committees. A job oriented
culture represents the opposite values.

Parochial vs. professional organizational culture. Organizations de-
scribed as parochial aim to influence employees both on the job as well
as at home; social and family background is considered while hiring new
employees. Professional organizations hire people on the basis of
competence and the relationships with employees are rather normative
and bounded.

Open system vs. closed system. This dimension explains how the
organization feels about newcomers and outsiders (whether the organiza-
tion is friendly and open or rather closed, reserved and secretive).

. Loose vs. tight control. This dimension describes the amount of internal

structuring in the organization. Tight control organizations are cost-
conscious and punctual, while loose control organizations represent a
more flexible organizational format.

. Normative vs. pragmatic. Basically this dimension defines how to regard

the client. Pragmatic organizations are market-driven putting the
customer’s needs first and considering the results to be more important
compared to the procedures. Normative organizations emphasize or-
ganizational procedures, which are even more important than results.

The author of the dissertation finds that the underlying ideas of the dimensions
proposed by Detert et al (2000), Reynolds (1986), Hofstede et a/ (1990) and
Hofstede (1998) could be classified into two broad categories: firstly, the
relationships between the organization and its environment, and secondly, the
principles for how to arrange and manage intra-organizational matters. In
respect to those categories two foundation dimensions of organizational culture
could be brought out: 1) internal versus external focus, and 2) the tendency
towards stability versus flexibility. These are the same dimensions found to be
the core dimensions of organizational culture in chapter 1.1.2. These dimen-
sions could be handled as underlying categories that could be used to analyze
different typologies used in research into organizational culture.

51



Table 4 summarizes the most significant typologies used to analyze
organizational culture. The original dimensions of typologies are presented in
the table, but the author interprets them within the framework of the underlying
dimensions of organizational culture (external/internal and stability/flexibility).

Table 4. Comparison of organizational culture typologies

Underlying dimensions
of organizational culture Tvoes of oreanizational
External- | Flexibility- yp ganizatt Author(s)
. Py culture
internal stability
dimension dimension
External Flexibility; | Human Relations type; Quinn and Rohrbaugh
focus; Stability'® | Open System type; (1981, 1983); Quinn and
Internal Rational Goal type; McGrath (1982); Came-
focus Internal Processes type'' ron and Quinn (1999)
Degree of centralization; | The Power Culture; Harrison (1972, 1987);
Degree of formalization | The Role Culture; Handy (1985)

The Achievement/Task Culture;

The Support/Person Culture
Process; The Elite culture; Kabanoff and Daly
Structure The Meritocratic culture; (2000)

The Collegial culture;

The Leadership culture
Solidarity; The Fragmented culture; Goffee and Jones (1998,
Sociability The Mercenary culture; 2001)

The Communal culture;

The Networked culture
Relationships Coercive organization; Etzioni (1975)
between indi- Utilitarian organization;
vidual and Normative organization
organization
Amount of risk; The tough-guy culture; Deal and Kennedy (1982,
Speed of feedback from | The work hard/play hard 1988)
marketplace culture;

The bet-your-company culture;

The process culture

Source: Compiled by the author based on Quinn and Rohrbaugh (1981; 1983); Quinn and
McGrath (1982); Cameron and Quinn (1999); Harrison (1972; 1987); Handy (1985); Kabanoff
and Daly (2000); Goffee and Jones (1998; 2001); Etzioni (1975); Deal and Kennedy (1982;
1988).

' Initially the dimensions were labeled as people-organization and flexibility-control
(see Quinn and Rohrbaugh 1981). Originally the dimension “control” was used to mean
concern for predictability and stability (e.g. Quinn and Cameron 1983), but later other
authors have also used “stability” instead of “control” (e.g. Kwan and Walker 2004).

" Different labels have been used for OC types in different sources: for instance
Cameron and Quinn (1999) have renamed the types as follows: Clan, Adhocracy,
Market and Hierarchy.
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As seen in table 4, several authors have focused on the organization’s internal
matters and through this angle try to create the typologies. Harrison’s (1972)
typology is based on intra-organizational features, namely degree of formaliza-
tion and centralization. Formalization could be defined as the degree to which
an organization’s culture is written (Price, 1997: 382), and centralization
describes the degree to which power is differentially distributed within an
organization (/bid: 449). Harrison (1972) distinguishes four types of organiza-
tional culture (also called archetypes): the Power Culture, the Role Culture, the
Achievement Culture and the Support Culture (Harrison, 1987). Handy (1985)
supplemented these types with symbols from Ancient Greece and labeled the
types of organizational culture respectively Zeus, Apollo, Athena and Dionysus.

The typology worked out by Kabanoff and Daly (2000) has some similarities
with Harrison’s approach — both find power distribution an important charac-
teristic of organizational culture. Kabanoff and Daly (2000) differentiate
organizations on the basis of two dimensions: structure (unequal power versus
equal power location) and process (equitable versus egalitarian policies and
practices). These dimensions reflect how organizations resolve the two core
tensions of any social system — firstly, allocating resources efficiently so that it
maximizes outputs, and secondly, allocating resources equally enough to main-
tain social cohesion among organizational members (/bid). Within this
framework, four pure types of organizational culture may be distinguished: Elite
(unequal power, equitable processes); Meritocratic'® (equal power, equitable
processes); Collegial (equal power and egalitarian processes) and Leadership
(unequal power and egalitarian processes). Kabanoff and Daly (2000: 289)
stress that although the organization’s power structures provide their “basic
distributive imperative”, organizational processes and policies will moderate the
core tendency towards equality or inequality.

The typology developed by Ellstrom (1983) distinguishes between the
following types of organizational culture: The Rational Model, The Political
Model, The Social System Model and The Anarchistic Model. This typology
also considers process as an important dimension making it possible to
differentiate between organizations, but compared to Kabanoff and Daly (2000)
here process is approached from a different angle — the distinction is based on
the transparency (or ambiguity) of the organizational processes. Another dimen-
sion in Ellstrom’s (1983) typology — clarity of organizational goals (clear
versus unclear and shared versus disagreed upon) — is one that is probably rather
crucial in making a distinction between different types of organizations.
Therefore, it is somewhat surprising that this aspect is not included in any of the
other typologies.

"2 The term meritocratic derives from the noun meritocracy, which is defined as
“government or the holding of power by people chosen on the basis of merit (as
opposed to wealth, social class, etc.)” (Meritocratic, 2008)
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Goffee and Jones (1998) have proposed another typology of organizational
culture, which also focuses on intra-organizational parameters and makes it
possible to distinguish between types of organizational culture in terms of two
types of social relations — sociability and solidarity. Sociability refers to affec-
tive and non-instrumental relations between individuals who share ideas, atti-
tudes, values and interests (i.e. sociability is a type of social interaction that is
valued for its own sake and not for any particular purpose). Solidarity, as
another dimension in the typology by Goffee and Jones (1998), is a term that
describes the task focused co-operation between individuals (Goffee and Jones,
2001). This is a type of relationship where close friendship or pleasantness is
not definitely expected.

The nature of the relationship between the individual and the organization is
the basis for differentiating organizational types in Etzioni’s (1975) typology. In
this approach three types of organizations could be distinguished. The first
organizational type is the coercive organization, where the individual is essen-
tially captive because of physical or economic reasons. Obeying the rules is
ultimate and people would leave this kind of totalitarian organization if possible
(Schein, 2004). The second type of organization according to Etzioni (1975 cf
Schein, 2004) is wutilitarian, in which individuals are rationally calculative and
they provide “a fair day’s work for a fair day’s pay” and abide by the rules. The
last type is the normative organization, in which individuals contribute and
commit to the organization because the organization’s goals are in accord with
the individual’s goals (Schein, 2004).

Deal and Kennedy (1982) have differentiated organizational cultures in
terms of the speed of feedback from the marketplace on whether the decisions
and strategies have been successful; and amount of risk associated with the
company’s activities. These dimensions are both related to the external-internal
orientation and flexibility-stability categories as marked in table 6. In a 2x2
matrix, Deal and Kennedy (1982) distinguish between four types of culture:
1) the tough-guy or macho culture (organization takes high risks and gets quick
feedback); 2) the work hard/play hard culture (few risks and quick feedback);
3) the bet-your-company culture (characterized by high risk level and slow
feedback) and 4) the process culture with low risk level and little or no feedback
from the marketplace. Mileti et a/ (2002) have also accentuated the nature of the
environment as an important force that shapes organizational culture.

As one may conclude from previous discussion, there are several typologies
that have been founded on intra-organizational matters and only a few typolo-
gies that focus on the relationship between the organization and its environment.
There are even less approaches considering the dimension of dynamics (and
stability as an opposite) as an essential, while trying to distinguish between
different types of organizational culture. This finding is rather interesting
because while analyzing definitions of organizational culture given by different
researchers, most of them admit that organizational culture has to facilitate
internal integration and at same the time cope with external adaptation. Indeed,
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these targets require opposing qualities — stability and flexibility. In light of
previous considerations, the criticisms of typologies seem to be appropriate —
typologies hardly manage to capture the entire complexity of the phenomenon
of organizational culture, and each researcher should decide whether and what
kind of the typologies enable them to attain the research objectives.

One typology that considers both the external/internal focus and stability/
flexibility as core dimensions of organizational culture is the Competing Values
Framework worked out by Quinn and Rohrbaugh (1981)."” The ideas in this
framework have been chosen as the basis for developing the research
propositions and methodology used in the empirical part of the dissertation for a
number of reasons. Firstly, the framework is based on the dimensions that have
been used for defining organizational culture by several authors, as discussed
before; secondly, the author believes that these dimensions are also relevant in
transition societies, where the dynamics is especially important, and thirdly, the
framework distinguishes four types of organizational culture, which are quite
easily comprehensive because a larger number of types of organizational culture
would make interpretations more difficult. A more detailed discussion of the
Competing Values Framework will follow.

The Competing Values Framework

The Competing Values Framework originates from the search for effectiveness
criteria in different types of organization, and the term “competing” refers to the
belief that each model of organizational culture has a polar opposite and the
criteria that are included in the framework carry conflicting messages (Quinn,
1988: 48-49). This highlights the inherently difficult nature of being an effec-
tive organization (Clair et al/, 2000). Still, the contradiction between cultural
types is not absolute and in a real system such opposition can mutually exist.
The model proposes three values dimensions, which make it possible to
conceptualize organizational effectiveness — control-flexibility, internal-external
and means-ends (Quinn and Rohrbaugh, 1981). The third dimension, means-
ends, describes the organization's objectives and the means by it sustains itself
(Ibid.), or using Rokeach’s (1973) terminology — terminal and instrumental
values. As the latter dimension describes the choices the organization has to
make within the framework of the other two dimensions, the author of the
dissertation considers the model to consist of two rather than three-dimensions.
The internal-external dimension is related to organizational focus, which
may range from the well-being and development of organizational members to
an emphasis on the well-being and development of the organization itself
(Quinn and Rohrbaugh, 1981). While the internal focus aims to foster inte-
gration that is needed to sustain the organization, the external focus means
focusing on competition, adaptation and interaction with the external envi-

'3 1t has been further developed by Quinn and McGrath (1982); Quinn and Rohrbaugh
(1983); Cameron and Quinn (1999).
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ronment (Denison and Spreitzer, 1991). This dimension captures the dilemma
of whether to accomplish organizational tasks in most effective way (which
often requires standardization and measurement) or retain the individuality of
organizational members (taking into account their character, needs and feelings)
(Quinn and Rohrbaugh, 1981).

The second dimension, flexibility-stability, is related to organizational
structure. It has been argued that for an organization to be efficient, flexibility,
adaptability, innovation and individual initiative is required. At the same time,
there are other theorists who believe that efficiency could be attained through
structure, control and authority (Quinn and Rohrbaugh, 1983). Lawrence and
Lorsch (1967 cf Quinn and Rohrbaugh, 1983) have stated that the dilemma of
integration versus differentiation is a basic element in organizational design.
These dimensions form a framework that makes it possible to map organiza-
tional culture in terms of four different types (see figure 4).

I
Flexibility
HUMAN RELATIONS TYPE | | OPEN SYSTEM TYPE
Means: Cohesion, morale Means: Flexibility, readiness
Ends: Human resources Ends: Growth, resource
development acquisition
— Internal External —]
Means: Information Means: Planning, goal setting
management, communication
Ends: Productivity, efficiency
Ends: Stability, control
INTERNAL PROCESSES TYPE | | RATIONAL GOAL TYPE
Stability
1

Figure 4. Competing Values Framework

Source: compiled by the author based on Quinn and Rohrbaugh (1983)
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The Open System type could be described as being characterized by flexibility
and external organizational orientation and this has been considered an or-
ganizational form that is most responsive to “hyperturbulent, hyperaccelerating
conditions that increasingly typify the organizational world of the twenty-first
century” (Cameron and Quinn, 1999: 38). This type of organizational culture
values adaptability, capacity to change and orientation towards customers
(Brown and Dodd, 1998) trying to be flexible in meeting their needs, but it also
highly values organizational members with fresh and innovative ideas.
Organizations where this kind of organizational culture is dominant take risks
and favor creativity (van Muijen and Koopman, 1994). The Open System type
of organizational culture stresses rapid growth, resource acquisition and external
support as a long-term target, and success is defined in terms of producing
unique and original products and services (Cameron and Quinn, 1999; Quinn
and Rohrbaugh, 1983).

The Human Relations type of organizational culture is characterized by
flexibility and internal focus. High cohesion, morale, trust and belongingness
serve as means to achieve human resource development (Kalliath ez al, 1999;
Quinn and Rohrbaugh, 1983). Clair et al (2000) argue that the global economy
has placed more demands on organizations and the means for attaining the ends
of the Human Relations type has changed. For instance, at the individual level
the emphasis has moved from compliance and cooperation to involvement and
empowerment, and at the group level the role of teamwork has increased and
often self-managed teams, which are often diverse and global in terms of
membership, have been formed in organizations. These kinds of trends suggest
that in future the focus of this type of organizational culture will probably shift
towards to the external focus (Clair et al, 2000). In the author’s opinion this
means that the Human Relations type and the Open System type of organiza-
tional culture share quite similar features, which in turn can mean that the two
types of organizational culture will begin to coexist as a single type.

The Rational Goal type of organizational culture favors planning and goal
setting to achieve productivity and efficiency as ends (Quinn and Rohrbaugh,
1983). The most distinctive feature of this type of organizational culture is
stability and control over external matters. This is an organization where
emphasis has been put on external positioning and control, and success is
defined in terms of market share and penetration. The glue that holds the
organization together is an emphasis on winning (Cameron and Quinn, 1999).
Organizations where the Rational Goal type dominates aim to enlarge market
share and outpace competitors. This kind of organization strives for profit
maximization, and on the whole the management mostly values results.

The dimensions that characterize the Internal Processes type are firstly,
focus on internal matters of the organization, and secondly, an orientation
towards stability. Organizations where the Internal Processes type dominates the
organizational culture aim to achieve stability and control, consolidation and
continuity (Lamond, 2003), which could be attained via formalized communi-
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cation and a centralized decision-making process (Howard, 1998). These
organizations could be characterized as formalized and structured — formal rules
and policies hold the organization together (Cameron and Quinn, 1999).

The rationale for setting the first set of research propositions is based on the
following considerations. On the one hand, an analysis of organizational culture
within the framework of a polarity of dimensions in typologies is expected as a
foundation, because the opposing extremes of the dimensions used to create the
typologies demonstrate contrast. Organizational culture could be handled in a
matrix of two dimensions: firstly, orientation towards internal versus external
issues, and secondly, the axis that describes the organization in terms of flexi-
bility versus stability, and from combinations of those dimensions, four types of
organizational culture exist as previously described. Moreover, among these
types, two pairs of antagonistic types of organizational culture (those with no
common dimension) can be found. On the other hand, it could be argued that
organizational culture is a holistic phenomenon and because of the different
challenges organizations face, organizational culture may encompass a variety
of values. Denison and Spreitzer (1991) have recognized that paradoxical
combinations of values may be found in organizations. For example, being
adaptive and maintaining internal integration (and hence also striving for
stability and flexibility) seem to be antagonistic on theoretical grounds, in the
real world organizations would not survive if they could not try to meet expec-
tations of being flexible and stable at the same time and being simultaneously
focused on internal and external matters.

Some empirical studies have discovered strong relationships between
conceptually opposite types of organizational culture. Using the Competing
Values Framework, Kalliath et a/ (1999) and Buenger et a/ (1996) have found
statistically significant positive relationships between the Internal Processes
type and Open System type of organizational culture. Vadi et al (2002) have
found a moderate correlation between the two dimensions of organizational
culture — “attitudes towards organizational tasks” and “interpersonal relation-
ships”.

As seen from table 5, which collects the results of different confirmatory
analyses, previous studies have demonstrated contradictory findings concerning
inter-correlations between types of organizational culture and no similar
patterns of connections between types of organizational culture have been
revealed by different authors.

For example, a strong positive correlation between Human Relations and the
Open System type of organizational culture was found in the study by
McDermott and Stock (1999), whereas some other empirical studies have de-
monstrated only weak connections between these types of organizational culture
(e.g. Kalliath et al, 1999). Positive correlations between Internal Processes and
Rational Goal, and also between Human Relations and Internal Processes type
of organizational culture were found by Kalliath et al (1999), whereas
McDermott and Stock (1999) could not demonstrate a significant correlation
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between those pairs. Estimations of the Open System type were positively
correlated to the estimates given of the Rational Goal type in the study by
McDermott and Stock (1999) and Kalliath er al (1999), where the correlation
was rather strong (r= .62) in the first study, but in the latter the correlation was
weak (r=.14).

When analyzing the correlations between types of organizational culture
from opposite quadrants of the framework, contradictory results can be noticed
again. McDermott and Stock (1996) have reported quite a strong correlation
between the Human Relations and Rational Goal type of organizational culture,
but Kalliath et a/ (1999) found no significant correlation between these types of
organizational culture. Considering the relationships between the Open System
type and Internal Processes type of organizational culture, McDermott and
Stock (1996) found a weak negative correlation, whereas Kalliath et al (1999)
report a strong positive correlation (r=.73).

Table 5. Comparison of relationships between types of organizational culture in on the
basis of different studies

Comparison |Common Confirmatory studies
pairs of value Kalliath McDermott and | Cameron and
organizational et al (1999) Stock (1999) Quinn (1999)*
culture hospitals manufacturing, business
sample P 11 industries organizations
HR - OS flexibility + (weak) + (moderate) — (weak)
IP - RG stability + (weak) N/S — (weak)
HR - TP Internal focus + (weak) N/S — (moderate)
OS -RG External focus + (weak) + (moderate) — (weak)
HR -RG No common N/S + (strong) — (moderate)
value
OS-1pP No common + (strong) — (weak) — (moderate)
value

Notes: * ipsative scale was used; HR= Human Relations type; OS= Open System type; RG=
Rational Goal type; IP= Internal Processes type of organizational culture; “+” = positive corre-
lation, “—“= negative correlation, N/S = no statistically significant relationship.

Source: compiled by the author on the basis of Kalliath et al (1999); McDermott and Stock
(1999); Cameron and Quinn (1999).

From the confirmatory analysis of CVF using the ipsative scale (Cameron and
Quinn, 1999), the following conclusions can be made: 1) types of organizational
culture are not independent variables; 2) negative correlations exist between
types of organizational culture, and 3) correlations between adjacent quadrants
are smaller than between the diagonal quadrants. As in this study the ipsative
scale was used, the interpretation of the connections may be reverse: the weaker
the correlation between type of organizational cultures, the less exclusive or
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competing they are; larger correlations demonstrate more contradiction between
types. Still, this is the interpretation made by the author and must be taken as
speculative.

Example findings from empirical studies about the relationships between
types of organizational culture demonstrate that typology provides a theoretical
frame of reference for organizational analysis, where certain patterns could be
expected, but the relationships between types of organizational culture also need
to be examined empirically. It could be assumed that in reality organizations do
not differ in terms of whether they represent a certain type of organizational
culture, but rather to what extent a particular type of organizational culture is
characteristic for its culture, and in that sense types of organizational culture
should not be viewed as mutually exclusive, but rather as complementary. The
pattern of organizational culture then reflects the relative importance and domi-
nance of types of organizational culture in a particular organization, but also the
relationships between types of organizational culture.

Based on the previous discussion, propositions concerning the relationships
between types of organizational culture will be set.

Proposition 1a:

Types of organizational culture are complementary to each other, but there are
differences in the strengths of relationships between the different types of
culture.

However, organizations may differ in terms of patterns of organizational culture
to a great extent, some basic regularities could be expected in the manifestation
of types of organizational culture. Approaching organizational culture through
its types means that different features of organizational culture will be elicited
along certain dimensions. In the typology where the framework is based on two
dimensions, some culture types share common values along the dimensions,
while other types of organizational culture have no values in common, which
raises the idea that relationships of a different strength exist between types of
organizational culture. Figure 5 presents the idea behind formulating pro-
position 1b.

The proposition about the relationships between different types of organiza-
tional culture will be stated as follows:

Proposition 1b:

Stronger connections exist between those types of organizational culture that
share common values (adjacent quadrants) compared to the connections
between the types of organizational culture from opposite quadrants.
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Internal External
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Figure 5. Theoretical relationships between types of organizational culture

Notes: Arrows with a continuous line indicate strong relationships and arrows with a dotted line,
weak relationships between types of organizational culture. The oval indicates the holistic nature
of organizational culture.

Source: compiled by the author

The present subchapter primarily concentrated on the issues of the concept of
organizational culture and its manifestations in the typology framework
approach, but in order to bring out the regularities in the manifestations of
organizational culture, closer analysis of the organizational culture formation
process and influencing factors is required. Therefore, the next subchapter will
provide an overview of the organizational culture formation process, and then
the effect of some contextual and organizational factors on the formation of
organizational culture will be analyzed.

1.2.2. The process of the formation of organizational culture
as the basis for patterns of organizational culture

In the literature, the formation of organizational culture has been described as a
“fluid, ongoing process whereby cohesion, division and ambiguity continuously
intertwine” (Martin, 1992). There are few frameworks that aim to explain the
process of the development of organizational culture (see for example Allaire
and Firsirotu, 1984; Daft and Weick, 1984; Schein, 2004). In order to
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understand the regularities of manifestations of organizational culture, it is
important to know what kinds of factors and how they are implicated in the
development of organizational culture. This subchapter will analyze the view-
points of different authors about the formation of organizational culture. Based
on different sources, the author of the dissertation will develop a conceptual
framework of the formation of organizational culture, and in the next subchapter
the factors influencing the formation of organizational culture will be discussed.

According to Gagliardi (1986: 132), the formation of organizational culture
is an “incremental process” where the role of the leader and organizational
members is crucial. Changes in organizational culture could be evoked when the
organization faces a crisis; but whatever the reason behind the need for a new
organizational culture, the leaders and organizational members are believed to
play an active role in the process (Dyer, 1985). Organizational members have
also been seen as an important force in the formation of organizational culture
by Allaire and Firsirotu (1984), who developed probably one of the most
significant frameworks that aims to summarize the process of forming the
organizational culture. They approach the organization as a system of three
different, though interrelated components: 1) a sociostructural system (com-
posed of formal structures, strategies, policies, goals, management processes,
authority and power structures); 2) a cultural system (embodying the organiza-
tion’s expressive and affective dimensions of shared meanings such as rituals,
metaphors, architecture etc) and 3) individual actors (organizational members
with their knowledge, values, needs etc, who could be seen as contributors or
molders of meanings). The role of individual actors in shaping organizational
culture depends on the position they have in the organization: the more impor-
tant a role the individual has, the more power he has over the process of forming
the organizational culture (/bid.).

Though the framework by Allaire and Firsirotu (1984) has several advan-
tages because it covers different factors that certainly do have an impact on the
culture formation process, there are also some limitations to the framework.
Firstly, the rationale behind deconstructing the organizational culture pheno-
menon into three parts in that particular manner is disputable. In their approach,
the cultural system covers substantially different aspects, for example values,
myths, but also explicit aspects of culture (e.g. architecture). Myths could be
considered as verbalized expression of values, and therefore, they should not be
taken as belonging to the same category. Allaire and Firsirotu's (1984) approach
does not clearly state what function individual actors perform in the organi-
zational culture development process — are individual actors seen as creators of
culture or are they seen as a part of the culture? However, the approach points
out the main influencing forces and the connection between different factors,
but does not consider how the formation process itself takes place in
organizations, only stating briefly that actors “strive to construct a coherent
picture” of the organization, and as all actors “fabricate their meaning from the
same cultural raw materials” shared meanings tend to evolve (/bid: 215).
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Organizational culture is nothing one can separate from the individuals
connected to the organization, because organizational culture happens between
people (Knapp and Yu, 1999: 16). Organizational culture forms as a result of
interactions between an individual and the organization (Schein, 1997). Some
authors view powerful members of organizations — founders and leaders — as the
main source of organizational culture because their personal values, vision of
the organization as a whole and behavior shapes the culture of the organization
(Schein, 2004; Ogbonna and Harris, 2001; Padaki, 2000; Wiener, 1988;
Jaakson, Reino and Vadi, 2004). It has been argued that organizational culture
as an entity could be destroyed by removing key people who are culture
carriers, but still the basic assumptions live on in the individuals as parts of their
identity (Schein, 2006).

The founder is a significant figure in the organizational culture creation
process indeed because when starting his or her own business there is an option
of how to run the business and in that sense the founder brings with him basic
ideas, which become the foundation for organizational culture and often these
basic assumptions reflect the founder’s idea about how to succeed in business
(Schein, 1983: 14). Therefore, newborn organizations offer the best opportunity
for studying the transition “from no beliefs to new beliefs; from no rules to new
rules and from no culture to new culture” (Pettigrew, 1979: 574) because this is
when the founder’s or leader’s contribution is most visible. Founders and
leaders have a twofold impact on organizational culture: on the one hand, they
have an impact on rational and tangible aspects of organizations (for example,
structure, technology etc), but on the other hand, they also create symbols,
rituals, languages etc. Other people who will join the organization have to adapt
to the founder’s visions or try to change the values and assumptions of the
founder (see figure 6).

idea for a creating the core
new group of people founding
| enterprise | | whosharegoals | | group begins \ development of
and vision acting assumptions about
itself, environment,
about survival

mechanisms

new members /

are brought in

Figure 6. Founder’s role in the process of forming the organizational culture

Source: compiled by the author on the basis of Schein (2004).
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Founders of organizations, if still alive and associated with the organization,
may influence leaders and organizational members most directly, for example,
via imparting values and principles about the proper way of running the organi-
zation. There are several examples of founders and their profound impact on
organizational culture discernible over the years. For instance, Herb Kelleher,
the founder of Southwest Airlines is behind the organizational core values —
humor, altruism and “luv” (Quick, 1992). Another organization, where the
founder’s role in culture formation is significant is the Swedish furniture
company IKEA. Its founder Ingvar Kamprad has formulated organizational
values (known also as IKEA’s Saga) that have not changed over the decades
(see for example, Salzer, 1994). But even if the founders of the organization are
no longer there, their impact may still be profound in the form of a “cultural
heritage”. For example, Ogbonna and Harris (2001) have analyzed the impact of
the founder’s strategic decisions going back several generations and propose
that the founder’s impact on organizational culture is more pronounced than that
of previous and present CEO’s.

The role of managers and leaders in shaping organizational culture is
stressed by Gordon (1985: 104), who argues that managers are the main source
of organizational culture, and it is not possible to create a unit level culture that
is significantly different from the management’s vision about the organizational
culture. Managers have an impact on culture either explicitly or implicitly,
which means that it is possible to differentiate between primary embedding
mechanisms and secondary articulation and reinforcement mechanisms through
which leaders influence the organizational culture (Schein, 2004: 246, see figure
7). Primary mechanisms involve resources, rewards and status allocating
principles, but also reactions to critical incidents in the organization. Leaders
can also influence the culture through recruiting, selection, promotion and other
procedures. Secondary mechanisms capture the design of organizational
structure, procedures, but also formal statements of organizational philosophy,
establishing rituals in the organization. Indeed there should not be inconsistency
between the primary and secondary mechanisms.

Primary embedding mechanisms: HRM principles,
resources, rewards, status allocation principles,
reaction to critical incidents etc

\ / ! Organizational
/ \ / \ ! \ / culture
\ ’ \ ’ \ i

i

’
1

Secondary articulation and reinforcement mechanisms:
structure, procedures, formal statements of philosophy,
rituals etc

Figure 7. Mechanisms used by leaders and managers in the formation of organizational
culture

Source: compiled by the author on the basis of Schein (2004).
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In management literature, leaders and managers are often seen as the main
source of organizational culture. Though the leaders’ personal values, their
vision of the organization as a whole, and their behavior shape the organiza-
tion’s culture (see for example, the discussion by Padaki, 2000; Schein, 2004;
Wiener, 1988; Jaakson et al, 2004), one could not underestimate the contri-
bution of organizational members. Deal and Kennedy (1988) argue that or-
ganizational culture is created and managed by the managers while the role of
employees is to share the values and behave in order to support those values
worked out by the managers. Indeed, in organizations where charismatic values
dominate, the leader’s role in shaping organizational culture is probably more
pronounced than in those organizations where a traditional values system is
adopted."

There are several researchers who believe that the role of organizational
members in the formation of organizational culture is far more significant and
active (see for example, Bloor and Dawson, 1994; Gregory, 1983; Martin et al,
1985; Van Maanen and Barley, 1984; Young, 1989). The “cultural self-presen-
tation theory” states that the values of societal culture have an impact on the
effectiveness of managerial interventions (for instance, goal-setting, job
enrichment, the reward system etc), but the impact manifests itself only through
the organizational members’ reactions to those interventions (Erez and Earley,
1993). Thus, through organizational members’ responses to new situations they
act as the creators of culture (Daymon, 2000). The role of organizational
members in the formation of organizational culture is depicted on the figure 8.

Organizational members’ reactions to different situations and interpreting
the situations may depend on their individual values."> These individual values
could be seen as complex knowledge systems formed during childhood and
enhanced throughout the socialization process throughout one’s life and
experiences (Erez and Earley, 1993). Even if belonging to different groups and
organizations requires accepting organizational values, the individual's values
tend to remain the same over time, influencing how the individual perceives
organizational culture (see for example, Vadi, 2000; Vedina et al, 2006). Thus,
individual values among organizational members could be considered a power-
ful factor that has an impact on the formation of organizational culture because
the values could be seen as a filter that makes it possible to interpret and
understand ongoing situations.

'* Charismatic values refer to those values that have been transmitted from the leader-
ship; while a traditional values system is one where values are derived from and passed
on between different members of the organization (Wiener, 1988).

!5 Here individual values are defined as »enduring beliefs that a specific mode of con-
duct or end-state existence is personally and socially preferable to alternative modes of
conduct or end-states” (Rokeach, 1969: 550).
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Figure 8. Leader’s and members’ roles in the formation of organizational culture

Source: compiled by the author on the basis of Daymond (2000); Erez and Earley (1993); Schein
(1983, 2004).

Schein (1983) considers the teaching process as the most central mechanism in
creating organizational culture — the formation of organizational culture is an
interactive process first of all between the founder and organizational members.
People who belong to the organization acquire experiences during mutual
activities and cultural elements are embedded in the organization via teaching.
That teaching process should not be explicit, but rather it follows the logic of
evidence: if someone proposes a solution to a problem the group or organization
faces and the perception that the proposed solution is working is shared by the
members of the group or organization, it is then taken for granted (Schein,
1983: 21). The author of the dissertation believes that teaching is indeed an
important vehicle in the culture forming process. Hence, the term “teaching”
refers to a rather unilateral process, where one participant teaches another
participant; in other words, the “teacher” has an active role while the subject
who is taught is in a passive role'®. That is an approach the author would not
like to agree to, but rather supports the position of Daft and Weick (1984), who
use the concept of organizational learning to explain the logic of the formation
of organizational culture.

People, groups and organizations are the sources of meaning in the sense
that they interpret ongoing events and make sense of those processes relying on
existing interpretative structures (Peterson and Smith, 2000: 104) — inter-
pretations of events take place both in the internal and external environment
(Daft and Weick, 1984). Organizations could be conceptualized as a series of
nested systems that have their own cognitive systems and memories — “indi-
viduals come and go, but organizations preserve knowledge, behaviors, mental
maps, norms and values over time” (/bid: 286). The essential mechanism of the
formation of organizational culture is learning, which could be viewed as a

' However, in his book “Organizational Culture and Leadership” Schein also refers to
learning as the essential mechanism for how shared meanings are created (Schein,
2004).
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three-step process, including the scanning, interpreting and learning or action
taking stages (see figure 9).

Scanning Interpretation R Learning
(data collection) (giving meaning) 7] (action taking)

h Y

Figure 9. Organizational learning process
Source: compiled by the author on the basis of Daft and Weick (1984).

Organizational learning is an ongoing process, and while Daft and Weick
(1984) apply this framework primarily to explain how organizations acquire and
interpret information from the external environment, the author of the disser-
tation argues that a similar process takes place also inside the organization.
Scanning could be defined as the process of monitoring both internal and
external environments and gaining information about ongoing events. Those
who are involved in the process provide meaning about information, but this
does not take place in isolation — in the organization the perceptions are shared
among the members and as a result cognitive maps are construed. The last phase
covers the action stage, where the reactions to the interpretations occur. The
learning process is a looped system where feedback is gained on each phase of
the process and the recurrence of the process constantly recreates the cognitive
maps of the organization influencing interpretations of forthcoming events
(Ibid.). It has been proposed that the most effective ways of managing culture
are through one-to-one verbal communication and role modeling. New behavior
is acquired through the influence of stimuli that cue behavior-reinforcing
responses in a particular setting (Siehl, 1985:129), meaning that culture is
created in day-to-day interactions in working settings (Schein, 2004).

The learning process between different organizational actors takes place and
this process is influenced both by intra-organizational and external matters.
Organizational studies have been criticized because of their focus on internal
matters rather than on the external, societal and cultural context within which
the organizations are embedded (Martin, 1992). However, organizations could
be regarded as open systems, which are dependent on their environments, and
from that dependency reciprocal ties are created through which organizations
are intertwined and bound to each other and the environment as whole (Trice
and Beyer, 1993: 300). For example, Lundberg (1985) argues that change in
organizational culture is usually the result of non-managerial forces; however,
managers can guide the changes. Allaire and Firsirotu (1984: 213) stress that
organizational culture could not develop in a vacuum, but the organization as a
system is influenced by history and ambient society. The national culture in
which organizational actors have been socialized has a significant influence on
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individual values, but it also has an impact on the deepest level of organiza-
tional culture — basic assumptions. It has been argued that industry charac-
teristics also have a significant effect on organizational culture, but the impact
occurs on more visible levels of organizational culture, namely in the values and
practices. The main postulates of the previous discussion are presented in figure
10 as a framework for the development of organizational culture.

practices
A ¥..

organizational
members

resder/nanager

L2 Learning process

Figure 10. Framework for the formation of organizational culture

Notes: thin dotted lines indicate the possible influence of particular factors on layers of organiza-
tional culture.

Source: compiled by the author based on the ideas of Schein (2004), Allaire and Firsirotu (1984),
Daft and Weick (1984), Erez and Earley (1993), and Gagliardi (1986).

It is not always possible to differentiate how the environment'’ influences the
processes in the organization, and it is even more complicated to bring out
straightforward lines from the organization to the environment it exists in. One
could assume that these are processes that occur simultaneously, and therefore,

7 Here environment should be considered both in terms of general and specific
environment.
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specifications of those influences often remain theoretical and even hypotheti-
cal.

A more detailed analysis of the impact of contextual variables (national
culture and industry) on organizational culture will follow in the next sub-
chapter. The following section of the dissertation will also discuss how
organizational variables influence patterns of organizational culture developed
in organizations.

1.2.3. Factors influencing the formation
of organizational culture

The variety of opinions in the literature about the most relevant factors implied
in the formation of organizational culture is notable, but the author of the
dissertation believes that the list of determinants is far of complete and closed.
Furthermore, there is probably no single factor impacting the formation of
organizational culture, rather the combination of different factors should be
considered. Sources of organizational culture in light of different theories and
with reference to empirical studies in the field will be analyzed in following
sections of the dissertation, and two groups of research propositions will be
developed to test the regularities of manifestations of organizational culture in
Estonian organizations. The first group of propositions will capture ideas about
the impact of contextual variables on patterns of organizational culture, and the
second, about the effect of organizational variables on patterns of organizational
culture.

Organizational culture is often viewed as an organization’s internal attribute
rather than an external force that is imposed upon the organization (Erez and
Earley, 1993:68). Several authors have discussed the mechanisms involved in
the creation of organizational culture and some approaches could be pointed out
that stress the importance of various factors in the process of the formation and
evolution of organizational culture. For example, Allaire and Firsirotu (1984:
208) bring out three main factors which impact organizational culture: 1) the
organization’s history, 2) dominant actors via definitions of situations, and
3) members’ interpretation and sense-making of ongoing actions and inter-
actions. Those factors are difficult to underestimate in the organizational culture
formation process, but in the author’s opinion we should not only be con-
sidering internal factors. There are many studies that aim to analyze how the
values and attitudes of organizational members impact the formation of
organizational culture. The individual's role in the development of organiza-
tional culture is crucial indeed, but it cannot be approached as an independent
factor because it has been argued that organizational members’ perceptions of
organizational culture depend on the managers’ and employees’ societal (natio-
nal) cultural values (Cseh, Ardichvili, Gasparishvili et a/, 2004: 11).
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Therefore, the following external factors contributing to the development of
organizational culture are also often highlighted in the literature: 1) values of
societies (national culture) and 2) the organization’s specific environment
(industry characteristics and technology). Numerous studies have focused on the
relationship between national culture and organizational culture while linkages
between industry characteristics and organizational culture have gained less
attention. The impact of organizational variables (e.g. the organization's history,
age and size) on organizational culture has gained even less attention and con-
siderations here often remain theoretical. At the same time, it might be expected
that organizational variables mediate the impact of national culture and values
in specific industries, and therefore, organizational variables could be seen as
important in explaining regularities in manifestations of organizational culture,
and it could be misleading to leave those variables out of the research focus.

Figure 11 aims to summarize the main factors that impact the formation of
organizational culture and three groups of factors are depicted in the figure:
contextual, organizational and human. It could be proposed that those groups of
factors influence organizational culture most directly. By contextual factors, the
author of the dissertation means those aspects that are related to the environ-
ment the organization operates in (e.g. national culture, society, industry etc),
and while organizational factors may be related to these contextual factors, they
are still more organization-specific (organization’s size, age, history etc). The
third group of factors that has been considered to be important in the formation
of organizational culture is human factors. Organizational culture could not
develop and exist without the contribution of organizational members, leaders,
but also owners and founders.

The list of influencing factors described above is indeed not complete, but
the factors that have been considered most influential are brought out in the
figure below. There are few studies that focus on other determinants of or-
ganizational culture, but as the studies are fragmented it is difficult to draw
broad conclusions. From among those factors on the figure, those that will be
the focus of the empirical study are denoted with a grey background. Hence, the
discussion will focus on the impact of national culture and industry on mani-
festations of organizational culture, and it will also bring out the regularities in
manifestations of organizational culture in respect to organizational-level
variables like the organization’s age and size. Those factors that have been
adopted for the empirical research have been considered as most influential in
the literature.

Another argument supporting this choice was the accessibility of the factors
because, for example, although individual factors are important determinants of
organizational culture, not all organizations provide access to this data. The
impact of human factors on organizational culture will also not be the focus of
the present dissertation because there are several researches that have investi-
gated the role of individual-level variables on organizational culture in the
context of transition societies (see for example Aidla, 2009; Vadi et al, 2002;
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Vedina et al, 2006). Yet another important argument is the comparability of
organizations on the basis of the chosen factors. In order to compare organiza-
tions on the basis of their age, size or industry more or less clear categories or
defined units could be formed. For example, the impact of the socio-economic
environment and organizational history will be left out of the analysis, but as
mentioned before these forces will be discussed as constituents of background
information.

Reciprocal ties could be found between the groups of factors as well (indi-
cated with dotted lines in the figure), but relationships also exist between the
elements within each factor group. These connections will not be investigated
empirically, but rather will be used as a general frame of reference in the dis-
cussion part of the dissertation. From the point of view of the empirical
research, it is also important that the number of factors studied should not be
very large because otherwise the interpretation of mutual connections becomes
difficult. But at the same time, the author understands that making a choice
between the factors for the analysis makes acquiring a full picture of the
phenomenon more problematic.

=== Contextual factors — -=---- '

members

society

S R

founders I

1 history

owners

leaders

50101 upWNE]

Organizational factors

Figure 11. Framework for setting propositions about factors in the formation of
organizational culture

Notes: Dotted lines indicate connections between different elements. Factors with grey
background are the focus of the empirical study.
Source: compiled by the author
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Following the previous argument, subsequent discussion will focus on the
impact of contextual and organizational factors on organizational culture. In
order to examine the connections between influencing factors and organiza-
tional culture in more detail, two sets of research propositions will be specified
as a result of the discussion. The first set of propositions will focus on the rela-
tionships between contextual factors and organizational culture, and the second
group of propositions will aim to specify the connections between organiza-
tional-level factors and organizational culture. Due to the fact that the available
sources and our understanding of the aspects being studied is quite fragmented,
the comprehensiveness of the research propositions varies.

National culture as a determinant of organizational culture

Several studies support the idea of the organization’s environment as a signifi-
cant force in the formation of organizational culture. It has been argued that
organizations do not possess cultures of their own, but they are formed as a
function of societal culture (Erez and Earley, 1993: 69). Organizations could be
approached as products of the dialectic interplay with their environment; the
organizations take different forms because of adaptation to environmental
characteristics,'® and therefore, one could argue that organizations reflect, to a
certain extent, the values of the society they operate in (Allaire and Firsirotu,
1984: 201). Hence, from that perspective, a national culture’ is an essential
determinant of organizational culture (see for example, Hofstede et al, 1990;
Koopman et al, 1999; Mead, 1994; Van Muijen et al, 1999).

For example, a study of national cultures conducted by Koopman et al
(1999) demonstrated that there is no such phenomenon as a European cultural
pattern — each country has its own specific characteristics that also influence
organizational values and basic assumptions. The study demonstrated that
organizational culture is strongly influenced by the dominant values of the
national culture — business sector did not explain the differences in organiza-
tional culture. Similar findings have been demonstrated by Deshpandé, Farley
and Bowman (2004), who analyzed the organizational culture profile of organi-
zations in six Asian countries with the aim of bringing out regularities between
organizational culture profiles and organizational performance. The findings
demonstrated significant differences of organizational culture, and those

'8 Here environmental characteristics should be understood in their broader meaning
(social, political, economical characteristics).

' National culture is often regarded as a synonym for ethnicity; however, sometimes
these two concepts should be distinguished. Ethnicity refers to people’s sense of
belonging to a self-reproductive group (Westin, 2002). When a society is homogenous,
ethnic culture and national culture could be approached as synonyms, but when diffe-
rent ethnic groups are represented in society the term national culture could be defined
as the dominant mental program of the country (considering that different ethnic groups
are represented in a particular culture).
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differences were consistent with the countries’ historical and cultural diffe-
rences. Thus the results supported the idea of the national culture’s impact on
the organizational culture profile. However, when analyzing the influence of
organizational culture on a company’s performance, the study demonstrated that
the impact was statistically identical across countries: internally focused
cultures (Human Relations and Internal Processes types) detracted from per-
formance, while externally focused or more open organizations (Open System
and Results oriented types) performed better. These results were generally in
line with the results from a similar study conducted on the sample of industrial
countries (Deshpandé¢, Farley and Webster, 2000).

Based on the previous argument, the first proposition about the impact of
contextual factors on organizational culture will be set as follows:

Proposition 2a:
Organizations that operate in the same national cultural context share similar
patterns of organizational culture.

There are authors both for and against the idea that national culture affects
organizational culture. Allaire and Firsirotu (1984) have argued that some other
strong contingency factors may influence organizational culture, and in that
case organizational values, beliefs and meaning systems may diverge
substantially from those of the society. For example, in the case of multinational
companies, the impact of national cultural values from the host country may be
marginal compared to the values of the enacted environment of the parent
company. Hofstede (1985) seems to take a different position arguing that the
founders’ national values appear in the organization even if it spreads all over
the world: the subsidiary’s culture might be a hybrid between the international
organizational culture and the local national culture, but still, there are some
values represented in the organizational culture that have been transmitted from
the national culture of the mother company.

In the scope of present study, conclusions about the effect of some features
of national culture on organizational culture could be made using the example
of Estonian national culture, though the author admits that it may be compli-
cated to expose clear connections, because of divergent and fragmented data
about the national culture of Estonia. Moreover, getting a reliable picture of
patterns of organizational culture that have arisen out from the national culture
is not easy because the diversity of topics and methods applied in different
studies about organizational culture in Estonia is remarkable. Andrijevskaja and
Vadi (2003b: 282) have concluded that the papers published on organizational
culture in Estonia “could be viewed as a springboard for future studies”. Yet,
some albeit hypothetical regularities could be brought out about the patterns of
organizational culture in Estonian organizations.

The national culture of Estonia has been described as a culture of low power
distance, medium uncertainty avoidance and high individualism and

73



masculinity”® (Vadi and Meri, 2005). However, the results presented by
Huettinger (2008) are somewhat different. According to his study, Estonia
scored moderately in individualism and low in masculinity, but for example,
Spector et al (2001) have reported moderate masculinity in Estonia. Lauristin
and Vihalemm (1997b: 253) have argued that the mentality of Estonians is
modernist and pragmatic, which means that they tend to be achievement-
oriented, but at the same time conservatism and low autonomy could be pointed
out as characteristic features of Estonians as well.

Uncertainty avoidance is assumed to be negatively connected to innovation
initiative because a reliance on rules constrain opportunities to develop new
solutions. Power distance is also believed to be negatively connected to crea-
tivity and the ability to innovate (Kaasa and Vadi, 2008; Ulijn and Weggeman,
2001). Low power distance as characteristic to Estonian culture on the one hand
should facilitate innovation and the capability to change; but on the other hand,
considering the moderate uncertainty avoidance in the national culture it could
appear as a barrier to flexibility and ability to adapt at the organizational level.
Elenurm and Oper (2008/2009) have reported that a risk-averse culture has been
seen as quite an important obstacle to innovation among Estonian enterprises.
Encouraging experimentation with new ideas and fostering an innovative
culture that would reward honest failures has been considered important aspects
by entrepreneurs (/bid.). A similar tendency is also described by Vedina et a/
(2007) who have pointed out that while the general conditions in Estonia for
innovation are favorable, the innovation performance indicators among Esto-
nian organizations are not very high. Organizations seem to not be proactive
and adaptive towards changes in the environment.

High levels of masculinity and individualism at the societal level may mani-
fest in organizations in terms of high task and results orientation, while relation-
ships, teamwork and cohesion (feminine values) might be less typical. Studies

% Hofstede (2001) defines cultural dimensions as follows. Power distance reveals to
what extent power and hierarchical relations are considered essential in a culture; it also
indicates the scope to which power is accepted in organizations. Fischer et al (2005)
have argued that power distance is multidimensional and this also refers to paternalistic
or mutual supporting relationships in society and organization. Uncertainty avoidance
explains to what extent vague and tense situations are tolerated or avoided. In those
societies where uncertainty avoidance is high, rules and regulations are created to
diminish risks and avoid unexpected situations. The individualism-collectivism
dimension makes it possible to clarify whether the interests of an individual or a group
are considered to be more important — individualistic societies are characterized by
weak relations between individuals, and it is assumed that everyone’s responsibility is
to take care of himself and his family while in collectivistic cultures on the contrary
people are connected to each other through strong and cohesive groups and people are
expected to be loyal to those groups. Last dimension — masculinity-femininity shows
to what extent a culture is dominated by masculine values (e.g. orientation towards
achievement and competition) versus feminine values like discretion, modesty, tole-
rance and solidarity.
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that approach organizational culture through task and relationship orientation
seem to support that position; however, not only does societal culture matter —
rather it is ethnic background and the composition of organizations from that
perspective that might count for orientations of organizational culture. Vadi et
al (2002) have revealed that Estonians are more task oriented compared to
Russians who scored higher on the relationship orientation scale’’. Research
conducted by Vedina et al (2006) in Russian-speaking minorities confirmed the
dominance of relationship orientation in Russian samples. Thus, the extent to
which relationship orientation is exhibited in the organization might be depen-
dent on organizational composition in terms of ethnic background.

It has also been argued that in the Estonian cultural context, the most
suitable organizational culture would be the well-oiled machine (Hofstede,
1983; Vadi and Meri, 2005). This is an organization characterized by
bureaucracy and robust structure and in this kind of organization situations are
solved according to rules and regulations (Vadi and Meri, 2005). Findings from
another study support these ideas. Roots (2003) has argued that Estonian
organizations could be characterized by high formalization and centralization;
however, there is a tendency to become less centralized in the future.

The main postures of the previous discussion are presented in figure 12. The
figure indicates the connections between dimensions of the national culture and
the general features of organizational culture. No concrete types of organiza-
tional culture are brought out in the figure because this would limit the scope of
studies that could be used to set the proposition.

As we can see in the figure, power distance and uncertainty avoidance at the
societal level is believed to have an intervening effect on the development of
innovational aspects of organizational culture, even though higher power
distance will usually result in a hierarchical and rules based organizational
culture. The other two dimensions of national culture — individualism and
masculinity — seem to contribute mainly to task orientation at the organizational
level and at the same time do not foster aspects of relationship orientation.

2l Here relationship orientation indicates belongingness and close interpersonal

relationships in work-related situations. Task orientation reveals attitudes towards
organizational tasks — it explains the extent to which organizational members are willing
to support achieving organizational goals (Vadi et al, 2002).
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Figure 12. Connections between dimensions of national culture and dominant features
of organizational culture based on studies of Estonian culture

Notes: dotted line shows negative and continuous line marks positive relationships between the
variables. Relationships base on general theoretical and empirical grounds.

Source: compiled by the author on the basis of Huettinger (2008); Kaasa and Vadi (2008);
Lauristin and Vihalemm (1997b); Spector et al (2001); Ulijn and Weggeman (2001); Vadi et al
(2002); Vadi and Meri (2005); Vedina et al (2007).

Taken together the previously highlighted linkages between the dimensions of
national culture and organizational culture, and considering the findings of the
studies of the Estonian cultural context, proposition 2b will be formulated
within the framework of the core dimensions of organizational culture discussed
in chapter 1.1.3 as follows:

Proposition 2b:

The tendency towards stability and control dominates over flexibility in Esto-
nian organizations.

The idea of national culture as the main influencer of organizational culture has
been criticized for several reasons (see for example, Allaire and Firsirotu,
1984). The most serious criticisms arise from the pluralistic nature of society,
which is particularly relevant nowadays — it is complicated to define the
national culture because there is not a single set of basic societal values.
Therefore, it is doubtful how one could detect the direct linkage between the
two phenomena. This is not intended to diminish the impact of national culture
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on the organizational setting and its culture, but rather to consider problematic
issues in the field. Besides national culture, another contextual variable — the
organization’s field of activity — is also believed to contribute to the formation
of organizational culture.

Industry as a determinant of organizational culture

Whilst the national culture has been proven to be an important factor in the
formation of organizational culture, there are several researchers that have
argued that field of activity (sector, and more specifically industry) plays an
important role in the formation of organizational culture (see Boyne, 2002;
Chatman and Jehn, 1994; Gordon, 1991; O’Reilly et al, 2002; Padaki, 2000).
Deal and Kennedy (1982) have even claimed that the business environment
(customers, competitors, technologies, government influences) is the single
greatest influencer in shaping organizational culture. It has been proposed that
national culture is a powerful facet explaining differences in organizational
culture at the values level, while business sector values have an impact on the
practices of the organization (see for example, Hofstede et al, 1990, Van Muijen
and Koopman, 1994, Van Muijen et al, 1999).

Gordon (1991) argues that organizations are founded on industry-based
assumptions about customers, competitors and society and from those
assumptions (or industry ideologies as defined by Trice and Beyer (1993))
certain values are derived which serve as the basis for strategies, structures and
processes needed for the survival of the organization. Therefore, organizations
that belong to relatively homogeneous industries are similar because the specific
environment prescribes what kind of structures organizations implement or
what the orientation of the organization should be; also, regulatory demands of
the industry shape organizational culture to a great extent (O’Reilly ef al, 1991).
Gordon (1991) has brought two illustrative examples — the first one is about an
electricity utility, where sector-based assumptions expect a continuous and
uninterrupted service, and therefore, high value has been placed on reliability
and stability in organizations; and the second example, from the financial
services industry, which is traditionally known as a rather stable and
conservative business sector, but deregulation of the sector has made the
environment more competitive, and therefore, adaptability rather that stability is
expected from organizations. Thus, in order to maintain legitimacy, survive and
develop, the organizations must be in accordance with their institutional
environment (Christensen and Gordon, 1999).

It could be argued, that the boundary is not settled between specific
industries, but rather between private enterprises and public agencies (see for
example, Boyne, 2002). Meta-analysis of empirical studies indicates that public
and private organizations differ in the following aspects: environment (public
organizations are more open to environmental influences); organizational goals,
which are more vague for public entities; structures (there is more red tape in
public organizations, there is more bureaucracy and less managerial autonomy
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in public agencies) and values (managers in public organizations have less
materialistic values, they have stronger public interest motives and weaker
organizational commitment) (/bid: 116). Nevertheless, most of the studies that
have focused on the influence contextual factors have on organizational culture
have not taken such broad analysis categories, but rather have compared
organizational culture in different industries. Empirical studies on the effect of
industry on organizational culture range from studies that focus on the com-
parison of a few sectors to analyses that also encompass aspects of national
culture. However, the studies that can draw conclusions on the basis of wide-
ranging comparisons at the industry level are not frequent, and therefore, most
of the studies offer limited conclusions about industry effects on organizational
culture.

Chatman and Jehn (1994) have demonstrated that industry accounts for
variance in organizational culture patterns. Similar findings have been reported
by Dastmalchian, Lee and Ng (2000), who found that organizations operating in
manufacturing, finance, trade, hospitality, communications, utilities and health
and social services differ a great deal in terms of their organizational culture.

There are numerous studies that provide empirical evidence of features of
organizational culture characteristic of particular industries. For instance,
organizational cultures that combine the cultural dimensions external focus and
stability tend to be most characteristic of manufacturing companies (Dast-
malchian et al, 2000), but also some service organizations (Chatman and Jehn,
1991). Internal focus and stability has been found to be most common among
organizations operating in the public sector (Parker and Bradley, 2000), utilities
(Dastmalchian et al, 2000); healthcare (Dastmalchian et al, 2000; Lok and
Crawford, 1999; Savi¢ and Pagon, 2008), but also for prisons (Wright, 2005).
However, in some sectors pointing out the dominant features of organizational
culture is complicated — for instance education seems to be one of them. While
analyzing educational organizations from the perspective of organizational
culture a divergent picture may be captured. It has been even argued that
universities do not have organizational culture at all; rather universities should
be interpreted as a set of subcultures (Silver, 2003). Ellstrom (1983: 231)
summarized statements from different authors and characterizes educational
organizations as orderly and rational bureaucracies, characterized by a
hierarchical and coordinated structure while at the same time ambiguous and
loosely coupled. Fragmentation, bureaucracy and individualism have also been
stressed by Froman (1999) after analyzing the organizational culture of
educational institutions. The goals of academia are often unclear, differentiated
and fuzzy (Bartell, 2003). Though mainly holding the values of tradition, today
higher education organizations experience pressure for organizational inno-
vation (Obenchain et al, 2004), which certainly may have an impact on their
culture.

To conclude, from the previous discussion it becomes evident that the field
of activity of an organization plays an important role in patterns of organiza-
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tional culture. However, not rejecting the cultural variances that may be found
in organizations in the same industry, the proposition about the impact of the
organization’s field of activity on organizational culture will be constructed as
follows:

Proposition 3:
Variation in organizational culture is greater across industries compared to
differences within industries.

However, making generalizations at the industry level may be pursued with
caution because technologies applied by organizations may vary within
industries as well. For example, Chatman and Jehn (1991) propose that service
sector organizations in industries with intensive technologies are more people
oriented than outcome oriented, but service organizations in industries with
long-linked technologies will be characterized by cultures that are more
outcome oriented than people oriented. Moreover, the industry might not be the
single influential factor that affects the formation of organizational culture, and
therefore, other agencies should be considered.

Organizational culture from the perspective of organizational
characteristics

In addition to contextual factors, organizational variables could be used to
explain regularities in manifestations of organizational culture because the
different characteristics of an organization play an important role in shaping its
organizational culture (see Vadi and Alas, 2006). However, organizational
variables such as the organization’s age and size have received only little atten-
tion in the research into organizational culture. For example in May 2009, more
than 6 000 peer reviewed articles from academic journals could be found using
the subject term “organizational culture” in the Business and Economic
databases at EBSCO. When adding the term “size” less than 40 articles could be
found, and searching the terms organizational culture and organizational age
brings less than 10 articles. Results like these indicate that empirical research
concerning the impact of organizational variables on organizational culture is
rather modest. The following sections will discuss organizational age and size
as determinants of organizational culture, proposing how the age and size of the
organization might influence patterns of organizational culture.

Organizational age

It has been argued that whilst anthropologists have difficulties studying the
cultural origins of societies, it is much easier to reconstruct the past for organi-
zations and analyze how the organization’s past has been implied in the
formation of organizational culture (Schein, 1991). The idea seems meaningful
and reasonable, but in practice the reconstruction of the organization's past is
not always so easily achievable, especially when one focuses on organizations

79



with long traditions. There are not many studies that consider organizational age
as the influencing factor in the formation of organizational culture; however, it
has been admitted that the history of an organization in the sense of its
continuity and traditions may leave traces on its organizational culture.

Some authors have proposed that it is reasonable to analyze the dynamics of
organizational culture within the framework of the life-cycle model (e.g. Goffee
and Jones, 1998; Greiner, 1972; Quinn and Cameron, 1983). For example,
Goffee and Jones (1998) have proposed that organizational culture changes
along with the organization’s life-cycle. Moreover, a strong positive correlation
between the organization’s age and size usually exists (Barron et al, 1994).
Goffee and Jones (1998) see the size, organizational age and external environ-
ment as the main pressures behind the development of organizational culture,
arguing that organizations usually start small and the presence of organization’s
founders and owners develop a communal culture that could be described by
high sociability and high solidarity”>. Because of changes in the environment
and in the organization itself, it moves to other types of culture balancing
between levels of sociability and solidarity.

Cameron and Quinn (1999) have argued that changes in organizational
culture occur mainly due to internal pressures — the size and age of the organi-
zation seem to be the main factors that push the organization to change from an
adhocracy or open system of culture in the earliest stages of the organizational
life-cycle to a clan culture. When the organization grows the need for rules and
standard procedures occur, and therefore, a hierarchical culture will take shape,
which because of dissatisfaction among organizational members in turn calls for
a new reorientation. Cameron and Quinn (1999) propose that at that stage of the
life-cycle, a hierarchical culture will be supplemented by a market culture. The
logic of the development of organizational culture has also been explained by
Greiner (1972), who argued that organizations grow through evolutionary stages
that are followed by revolutionary stages. Periods of revolution are those where
the organizational culture may change radically. While in recently established
organizations, the development of organizational culture follows rather a similar
pattern, changes in organizational culture in mature organizations are believed
to be consciously managed and less predictable (see Cameron and Quinn,
1999).

However, the connection between organizational culture and the organiza-
tion’s age and size is not always ultimate. Considering recent transitional and
former catch-up societies like Estonia, and taking into account their historical
and socio-economic background, it would not be useful to apply the life-cycle
model to analyze the effect of organizational age on the development of
organizational culture for several reasons, but first of all — the traditional life-

22 While sociability is a measure of friendliness among organizational members,
solidarity describes to what extent the relationships are based on common task, mutual
interest and clearly understood shared goals.
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cycle model hardly fits the context of radical changes and transformations. For
example, Zahra and Hansen (2000) have argued that the privatization of
enterprises may lead to significant changes in the organizational culture of those
companies. It has been found that after privatization organizational culture has
changed towards a greater emphasis on performance, people orientation and
organizational integration (Cunha and Cooper, 2002).

Many organizations that operate today in Estonia were established under the
command economic system, which essentially differed from a market economy.
Vadi and Vedina (2007) have argued that fifty years of communist ideology and
practice have had a significant effect on organizations and their members. When
the rapid transition from a command economy to a market economy started in
the early 1990s, organizations had to adapt to the new conditions and reorganize
their activities very quickly, but at the same time they had to “grapple with the
mentality and organizational culture that had been produced in the conditions of
the command economy” (Vadi, 2003b: 31). On the other hand, there are lots of
organizations that started from zero at the beginning of 1990s, and also had the
opportunity to develop an organizational culture from zero. In that sense, it is
interesting to analyze whether the organizational culture is different in the two
groups of organizations — the old and new organizations. The terms “old” and
“new” are subjective categories, often taken for granted and no explanation is
provided about the basis for considering an organization “old”. Here organi-
zations that were established before 1991 are considered old, and organizations
founded after 1991 new.

It has been argued that organizations with a long history usually have rooted
cultures and organizational members perceive their organization in more homo-
geneous manner (Kekile and Kekéle, 1995; Wiener, 1988). The reasoning here
could be found from the essence of organizational culture. Organizational
culture has been understood as the knowledge that is learned and shared by
organizational members over time (Jaskyte and Dressler, 2004), and therefore,
the longer the history of a particular organization, the more complete and
similar an understanding of its culture would exist among its organizational
members.

It has been proved that a greater sharing of the organizational culture among
organizational members is associated with lower innovativeness, while greater
diversity of beliefs and values within the organization leads to higher inno-
vativeness (Jaskyte and Dressler, 2004). Besides, it has been proposed that older
organizations tend to be more stability oriented because of inertia (Tsui et al,
2006; Van Wijk et al, 2007). It has been also argued that older organizations
“suffer from ossification of their routines, non-learning processes, blindness,
and conservatism, which cause poor performance and decline” (Durand and
Coeurderoy, 2001: 473). Alas (2004) has demonstrated using the example of
Estonian companies that success in implementing change and progress in
creating a learning organization varied with regard to the age of the organi-
zation: older companies were less successful in adjusting to change. The
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previous arguments provide the basis for constructing the following
propositions:

Proposition 4a:
Organizational culture is perceived in more a homogeneous manner in older
organizations.

Proposition 4b:
Older organizations are more stability and less flexibility oriented than new
organizations.

Size of organizations

Another organizational characteristic often regarded, but empirically seldom
investigated, as a variable that influences organizational culture is organiza-
tional size. In the scope of the present dissertation, organizational size is defined
using the number of organizational members; however, the author is aware of
different approaches to measuring organizational size.” From the perspective of
organizational culture, the number of organizational members®* is an
appropriate measure of organizational size because organizational culture is a
social phenomenon and could not exist without people. Furthermore, the
number of organizational members explains organizational structure and its
complexity (Evers et al, 1976). Nord and Tucker (1987 cf Damanpour, 1992)
have suggested using size categories instead of approaching organizational size
as a continuous variable, arguing that “it is not clear what the nature of
smallness is or where it ends and largeness begins”.*

Several researchers have argued that organizational size has an effect on
internal aspects of organizational culture (internal processes, intra-organiza-

2 Measures of organizational size applied include, for example, physical capacity,

measures concerning input and output, financial resources (see for instance, Evers et a,/
1976; Price, 1997; Camison-Zornoza et al, 2004).

* Traditionally only employees are considered under the term organizational mem-
bers, but this is too limited an approach, because there are different types of employees
(part-time, supernumerary and temporary employees are only a few examples). In this
dissertation organizational members are defined as “individuals who are legitimately
subject to organizational norms” (Price, 1997: 490). According to this criterion, for
example, students should be considered organizational members of universities, but for
example members of governing boards are not considered to be members (/bid).

* However, studies in the field of organizational size have revealed that organizational
size is often a matter of subjective perception (e.g. Adrat, 2007) for reasons of statistical
analysis clear categories are needed. According to EUROSTAT, organizations could be
classified by the number of employees as follows: micro-enterprise (1-9 persons
employed); small enterprise (10—49 employees); medium-sized (50249 employees) and
large enterprise (more than 250 employees).
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tional relationships and structures). Astley (1985) has pointed out that growth in
organizational size will cause changes in structure and result in a higher level of
bureaucracy. Dastmalchian et a/ (2000) have also found a positive correlation
between organizational size and the Internal Processes type of organizational
culture. The influence of organizational size on relationships between organiza-
tional members is believed to be a restrictive one, because in larger organiza-
tions it is complicated to foster close and friendly relations between organiza-
tional members, organizational culture may become more fragmented because
of the subgroups and subcultures that exist in the organization. If the subcul-
tures are not aligned, the conflicts that may occur between subcultures may
become a source of system pathology (Schein, 2006). The negative impact of
organizational size on the development of the Human Relations type of
organizational culture has been demonstrated, for example, in the study by
Dastmalchian et al (2000). Taking together the discussion about the impact of
organizational size on intra-organizational relationships in terms of organiza-
tional formalization and interpersonal relations it can be suggested that:

Proposition 5a:

Larger organizations foster the values that aim to assure integration by means
of formalization and centralization, while in smaller organizations cohesion,
trust and close relationships between organizational members are more preva-
lent in patterns of organizational culture.

Organizational size is believed to have an impact on the relationships between
the organization and its environment. It has been argued that the size of the
organization has an impact on the organization’s ability to respond to changes in
the environment, and the main reason here has been seen in the more complex
structure of larger organizations (Hannan and Freeman, 1984). By analyzing the
implementation of change, Alas (2004) has found that small and large organiza-
tions were more successful in implementing transformational change, whereas
middle-sized companies were the least successful. Moreover, compared to the
estimates of the public sector, managers in the private sector found the changes
to be more successful (/bid: 52).

There is vivid discussion in the management literature about the influence of
organizational size on the innovativeness of the organization. It is believed that
larger organizations tend to be more bureaucratic and less entreprenecurial
(Serensen and Stuart, 2000), and therefore less flexible towards changes in the
external environment. Innovation is a critical factor for organizational survival
because of the rapidly changing and increasingly competitive environment
(Flynn and Chatman, 2001). Principles of bureaucracy tend to be in sharp
contrast to the values needed for innovation in an organization. However, the

% Here innovation is defined as a combination of the creativity (i.e. generation of new
ideas) and the actual introduction of change (i.e. implementation) (Flynn and Chatman,
2001: 265).
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conclusion that larger organizations are more bureaucratic and rigid, and
therefore, are not able facilitate innovation may be premature.

Findings considering the effect of organizational size on innovation-related
aspects are somewhat divergent. On the one hand, because of the existence of
more complex and diverse skills, capabilities and resources in large organiza-
tions are believed to be more innovative, but on the other hand, small organiza-
tions are usually more flexible, experience less inertia (Schein, 2006) and their
ability to accept, adapt and implement changes is higher, which would also
facilitate innovation (Damanpour, 1992). Concerning sector-based differences,
it has been found that organizational size is more positively related to inno-
vation in manufacturing than in service organizations (/bid.), but at the same
time, the findings of Camison-Zornosa et al (2004) are contrary — size was more
positively related to innovation in service organizations. These kinds of results
demonstrate that there are also other variables than size that have a moderating
effect on innovation in organizations. Although organizational size is often
discussed in the context of the innovativeness of the organization, innovation
per se is not the focus of the present dissertation. Innovativeness may be an
attending outcome of the organization being flexible and opened to change.”’

Therefore, the proposition about the relationships between organizational
size and organizational culture will be formulated in terms of flexibility and
openness as follows:

Proposition 5b:
Smaller organizations are more flexible and open to change than larger
organizations.

Studies tackling this area have not managed to prove that an organization’s size
has any impact on results orientation, and therefore the following proposition
could be set:

Proposition 5a:
The results orientation of an organization is unaffected by its size.

Based on theoretical arguments and the results of empirical studies, several
propositions were formulated concerning patterns of organizational culture and
the factors that facilitate the regularities in manifestations of organizational
culture (see figure 13).

" Here changes are interpreted as intended or unintended reactions to pressures from
the internal or external environment.
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Figure 13. General logic of research propositions

Source: Compiled by the author.

The propositions formulated in the theoretical part of the dissertation are
summarized in table 6.

Table 6. Propositions set up for empirical analysis

Category | Keywords | Proposition
o Proposition 1a:
—~ . .
2 Connections Types of organizational culture are complementary to each
8 between other, but there are differences in the strengths of
= g relationships between the different types of culture.
£ o |types of —
e s . Proposition 1b:
§ § |organiza- | . <t b "
N tional tronger connections exist between those types of
g culture organizational culture that share common values (adjacent
%D quadrants) compared to the connections between the types of
organizational culture from opposite quadrants.
Proposition 2a:
n . . . .
9 Organizations that operate in the same national cultural
,'c;v National context share similar patterns of organizational culture.
g culture Proposition 2b:
T§ The tendency towards stability and control dominates over
& [flexibility in Estonian organizations
é Proposition 3:
8 Industry Variation in organizational culture is greater across indus-
tries compared to differences within industries.
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Table 6. Continued

Category | Keywords | Proposition

Proposition 4a:

Organizational culture is perceived in a more homogeneous
manner in older organizations.

Age Proposition 4b:
" Older organizations are more stability and less flexibility
% oriented than new organizations.
& Proposition 5a:
g Larger organizations foster the values that aim to assure
§ integration by means of formalization and centralization,
2 while in smaller organizations cohesion, trust and close re-
g lationships between organizational members are more
§D Size prevalent in patterns of organizational culture.
S Proposition Sb:

Smaller organizations are more flexible and open to change
than larger organizations.

Proposition Sc:

The results orientation of an organization is unaffected by its
size.

As manifested on the illustrative figure 13 and in table 6, the first group of
propositions explores what kinds of connections exist between types of organ-
izational culture (Propositions la and 1b). Te other propositions explain
connections between organizational culture and contextual and organizational
variables. More precisely:
e How national culture influences patterns of organizational culture (Pro-
positions 2a and 2b);
e To what extent the field of activity influences the formation of organiza-
tional culture (Proposition 3);
e What relationships exist between an organization’s age and patterns of
organizational culture (Propositions 4a and 4b);
e How an organization’s size influences patterns of organizational culture
(Propositions 5a, 5b and 5c).
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1.2.4. Theoretical foundations of the methodological
approaches in research into organizational culture

While the previous subchapters discussed multiple notions of the phenomenon
of organizational culture, discussions of the methodological basis for research
into organizational culture are also vivid. The terrain of research into organiza-
tional culture from the methodological point of view is rich, and the diversity of
studies is wide ranging from ethnographic studies to pure quantitative surveys.
Different paradigms like positivism, interpretivism and critical theory (post-
modernism)®® exist in management research (Gephart, 1999) and while analy-
zing studies conducted in the field of organizational culture, positivism and
interpretivism seem to dominate.

For example, Schein (1991) distinguishes three approaches to the study of
organizational culture. Firstly, the survey research approach that categorizes
cultures according to distinct dimensions and measures organizational culture in
light of those dimensions (e.g. Hofstede, Kilman). The second approach is the
analytical descriptive approach, which breaks organizational culture down
analytically into components that are empirically more tractable, and studies
those components aiming to describe and measure the cultures via mani-
festations of deeper levels of culture such as rites, rituals, stories and symbolic
manifestations (e.g. Trice and Beyer; Martin and Siehl). Thirdly, ethnographic
studies (e.g. Alvesson, Kunda) practice intensive and extensive observations
with supplementary interview data with the aim of highlighting the uniqueness
and complexity of cultural phenomena. The results of such studies are often
called “thick descriptions” (Schein, 1991: 244).

Measuring “elusive, intangible phenomena derived from multiple, evolving
theories” is a challenge that social science researchers have to face (DeVellis,
2003: 7). Sackmann (1997: 4) believes that the concept of cultural complexity
actually goes beyond existing conceptualizations and “Western either-or logic”
should be replaced with “both-and” logic. This notion would be useful to
remind every researcher making studies in the field — moving between different
paradigms and not being limited to only one approach would probably give the
most relevant results. Still, awareness of the limitations should force a critical
approach to the research.

Denison and Spreitzer (1991: 7) have pointed out that there is little
agreement among researchers concerning appropriate methods for studying
organizational culture. Methodological issues of researching organizational

** For the main postulates of each paradigm see Appendix 3. Paradigm: the concept
introduced by Thomas Kuhn in the early 1960s could be defined as ‘“conceptual
worldviews that consist of formal theories, classic experiments, and trusted methods”.
(Kuhn, 2009) Thus, a paradigm represents people’s values judgments, norms, standards,
frames of reference, perspectives, ideologies, myths, theories and approved procedures
that govern their thinking and action (Gummesson, 2000: 18)
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culture vary along with the schools of thought and the differences in interpreting
organizational cultural phenomenon as discussed in subchapter 1.1.1. While the
symbolic school of thought represents ethnographic studies of the field of
organizational culture, the socio-cultural school of thought has more diversity in
terms of methodological approach. Those researchers that handle organizational
culture as a whole tend to support the survey research approach, but other
authors who understand organizational culture as a set of behavioral and cogni-
tive components follow the tradition of the analytical descriptive studies.
Previous subchapters have mainly introduced the studies that could be classified
as survey research and analytical descriptive studies, but even in these fields the
variety of measurement tools is remarkable (see the overview of studies in
subchapter 1.1.3, appendices 1 and 2). The choice between methodological
approaches, methods and measurement tools should be made first of all in
accordance with the purpose of the research because there is no single best
method for studying organizational culture.

Traditionally, a distinction is made between two types of analysis — quali-
tative (i.e. interviews, case studies, content analysis, observations etc) and
quantitative (i.e. different types of questionnaires);* however, as pointed out by
Davey and Symon (2001: 124-125), this kind of distinction has given rise to
discussions because it is complicated to make clear-cut differences between
qualitative and quantitative research methods. Van Maanen (1998: xii) has
argued that “quantitative research is not the evil twin of qualitative research”,
but it is rather a matter of methodological discourse as mentioned before. The
purpose of this subchapter is to analyze the strengths and shortcomings of
different types of analysis in the field of research in organizational culture.

Qualitative methods in research into organizational culture

Proponents of using qualitative methods in research into organizational culture
mainly conduct studies in the interpretivist paradigm; however, this is not
absolute — qualitative analysis is also applied in studies that follow the ideas of
positivism. The difficulties of measuring and analyzing organizational culture
are admitted by several researchers (e.g. Alvesson, 1993; Gummesson, 2000;
Lund, 2003 and others). Alvesson (1993) has argued that cultural concepts like

¥ Here qualitative research is defined as a research strategy that usually “emphasizes
words rather that quantification in the collection and analysis of data” and that
predominately emphasizes an inductive approach to the relationship between theory and
research, in which emphasis is placed on the generation of theories. Qualitative studies
reject the practices and norms of positivism and emphasis is put on the ways in which
individuals interpret their social world, moreover social reality is approached as a
“constantly shifting emergent property of individuals’ creation” (Bryman and Bell,
2003: 25). Quantitative research emphasizes quantification in the collection and analysis
of data which entails a deductive approach focusing on the testing of theories.
Quantitative research follows the ideas of positivism and embodies a view of social
reality as an external and objective reality. (Ibid: 25).
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values, rites, rituals and so on, do not lend themselves to quantification and to
strict variable thinking. Gummesson (2000: 35) agrees with the remarks by
Alvesson and advocates the use of qualitative methods in research into man-
agement and organizations, using the metaphor of an iceberg: only 10-15% of
an iceberg’s mass is above the water’s surface and the same could be said about
organizations — using quantitative methods gives some overview of an organi-
zation, but to understand the processes or the core of the organization, a closer
look is required. The primary strength of the qualitative approach in research
into organizational culture is its ability to investigate and understand underlying
values, beliefs and assumptions (Yauch and Steudel, 2003). Qualitative methods
like in-depth interviews or case studies provide an opportunity to get a holistic
view as they enable us to get a rich description of phenomena and make
meaningful explanations.

The tool that is often used in analyses of organizational culture is
metaphor’’, which is believed to be an important organizing device in thinking
and talking about complex phenomena (Alvesson, 1993: 9). However, Alvesson
(1993) stresses that a complex understanding of social phenomena could be
derived from the synthesis of different metaphors and relying on some par-
ticular metaphor is problematic. Thus, metaphors may be effective auxiliaries
for mapping organizational culture, but there is also the danger of using super-
ficial metaphors that will not give a true picture of organizational culture.

However, there are also limitations to using the qualitative research
approach in analyses of organizational culture. A substantial limitation concerns
making comparisons and generalizations because qualitative research focuses
more on specific cases and exceptions that on abstractions and generalizations.
It has been argued that qualitative research sidesteps the hypothetical-deductive
research model in favor of an inductive, interpretive approach (Van Maanen,
1998: xi), providing the deep, detailed and “rich” descriptions of the culture in a
particular organizational setting (Bryman, 1988: 143). However qualitative
analysis aims to give a reasoned interpretation of why the specific conduct is
common or not (Van Maanen, 1998: xi—xii) the question remains, whether and
to what extent the qualitative research provides a sense of the typicality and
generality of the events described. It has been argued that controlling the
validity and reliability of qualitative research is problematic (Flick, 2003;
Silverman, 2001). Compared to quantitative research the criteria for the validity
in qualitative research are different indeed; however, the criteria exist. For
example, several criteria and a framework for understanding validity in quali-
tative research have been proposed by Cho and Trent (2006).

3% A metaphor allows an object to be perceived and understood from the viewpoint of
another object, because a metaphor is created when a term is transferred from one
system or level of meaning to another, illuminating central aspects of the latter and
shadowing others (Alvesson, 1993).
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Qualitative research allows participants to raise issues that matter most to
them, which eventually could be seen as a strength, but also a weakness of the
research method because when participants have significant control over the
process there is the possibility that important issues could be overlooked (Yauch
and Steudel, 2003). From the procedural perspective, qualitative research is
usually more time consuming than qualitative research (/bid.).

Quantitative methods in research into organizational culture

Originating from Schein’s approach to organizational culture, quantitative
measurements of culture should be rejected because when using the ques-
tionnaires it is difficult to capture the deepest bases of culture (Lundberg, 1985,
Schein, 1997); however, quantitative methods are applicable for researching the
instrumental level of culture (e.g. values, which are more conscious or the sur-
face layer of organizational culture and artifacts), which is a part of culture
indeed. Hofstede er al (1990) have argued that cultural research should move
further from ethnographic studies so that propositions for analysis could be set
up. In that sense, quantitative research is an appropriate approach because it is
most interested in making general statements in a form of defensible propo-
sitions about analytic classes and abstracted properties of social life (Van
Maanen, 1998: xii). Quantitative research methods are considered useful in the
field of research into organizational culture and values because they make it
possible to compare the values and cultures of different organizations on similar
grounds; moreover, quantitative research methods also provide the opportunity
to quantify the relationships between different factors. Besides quantitative
research methods are less time consuming than qualitative methods (Yauch and
Steudel, 2003). However, the advantages pointed out here are not final, because
in the scope of quantitative research two rather different measurement
techniques applied in organizational culture research exist.

Self-reported questionnaires are often applied in the quantitative research of
organizational culture, which allows respondents to express their opinion about
organizational culture in terms proposed by the researcher. Several scholars
(e.g. Miao et al, 1996; Meglino and Ravlin, 1998; Ovadia, 2004 and others)
have raised the issue of appropriate measurement techniques in the scope of
quantitative research of organizational culture (and more precisely values).
Some researchers approach organizational values as independent of each other,
and normative techniques based on rating a set of items and statements
describing a value or set of values have been used by these authors. However,
ipsative techniques, which ask respondents to either rank a set of values or to
choose one value or value statement at the expense of another in a forced choice
format (Meglino and Ravlin, 1998: 359) have also been used in research into
organizational culture (e.g. Chatman and Jehn, 1991; Meglino et al, 1989,
O’Reilly et al, 1991; Vanderberghe and Peird, 1999 and others). In the dis-
cussion about the pros and cons of using rating and ranking techniques in values
research, Ovadia (2004: 406) makes the conclusion that the issue could be
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considered as unresolved or even unresolvable: neither method is without
methodological and statistical imperfections, and therefore, neither ranking nor
rating could be clearly superior.

The previous discussion focused mainly on values analysis techniques, and
though values are a pivotal concept for defining organizational culture, it is also
important to consider other layers of organizational culture (for instance, arti-
facts and practices). In that sense, applying ipsative techniques is somewhat
problematic because the diversity of practices and artifacts defining the culture
of particular organization may be notable and ranking may become impossible.
Although there are examples of using ranking techniques when analyzing
organizational culture (e.g. Competing Values Questionnaire by Quinn, 1988;
Organizational Culture Profile developed by O’Reilly ef al/, 1991), normative
techniques (e.g. instruments developed and used by Hofstede et al (1990), the
Focus instrument by Van Muijen et al (1999) and others) seem to prevail over
ipsative techniques.

Although the applicability of quantitative research methods in analysis of
organizational culture has been admitted, those methods have also been criti-
cized. Criticisms of quantitative research address several problems. The first
argument that has been raised is the scope of analysis — Denison and Spreitzer
(1991) have argued that quantitative research examines the questions that are of
interest to the researcher, rather than analyze those concepts that organizational
members use to describe themselves and their organizations. Therefore, it may
become questionable whether the context of a particular organization has been
captured in the research (Schein, 2004). Another problem often referred to is
superficiality (Denison and Spreitzer, 1991) — the survey instrument cannot get
at the deeper shared tacit assumptions that define the essence of the cultures
(Schein, 2004) partly because of the researcher’s limited capability to define
underlying dimensions of organizational culture, but also because of the tacit
nature of cultural assumptions individual respondents will be not able to answer
survey questions reliably (/bid: 206). Sackmann (2001) has stressed that the
data collected from individuals using different methods needs to be critically
examined to find out if they represent only individual opinions or the cultural
knowledge of a group or an organization as a whole, and therefore, an assess-
ment of how much intensity and consensus there is among the organizational
members about the organizational values is needed.

Though quantitative research analyzes and tests relationships between
different phenomena (and this is especially true in the case of normative tech-
niques) the meaning of the connections studied may remain undiscovered. It has
also been argued that statements included in a questionnaire may be interpreted
in a different manner by respondents (Yauch and Steudel, 2003). To avoid being
overly superficial, it has been suggested that the results be fed back to the mem-
bers of the organization for discussion because in that case the outsider and
insider perspectives are combined and the result will be more accurate.
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The characteristics of qualitative and quantitative research are summarized
in table 7. The author does not judge in terms of the pros and cons of using
either qualitative or quantitative methods in research into organizational culture,
because the author believes that the advantages and disadvantages may be

dependent on the content and agenda of the research.

Table 7. Comparison of qualitative and quantitative research methods

Category Feature Quantitative research | Qualitative research
é < orientation towards the | deductive; testing of | inductive; generation of
g S theory theory theory
”§ §0 paradigm positivism interpretivism
S ontological orientation objectivism constructivism

assessment tools standardized standardized methods
assessment tools not available;
no established norms
level of researcher low to medium high
3 involvement
§ level of subject minimal (e.g. secondary | minimal (ethnography
S involvement data analysis) to including participant
= maximal (e.g. action observation, content
S research, statistical analysis) to maximal
quality control) (clinical research,
organizational
development)
amount of time spent low high
S analysis of data statistical treatment of | statistical analysis of
"§ data available data not available
g contextual information little broad
kS level of generalizations medium to high low
S and comparability

Source: compiled by the author based on Bryman (1988); Bryman and Bell (2003); Denison and
Spreitzer (1991); De Witte and Van Muijen (1999); Flick (2003); Ovadia (2004); Schein (2004);
Silverman (2001); Van Maanen (1998); Yauch and Steudel (2003).

As seen from table 7, quantitative and qualitative research could be distin-
guished on fundamental grounds, but differences also exist in the research
implementation and results interpretation phases. As stated before, there are no
clear-cut choices based on the advantages and disadvantages of particular
research strategies, because both methodological approaches must be handled as
having limitations.

Sackmann (1991: 3) is critical of organizational cultural studies, claiming
that generally “most academicians and practitioners agree on the importance of
culture...but the major questions remain unanswered”. This criticism and skep-
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ticism partly proceeds from methodological issues. Combining qualitative and
quantitative research methods has lately gained more attention (Creswell, 2003)
and this kind of approach may facilitate a better understanding of organizational
culture. Triangulation is a method in which multiple observers, theoretical
perspectives, sources of data and methodologies are combined (Bryman, 1988:
131). By approaching the research problem using the different angles offered by
different methodologies, the researcher or data make it possible to validate the
conclusions to a greater extent, and it is suggested that qualitative research may
facilitate the interpretation of relationships between variables (/bid: 145) and in
that sense fill the gaps between collected and analyzed statistical data and the
meaning of the data.

In organizational culture studies, qualitative methods are very often used as a
starting point in an investigation as they may help develop conceptual frame-
works. Content analysis, focus group discussions, in-depth interviews, critical
incident technique and mapping value systems are but a few of the methods
used in the first phase of research to clarify the range of organizational values
relevant to the study. However, qualitative research methods could be applied
also in the final stage of the study and in that case qualitative research methods
could be used to interpret the results gained from the qualitative analysis. To
sum up — the product of qualitative research is clearly different to that of quan-
titative research, and judgments on the scale of better-worse could not be made
here (Van Maanen, 1998).

In Estonia both, quantitative and qualitative methods, have been used in
organizational culture studies; however, the quantitative approach has prevailed.
The Questionnaire of Organizational Culture (QOC) developed by Vadi et al
(2002) is most applied tool in academic research in the Estonian context (see for
example Aidla, 2009; Alas and Vadi, 2003; Himmal and Vadi, 2006; Jaakson et
al, 2009). This is a Likert-type questionnaire that enables to distinguish two
orientations of organizational culture: task orientation and relationship orien-
tation (Vadi et al, 2002). While task orientation reflects the extent to which
organizational members are willing to support their organization and its goals,
relationship orientation emphasizes the importance of interpersonal rela-
tionships in the organization. Both, the task and the relationship factor consist
of eight features.

Also, Harrison’s questionnaire adjusted by Roots and firstly implemented by
Haage (2002) and Kiitt (2002) has been used in studies of organizational culture
in Estonia. This research tool makes it possible to characterize organizational
culture in terms of formalization and centralization. However, not many studies,
which have applied the organizational culture measurement tool developed by
Roots, have been published (e.g. Roots 2003; Vadi and Roots 2006). The ques-
tionnaire comprises 15 statements with four answering options. Studies that
have applied Harrison’s questionnaire in Estonia differed from the present
research because in those studies individuals as representatives of a certain
organization were required to offer their estimations of the existing culture in
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their organization and their preferred or ideal pattern of organizational culture
(Roots, 2003). Thus, only one single person represented each organization,
which raises the issue of subjectivity. Organizational culture is a collective
phenomenon, and the author believes that opinions of at least a small group of
individuals should be collected from organizations in order to be able to make
conclusions about the organizational culture of that particular organization.

The combination of qualitative and quantitative research methods is used, for
example, in studies by Jaakson, Reino and Vadi (2008/2009) and by Hiammal
and Vadi (2006). In the first study, the authors combine critical incidents
method and apply statistical analysis in order to find out the factors that cause
organizational practices to diverge from organizational values. The study by
Hammal and Vadi (2006) has used metaphors as a tool for analyzing organiza-
tional culture — the authors seek to link the metaphors used to describe
organizational culture with members’ perceptions about task and relationship
orientations of organizational culture. The author believes that combining
qualitative methods with quantitative is important because it enables com-
parisons, and hence, more solid conclusions and generalizations about organiza-
tional culture are possible. Using only qualitative methods often provides “thick
descriptions”, but the level of generalization remains poor. As mentioned
before, only a few quantitative analysis methods for research into organizational
culture are available and validated by research in Estonia; developing a new
measurement instrument could be considered necessary because a variety of
measurement tools makes it possible to capture a more profound view of
organizational phenomena. Therefore, in the scope of the present dissertation
another measurement tool for organizational culture analysis will be developed
by the author.
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2. EMPIRICAL STUDY OF MANIFESTATIONS
OF ORGANIZATIONAL CULTURE
IN ESTONIAN ORGANIZATIONS

2.1. The research outline and methodology
for exploring the organizational culture
of Estonian organizations

2.1.1. Stages of the research and methodological
considerations

This empirical study will analyze patterns of organizational culture and the
factors that influence the manifestation of organizational culture in Estonian
organizations. To analyze the organizational culture of Estonian organizations
and test the propositions set in subchapters 1.2.1 and 1.2.3 an instrument for
measuring organizational culture was required. The development of such an
instrument was one part of the empirical study. The development of the
questionnaire started in November 2003, and the study in the organizations was
carried out in the period 2004-2009.

In terms of research stages and statistical analytical methodology, the
analysis of data will be carried out in four phases. From the methodological
perspective, several methods were used in the empirical research — figure 14
presents the stages of the empirical research and the analytical methodology
applied in the subsequent subchapters of the dissertation.

The first phase of the empirical research consisted of developing the item
pool and questionnaire. The development of the questionnaire will be
introduced in subchapter 2.1.2. Secondly, after compiling the questionnaire, the
sampling process started (an overview of the sampling procedure and sample
composition is given in subchapter 2.1.3) and a pilot study was carried out. The
aim of the pilot study was to test whether the items included in the ques-
tionnaire make it possible to differentiate between organizations on the basis of
their organizational culture. Thirdly, after the analysis of the results from the
pilot study, subscales were construed for further data analysis (see 2.1.4 for
details). The author has given feedback to 15 organizations belonging to the
sample in the form of focus group discussions, because this made it possible for
the author to validate the results. The fourth phase of the research included
testing the propositions (subchapters 2.2.1-2.2.3) and summarizing the impact
of organizational and contextual variables on organizational culture (subchapter
2.2.4).
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(chapter 2.1.4)
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Proposition testing

chapter 2.2.1. — Pla, P1b
chapter 2.2.2. — P2a, P2b, P3
chapter 2.2.3. — P4a, P4b, P5a,

Methods used

o Analysis of written material
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o Binary logit regression

Figure 14. The stages of the empirical research and components of the research
methodology

Source: compiled by the author

In the item pool development phase, systematization, analysis and a synthesis of
the literature were used. Experts’' were engaged for several reasons in the
development of the measurement tool. Firstly, they could contribute by
estimating the relevance of the items; secondly, the experts could evaluate the
clarity and conciseness of the items, and lastly, they could point out phenomena
that have been not included in the item pool (De Vellis, 2003: 86). To analyze
the experts’ estimations and suggestions, a content analysis was applied.
Moreover, descriptive statistics (mean value and median) and a measure of

31 Experts could be people who have knowledge in the content area, but also people

who have no knowledge in the field, but who can contribute to the process in terms of
feedback about the clarity and comprehensibility of the formulated items.
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inter-rater reliability’> were applied. A detailed description of the process of
developing the measurement instrument will follow in subchapter 2.1.2.

For statistical analysis, a factor analysis, mean comparison methods (t-test
and Analysis of Variances (ANOVA)), correlation analysis, regression analysis
and cluster analysis were used (see figure 14). The basic assumptions of the
parametric tests are as follows:

e interval data;

e independence of different participants;

e normally distributed data;

e homogeneity of variance.

The first two assumptions are fulfilled in the data used in the dissertation. To
test the normal distribution, the QQ plot and histogram were used, and to test
the homogeneity of variances Levene’s test was used. Levene’s test checks the
hypothesis that the variances in the groups are equal, which means that if
Levene’s test is significant at 0.05, the null hypothesis should be rejected, which
means that the variances are significantly different. If Levene’s test is not sig-
nificant, then the variances are roughly equal and the assumption is valid.

If these assumptions of normal distribution and the homogeneity of variance
are violated, using nonparametric tests should be considered. In the case of the
data used in the empirical part of the dissertation, the assumption of normality
was violated in the case of some models (i.e. organizational culture types). This
was a rather expected outcome because the estimate of the organizational
culture type is calculated as a mean of the item scores. Nunnaly and Bernstein
(1994: 168) have argued that real test scores based on the sums of items are
rarely normally distributed, even if the number of items is large because real test
items are positively correlated, but not independent.

Using nonparametric tests (e.g. Kruskal-Wallis H and Mann-Whitney U
tests) is often considered inconvenient because such tests are typically less
powerful and less flexible in terms of the types of conclusions that they can
provide (Are all test statistics..., 2009). Even if the assumptions are violated,
normal distribution-based tests could still be used if the sample size is large
enough because in the case of large samples the distribution of means differs
from the normal distribution so little that it could be ignored while solving
practical problems (Parring, Vahi and Kéérik, 1997: 71). It has also been proven

32 Inter-rater reliability is the degree of agreement over the coding or rating of items by
raters (Bryman and Bell, 2003). Usually, Cohen’s kappa is used as a measure of inter-
rater reliability; however, this measure could only be used in the case of two raters —
when several raters have been involved, other measures should be used (e.g. Fleiss’
kappa or multirater kappag..) (Randolpf, 2005). The online Multirater Kappa Calculator
(Randolph, 2008) was used to calculate the inter-rater reliabilities of different items. A
rule of thumb is that a kappa of .65 or above indicates adequate inter-rater agreement
(Bryman and Bell, 2003).
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that the consequences of violations of assumptions are less severe than
previously thought (How do we know..., 2009).

The author of the dissertation has made calculations® using the data to test
whether using parametric and nonparametric tests will give different results, and
found that the results did not differ significantly. Therefore, considering the
previous discussion and following the research tradition in organizational
culture studies, the author decided to use parametric tests for the data analysis.

Factor analysis is used to construct subscales with the purpose of clarifying
the structure of the items in terms of the relationships between the items and
latent variables (i.e. types of organizational culture) included in the item pool.
There are several assumptions that should be fulfilled in order to perform the
factor analysis. Firstly, the factor analysis is designed for interval and ordinal
data; no categorical data should be included. Secondly, the data should be
normally distributed for each pair of variables. The third assumption is that the
variables used in the factor analysis should be linearly related to each other.
Moreover, in order to extract factors on the basis of the variables, the variables
must be at least moderately correlated to each other (otherwise conducting the
factor analysis would be pointless). Another assumption of the factor analysis is
that the sample is large enough — the larger the number of items used for
factoring, the more subjects should be included in the analysis.**

An oblique rotation method of principal component analysis for items with
varimax rotation’> using Kaiser Normalization is performed for the Organiza-
tional Values Questionnaire (OVQ). In the present study, the purpose of the
factor analysis is to extract the pattern of items describing four types of
organizational culture, and therefore, the number of factors is chosen according
to a priori hypothesis.

The loading for the items over |0.40| was selected in order to be sufficient for
representing each subscale. The stability of the factor solution was analyzed
using the Kaiser-Meyer-Olkin measure of sampling adequacy (KMO). The
KMO statistic varies between 0 and 1, where values of 0 indicate that the sum
of partial correlations is large relative to the sum of the correlations — indicating
that it is not an appropriate method. A value close to 1 indicates that patterns of
correlations are relatively compact, and the factor analysis should yield distinct
and reliable factors. It has been recommended that the KMO should be greater

3 Data are available from the author on request.

' There is no clear criteria about the sample size, but for example, Tinsley and Tinsley
(1987) have suggested that a ratio of 5 to 10 subjects per item up to 300 subjects is
enough, or as argued by Comrey (1973), a sample of 100 is poor, 200 is fair, 300 is
good, 500 is very good and 1000 or more is an excellent sample for factor analysis (cf
De Vellis, 2003: 137).

3% Factor rotation is used to increase the interpretability of factors because it makes it
possible to identify clusters of variables that can be characterized predominately in
terms of a single latent variable (items will have a strong association with the same
factor) (De Vellis, 2003: 116).
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than 0.5 for a satisfactory factor analysis to proceed; a KMO over 0.80 is
considered very good adequacy for using a factor analysis (Hair et al, 1998).

The reliability of the scales constructed from the factor analysis is measured
using Cronbach’s alpha, demonstrating whether the scale reflects the construct
it is measuring. A value of reliability higher than 0.7 is considered acceptable in
the social sciences (De Vellis, 2003; Nunnally, 1978 cf Hulland, 1999) and an
alpha between 0.8 and 0.9 is considered very good (De Vellis, 2003).

The paired-samples t-test was used to identify differences in the mean
estimations of types of organizational culture in the total sample (proposition
P2a). This test makes it possible to compare the means of two variables for a
single group, computing the differences between the values of the two variables
for each case, and tests whether the average differs from zero. Dependent t-tests
(paired-samples t-test included) assume that the data are from normally
distributed populations and that the data are measured at least at interval data.

The one-way analysis of variance (ANOVA) makes it possible to identify
the differences in the means of two groups using a single independent variable.
An ANOVA analysis is used in the pilot study to identify the differences
between organizations on the basis of their organizational culture, and this will
also be applied in the proposition-testing phase. Firstly, an ANOVA test will be
used to identify organizational culture differences within and across industries
(Proposition 3), and then an ANOVA analysis will be applied to evaluate the
differences between the groups of organizations formed on the basis of or-
ganizational age (Propositions 4a and 4 b) and size (Propositions 5a, 5b and 5c¢).

The ANOVA analysis technique is an extension of the two-sample t-test. As
the analysis of variance is used to test the hypothesis that several means are
equal, the null hypothesis is set as follows:

H() JUIT UL TUG,
where ; is the mean of group i.

The F statistic for the comparison is constructed as the ratio of variation among
the sample means to the variation within the samples, and if the means of the
samples differ from each other to a great extent, the F statistic becomes large
and the null hypothesis is rejected. The confidence level of 0.95 is applied in the
ANOVA analysis.

In the case of more than two comparison groups, the post hoc tests (Least
significant differences or LSD test) of the ANOVA analysis will be applied,
because these tests allow multiple comparisons between groups. The LSD test is
based on a pair-wise comparison, and the results of the LSD test make it
possible to identify the difference between each pair of compared means (within
the confidence interval set for the difference and on the significance level).

A cluster analysis encompasses a number of different algorithms and
methods for grouping objects of a similar kind into respective categories, and
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will be used here to group the organizations on the basis of organizational
culture. A cluster analysis is an exploratory data analysis tool, which aims to
sort different objects into groups in a way that the degree of association between
two objects is maximal if they belong to the same group and minimal otherwise
(Cluster Analysis, 2009). No strong statistical assumptions exist for cluster
analysis — applying a K-cluster analysis assumes quantitative interval or ratio
variables using a similar scaling for each variable. A K-cluster analysis, where k
different clusters of greatest possible distinction can be produced will be used in
order to extract the patterns of organizational culture for identifying which
kinds of patterns of organizational culture exist within the sample of the study
(proposition 2a and 2b).

A correlation analysis is used to find whether there are relationships
between types of organizational culture, which kinds of relationships these are
(positive or negative) and how strong the relationships are (Propositions 1a and
1b). The Pearson product-moment correlation coefficient will be used, which
describes the pair-wise associations for a set of variables. A scatter plot was
used in order to test the assumption of linearity, and a two-tailed test will be
used because the nature of the relationship between types of organizational
culture cannot be predicted. The criteria for interpreting the correlation’s size
are arbitrary and conventional, and therefore, should not be observed too strictly
— the interpretation of a correlation coefficient often depends on the context and
purpose. In this dissertation, following criteria will be applied for interpreting
the value of the correlation coefficient: | r | < 0.3 is a weak correlation;
0.3 <|r|<0.7 is a medium correlation and | r | > 0.7 is a strong correlation
between variables (Parring, Vahi and Kéarik, 1997: 190).

A binary logistic regression analysis is a method that makes it possible to
determine what kinds of independent variables influence the dependent variable.
Moreover, it makes it possible to discover whether the impact of independent
variables is positive or negative and to estimate the size of the impact of
independent variables on the dependent variable. The logistic regression will be
applied in the dissertation in order to find out how independent variables
(industry, age and size of organization) influence estimations of types of or-
ganizational culture (dependent variables).

The dependent variables will be coded as dichotomous variables, consisting
of the categories 0 and 1. The advantage of a logistic regression is first of all its
robustness, which means that no normal distribution nor linearity between inde-
pendent and dependent variables are assumed. In order to find if the logistic
model fits the data, a Pseudo R? could be used®, and the higher the Pseudo R?
value the better the model fits the data. A small ratio of log likelihoods (always
falling between 0 and 1) indicates that the full model is a better fit than the
intercept model.

3¢ McFadden’s Pseudo R?is used in Stata.
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In some organizations, a focus group method was used to validate the
results from the empirical research’’. The focus group method is a form of
group interview, where several participants are involved and the emphasis is on
questions on a defined topic. Stress in the focus group is placed upon interaction
within the group and the joint construction of meaning, offering the opportunity
to study how individuals collectively make sense of a phenomenon and
construct meanings around it (Bryman and Bell, 2003). In the present research,
the focus group discussions were used to obtain feedback from organizations
about whether the results of the study reflect how the organizational members
perceive their organizational culture, and the participants were also asked for
their interpretation of the results.

The statistical analysis in this dissertation is carried out using the statistical
software SPSS 16.0 and Stata 9.2.

2.1.2. Construction of questionnaire items

The development of a measurement scale® for studying organizational culture
started in November 2003, and the process consisted of six stages. Figure 15
illustrates the item pool development process.

In the first stage, theoretical matters about the nature of organizational
culture and methodological issues were analyzed and a basic choice for
methodology development was made. Studying several approaches to organiza-
tional culture, the author of the dissertation decided to build up a primarily
quantitative study. The quantitative approach makes it possible to distinguish
and compare patterns of organizational culture and make generalizations about
the regularity of manifestations of culture in organizations.

The concept of organizational culture defined by Schein (2004) and the
Competing Values Approach launched by Quinn and Rohrbaugh (1983) were
taken as a basis for working out an instrument for measuring organizational
culture. By analyzing the original approach taken by Quinn and his colleagues,
the author of the dissertation decided to depart from the initial approach and use
a Likert-type scale in the questionnaire, which is widely used in measuring
opinions, beliefs and attitudes (De Vellis, 2003: 79).

The initial methodology of the Competing Values Approach is based on a
scenario approach with the aim of highlighting the polarities of organizational
culture using an ipsative rating scale. Namely, there were six aspects of
organizational culture with four alternative scenarios (brief descriptions), and

7 Focus group discussion as a feedback method was offered to all organizations and
many organizations were interested in it.

¥ By scale here is meant measurement instrument that is collections of items that are
combined into a composite score and is intended to reveal levels of theoretical variables
that are not readily observable by direct means (De Vellis, 2003: 9).
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the respondent is asked to divide 100 points between those alternatives (the
alternative that is more characteristic of the organization gains higher points)
(Cameron and Quinn, 1999: 19). That means — a high score in one quadrant
implies a low score in other quadrants. Problems with these assessments may
arise when several alternatives (which according to the author are not always
mutually exclusive alternatives) are characteristic of the organization — accor-
ding to this methodological approach one cannot give a maximum score to more
than one alternative (other alternatives should be given 0 points in such cases).
This kind of assessment methodology probably makes it possible to bring out
characteristic types of organizational culture more distinctly, but there is also
the danger of a bias that the respondent feels forced to confront the traits of
culture types.

Furthermore, the scenarios contain several aspects, and therefore, it could be
difficult to assess that particular scenario. This is what is referred to as double
barreled, which means that items convey two or even more ideas, so that an
assessment of the item may refer to different ideas captured in that particular
item. It is also recommended that exceptionally lengthy items be avoided in the
development of the scales, because the length of the items increases complexity
and diminishes clarity (De Vellis, 2003: 67-68). The Likert scale, where items
are composed in the form of declarative sentences and the respondent is asked
to indicate the degree of agreement with the statement, overcomes several of the
shortcomings of the other types of scales.

The second stage of developing the instrument consisted of forming items in
Estonian for the item pool on the assumption of the selected framework. The
author analyzed the core essence of the dimensions of culture (stability versus
flexibility and internal versus external focus) and the four types of organiza-
tional culture (Human Relations, Open System, Rational Goal and Internal
Processes) and based on different sources (Cameron and Quinn, 1999;
Dastmalchian et al 2000; Quinn, 1988; Parker and Bradley, 2000), 21 keywords
were developed to reflect the above-mentioned dimensions and types of
organizational culture. The keywords were for example as follows: initiative,
freedom and willingness to take risks for the Open System type (Model 1); pro-
cedures, stability and formality for the Internal Processes type of organizational
culture (Model 2); traditions, care for employee and cohesiveness for the
Human Relations type (Model 3) and competition, commitment to goals and
rationality for the Rational Goal type (Model 4) (see figure 4 on page 56). Then
79 assertions were construed with each of them reflecting a certain keyword
(several items were construed for each keyword).
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Figure 15. The process of developing the item pool

Source: compiled by the author

In stage three, three independent experts® were asked to participate in an
assessment task in order to judge the quality of the items. The experts were
asked to analyze the list of items and select one or several items for each
keyword that would reflect that particular dimension in the best way (see
appendix 4). The participants were not provided with a description of the
models of organizational culture. They were also encouraged to express their
opinions about the comprehensibility and clarity of the formulation of the items.
By analyzing the considerations of the expert group and the author’s opinion,
the inter-rater reliability coefficient for each item was calculated. In addition,
whether those estimations fitted the author's initial idea about the models of

3 The experts have university degrees, whereby two of them had no previous theo-
retical knowledge of organizational culture topic and one had MA degree in
organizational behavior.
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organizational culture (i.e. deviation from the original model) was also
analyzed. One criterion set up by the author for the further selection of items
was that at least two opinions out of three had to accord. One other criterion was
based on the deviation of opinions from the initial model. In cases where the
inter-rater reliability was high, but the experts positioned the item next to the
keyword belonging to a different model of organizational culture compared to
the author's original idea, the latter analyzed those particular items and decided
whether to include them for further analysis or not.

As a result of the analysis of the experts’ estimations and opinions, it became
evident that Model 3 (i.e. Human Relations type) was described well enough by
the items (17 items belonging to this model had high inter-rater reliability
coefficients), for Models 1 and 2 the coefficient was only high enough for 5
items. Items that described Model 4 were most confusing as there were no items
that obtained sufficiently high inter-rater coefficients. Those items that only
obtained moderate agreement were eliminated from the questionnaire, and in
the next phase of the methodology development 71 new items were worked out
for those three models that were not yet sufficiently described. The same
experts were asked to assess the new items. Again the inter-rater reliability
coefficients were calculated and the selection of items was based on the same
criteria as in the previous stage. Based on the experts’ estimations, 15 items
were selected to describe Model 1, 16 items for Model 2 and 10 items for
Model 4.

In the fourth stage of the development of the questionnaire, the author
analyzed the questionnaire, and considering the fact that the questionnaire
should be balanced in the sense that all underlying keywords should be
represented by a more or less equal amount of items, author decided to include
some supplementary items in the questionnaire. The new questionnaire con-
sisted of 79 items.

In the fifth stage of the methodology development, another expert group was
involved. The item pool and a brief description of the models of organizational
culture (see appendix 5) were given for assessment to one professor and nine
doctoral and master students studying management and marketing in the
Faculty of Economics and Business Administration at the University of Tartu.
The items were divided between the models they should belong to and the
members of the expert group were provided with instructions for judging the
items on a 5-point scale where “5” meant that the item described the particular
model perfectly and “1” that the item did not suit to that model at all. The
experts were also encouraged to provide comments that would explain their
estimates.

To select the most appropriate items for the questionnaire, a mean value and
median and also an inter-rater reliability coefficient was calculated for each
item. Higher estimates and higher inter-rater reliability coefficients were
indicators that facilitated the selection of the items for the final version of the
questionnaire. The final decision was not only based on the statistical analysis,
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but it was also based on the analysis of the essence of each of the items by the
author.

Finally, in the sixth stage of developing the questionnaire, 53 items were
selected for the item pool (four statements were construed as reverse state-
ments). The item pool consisted of 14 statements for the Human Relations type,
13 statements for the Open System type, 14 statements for the Rational Goal
and 12 items for the Internal Processes type of organizational culture. A 10-
point Likert-type scale was used, where “1” means that the item is not distinc-
tive for the organization and “10” that the item is highly characteristic of the
organization. The 10-point scale was used with the aim of highlighting the
variety of organizational culture in the very best way.

The questionnaire also consisted of some additional questions that were
modified by the author in the research process. Additional questions were
included in the questionnaire by the request of the organizations participating in
the survey, but also because of the need to obtain further information. The
questions that were added to the questionnaire included:

e Please, describe the most positive experience you have had in relation to

your organization. When did this experience (or event) take place?

e Please describe some situation or event that has raised discussion in your
organization.

e What is considered to be important in your organization? (please give
2-3 keywords)

e Brief descriptions were also given about different types of organizational
culture and the respondents was asked to answer which type of organiza-
tional culture is characteristic of their organization and which type would
be the most ideal type.

Through these open-ended questions, additional information about the or-
ganizational culture of the particular organization was obtained. These questions
were not asked in every organization because of the reluctance of some
organizations (the organizational culture survey was usually conducted with an
employee job satisfaction survey and therefore answering the questionnaire was
rather time-consuming). The information gathered using the open-ended
questions will be not used in the dissertation, but it has partially been used in
papers and proceedings published by the author™.

In addition, questions about socio-demographic variables were included in
the questionnaire, but this information also varied from organization to organi-
zation (see a more detailed overview in subchapter 2.1.3).

The initial item pool was designed in Estonian, and in 2005 the questionnaire
was translated into Russian because several of the organizations where the
research was planned were multicultural. Seven experts were engaged in the

%" See for example Reino and Tolmats (2008); Reino, Tolmats and Mdtsmees (2006);
Reino (2004).
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process. A selection criterion of translators (translating from Estonian into
Russian) was that the expert had to be a native Russian speaker, but also had to
speak Estonian fluently. The versions of the questionnaire in Russian were then
translated back into Estonian by three independent experts who were fluent in
Estonian and Russian. The results of the different translators were compared to
the original Estonian version, and in order to remove any cultural ambiguities,
the ultimate choice amongst the items was made by consulting a person of
Russian ethnicity that spoke Estonian fluently. Examples of the questionnaires
are not included in the dissertation, but are available on request from the author.

2.1.3. Description of the sampling procedure and the sample

The study of organizational culture in Estonian organizations took place during
the period 2004—2008. The data was gathered in three stages: in the first stage
(2004) data was collected for the pilot study from three organizations (185
respondents). By the end of 2006 (stage II) data had been collected from 2 406
respondents from 25 organizations, which was sufficient for constructing the
subscales. Finally, in the period 2007-2008, 580 respondents from four organi-
zations were added to the sample. The process of data collection is presented in
figure 16.
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Figure 16. The process of data collection
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In order to select organizations for the study, the author tried to follow the prin-
ciple of providing diversity among the organizations, because it has been argued
that the validity of organizational culture questionnaires can only be established
on the basis of samples that include diverse organizations from various
industries (Glick, 1985). Therefore, organizations from different industries, of
different sizes and with a different historical background (age of organization)
were included in the study. That kind of diversity was necessary in order to
create a reliable organizational culture measurement instrument. But at the same
time, one cannot study organizational culture if there is no access provided by
the organization. Any unwillingness to cooperate from organizations sets limits
when creating the sample. For example, small organizations are not included in
the sample, and this could be considered one of the limitations of the current
research. The results of the study could be interpreted first of all in the context
of medium-sized and large organizations.

Different sampling methods were used in the data collection process:

1. Convenience sampling was used in four organizations (three educational
organizations and one production organization). Respondents partici-
pating in different management courses and training programs were
asked to participate in the survey and fill in the questionnaire.

2. Systematic random sampling was used in 7 higher education organiza-
tions. The required sample size was 10% of the population of members
(students and employees). The sample size was proportional with respect
to the entire population and also to the units (colleges, faculties and
institutes). In cases where the representation of students from a particular
unit remained too low, the sample size was increased up to 40 people.
Alphabetic lists of students and employees were compiled for each
organization and its subunits. Every Ntk record was selected from a list
of the population starting from the random record (for each organization
the interval of selecting population members was different). Education
technologists from universities were responsible for compiling the list of
populations and samples. The data was collected via the internet using
the eFormular tool (www.eformular.com). The respondents received a
link with an internet address where they could complete the question-
naire. The data was stored in a database and sent to the author’s e-mail
address.

3. The opportunity to participate in the survey was offered to all organiza-
tional members in 18 organizations (8 service, 6 production, 2 legal
protection, one educational and one health care organization). In the edu-
cational organization, the questionnaires were given to all employees, but
students were excluded from the sample as a result of a decision by the
school management. Otherwise the questionnaires were given to all
organizational members, and respondents were asked to complete the
questionnaires, put them into the envelopes provided and bring the closed
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envelopes to the HR department or to post them in the mailbox. This
procedure assured the anonymity of the respondents.

Altogether 29 organizations participated in the study. The organizations re-
presented five different industries: education (11 organizations with 882 respon-
dents), services (8 organizations with 990 respondents), production (7 organiza-
tions and 327 respondents), legal protection (2 organizations, 331 respondents)
and health care (1 organization with a sample of 456 respondents). There are 19
large and 10 medium-sized organizations in the sample*'. Table 8 gives an
overview of the samples in each industry comparison, and a detailed description
of the sample along with the organizations is presented in appendix 6.

Fifteen organizations in the sample were founded after Estonia regained its
independence in 1991 (referred to later as “new” organizations) and 14 organi-
zations existed before 1991 (referred to later as “old” organizations). Some
authors (for instance Quinn and Cameron, 1983) propose that there is a connec-
tion between an organization’s life cycle and organizational culture. In the
present study the life cycle was not taken into account because it is complicated
to assess the particular stage of development each organization is at. This would
need in depth analysis and a case study approach, which is not in the scope of
this dissertation. Therefore, the author of the dissertation decided to make a
distinction between the organizations that existed before Estonian independence
(in the conditions of the old economic system) and those that were founded after
1991. The author is aware of the fact that old organizations have been restruc-
tured several times, but still, considering the essence of the concept of
organizational culture, where culture is historically determined and rooted in
organizational members’ minds and mentalities, it is meaningful to distinguish
between new and old organizations, and so there is a need to set a cut-off point.
The organizations’ web pages were also analyzed by the author, and the
additional criteria for distinguishing old versus new organizations was based on
the information provided by the organizations themselves — after analyzing how
organizations regard themselves from the perspective of organizational history.

* The size of the organizations was defined as follows: micro 1-9 members; small 10—
49; medium 50-249 and large over 250 members.
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The study of organizational culture requires access and active participation from
the organization, and hence, the questionnaires were mostly discussed and
prepared in accord with the representatives of the particular organizations.
Several organizations did not want to include socio-demographic variables in
the questionnaire or avoided detailed questions about the respondent’s
background (see appendix 6). Therefore, socio-demographic variables are not
available for all organizations or this information varies in the sense of its
specification. For example, one of the most avoided variables was the organiza-
tional member’s ethnic background. This is not an important limitation in the
present study, but considering the use of the data in further studies it certainly
may become a limitation.

The average age of respondents was 35.7 years (SD=12.6, N=1886).
Altogether 945 (31.6%) men and 1 770 (59.3%) women participated in the
study (271 respondents did not mark their gender). As seen from table 8, the
percentage of female employees is greater in services, educational and health
care organizations, whereas in production organizations the percentage of men
among respondents was significantly higher. The percentage of men and women
was almost equal in legal protection organizations.

The majority of respondents had secondary or vocational education (42.2%
or 1266 respondents). Those respondents with a higher education numbered
683 (22.9%), only 39 (1.3%) had primary education and 11 (0.4%) respondents
had marked that they have another kind of educational background. This data is
not available for 987 (33.1%) respondents. This kind of distribution is expected
considering the composition of the sample in respect to the respondent’s
position.

Organizational members from all organizational levels were involved in the
survey, and specialists and workers that had the greatest representativeness in
the sample (932 or 31.2% specialists and 969 or 32.5% workers) most probably
have secondary or vocational education. The number of managers participating
in the study (280 or 9.4% of the sample) may be considered a good represen-
tativeness. The number of students participating in the study was 589 (19.7%),
30 (1%) respondents marked some other position and 186 (6.2%) respondents
did not answer this question.

Average tenure of the respondents in the organization was 6.7 years
(SD=8.3, N=1689).

There were 1 166 Estonians (39% of the sample) and 218 Russians (7.3%) in
the survey. Information about the respondent’s nationality was not available for
1 575 respondents or 52.7% of the sample.
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2.1.4. Pilot study and subscales construction

The pilot study was carried out in 2004 with the aim of testing whether the
statements included in the item pool make it possible to distinguish between
organizations on the basis of their culture. The sample of the pilot study
consisted of students and employees in three Estonian universities and higher
education institutions. There was one large university with long traditions
(referred to later as CLASSEDU); one university college (COLLEDU) and an
institution of applied higher education for national defense (DEFEDU) included
in the sample of the pilot study. The selection of organizations was based on
three criteria: firstly, organizations that operate in the same industry; secondly,
organizations that have a different focus which may manifest in different
organizational culture profiles, and thirdly, organizations that differ in respect to
their age (CLASSEDU had long traditions whereas COLLEDU and DEFEDU
were new organizations). Hence, on the one hand, operating in the same
industry generates a common basis for comparisons, but on the other hand, the
different profiles of the organizations allow highlighting differences in their
cultures and make it possible to validate the organizational culture measurement
instrument.

The three educational institutions differ from each other in several respects:

1. Organizational size. CLASSEDU is the largest institution, while the other
organizations were smaller.

2. Organizational age. CLASSEDU had long rooted traditions, but
COLLEDU and DEFEDU were much younger organizations.

3. Provided education. CLASSEDU was an institution that provides both
state-commissioned education and non-state funded education on three
levels (from bachelor to doctoral studies). COLLEDU and DEFEDU
were institutions of applied higher education, and therefore, they offer a
more specialized education. The relative importance of non-state funded
education compared to state-commissioned education is higher at
COLLEDU, which may also have an impact on organizational culture in
terms of higher orientation to results. DEFEDU provides military edu-
cation; the rules and regulations governing organizational life are quite
similar to those in the defense forces.

From these considerations, a balanced and rooted culture could be expected at
CLASSEDU. A similar pattern could be also expected at COLLEDU because
the college is a part of CLASSEDU. However, being also quite independent
from CLASSEDU and considering the educational profile of the college, a
greater emphasis on a Rational Goal type could be expected at COLLEDU.
COLLEDU is smaller than CLASSEDU, it was established quite recently,
which means that it might be more flexible than CLASSEDU (higher emphasis
on an Open System type of organizational culture may be characteristic of
COLLEDU). DEFEDU is expected to differ from CLASSEDU and COLLEDU
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in terms of a greater emphasis on an Internal Processes type of culture and less
emphasis on a Rational Goal type.

A total of 185 respondents (81 from CLASSEDU; 64 from COLLEDU and
40 from DEFEDU) participated in the pilot study. Appendix 7 gives an over-
view of the descriptive statistics for the variables (mean estimates and standard
deviations for each variable in the item pool) in the different subsamples. Table
9 gives an overview of the mean estimates for the types of organizational
culture of the organizations participating in the pilot study. The mean estimates
of the types of organizational culture were calculated on the basis of a 53-item
pool. Each item described some aspect of one particular organizational culture
type — each item was expected to belong to the certain organizational culture
type (see figure 15). At this stage of the study, a factor analysis was not per-
formed to extract the best combinations of items for each organizational culture

type.

Table 9. Organizational culture pattern for the three organizations participating in the
pilot study

Organi- CLASSEDU COLLEDU DEFEDU |ANOVA
zation
Or- 2

ganiza- | mean | SD C(?/\; mean | SD C(:/);I mean | SD ((:f/);/ sig

tional ° ¢ °
culture type
Human 6.79 [0.94| 13.8 | 6.61 |1.33]20.1 | 6.85 [1.06]| 155 | .592
Relations type
gganystem 6.83 10.92| 13.5 | 7.12 |1.16] 16.1 | 6.07 [1.20] 19.8 | .000*
fy;té"“alGoal 6.35 10.70] 11.0 | 6.44 [1.05 163 | 5.80 [0.99] 17.1 | .003*
Internal

6.72 10.73| 10.9 | 6.59 |0.84| 12.7 | 7.48 |0.79| 10.6 | .000*

Processes type

Notes: mean value on 10-point Likert-type scale, where “10” indicates that particular
organizational culture type is very characteristic of the organization and “1” that the
organizational culture type is not characteristic of the organization. SD = standard
deviation; COV = coefficient of variation. *= difference in means between organiza-
tions is statistically significant at the 0.01 level.

Source: author’s calculations on the basis of research database.

# COV= Coefficient of variation (COV=SD/m x 100%). COV is the ratio of the
standard deviation to the mean. This particular statistic makes it possible to compare the
degree of variation in one data series to another. A smaller COV indicates that a
particular variable is less dispersed than a variable with a large COV. However, there
are no clear guidelines for how to interpret this statistic in terms of a high or low level

of COV.
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The ANOVA analysis revealed that there are no significant differences between
the organizations considering the estimates given for the Human Relations type
of organizational culture, but differences exist between organizations for the
other three types of organizational culture. An LSD Post Hoc test was
conducted in order to determine the differences between the organizations in
more detail (see table 10).

Table 10. Comparison of types of organizational culture according to organizations
(ANOVA analysis, LSD test, sig.)

oL o, p-value
Organizational culture type Organization COLLEDU DEFEDU
Human Relations type CLASSEDU 423 7198
COLLEDU 336
Open System type CLASSEDU .154 .001
COLLEDU . .000
Rational Goal type CLASSEDU 616 .004
COLLEDU . .002
Internal Processes type CLASSEDU 413 .000
COLLEDU . .000

Source: author’s calculations on the basis of research database.

The comparison of mean estimations of types of organizational culture in three
organizations using an LSD test indicated several significant differences in the
mean scores for types of organizational culture. DEFEDU scored lower than
CLASSEDU and COLLEDU for Open System and Rational Goal types. Esti-
mates given for the Internal Processes type were higher in DEFEDU compared
to CLASSEDU and COLLEDU. No differences between organizations could be
found in respect to the Human Relations type of organizational culture. From
the analysis two conclusions could be made:

1. CLASSEDU and COLLEDU have quite a similar cultural pattern, which
could be explained at least to some extent by the fact that COLLEDU is a
subunit of CLASSEDU. The two organizations share more or less similar
values.

2. DEFEDU differs from the other two organizations primarily in terms of a
higher emphasis on Internal processes. The Rational Goals and Open
System types of organizational culture are less characteristic of this parti-
cular organization compared to the university and its college.

The results were in accord with the author’s position that DEFEDU should
differ from CLASSEDU and COLLEDU in terms of organizational culture. The
pilot study proved the differences, and therefore, the author believes that the
study fulfilled the purpose of validating the item pool.
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Subscales construction

In order to find a combination of questionnaire items that would be suitable for
mapping organizational culture on the basis of four culture types, a factor
analysis was applied. The number of factors to be extracted in the analysis is not
always easy to determine. For example, in discussing the use of a scree plot
technique for extracting the appropriate number of factors, Cattelli (1966) has
stated that no test exists that is both mathematically and logically satisfying, but
still one of the criteria to be relied on in the decision could be that “the break
between substantives and rubble will be brought out sharply by a large and
sudden descent to the scree* (Ibid: 268). The graph of Eigen values (see figure
17) demonstrates that although the number of components with Eigen values
over 1 is nine, there are three components that could be considered more
important than the others.

Eigenvalue

1 3 5 7 9 11 13 15 17 19 21 23 25 27 29 31 33 35 37 39 41 43 45 47 49 51 53

Component Number

Figure 17. The scree plot of Eigen values for the Organizational Values Questionnaire

However, the purpose of the factor analysis was to extract the pattern of the
items that would describe different types of organizational culture, and there-
fore, several combinations of items were tested in the factor analysis. The
loading for items over |0.40| was selected in order to be sufficient to represent
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each subscale.” Finally, the factor analysis resulted in four subscales (i.e. types
of organizational culture) labeled Human Relations, Open Systems, Rational
Goal and Internal Processes types of organizational culture.

The parameters of the factor analysis given in table 11 and table 12 show the
items and factor loading of the varimax-rotated four-factor solution for a set of
items across all respondents. In the present factor analysis, a KMO test statistic
was obtained as high as 0.88, which demonstrates that the factor solution is
stable. Bartlett’s test of sphericity is significant™ (p=0.000), which also con-
firms that the factor analysis is a relevant method for data analysis. The
reliability of the constructed subscales (factors) measured using Cronbach’s
alpha is quite high (ranging from 0.78 to 0.80 — see table 11).

Table 11. Summary of the factor analysis

Parameters of the factor analysis Organizational Values
Questionnaire (OVQ)

Sample size 2986

No of items 53

No of factors extracted 4

Bartlett test of sphericity p=0.000

Kaiser-Meyer-Olkin measure of sampling adequacy 0.896

Total variance explained 57.73

No of items in factors Factor 1: 5 items

Factor 2: 5 items
Factor 3: 5 items
Factor 4: 4 items
Cronbach’s Alpha® for extracted factors Factor 1: 0.79 (N=2715)
Factor 2: 0.80 (N=2676)
Factor 3: 0.78 (N=2734)
Factor 4: 0.79 (N=2680)

Note: Cases with missing values were excluded from the analysis
Source: author’s calculations on the basis of research database.

A factor is considered interpretable to the extent that the items associated with it
are similar to each other and make theoretical and logical sense representing a
coherent construct (De Vellis, 2003: 115). Therefore, the factor analysis should
not be performed only considering numerical indicators — in table 12, loadings
higher than 0.4 are marked in boldface, but when items received high loadings

# Three-, five- and six-factor solutions did not give interpretable units of items.

* This means that the correlation matrix is not an identity matrix.

# Cronbach’s coefficient alpha is a ratio of the sum of covariances among the com-
ponents of the linear combinations (items), which estimates true variance, to the sum of
all elements in the variance-covariance matrix of measures, which equals the observed
variance (Nunnally and Bernstein, 1994: 212).
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in two factors at the same time, considering the content of the item and the
factor, the author decided to which factor the item should belong.

Table 12. The contents and loadings of factors in the Organizational Values Question-
naire (OVQ)

Factors and loadings
F1 F2 F3 F 4

Item | Content of factors

Open System type
2 Our organization is innovation minded 698 152 .135| .156

Creative people with fresh ideas are highly
valued in our organization

Our organization’s compensation system takes
11 |into account the initiative and commitment of 768 .066| .171| .018
organizational members

Committed organizational members are the
most valuable asset of our organization.
The management of our organization has a
14 | positive attitude towards the initiatives of J55|  .044| .336| .052
organizational members.
Internal Processes type

695 133 261 .126

12 612 .141| .276| .014

There are lots of written rules in our organi-

31 ) 074 722 -.009| —.072
zation
The organization insists that the employees

32 should know and follow the rules A191 79810391073

36 In our organization job descriptions are 2190 6631 184] —023
detailed

45 Our n}ana}gement is very demanding towards 0671 641! —105] 269
organizational members.

49 In our organization a strict reporting system is 042 681 026 210

applied

Human Relations type

The attitude that “to err is human” and nobody
20 |is protected from making mistakes exists in our| .159| —092| .669| .080
organization

Members of our organization take part in joint
events with pleasure

The managemept has trqstmg and confidential 434 048] 692 o012
relationships with organizational members.

27 | Our organization is like a big family 425 .145| .683| .057
3 The members of our or.ganization talk with 134 —o0a71 7220 108
pleasure about private issues

23 213 .141| .e615| .051

26
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Table 12. Continued

Item | Content of factors

Factors and loadings
F1 F2 F3 F 4

Rational Goal type

The aim of our organization is to gain possibly

46 a bigger market share 1681  .070| .090| .799

50 Our organlzatlon always tries to outpace its 274 200 —019| .692
competitors

51 The result is most important for our 075 329 027 674
management

53 The aim of our organization is profit —0271 —131 2121 800
maximization
Eigen values 3.15] 2.76| 2.70| 241
Cumulative variance explained (%) 16.56| 31.10| 45.31| 57.98

Notes: F 1, F 2, F 3, F 4 — factors’ numbers. Loadings higher than 0.4 are in boldface. The items
are approximately translated from Estonian into English
Source: author’s calculations on the basis of research database.

As

a result of the factor analysis from the initial questionnaire containing 53

items, a four-factor structure of 19 items was found to be good enough to form
four organizational culture subscales. The subscales could be defined as
follows:

Open system type (factor 1) could be characterized in terms of flexibility
and external focus. More precisely, organizations that score high on this
subscale are those that are innovation-minded valuing employees being
creative and coming up with innovative and fresh ideas. The core value of
that kind of organization — adaptability, openness to changes and inno-
vativeness could also be found in the management’s attitudes and organiza-
tional procedures (e.g. in compensation systems). Namely, in that type of
organization the management encourages employee initiative and com-
mitment.

Internal processes type (factor 2) could be considered to be contrary to the
first type. This is an organization where performance is highly regulated by
written rules, where detailed job descriptions have been worked out and a
strict reporting system is applied. Moreover, the management demands a lot
from the employees; primarily following orders and rules is expected of the
organizational members. Stability and focus on internal matters sets the
framework for this type of organizational culture.

Human Relations type (factor 3) is the type that from the theoretical
perspective incorporates aspects of flexibility and internal focus — an organi-
zation that fosters this particular organizational culture type believes that
success could be gained through building trust and close relationships among
people belonging to the organization.
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e Rational Goal type (factor 4) focuses on external matters with the aim of
gaining control over them. This type is more focused than others on the
results defined through market share and profit maximization.

Although, the Organizational Values Questionnaire (OVQ) developed by the
author of the dissertation and the Competing Values Framework (CVF)
described in subchapter 1.2.1, share a common framework for analyzing or-
ganizational culture, the items and scales used in these measurement tools are
different in several respects. Firstly, CVF has developed a clear internal struc-
ture of types of organizational culture, which means that every organizational
culture type is characterized by six categories (dominant characteristics,
organizational leadership, management of employees, organizational glue, stra-
tegic emphasis and criteria of success). OVQ aimed to follow similar principles
and to cover certain aspects from different perspectives, but the factor analysis
did not confirm such a clear internal structure of types of organizational culture.
Therefore, OVQ does not make it possible to plot and compare subcategories of
types of organizational culture, but rather the type of organizational culture
represents dominant features of the particular type. Secondly, the original
assessment instrument of CVF applies an ipsative rating scale and a scenario
approach, which makes it possible to highlight the polarities of organizational
culture. The fact that the scenarios included in the questionnaire contain several
aspects is problematic, and this allows different interpretations. The author
believes that the Likert-type scale, which uses items in the form of declarative
sentences, is more appropriate for the quantification of organizational culture.
The authors of the CVF see the greater differentiation in ratings as the main
advantage of the ipsative scale; however, they also admit that ipsative response
scales do not produce independent responses (Cameron and Quinn, 1999: 144).
The following section will analyze the relationships between types of organiza-
tional culture in Estonian organizations and compare the findings with previous
studies applying the Competing Values Framework.

The questionnaire compiled and subscales developed by the author will be
used to test the propositions set up in the theoretical chapters of the dissertation.
Firstly, the general pattern of organizational culture in Estonian organizations
will be analyzed, and then the influence of different factors on organizational
culture will be examined.
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2.2. Research results on organizational culture
in Estonian organizations

2.2.1. Analysis of the general pattern
of organizational culture

The aim of the present chapter is to analyze general patterns of organizational
culture in terms of the relationships between the four types of organizational
culture (Pla). The chapter also specifies the strength of the correlations that
exist between the types of organizational culture (P1b). Firstly, on the basis of
factors extracted from the factor analysis described in subchapter 2.1.3. (see
table 12), mean estimations of the types of organizational culture will be
calculated for each respondent in the sample. Secondly, in order to analyze the
connections between types of organizational culture, the correlations between
types of organizational culture in the overall sample will be found. The results
of the correlation analysis are presented in table 13.

Table 13. Correlations between types of organizational culture (entire sample)

Organizational Open Internal Human | Rational
Statistics System | Processes | Relations Goal
culture type
type type type type
r 1
Open System type |Sig (2-tailed)
N 2706
Internal Processes - =329 !
type Sig (2-tailed) .000%*
N 2530 2663
. r .611 201 1
g;?a“ Relations i "2 tailed) 000* 2000*
N 2590 2552 2722
r 272 434 .245 1
Rational Goal type | Sig (2-tailed) .000* .000* .000%*
N 2539 2524 2555 2663

Notes: r = Pearson correlation coefficient; * = correlations are significant at 0.01 (2-tailed);
N = sample size; correlations | r | > .30 are in boldface.
Source: author’s calculations on the basis of research database.
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As can be seen in the table, statistically significant (p< .001) positive corre-
lations exist between all types of organizational culture; however, the corre-
lations are not very strong — ranging from .201 to .611.*° A correlation analysis
will also be performed in the subsamples formed on the basis of industry, size
and organizational age. This is necessary to test whether there is some particular
variable that influences the general pattern of organizational culture (see results
in appendix 8 and 9). The analysis of the correlations between types of
organizational culture on the basis of industry, organizational age and size
shows that types of organizational culture are significantly related to each other
and correlation coefficients remain between .11 and .66 depending on the
industry where the organizations operate. Correlations between types of
organizational culture range from .14 to .61 for old and new organizations and
from .19 to .63 for medium-sized and large organizations.

Hence, the analysis demonstrated that there are no negative correlations;
neither are there zero correlations between the different types of organizational
culture. This demonstrates that the organizational culture types are not
independent variables and organizational culture should be approached as a set
of different, mutually complementary types.

Proposition 1a, which specified that types of organizational culture are
complementary to each other, but that there are differences in the
strengths of relationships between the different types of culture, has been
confirmed.

Proposition 1b proposed that stronger connections exist between those types of
organizational culture that share common values (adjacent quadrants) compared
to the connections between the types of organizational culture from opposite
quadrants. While the analysis showed that no strong correlations in absolute
terms exist between organizational types, the relative strength of correlations
will be estimated here.

Correlations between types of organizational culture in a sample are depicted
in figure 18. As can be seen in the figure, relatively higher correlations could be
found between two pairs of adjacent quadrants that represent particular types of
organizational culture. Relatively stronger correlations exist between the
Human Relations and Open System types of organizational culture (r= .61),
which share the common value, flexibility.

The correlation between the Internal Processes and Rational Goal types was
also relatively higher than between other types of organizational culture (r=
.43). These types of organizational culture share stability as a common value.
However, along the other dimensions in the organizational culture framework —
the external and internal focus of the organization — contrary to the proposition,
no strong correlations could be found between types of organizational culture

* Interpretation of correlation coefficient: | r | < .30 weak correlation; .30 < | r | < .70
moderate correlation; | r | > .70 strong correlation.
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from adjacent quadrants. Both, correlations between the Human Relations and
Internal Processes types, and the Open System and Rational Goal types are
weak (.20 and .27 respectively). One possible explanation of these kinds of
findings is that the flexibility/stability dimension, which has been used in the
framework for mapping organizational culture, distinguishes types of organiza-
tional culture more distinctly than the dimension of internal/external focus.

Flexibility

HR4——— 611 —» O0S

A \ / A
.245 .329
Internal [~ 201 272 —|  External
v v

IP «— 434 —»RG

|
Stability

Figure 18. Relationships between types of organizational culture in the total sample

Notes: Numbers on the figure indicate Pearson correlation coefficients between types of
organizational culture. Abbreviations used in the figure: HR = Human Relations type, OS = Open
System type, RG = Rational Goal type, IP = Internal Processes type.

Source: compiled by the author on the basis of research database

Though, proposition 1b stated that correlations between adjacent quadrants
should be stronger than between types of organizational culture in opposite
quadrants, the analysis showed that a medium correlation exists between the
Internal Processes type and the Open System type of organizational culture
(r= .33), which is higher than some correlations presented before. The
correlation between the Human Relations type and the Rational Goal type is
weak (r=.25).

Moreover, after analyzing connections between types of organizational
culture in different subsamples formed based on industry, organizational size
and age, no clear evidence is gained to support proposition 1b (see results in
appendices 8 and 9). Thus, Proposition 1b, which specified that stronger
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connections exist between those types of organizational culture that share
common values (adjacent quadrants) compared to connections between
types of organizational culture from opposite quadrants found only partial
conformation.

2.2.2. The effect of contextual variables on patterns
of organizational culture

While the previous subchapter analyzed patterns of organizational culture in
terms of relationships between types of organizational culture, the present sub-
chapter continues with an analysis of the impact of contextual variables on
organizational culture. It was assumed that organizations that operate in the
same national cultural context share similar patterns of organizational culture
(P2a), and furthermore, considering that Estonian organizational values like
stability and control were expected to dominate over flexibility and dynamics
(P2b).

To test the propositions, a mean score for types of organizational culture for
each organization are computed on the basis of the respondents’ estimations
using the factors extracted from the factor analysis described in subchapter 2.1.3
(table 12). Table 14 gives an overview of the mean estimations of types of
organizational culture at the organizational level for the entire sample (for more
detailed descriptions see appendix 10).

Table 14. Descriptive statistics of types of organizational culture (mean of organiza-
tions’ average estimations)

Open Internal Human Rational

System type Processes type | Relations type Goal type
mean 6.31 7.06 5.95 7.16
min 4.52 4.29 4.64 4.60
max 8.23 9.26 7.08 9.02
SD 0.83 1.20 0.68 1.49

Notes: mean= mean estimation of types of organizational culture for the whole sample. Here the
organization is taken as a unit of analysis (N=29): means of types of organizational culture for
each organization are summarized and then divided by 29; min and max= the lowest and highest
estimate for an organizational culture type. Estimations are given on a 10-point scale (1 is the
lowest rating and 10 is the highest rating); SD= standard deviation.

Source: author’s calculations on the basis of research database.
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From the table it can be seen that relatively higher estimations are given for the
Internal Processes and Rational Goal types of organizational culture, which
means that these types of organizational culture are more characteristic of the
organizations in the sample compared to the other two types of organizational
culture (Open System and Human Relations types of organizational culture).

The paired-samples t-test will be used to discover significant differences
between the mean estimations of types of organizational culture. The results of
the t-test are presented in table 15.

Table 15. Comparison of mean estimations of types of organizational culture in the
entire sample (pair-wise t-test, sig.)

Pair Types of organiza- . .
ytlional cuﬁure mean | SE | t-statistics Slg (2- . Sign.
compared tailed) | difference

Pair 1 | Open System type 6.31 0.16 —4.239| .000** OS<IP
Internal Processes type 7.06] 0.22

Pair 2 | Open System type 6.31 0.16 2.855( .008** OS>HR
Human Relations type 595 0.13

Pair 3 | Open System type 6.31 0.16 —3.841 .001** OS<RG
Rational Goal type 7.15| 0.28

Pair 4 | Internal Processes type 7.06| 0.23 5.103| .000** IP>HR
Human Relations type 595 0.13

Pair 5 | Internal Processes 7.06] 0.23 -0.362 720 N/S
Rational goal type 7.15| 0.28

Pair 6 | Human Relations type 595 0.13 -5.610| .000** HR<RG
Rational Goal type 7.15| 0.28

Notes: SE= Standard Error mean; df= 28; **= differences in means are significant at 0.05 level.
Source: author’s calculations on the basis of research database.

As seen from table 15, the mean estimates of the Internal Processes type are not
significantly different from the estimations of the Rational Goal type of
organizational culture. These two types of organizational culture are most
characteristic of organizations in the sample because the estimations are
significantly higher compared to the mean estimations of the Open System and
Human Relations types of organizational culture. The comparison of the mean
estimations of the Open System and Rational Goal types demonstrates that
compared to the Rational Goal type, the Open System type is less characteristic
of the organizations in the sample. On average, for organizations participating
in the research, the values of the Human Relations type of culture is also less
characteristic than the features of the Rational Goal type of culture.

Mean estimations given for the Open System type of organizational culture
are significantly lower than estimations for the Internal Processes type.
Moreover, the Internal Processes type of culture is more dominant in the
cultural pattern in organizations compared to the Human Relations type. As
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mentioned above, the Open System and Human Relations seem to be less
dominant types of organizational culture in Estonian organizations, but when
comparing the mean estimations given to these two types of organizational
culture it becomes evident that these types of culture are not equally represented
in the cultural pattern of organizations. More precisely, the Open System type is
more characteristic of organizations compared to the Human Relations type.

To sum up, the organizations in the sample show a dominant orientation
towards stability and control, which is represented by the Rational Goal and
Internal Processes types, over flexibility and dynamism. From appendix 10, it is
clear that the majority of organizations share a similar cultural pattern: either the
Rational Goal or Internal Processes type has gained higher estimations
compared to the Open System and Human Relations types of organizational
culture. Although this kind of pattern was dominant among organizations, there
are also organizations in the sample whose pattern of organizational culture is
different, which means that the general cultural context is not a single factor that
has an impact on the formation of organizational culture and patterns of
organizational culture .

In order to perform a more detailed analysis of the patterns of organizational
culture, a cluster analysis is conducted. The cluster analysis makes it possible to
identify relatively homogeneous groups of cases based on certain charac-
teristics, and here the cluster analysis is used for identifying existing patterns of
organizational culture in the sample of 29 organizations. The K-Means cluster
(quick cluster) analysis assigns cases to a fixed number of clusters, and there-
fore, analysis should be repeated several times to find the best solution in terms
of cluster composition*’. The analysis showed that it is reasonable to classify
organizations belonging to the sample into three clusters (cluster membership is
shown in the last column of the table in appendix 10).

Seventeen organizations that belong to Cluster 1 represent the service and
production industry, but two organizations from the education sector
(COLLEDU and HEALTHEDU) also belong into this cluster. Cluster 2
includes eight organizations from the education sector and altogether four
organizations belong into Cluster 3. Two organizations representing the field of
legal protection, one organization from health care and one educational
institution (PROTEDU) belong to Cluster 3. An overview of the cluster cha-
racteristics is given in table 16. An F-test is used here for descriptive purposes
to indicate which variables contribute the most to the cluster solution. Table 16
shows that two types of organizational culture — the Rational Goal type
(F=81.39) and the Internal Processes type (F=37.12) — have a larger impact on
differentiation between the clusters.

47" Here best solution means finding the clusters that are externally similar — similarity
of cases belonging to certain cluster is based firstly, on the mean values of cases in each
cluster and secondly, on distance from the cluster centres.
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Table 16. Characteristics of clusters (centroids, cluster membership, F-statistic)

Open Internal Human Rational
System Processes Relations Goal No of
type type type type organizations
centroids centroids centroids centroids

Cluster 1 6.76 7.52 6.35 8.28 17
Cluster 2 5.48 5.47 5.37 5.31 8
Cluster 3 6.08 8.31 5.39 6.01 4
F statistic 11.511 37.124 14.197 81.386

Source: author’s calculations on the basis of research database.

The cluster analysis demonstrates that three patterns of organizational culture
could be found in the sample of the present study (patterns of organizational
culture are presented in figure 19). Concerning the three clusters of organi-
zations, intersections of cultural patterns could be noticed. For example, clusters
2 and 3 are comparable in respect to the Human Relations type, and three
clusters of organizations may be considered similar in terms of the Open
System type of organizational culture. However, when analyzing patterns of
organizational culture in terms of the dominant features of organizational
culture and the balance between types of organizational culture, differences
could be found between the clusters.

Those organizations that belong to Cluster 1 show a higher emphasis on the
Rational Goal type, but also on the Internal Processes type of culture. The Open
System and Human Relations types of culture are less characteristic of those
organizations. The T-test revealed that the means for the Open System and
Human Relations types of organizational culture are not significantly different
(p=0.06). Cluster 1 includes business organizations from production and service
industries, with one exception — one university college also belongs in this
cluster. Educational organizations mostly belong to Cluster 2. These organi-
zations have a balanced culture and all four types of organizational culture have
gained moderate estimates; furthermore, no significant differences were found
when comparing their mean scores. Cluster 3 represents organizations that have
greater emphasis on the Internal Processes type followed by the Open System
type of organizational culture. The mean estimate given to the Rational Goal
type of organizational culture is not significantly different to estimates given to
the Open System and Human Relations types of organizational culture (p>0.05).
Organizations that belong to this cluster all operate in the public sector — health
care and legal protection, but also an educational organization providing
defense education.
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Cluster 1
Cluster 2
— — Cluster 3

stability

external
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Figure 19. Organizational culture based clusters of organizations

Source: compiled by the author on the basis of research database.

The results of the analysis indicate that although organizations share similar
patterns of organizational culture to a certain extent, variety could also be found
in terms of patterns of organizational culture. The current research has provided
mixed results and Proposition 2a, which specifies that organizations that
operate in the same national cultural context share similar patterns of
organizational culture, was partially supported. The dominance of types of
organizational culture where stability and control are underlying values is
notable compared to those types of culture that consider flexibility as a core
value. Rational Goal and Internal Processes types of organizational culture
dominate in organizations belonging to cluster 1, and a dominance of the
Internal Processes type is the most distinctive feature for cluster 3. Hence,
Proposition 2b which indicated that the tendency towards stability and
control dominates over flexibility in Estonian organizations found partial
support. This proposition was fully supported for cluster 1, and only partly
supported for organizations belonging to cluster 3. No single dominant type of
organizational culture could be found in the pattern of organizational culture
represented by cluster 2.

The results of the analysis of organizational culture from the perspective of
national culture indicate that organizational culture and its formation are
complex phenomena and different influencing factors must be considered. The
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main focus of the following section is to find out the impact of industry on
patterns of organizational culture, or more precisely, whether more differences
in organizational culture could be found across industries compared to
differences in the organizational culture of organizations from the same field.

A one-way ANOVA test with post hoc multiple comparisons is used to
compare the variance in means. Firstly, the comparison is performed between
organizations grouped by industry (5 industries), and then secondly, an
industry-level comparison is conducted (organizations are grouped by industry).
The F-statistic is used as a measure of variance in means explained on the basis
of organizations and sectors. Table 17 provides the results of the analysis of
differences of organizational culture between organizations and industries.

Table 17 indicates that differences exist between organizations in respect to
the organizational culture within the industry. On the basis of the F-statistic,
conclusions could be made about which type of organizational culture differen-
tiates between organizations the most. Organizations from the education sector
have significant differences in all types of organizational culture, but the
differences appear to be largest in the Internal Processes (F=26.56) and Open
System types (F=16.02) of organizational culture. Organizations in the service
industry also diverge in terms of organizational culture, but here differences are
largest in the Internal Processes type (F=18.80) and Rational Goal type
(F=14.30). However, the differences between these organizations seem to be
smaller than for educational organizations. The differences between organi-
zations are even less remarkable for production companies, which do not differ
from each other in the Rational Goal type (F=1.50, p=0.17). The type of organ-
izational culture that makes it possible to differentiate between production
organizations the most is the Open System type (F=6.30). A comparison of two
legal protection organizations indicate that these organizations are similar in
respect to the Rational Goal and Open System types of organizational culture;
however, significant differences are manifested in the Internal Processes
(F=14.55) and Human Relations types (F=7.48) of organizational culture.

When comparing all 29 organizations in the sample, the most significant
differences could be found in how characteristic the Rational Goal type of
organizational culture is for organizations (F(28,2634)=66.95, p=0.00). Yet, the
Internal Processes type seems to be another powerful feature of organizational
culture that discerns between organizations (F(28,2634)=38.07, p=0.00). In
summary, the analysis shows that organizational level is important in explaining
variances in organizational culture.

To analyze whether there are more differences in organizational culture
between organizations compared to differences across industries, the next step
in the analysis uses industry as the criterion in an ANOVA analysis. The mean
estimates of types of organizational culture in respect to industry are provided in
table 17 and also depicted in figure 20.
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Figure 20. Mean values of types of organizational culture on the basis of industry

Notes: Organizational culture estimates on the vertical axis were given on a scale from 1 (the
lowest rating or least characteristic type) to 10 (the highest rating).
Source: Compiled by the author on the basis of research database.

The figure demonstrates that the largest gap between industries could be found
in estimates given for the Rational Goal type of organizational culture (the gap
between the highest and lowest sector-based mean is 2.93 scale-points).
Services and production organizations score higher in this type compared to
educational, legal protection and health care organizations (see figure 20). The
Internal Processes type differentiates between industries to a great extent as
well. Here legal protection organizations score the highest and again organi-
zations from the education sector perceive the Internal Processes type of organ-
izational culture as the least characteristic (the gap between the highest and
lowest scores is 2.00 scale-points). There is less diversity in the two other types
of organizational culture, which means that industry counts less for differences
in Human Relations and Open System types of organizational culture. Thus,
there are many differences in types of organizational culture between industries
(results of LSD test demonstrating differences between industries in more detail
are provided in appendix 11.)

When comparing differences in organizational culture between organizations
within the same industry, and cultural differences across industries on the basis
of the F-statistic (from the ANOVA analysis), it becomes evident that industry
explains more variance in organizational culture than organization. This means

131



that organizational culture is to a great extent determined by industry. Thus,
proposition 3, which specifies that variation in organizational culture is
greater across industries compared to differences within industries has
been confirmed.

To conclude, the analysis of the impact of contextual determinants on
patterns of organizational culture in Estonian organizations demonstrates the
impact of national culture on the underlying values of organizational culture
because it was demonstrated that organizations share similar patterns of
organizational culture at least to some extent. Organizations belonging to the
sample have developed an organizational culture profile where the orientation
towards stability and control dominate over that towards flexibility and
dynamics. However, no robust conclusions could be made in this respect be-
cause the research also demonstrated that the industry organizations operate in
also seems to exert a notable impact.

2.2.3. The effect of organizational characteristics
on the patterns of organizational culture

The previous subchapter (2.2.2) showed that contextual variables are important
to consider when studying the regularities of manifestations of organizational
culture. It became clear that national culture determines organizational culture
to a certain extent, but the field of activity (i.e. industry) has an even greater
influence on the cultural pattern of organizations. In the literature, the impact of
different organizational characteristics on organizational culture is also often
discussed, and the theoretical part of the dissertation set forth five propositions
about the impact of two organizational variables — the organization’s age and
size — and in the present chapter these propositions will be tested.

This subchapter will be divided into two parts. The first part of the sub-
chapter examines the impact of organizational age on organizational culture
(Propositions 4a and 4b). Proposition 4a stated that compared to new organi-
zations organizational culture is perceived more homogeneously in older
organizations. Homogeneity of organizational culture could be understood as
the extent to which organizational members perceive organizational culture
similarly despite differences in experience in the organization (tenure) and
differences in the tasks they perform (position in the organization). To confirm
proposition 4a, the perception of organizational culture by organizational
members of different tenure and employees working in different positions will
firstly be compared in new and in old organizations, and secondly, a similar
analysis will be carried out on the basis of industry. According to Proposition
4b, older organizations are more stability and less flexibility oriented than new
organizations. To test this proposition, organizational culture will be analyzed
in two groups of organizations formed according to organizational age.
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The second part of the subchapter analyzes different aspects of organiza-
tional culture in respect to the organization’s size (Propositions 5a, 5b and 5c¢).
One-way ANOVA analysis and post hoc tests will be performed in order to find
differences in patterns of organizational culture in organizations with different
size (i.e. medium-sized and large organizations).

The effects of organizational age on organizational culture

To obtain evidence to support proposition 4a, an analysis of organizational
culture as perceived by different occupational groups and by different tenure
groups in old and new organizations will be performed. Three occupational
groups will be distinguished:

e managers (N=280, 9.4% of the valid data);

e specialists (N=932, 31.2%);

e blue-collar workers (in educational organizations students are included*®;

N=1558; 52.2%)

A total of 216 respondents did not answer the question about their position in
the organization, and they will be left out of the analysis. To analyze the per-
ception of organizational culture by different tenure groups, four groups will be
formed on the basis of tenure:*

up to 1 year (N=391; 23.1% of the valid data);

1-3 years (N=436; 25.8%);

3—-10 years (N=546; 32.3%);

more than 10 years (N=316; 18.7%).

The main results of the ANOVA analysis are presented in figures 21 and 22.
Appendix 12 provides summary statistics for the organizational culture
estimations in respect to the respondent’s position and tenure in new and old
organizations.

The ANOVA test shows that respondents’ positions in old organizations do
not differentiate the perception of culture in terms of the Human Relations
(F(2,1751)=0.56; p=0.57) and Internal Processes types of organizational culture
(F(2,1723)=2.09; p=0.12): those aspects of culture are perceived similarly on
different organizational levels. Estimations given by respondents from different
organizational levels seem to vary to a great extent for the Open System
(F(2,1736)=4.39; p=0.01) and Rational Goal types of organizational culture
(F(2,1706)=5.56; p=0.00). More precisely, compared to blue-collars, managers

* Here blue-collars will be interpreted in the broader sense, so those organizational
members who are immediate performers will be referred to as blue-collars.

¥ Three organizations are left out of the analysis because interval measures of tenure
were used in the questionnaires in those organizations, and therefore, it was not possible
to combine this information with the rest of the data. For that reason the figure for the
missing data is quite high (N=1297, i.e. 43.4% of the sample).
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give higher estimates to the Open System type of organizational culture; and in
the case of the Rational Goal type, the estimations given by managers and blue-
collars differ from estimations by specialists (figure 21).

0
9
8 —
(o]
E 7
< = 5 ||
gE
g9 51|
<
o0 2
© 1
old new old** new** old** new old new
Human Relations type | Open System type Rational Goal type Internal Processes
type
O managers 5.97 6.16 6.63 6.88 7.38 7.80 7.45 7.35
specialists 5.82 5.78 6.36 6.35 6.81 7.41 7.26 7.26
M blue-collars | 5.87 6.05 6.20 6.16 7.05 7.30 7.16 7.54

Figure 21. Estimations of types of organizational culture on the basis of different occu-
pational groups in old and new organizations

Notes: Table in the figure demonstrates the mean estimation of types of organizational culture
perceived by different occupational groups; estimations are given on a 10-point scale, where 1
means that the type of organizational culture is not characteristic of the organization and 10
means that the type of organizational culture is very characteristic of the organization; **=

estimations are significantly different at the 0.05 level.
Source: compiled by the author on the basis of the research database.

In new organizations the only significant difference can be found in estimations
given to the Open System type of organizational culture (F(2,781)=5.26;
p=0.01). Estimations by managers are significantly higher compared to those by
specialists and blue-collars (appendix 12). In respect to the other cultural types
no significant differences exist between the occupational groups. Thus, the
analysis of organizational culture in respect to position in the organization
indicates that less diversity exists in the perception of organizational culture in a
group of new organizations.

Since position in the organizational hierarchy is not the only factor that may
influence the understanding of organizational culture, it is reasonable to check
the perception of organizational culture in respect to tenure as well. Again an
ANOVA analysis is conducted to compare variances in mean estimations
according to different tenure groups in new organizations compared to old ones.
The results of the ANOVA test demonstrate that there are several significant
differences in estimations of organizational culture according to respondent
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groups formed on the basis of tenure, and the diversity of estimations seems to
be higher in new organizations (see figure 22 and appendix 12).

Organizational culture
estimations

IIIIIIIIIIIIIIIIIIIIIIIJ

*
T

old** new** |old new** |old* new** ;)ld* * new**
Human Relations | Open System type | Rational Goal type | Internal Processes
type type
Oup to 1 year 6.47 6.30 6.67 6.64 7.78 6.99 7.70 7.67
W -3 years 5.85 5.71 6.55 6.39 7.04 7.50 7.46 8.05
B 3-10 years 5.70 6.03 6.32 6.25 7.00 8.04 7.38 7.30
@ over 10 years| 6.02 5.50 6.73 5.77 7.90 7.81 7.75 6.76

Figure 22. Estimations of types of organizational culture according to different tenure
groups in old and new organizations

Notes: The table in the figure demonstrates the mean estimation of types of organizational culture
perceived by different tenure groups; **= significant differences at 0.05 level; estimations are
given on a 10-point scale, where 1 means that the type of organizational culture is not
characteristic of the organization and 10 means that the type of organizational culture is very
characteristic of the organization.

Source: author’s figure on the basis of the research database.

The Open System type of organizational culture is the only type of organiza-
tional culture perceived similarly by employees of a different tenure. Although
this is true for old organizations, the diversity is not so extensive in new
organizations (F(3,669)=3.32; p=0.019). There seems to be negative relation-
ship between tenure and estimations of the Open System type in new organiza-
tions — employees who have worked longer for the organization tend to give
lower estimates of the Open System type of culture (figure 22).

Analysis of the mean estimates of other types of organizational culture
provides insights into several significant differences in organizational culture
estimations in the comparison of tenure groups (see details in appendix 12),
which indicates that tenure seems to be an important factor that influences the
perception of organizational culture.

The largest differences can be found in the Rational Goal type, both for new
(F(3,665)=11.20; p=0.000) and old organizations (F(3,903)=12.21; p=0.000).
Estimations of the Internal Processes type are less homogeneous in new organi-
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zations (F(3,654)=11.10; p=0.000), where five significant pairs of comparisons
between tenure groups can be found (see appendix 12). Concerning the Internal
Processes type of organizational culture, differences are less notable in old
organizations (F(3,910)=2.74; p=0.04), where only a single significant dif-
ference can be found between respondents with a 3—10 year tenure and or-
ganizational members with more than 10 years. Statistically significant diffe-
rences can also be found in the Human Relations type, but for this type it is hard
to conclude whether the old organizations are more homogeneous in terms of
estimations — in the group of old organizations the F-statistic is 6.55 (p=0.000)
and the same indicator for new organizations is 4.67 (p=0.000).

In summary, the analysis above indicates that differences exist in perceptions
of organizational culture both in new and old organizations. The analysis
demonstrates that while position in the organizational hierarchy determines the
respondent's understanding of organizational culture to some extent, more
differences could be found in perceptions of organizational culture when
comparing the estimations on the basis of tenure in organization. The latter
points to the fact that organizational culture is a social phenomenon, and an
understanding of organizational culture develops over time. Some evidence for
this can be found when comparing the tenure groups — the group of respondents
who have worked for the organization less than one year differs the most from
the other tenure groups. Thus, tenure, but also position seem to be meaningful
variables that at least explain discrepancies in estimations of organizational
culture in organizations to some extent. From the perspective of similarity in the
estimations by different occupational groups, there seems to be greater
resemblance of perceptions in new organizations, which is the reverse of the
statement in proposition 4a. However, when trying to make conclusions about
the congruity of perceptions of organizational culture on the basis of the
opinions of different tenure groups, many differences can be found both in new
and old organizations. Therefore, within the present sample it is difficult to
find support for proposition 4a, which assumes that organizational culture
is perceived in a more homogeneous manner in older organizations com-
pared to new ones.

The next proposition (P4b) was about the impact of organizational age on
the pattern of organizational culture. Table 18 provides summary statistics for
testing proposition 4b.

A comparison of two groups of organizations formed according to age
demonstrate that there are no significant differences in the Human Relations and
Open System types of organizational culture; however, significant differences
could be found in estimations given for the Rational Goal and Internal
Processes types of organizational culture. More precisely, the analysis
demonstrates that the Rational Goal type of organizational culture is more
characteristic of new organizations compared to old ones (F(1,2661)=22.99;
p=-000), and the same is true for the Internal Processes type of organizational
culture (F(1,2661)=4.77; p=.029).
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Table 18. The results of the ANOVA test for differences in organizational culture on
the basis of organizational age

Organizational . Open Internal Hun!an Rational
type Statistics System type Processes Relations Goal type
type type

old mean 6.32 7.22 5.86 7.01
SD 1.92 1.84 1.83 2.15
n 1807 1793 1825 1771

new mean 6.32 7.38 5.98 7.42
SD 1.93 1.83 1.84 2.01
n 899 870 897 892

ANOVA test F-statistic 0.004 4.768 2.33 22.99
p-value 951 029 127 .000**
Sig.diff. N/S IP>1Pg N/S| RGNx>RGq

Notes: n= sample size; SD= standard deviation; Estimations are given on a 10-point scale, where
1 means that the type of organizational culture is not characteristic of the organization and 10
means that the type of organizational culture is very characteristic of the organization, **=
differences in means are significant at 0.05 level; N/S= no significant difference in means. RGy,
RGg = score of Rational Goal type in new and old organizations respectively. IPy IPo = score of
Internal Processes type in new and old organizations respectively.

Source: compiled by the author on the basis of the research database.

The results are unexpected to some extent because usually older organizations
are believed to be more stability oriented, and therefore, a greater emphasis on
the Internal Processes and Rational goal types could be expected in old
organizations. But since the results of the analysis that was conducted in the
previous subchapter demonstrated that the industry where the organization
operates has a significant influence on the organization’s culture, the impact of
organizational age on organizational culture should also be analyzed con-
sidering the peculiarities of the industry. Therefore, in the next analysis,
organizations from the same industry will be taken as analysis units, and then
the pattern of organizational culture will be analyzed in respect to organiza-
tional age.

Considering organizational age, the sample consists of six new and five old
educational organizations, six new and two old service industry organizations,
two new and five old production industry organizations and one new and one
old organization from the legal protection sector. Since the health care sector is
represented by only one organization, it will be eliminated from the analysis.

The comparison between old and new organizations operating in different
industries indicates that there is no coherent picture about manifestation of types
of organizational culture (table 19).
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The analysis highlights nine significant comparisons between old and new
organizations and different types of organizational culture, where the Rational
Goal type seems to depend on organizational age the least. The ANOVA test
demonstrates that old service organizations score significantly higher for the
Rational Goal type of organizational culture compared to new service
organizations, and this is the only significant comparison for the Rational Goal
type.

When comparing the mean estimations for the Open System type for old and
new organizations, contrary results may be seen. While in the service industry, a
lower score for the Open System type can be found among new organizations,
the production industry shows the opposite: new organizations score higher for
the Open System type compared to old production organizations.

The comparison of old and new organizations in respect to the Human Rela-
tions type of organizational culture demonstrates that no differences can be
found in service and educational organizations. When considering production
and legal protection organizations, differences can be seen on the basis of
organizational age. Again, the results differ between industries — in production
organizations new organizations score higher in the Human Relations type
compared to old organizations, but in legal protection new organizations score
lower than old organizations.

When analyzing the differences for the Internal Processes type of organiza-
tional culture, service and production organizations are similar to each other
(new organizations score significantly lower in the Internal Processes type
compared to old organizations), but the findings for legal protection and edu-
cational organizations are the other way around — the Internal Processes type is
more characteristic of new organizations from these industries.

In summary, the analysis of the effects of organizational age on patterns of
organizational culture gives two results. On the one hand, it demonstrates that
organizational age certainly has an impact on patterns of organizational culture,
but on the other hand, the influence seems to differ from that brought out in the
literature. Organizational age has a significant impact on the Rational Goal and
Internal Processes types of organizational culture, which means that age
differentiates between organizations on the flexibility and stability scale, but
contrary to theoretical considerations of the sample of Estonian organizations,
new organizations scored higher for these types of organizational culture. When
going into more detail in the analysis, it becomes clear that industry mediates
the impact of organizational age on patterns of organizational culture. Con-
siderations formulated in Proposition 4b found evidence in service organi-
zations and partly in production organizations, but could not be confirmed in the
other industries. Thus, on the basis of this analysis it is difficult to make
exhaustive generalizations about the impact of organizational age on the
stability/flexibility dimension of organizational culture (Proposition 4b).
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The influence of organizational size on organizational culture

In order to analyze the impact of organizational size on patterns of organiza-
tional culture, the means of types of organizational culture will firstly be cal-
culated for medium-sized and large organizations in the total sample and then
an ANOVA test will be conducted to make a comparison between medium-
sized and large organizations on the basis of culture. Moreover, the same
procedure will be repeated with service and production industry organizations.
Other industries will not be analyzed in detail, because it is not possible to
compare organizations on the basis of size because of the homogeneous com-
position of the sample (only large organizations represent education and legal
protection industries, and there is only one organization representing the health
care sector). Appendix 13 provides summary statistics of the ANOVA test per-
formed in order to make conclusions about organizational size as a determinant
of patterns of organizational culture (Proposition 5a—5c). Table 20 shows the
main results of the ANOVA analysis.

Table 20. Comparison of estimations of organizational culture for medium-sized and
large organizations (ANOVA, sig)

Organizational culture type
sample | statistics Human Open Rational Internal
Relations type System type Goal type Processes type

Total F-stat: 71.56 0.193 2514 1.86
sample |p-value: .000** .661 .000** 173

Sig.diff: HRy >HRp N/S RGy >RGL N/S
Service |F-stat: 0.87 41.21 70.99 10.68
industry | p-value: 0.350 .000** .000** .001**

Sig.diff: N/S | SERVy<SERV| | SERVy<SERV| | SERVy<SERV|,
Produc- | F-stat: 21.54 0.01 3.04 17.35
tion p-value: .000** 912 0.080 .000**
industry |Sig.diff: | PRODy>PROD, N/S N/S| PRODy<PROD{

Notes: Estimations are given on a 10-point scale, where 1 means that the type of organizational
culture is not characteristic of the organization and 10 means that the type of organizational
culture is very characteristic of the organization; **= differences in means are significant at 0.05
level; N/S = no significant difference between middle-sized and large organizations. HRy; =
Human Relations type in middle-sized organizations; HR; = Human Relations type in large
organizations; RGy; = Rational Goal type in middle-sized organizations; RG; = Rational Goal
type in large organizations; SERV), = middle-sized service organizations; SERV| = large service
organizations; PRODy; = middle-sized production organizations; PROD; = large production
organizations.

Source: author’s calculations on the basis of the research database.

According to proposition S5a, large organizations tend to foster the Internal
Processes type of organizational culture, while smaller (in our case medium-
sized) organizations should score higher in the Human Relations type of culture.
The first part of the proposition is confirmed by the analysis because regarding
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the Internal Processes type of organizational culture, both medium-sized service
and production organizations score significantly lower in this type of organiza-
tional culture compared to large organizations. Considering the Human Rela-
tions type of organizational culture there is no significant difference in esti-
mations in respect to organizational size in the service industry. In manu-
facturing, large organizations scored significantly lower in the Human Relations
type of culture than medium sized organizations (F=21.54, p=0.000).

The comparison of the mean estimations given for the Open System type of
organizational culture by large and medium-size organizations indicate signi-
ficant differences in service organizations, while in production organizations no
significant differences can be seen. For service organizations, large or-
ganizations seem to be more flexible and open to changes than medium-sized
organizations (F=41.21, p=0.000). This result is the reverse of the statement
made in proposition 5b.

Proposition Sc specified that the organization’s size does not have a sig-
nificant effect on the results orientation of the organization. Within the frame-
work of the present study, results orientation of an organization is expressed in
terms of the Rational Goal type of organizational culture, and the core values of
this particular organizational culture are outpacing the competitors and being
focused on results like market share and profit. Considering these values, the
higher influence of industry rather than organizational size on the organization’s
results orientation may be expected.

The analysis shows that mean estimations of the Rational Goal type are
significantly higher in medium-sized organizations compared to large organi-
zations. On the 10-point scale the mean estimation was 8.28 in medium-sized
organizations and 6.82 in large organizations. Here the composition of the
sample may influence the results. The sample consists of 10 medium-sized
organizations (4 from services and 6 from manufacturing) and 19 large organi-
zations, where educational, legal protection and health care industries are only
represented by large organizations. The industry-based comparison of or-
ganizational culture in subchapter 2.2.2 (see table 17) demonstrated that the
Rational Goal type is less characteristic of educational, legal protection and
health care organizations compared to services and production organizations.
Therefore, it is misleading making conclusions about the whole sample, and the
following analysis will focus only on organizations from services and pro-
duction industries.

The comparison of mean estimations of the Rational Goal type reveals sig-
nificant differences between large and medium-sized organizations in the
services industry. The analysis indicates that large service organizations are
significantly more results oriented than medium-sized service organizations (see
table 20). The impact of organizational size on the Rational Goal type of
organizational culture is not evident for production organizations — no sig-
nificant differences can be found between mean estimations when comparing
large and medium-sized production organizations.
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To sum up the analysis about the impact of organizational size on organiza-
tional culture, the following conclusions can be made. Firstly, according to
proposition Sa, larger organizations foster values that aim to assure
integration by means of formalization and centralization, while cohesion,
trust and close relationships between organizational members are more
prevalent in patterns of organizational culture in smaller organizations.
Medium-sized service and production organizations were found to score sig-
nificantly lower in the Internal Processes type compared to large organizations.
While no significant differences were found in the estimations for the Human
Relations type of culture among large and medium-sized organizations in
respect to organizational size in the services industry, in the manufacturing
industry large organizations scored significantly lower for this type of culture
than medium-sized organizations. Hence, proposition 5a has been partially
confirmed.

Proposition 5b, which stated that smaller organizations are more
flexible and open to change compared to larger ones was not supported
because no difference was found in estimations of the Open System type of
culture in production organizations. Moreover, analysis indicated that in the
services industry large organizations were more flexible and open to changes
than medium-sized organizations. Thus, the results are not in line with propo-
sition 5b.

The last proposition (P5c), which suggested that the results orientation
of an organization is unaffected by its size, was only partially supported. It
was found that estimations of the Rational Goal type differed in the group of
medium-sized and large organizations for the total sample and for the
subsample of services organizations, but for production organizations, organ-
izational size did not result in different estimations of the Rational Goal type.

To sum up the findings of this section one can conclude that at least to some
extent organizational culture is influenced by an organization’s age and size, but
the results of the analysis did not indicate very clear patterns of influence.
Although the influence of organizational size on organizational culture seems to
be more definite than the impact of its age, the author assumes that the impact
of industry is crucial on the pattern of organizational culture. In order to get a
more reliable picture of the determinants of organizational culture, an extended
analysis should be conducted. The next chapter of the dissertation seeks to
reveal the impact of several variables on organizational culture.
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2.2.4. Compound analysis of the determinants
of organizational culture

The previous subchapters demonstrated that contextual and organizational
variables explain differences in patterns of organizational culture. Although
analyzing the impact of each selected variable on organizational culture
separately makes it possible to discover the effect of the particular variable on
organizational culture, it is still quite difficult to make meaningful conclusions
about the relevant importance of each variable’s impact on organizational
culture. In order to test the determinants of contextual and organizational
variables on organizational culture, a binary logit regression analysis is used.

Four binary logit models will be constructed, where types of organizational
culture will be used as dependent variables. When applying the logistic re-
gression analysis, data must be transformed into dummy variables. To code the
dependent variables, the mean estimation given to each type of organizational
culture is set as the reference point: estimations above the mean will be con-
sidered above-average estimations of the particular type of organizational
culture and will be coded 1, while estimations below the average will be coded
0. Three independent variables will be included in the models:

1. industry (coding will follow the logic: 1, if the organization operates in

the particular industry and 0, if it operates in other industries);
2. organizational size (large organizations will be coded 1 and medium-
sized organizations 0);
3. organizational age (1 for new organizations and 0 for old).”

The coding of dependent and independent variables is explained in figure 23.

Specific organizational effects were not checked for in the model (the
organization as an independent variable was not included) because there is quite
a small number of organizations in the sample. Therefore, no organizations
could be included in some groups (e.g. there is only one organization from the
health care sector and no analysis could be conducted on the basis of organiza-
tional age and size; two legal protection organizations represent large organiza-
tions and no medium-sized organizations from legal protection exist in the
sample etc), and so those variables are left out of the model. Concerning
individual characteristics, missing data exists for several organizations (see
sample description in appendix 6) because the organizations refused to report
this, and therefore, variables reflecting individual characteristics were also left
out of the model.

% No interactions of predictors were included in the analysis because the number of
observations would have become too low in different groups.
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Dependent variables I i Independent variables I

-7

(1-values above average;
0-values below average) Industry

o Service (1-service; 0-other)
o Production (1-production, 0-other)

Internal Processes type

(1-values above average; o Legal protection (1-legal protection, 0-other)
0-values below average) K 1 Health care (1-health care, 0-other)
e Education (1-education, 0-other)

Human Relations type

0-values below average)

Organizational size:

e Large (1-large, 0-medium-sized)

Open System type
(1-values above average; Organizational age
0-values below average) o New (1-new, 0-old)

Figure 23. Coding of dependent and independent variables for the binary logistic
regression

The impact of the explanatory variables on the probability of high estimations
for types of organizational culture is expressed as marginal effects. In the case
of the industry variable, educational organizations are taken as the reference
group because, as seen from the previous analysis, educational organizations
have the most balanced pattern of organizational culture — all four types of
organizational culture have scores around estimations of 5 and 6 (see table 17
and figure 20 in chapter 2.2.2). The models will take into account possible
heteroscedasticity (robustness). Table 21 summarizes the significant determi-
nants of types of organizational culture. A more detailed overview of the results
of the binary logit regression analysis will be provided in appendices 14—17.

As seen in table 21, models for the types of organizational culture contain
several significant variables, whereas the estimations depend mostly on
industry. The size of the organization is also a significant determinant of or-
ganizational culture. The age of the organization was left out of the models
because it was not significant for all types of organizational culture. A more
detailed presentation of the findings will follow.
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Table 21. Summary of independent variables influencing estimations of organizational
culture

Dependent Types of organizational culture
variables Rational Internal Human Rela- | Open System
ndependent| Goal type Processes tions type type
variables type

Service X X X X
Production X X X -
Legal protection X X X X
Health care X - - -

Size of organization X X X X

Notes: Educational organizations have been taken as the basis of comparisons; x= the impact of
the particular independent variable on the type of organizational culture is statistically significant;
— = the impact of the independent variable on the type of organizational culture is not statistically
significant. .

Source: compiled by the author on the basis of the research database.

The logit model for the Rational Goal type of organizational culture displays a
significant fit with the data (Chi*~test p=.000), and the level of the description
of the overall variation is 26.4%. Among the dummies, only the variable
depicting the age of the organization is not significant, but all other variables are
significant predictors of the Rational Goal type of organizational culture (see
appendix 14). It can be seen that industry increases the probability of having
above-average estimations for the Rational Goal type. More precisely, the
probability of having an above-average score for the Rational Goal type of
organizational culture in services organizations is 60.5%, in the production
industry 50.9% and in health care 16.8% higher than in educational organi-
zations. In the case of legal protection, the probability of scores higher than the
average for the Rational Goal type is 9.9% compared to the education sector.
Being a large organization increases the probability of above-average esti-
mations of the Rational Goal type of organizational culture by 16.5% compared
to medium-sized organizations.

The model for the Internal Processes type of organizational culture is sig-
nificant with the level of the description of the overall variation at approxi-
mately 9% (see appendix 15). Above-average estimations of the Internal
Processes type are predicted by affiliation with the services industry (the
probability of high estimations is 38.7% higher than for educational organi-
zations), the production industry (34.6% higher probability than in education)
and legal protection (37.2% higher than in education). The health care sector
does not predict different estimations to Internal Processes type. In respect to
organizational size, the probability of having an above-average score for the
Internal Processes type is 14.6% higher in large organizations.

The results for the Open System type model are broadly similar to the
previous model because again industry seems to be the most powerful predictor
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of the type of organizational culture. Although industry is a significant predictor
of the Open System type (health care as an exception), compared to the Internal
Processes type the marginal effects are smaller and in the case of legal protec-
tion organizations even negative. To sum up, the probability of an above-
average score for the Open System type of organizational culture in services
organizations is 16.1% higher, in production 24.2% higher and for legal pro-
tection organizations 12.5% lower than in educational organizations. Organiza-
tional size (i.e. being a large organization) increases the probability of above-
average estimations of the Open System type by about 18% (see appendix16).

Although the model for the Open System type of organizational culture is
significant, the level of description remains rather modest. The same is true for
the model explaining the Human Relations type of organizational culture as
well. The results show that for the Open System and Human Relations types of
organizational culture, the predictors included in the models are significant, but
there must be other variables that are important to explain the differences in the
manifestation of these particular types of culture.

The last model constructed for the Human Relations type of organizational
culture gives different results compared to the other types of culture. Although
some industries predict higher estimations for the Human Relations type
compared to educational organizations (more precisely, for services organi-
zations, the probability of higher estimations for the Human Relations type of
organizational culture is 2.7% higher and in legal protection 3.4% higher than in
educational organizations), the marginal effects are quite small. It also became
clear that in large organizations the probability of high estimations for the
Human Relations type of culture is lower than in medium-sized organizations.
Organizational age is once again an insignificant variable for explaining the
estimations of the Human Relations type of organizational culture (see appendix
17).

In summary, the binary logit models demonstrate that industry is a sig-
nificant predictor of organizational culture. Moreover, organizational size also
contributes significantly to the development of patterns of organizational
culture. Considering the theoretical arguments, the finding that organizational
age is not a significant predictor of types of organizational culture is quite an
unexpected result, which will be discussed in subchapter 2.3.2. It could also be
noticed that although all models are significant, the level of the description of
the overall variation (pseudo R?)’' is different for each of the four models. The
model constructed to explain the Rational Goal type of culture describes 26.4%
of the overall variation, which is considered a satisfactory level in the context of
social phenomena. It has been pointed out that the pseudo R” is usually not very
high (Tooding, 2007), which is true for the present models as well. In the case
of the model constructed for the Internal processes type of organizational

3! Tt has been argued that although the pseudo R? can be used for model evaluation, it

should be used with caution (see for example Hagle and Mitchell, 1992).
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culture, the Pseudo R* is 0.085 (the model describes nearly 9% of the overall
variation), but for the Open System type and Human Relations type, the indi-
cator is 0.023 and 0.028 respectively. The results indicate that in the case of
some types of organizational culture, besides contextual and organizational
variables, there might be other predictor variables that contribute significantly
to explaining the particular type of organizational culture. The findings of the
logistic regression analysis will be discussed in the next chapter.

2.3. Synthesis and discussion of the research results

2.3.1. Connections between types of organizational
culture in Estonian organizations

In the conceptual part of the dissertation, the framework for the empirical
research carried out in Part 2 was set up on the basis of theoretical and empirical
knowledge about the concept of organizational culture (see figure 11). The
focus of the present dissertation was twofold: from the methodological point of
view it aimed to develop a measurement tool for analyzing organizational
culture, and then the measurement instrument was applied to examine the rela-
tionships between types of organizational culture and the factors that influence
patterns of organizational culture in Estonian organizations. The validity of
propositions Pla and P1b formulated in chapter 1.2.1 aiming to analyze the
connections between types of organizational culture (P1a and P1b) was tested in
subchapter 2.2.1.

In the scope of the present research, organizational culture was approached
through typology, which makes it possible to carry out comparisons between
organizations on the basis of their culture and analyze influencing factors on
similar grounds. Organizational culture develops over time as a result of
interaction between the organization, its members and the environment,
meaning that the organizational culture which takes shape, is influenced by the
expectations of the external environment, but also by the solutions the organi-
zation provides itself in order to be sustainable and fulfill its tasks. Organ-
izational culture is an organic whole, and research of organizational culture is
therefore complicated. In subchapter 1.2.4 of the dissertation, two organiza-
tional culture measurement instruments validated in the Estonian context were
pointed out. It was also argued that in order to unfold and get a more reliable
understanding of organizational culture in Estonian organizations, using several
methods is necessary. When one intends to compare the findings from studies
using different measurement tools, similarities and differences between instru-
ments should be taken into account because common aspects of different tools
make it possible to make comparisons and generalizations from the findings.

Although the scales used in the Questionnaire of Organizational Culture
(QOC) developed by Vadi et al (2002) and the Organizational Values Question-
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naire (OVQ) developed by the author of the dissertation are not identical
indeed, the relationship orientation in QOC have similarities with the Human
Relations type of organizational culture in OVQ. The other scales in QOC, task
orientation captures several ideas, and therefore, drawing parallels with OVQ is
more complicated. The task orientation scale in QOC has some ideas common
to the Rational Goal, Open System and Internal Processes types in OVQ.
Harrison’s questionnaire, which has been translated into Estonian by Roots
(2003), analyzes organizations in terms of formalization and centralization,
which has common elements with the Internal Processes type in OVQ.

Thus, the findings of previous studies conducted in Estonia, but also other
academic research in the field of organizational culture make it possible
compare the results from the current research, and in that way validate the
measurement instrument developed by the author. Validation of the method also
took place in focus group discussions in some of the organizations in the
sample. An overview of the relationships between types of organizational
culture based on the current research is presented in table 22.

Table 22. Comparison of relationships between types of organizational culture in
different industries

Comparison Industry
pairs of Common
organizational| value* Servi Pro- . Legal Health
culture types erVICe | Quction Education protection care
HR-OS flexibility | moderate | moderate| moderate| moderate| moderate
IP -RG stability | moderate | moderate | moderate| moderate| moderate
HR-IP Internal weak weak weak Weak Weak
focus
OS-RG External weak weak | moderate Weak Weak
focus
HR-RG No N/S weak | moderate Weak Weak
common
value
OS-1P No | moderate | moderate | moderate weak weak
common
value

Notes: HR= Human Relations type; OS= Open System type; RG= Rational Goal type; IP= Inter-
nal Processes type of organizational culture; * denotes the value that is common for particular
types of organizational culture in the Competing Values Framework; all correlation coefficients
are positive; N/S= not significant correlation.

Source: compiled by the author on the basis of the research database.

The sample for the present study demonstrated that positive relationships exist
between all types of organizational culture, indicating that organizational
culture should be approached as an organic whole and it is not possible to
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change some aspects of organizational culture without affecting changes in
other aspects of the culture. This finding is in line with previous studies, which
have also demonstrated that types of organizational culture that may con-
ceptually be considered adversarial often coexist in the organization (see, for
example, Buenger et al, 1996; Kalliath et al, 1999). These kinds of findings
could be explained from two perspectives. Firstly, it seems to support
Svyantek’s (1997) idea about organizational culture having two components — a
self-sustaining component and an adaptive component (cf. Kwan and Walker,
2004); and secondly, it demonstrates that no pure types of organizational culture
exist in real life and organizations develop their culture as a mix of different
types of organizational culture.

In the current study stronger relationships were found between those types of
organizational culture that share the values of flexibility on the one hand, and
stability on the other. Moderate correlations exist between the Human Relations
and Open System types of culture, but also between the Internal Processes and
Rational Goal types of culture. Correlations between the types of organizational
culture representing other pairs of adjacent quadrants in the organizational
culture framework remained lower than the abovementioned. This finding
demonstrates that in Estonian organizations flexibility/stability differentiate
between organizations the most.

Regarding Propositions la and 1b set in the present study, it could be
concluded that Proposition 1a was supported because the research revealed that
the types of organizational culture are complementary; however, relationships
of different strengths exist between the types of organizational culture. At the
same time, Proposition 1b was supported only partially because even if stronger
connections were found between two pairs of adjacent quadrants in the frame-
work, there were also weak correlations between some adjacent quadrants.
Therefore, it was not possible to confirm the idea that connections between the
types of organizational culture belonging to adjacent quadrants are stronger than
between those belonging to opposite quadrants (see details in table 23).

It became evident that in those organizations where the Human Relations
type of organizational culture is valued highly, high estimates were also given
to the Open System type of organizational culture (and vice versa). This
correlation is a two-sided phenomenon, which does not reflect causality, and
therefore, any interpretation of the results by the author may be subjective.
Trust, close relationships and team spirit could be defined as core values of the
Human Relations type of organizational culture. The Open System type of
culture reflects values like innovativeness, initiative and commitment to the
organization. The findings of the research tend to support the idea that in order
to be able to generate fresh and innovative ideas there should be trust between
organizational members, and people belonging to the organization must feel that
they are safe even when making mistakes. But it may be interpreted the other
way around as well — when organizational members are open to change and
they want to share their ideas and come up with innovative thoughts it may
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create a positive atmosphere in organizations and facilitate good relationships
between organizational members. However, the author believes that the Human
Relations type of organizational culture could be seen as a precondition for
developing the Open System type of culture. Flynn and Chatman (2001) have
argued that cohesion and harmony is important for implementing creative ideas
in an organization. The findings from research conducted by Alas (2004), which
demonstrated that involvement increases organizational members’ willingness

to develop initiatives, seem to support this view.

Table 23. Validity of Propositions 1a and 1b and summary of the main research results

tions exist between
those types of
organizational
culture that share
common values
(adjacent quad-
rants) compared to
the connections
between the types
of organizational
culture from oppo-
site quadrants.

Propositions Validity | Results
Proposition 1a supported | o Statistically significant positive correlations exist
Types of organiza- between four types of organizational culture,
tional culture are therefore, types of organizational culture are not
complementary to exclusive or competing, but complementary to
each other, but each other.
there are dif- e Weak correlations exist between Human Rela-
ferences in the tions and Internal Processes types, and Human
strengths of Relations and Rational Goal types.
relationships e Medium-sized correlations were found between
between the Open System and Internal Processes types, Open
different types of System and Rational goal types, but also between
culture. Internal Processes and Rational Goal types of
organizational culture.

e A relatively stronger correlation was found
between Open System and Human Relation types
of organizational culture.

Proposition 1b Partially | e Relatively stronger, but still moderate correla-
Stronger connec- | supported tions exist between two pairs of adjacent

quadrants that represent particular types of
organizational culture: r=.61 between Human
Relations and Open System types; r=.43 between
Internal Processes and Rational Goal types.

No strong correlations exist between types of
organizational culture from other adjacent
quadrants: r=.20 between Human Relations and
Internal Processes types, and r=.27 between Open
System and Rational Goal types. Similar patterns
exist in the subsamples from different industries.
Medium-sized correlations exist between the
types of organizational culture from opposite
quadrants: r=.33 between Internal Processes and
Open System types.

Weak correlation (r=.25) exists between Human
Relations and Rational Goal types.

Source: compiled by the author
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Unlike other studies, the results of the present research demonstrated that a
positive correlation of moderate magnitude exists between the Rational Goal
and Internal Processes types of organizational culture, which means that those
organizations that have strong task orientation also obtain high estimations for
the Internal Processes type, which characterizes organizations in terms of
formalization and centralization. Presuming that results orientation is important
for most of the organizations, this finding may be interpreted as a reflection of
the belief that in order to be competitive, internal integration and formalization
is needed. The positive correlation between the Rational Goal and Internal
Processes types found in the current research is different from studies conducted
in other countries, which underlines the importance of a broader approach to the
cultural context in the field of organizational studies. It could be assumed that
quite strong positive relationships between the Rational Goal and Internal
Processes types may be a culture-specific phenomenon, illustrating basic
assumptions that are inherent to specific cultural contexts — Estonia in the
present case.

The dominance of results orientation and formalization in Estonian organi-
zations has been reported by Hofstede (1983), Vadi and Meri (2005) and Roots
(2003). In this vein the results of the present study are similar to those obtained
earlier, supporting the idea that Estonian organizations tend to follow the
principles of a well-oiled machine. At the same time, the greater emphasis on
results and relying on formalization may also be connected to the transitional
era. If under the Soviet regime organizations had to fulfill the plan, but the pay
was guaranteed even for poor performance or for merely being present at the
workplace (Vadi and Roots, 2006: 195), socio-economic change brought along
the need for change in the mentality of the people. Therefore, one could argue
that the transition period forced organizations to become more results oriented.

Several reasons could be found for the emphasis on the Internal Processes
type in organizations as well — when new ways of operating are expected from
employees, new standards and procedures must be defined in organizations, and
therefore, the level of formalization may become high. Moreover, formalization
makes it possible to avoid unpredictable results, which are very likely to occur
in turbulent environments. Hence, the combined influence of the national
culture’s core characteristics and society’s developmental paths on organiza-
tional culture could be noticed in the case of Estonian organizations.

The results presented in tables 22 and 23 indicate that different samples may
differ in terms of underlying assumptions about appropriate cultural patterns;
moreover, different external factors may contribute to a great extent to the for-
mation of cultures. Analysis of the pattern of the intercorrelations provides a
“helicopter view”, but does not explain why these kinds of patterns exist. In
order to avoid a bias from the composition of the sample, the relationships were
also analyzed in subsamples formed on the basis of industry. It became evident
that the general pattern of relationships between types of organizational culture
is quite similar in different industries, except for educational organizations. The
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only weak correlation in educational organizations could be found between the
Human Relations and Internal Processes types of organizational culture — the
other connections were moderate.

The analysis of the internal structure of patterns of organizational culture in
the services and production industry showed that the connection deviates from
the general pattern. More precisely, in services and production organizations, a
moderate connection could be found between the Internal Processes and Open
System types of organizational culture. This may indicate that in services and
production organizations flexibility, innovativeness and adaptability is believed
to be attainable by means of internal integrative mechanisms such as regulations
and formalization. This finding is similar to that of McDermott and Stock
(1999), who conducted their research in a sample of manufacturing organi-
zations. These similar findings demonstrate that patterns of organizational
culture may not only be specific to the cultural context, but also to industry.
Moreover, the idea of an industry ideology (Trice and Beyer, 1993) and mindset
(Phillips, 1994) seems to be relevant here. Therefore, in order to make
conclusions about the regularities in manifestations of patterns of organizational
culture, similarities and differences in the patterns of organizational culture
should be analyzed in more detail considering different contextual and
organizational factors.

2.3.2. Discussion of contextual and organizational
determinants of organizational culture

Both, theoretical and empirical research on the determinants of organizational
culture demonstrate that a whole range of individual characteristics (organiza-
tional members’ values, socio-demographic characteristics), organizational
factors (organization’s ownership, organization’s age, size, historical
background of organization) and contextual variables (location of organization
in terms of national cultural context, industry) have an impact on organizational
culture. Although organizational culture is a multifaceted phenomenon influen-
ced by several factors, the present research focused only on some contextual
and organizational level determinants of organizational culture because, unlike
individual characteristics, these variables are not systematically analyzed in the
Estonian context. The present subchapter collects and discusses not only the
findings from subchapters 2.2.2.-2.2.4, but also aims to reflect and interpret
these findings in the broader context (see figure 24).

Factors that were not focused on in the study, but seem to be relevant on
theoretical grounds, and also in light of present research particularly considering
the Estonian context will be discussed while interpreting the research findings.
In discussing the results of the present study, the author will also compare
findings from other studies discussed in the theoretical part of the dissertation.
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Figure 24. Relationships found in the study and hypothesized impact of other variables

on organizational culture

Notes: OC — organizational culture, HR — Human Relations type of OC; OS — Open System type
of OC, RG — Rational Goal type of OC, IP — Internal processes type of OC. Shaded boxes present
the variables that were not analyzed in the scope of the empirical research. Continuous lines mark
the relationships tested in the research, dotted lines mark hypothetical relationships between
variables. Confirmed propositions are given a “+” sign, unconfirmed propositions are given a “—”
sign, partially confirmed propositions are marked with “+/=".

Source: compiled by the author.

Contextual determinants of organizational culture (P2a, P2b and P3)

Based on the literature on organizational culture, one can conclude that values
that have been adopted by organizations and taken as guidelines for organizing
their performance reflect the values of the society (e.g. Allaire and Firsirotu,
1984; Erez and Earley, 1993) and industry (e.g. Padaki, 2000) they operate in
(see discussion in subchapter 1.2.3). Different arguments have been brought
about the impact of national culture and industry on organizational culture, and
empirical research seems to prove the impact of both factors.

When considering the impact of industry on organizational culture, it has
been argued that belonging to a particular industry mainly differentiates
between organizations in terms of practices, but the values level of organiza-
tional culture is influenced by national culture (e.g. Hofstede et al, 1990; Van
Muijen et al, 1999). But there are also researchers that argue that industry has
an impact on all layers of organizational culture (see for example Chatman and
Jehn, 1994; Deal and Kennedy, 1982; Gordon, 1991; Padaki, 2000). Industry
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ideologies (Trice and Beyer, 1993) or mindsets of industries (Phillips, 1994) are
believed to have a large impact on organizations, and therefore, it has been
argued that organizations operating in the same industry are more similar in
terms of their organizational culture compared to organizations from other
industries (e.g. Chatman and Jehn, 1994; Dastmalchian et al, 2000).

The present research analyzed the influence of contextual variables —
national culture and industry — on organizational culture. Table 24 collects the
results of the research concerning the impact of contextual factors on organiza-
tional culture.

The results from the current survey indicated similarities of organizations on
the grounds of organizational culture, but differences between organizations
also became evident. Because of the absence of a comparison group (i.e. a
sample of an organization from another cultural context), it is difficult to make
adequate conclusions about the impact of national culture on Estonian
organizations. Organizations participating in the research share some similar
traits, but when going into the details the differences cannot be overlooked.

The dominance of values in the organizational culture supporting stability
was found to be characteristic of the organizations participating in the current
research. More precisely, it was found that organizations put a great emphasis
on results orientation, which is supported by formalization and bureaucracy.
This finding is quite similar to that reported by Eamets, Haldma, Kaldaru et a/
(2008: 32). In turn, these findings are contrary to the recent study by Ubius and
Alas (2009), who found that a Clan culture dominates in Estonian organizations,
and a Hierarchy culture is least characteristic of Estonian organizations. Un-
fortunately, the data in that survey is presented in such a way that makes it
complicated to discuss and compare findings (e.g. the sample description is
incomplete and it is not evident what types of organizations the data has been
collected from; the differences between the mean estimations of types of
organizational culture are quite small, but no proof via statistical analysis is
provided to estimate the differences of the means in terms of statistical
significance). Therefore, it is complicated to make meaningful comparisons and
generalizations on the basis of that study, although the theoretical background
would provide similar grounds for making generalizations about patterns of
organizational culture in Estonian organizations.

As discussed in chapter 1.2.2, organizational culture develops over time as
part of the learning process, and national culture, which is quite stable and
resistant to change, is believed to influence the deepest level of organizational
culture. National culture influences organizational culture through “organiza-
tional actors” — leaders, organizational members and also founders and owners.
Individuals are socialized in the society’s cultural context from early childhood
and in that way the values held generally in the particular cultural context
become that person’s inheritance. The sets of values held by the individuals are
brought into the organization, where they become the cornerstone of the
organizational culture.
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Table 24. Validity of propositions considering the effect of contextual variables on
organizational culture (P2a, P2b and P3) and a summary of the main research results

Propositions | Validity | Results

Proposition | Partially |e Analysis brought out similarities in patterns of organizational

2a supported culture in Estonian organizations (dominance of Rational

Organizations Goal type and Internal Processes type)

that operate in e Going into more detail, several differences can be found

the same between organizational culture estimations in different

national organizations. A cluster analysis differentiated between three

cultural con- groups of organizations, and cluster membership demonstra-

text share ted that industry determines patterns of organizational

similar culture quite a lot.

patterns of e National culture is important, but not the only determinant of

organizational organizational culture.

culture.

Proposition |Partially |e In the whole sample relatively higher estimations were given

2b supported to the Rational Goal type and Internal Processes type of

The tendency organizational culture, which both have stability as a

towards distinctive value.

stability and e A T-test showed that mean estimates of the Internal Pro-

control cesses type were not significantly different from estimations

dominates given for the Rational Goal type of organizational culture,

over whereas the estimations were significantly higher compared

flexibility in to estimations of the Open System and Human Relations

Estonian types of organizational culture.

organizations. e When analyzing clusters of organizations it could be noticed
that stability oriented types of organizational culture
dominate in organizations belonging to cluster 1; moreover,
the dominance of the Internal Processes type is also the most
distinctive feature for cluster 3. Cluster 2 organizations have
a balanced culture and no dominant organizational culture
type can be exemplified.

Proposition 3 |supported | e Organizational culture differences exist both within and

Variation in
organizational
culture is
greater across
industries
compared to
differences
within
industries.

across industries.

Diversity of organizational culture is larger in educational
and service industries.

Discrepancy between organizations is the largest in respect
to the Rational Goal and Internal Processes types of
organizational culture.

The Rational Goal and Internal Processes types of or-
ganizational culture are also the most important cultural
types for explaining organizational culture across industries.
Analysis showed that industry explains more variance in
organizational culture than organizational level, which
means that organizations belonging to the same industry are
more similar in terms of their culture compared to
organizations from other industries.

Source: compiled by the author.
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Although values are believed to be relatively stable over time (Bardi and
Schwartz, 2003; Hofstede, 2001), drastic changes in societies may have an
impact on individual values. For example, while Schwartz and Sagie (2000)
have argued that socio-economic development in the Baltic countries has not
brought along any change in basic values, the research conducted by Vedina,
Vadi and Tolmats (2006) shows that changes have occurred in the importance
of some terminal values of people living in Estonia. When individual values are
in the process of change due to changes in society, shifts in organizational
culture could be expected as well, and even if the changes on the deepest
grounds are not significant, changes on more explicit levels of culture may be
noticed. The impact of society could certainly not be underestimated in this
process because organizational culture is a subject of different internal and
external forces. Because of the extensive changes in Estonia, it is difficult to
underestimate the impact of contextual variables on organizations and their
cultures.

Vadi and Vedina (2007: 91) have stated that 1991 was the beginning of
“large-scale transition at the cultural, individual, institutional and societal levels
in Soviet-bloc countries”. It has also been argued that the foundation for
changes in Estonian society started in 1988, when the first changes in the politi-
cal arena took place (Lauristin and Vihalemm, 1997a). From the economic
perspective, the period from 1988 to 1991 was a time of decline and hyper-
inflation. Lauristin and Vihalemm (1997a: 82) have argued that the period
1991-1994 was when the foundations of the Estonian state were established and
radical economic reforms took place (currency reform, privatization, rebirth of
banking, first bankruptcies, turn to the West in foreign trade etc); the stabiliza-
tion period started from 1994, when the economy stabilized, inflation decreased,
the financial market and real estate market emerged and so one. By now, Esto-
nia, among other former Eastern-bloc countries, has been in a process of change
for almost two decades.

The author of the dissertation believes that although the national culture
influences individuals, it has less impact on the organizational level, especially
in times of rapid transition, when the influence of several forces is concentrated.
Under new circumstances there is a need for different organizational practices
and values in order to be competitive in the open market, and therefore, organi-
zations may turn to entirely different values and practices. Retrospective analy-
sis of the organizational environment and developments in entrepreneurship in
Estonia by Vadi (2003b) demonstrate that development has passed through
three stages — the variation, selection and retention phases — each of these
phases exerting different pressures, but also providing several opportunities for
organizations (see also Vadi and Vedina, 2007). For example, the transition
from the command economy to the market economy in Estonia resulted in new
sectors of the economy (i.e. banking, IT and others), but also fundamental
changes in traditional fields (i.e. education sector). Due to extensive reforms
and the implementation of a system of charging tuition fees in education, the
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number of students in Estonia has increased more than twice over the last
decade, which has put universities in a completely new situation, forcing them
put more emphasis on their core values and organizational culture (Jaakson,
2006), something that has traditionally been more common for business organi-
zations. Hence, societal changes have had a direct impact on organizations due
to pressures from the environment and changed expectations from society
towards organizations.

In new sectors like IT, the growth in the number of IT companies has been
extensive — in 1991 only a small number of IT companies operated in the Esto-
nian market, and by 2006 there were as many as approximately 1600 (Reino,
Kask and Vadi, 2007). Reino et a/ (2007) have highlighted that concerning
developmental phases in the IT sector in general (Bullinger et al, 2000),
development in the Estonian IT sector has been more rapid compared to the rest
of the world. The same evidence can also be found for the banking sector in
Estonia (Liuhto et al, 2007). The dynamics around organizations create
challenges in organizations as well, pushing them to look for the most suitable
organizational values and practices. Schein (1997: 371) has argued that in a
complex and turbulent environment, relationships should be valued in order to
achieve the level of trust and communication to make joint problem solving and
the implementation of solutions possible. The results from the study of the rela-
tionships between organizational culture and academic performance seem to
support this idea — the research demonstrated that the national examination
results were higher in those large urban schools, where both task and relation-
ship orientations of organizational culture were higher and the school admini-
stration exhibited the attitude that the school environment and leadership are
important factors of school performance (Aidla, 2009). It has also been argued
that in dynamic environments, organizations with loose designs perform better
than organizations with tight structures (Nogueira and Raz, 2006). In this
respect the findings of the present research demonstrate at least some mismatch
between organizational culture and characteristics of the environment because
stability and control orientation of organizational culture is quite dominant in
the organizations belonging to the sample.

The present research also indicated that considering contextual variables
other than national culture is important. In a sample of organizations, three
clusters of organizations could be distinguished on a cultural basis, which
demonstrates that using national culture as the only variable to explain patterns
of organizational culture may be to a certain extent misleading. Although the
national culture is an important factor that influences patterns of organizational
culture, industry seems to mediate the impact of national culture.

Analysis shows that the borders between the clusters of organizations run
roughly between industries (the first cluster included mostly organizations from
production and service sectors; educational organizations belonged to the
second cluster, and the third cluster combined legal protection, health care
organizations, and also one educational organization providing military edu-
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cation). The findings also indicated that industry is to a great extent important in
organizational culture because although differences exist between organizations
operating in the same industries, variation is significantly higher between
different industries. The impact of industry was especially strong on the
Rational Goal and Internal Processes types of organizational culture, whereas
variation in the Open System and Human Relations types was explained less by
industry. Thus, the conclusion could be made that although it is important to
study patterns of organizational culture in the context of national culture, the
empirical research tends to support the idea of the existence of an industry’s
ideology as a powerful cross-border determinant of organizational culture.

The present research indicated that educational organizations have the most
balanced culture; all four types of organizational culture were represented
almost equally in their organizational culture. Referring back to previous studies
(e.g. Bartell, 2003; Ellstrom, 1983), which highlight that universities incor-
porate the principles of bureaucracies, hierarchies and coordination, but are at
the same time ambiguous and loosely coupled systems with unclear, differen-
tiated and fuzzy goals, the pattern of organizational culture found in educational
organizations in the present study reflects the essence of academia quite well.
Service and production organizations studied in the present research are mostly
focused on Rational Goal and Internal Processes type, which have also been
brought out by Chatman and Jehn (1991) and Dastmalchian et al (2000) as
distinctive features of manufacturing and service companies. The last group of
organizations consisting of health care and legal protection organizations, but
also one school providing education for national defense with similarities to
military organizations, demonstrated an organizational culture pattern where the
Internal Processes type dominated over the other types of organizational culture.
Again, this finding is in line with previous notions about organizational culture
of similar kinds of organizations (see for example Boyne, 2002; Bradley, 2000;
Dastmalchian et al, 2000; Lok and Crawford, 1999; Savi¢ and Pagon, 2008;
Wright, 2005).

Thus, the results of this study were generally in accordance with previous
studies analyzing the organizational culture of organizations from different
industries and making comparisons within and between the industries. The
results indicate that Estonia does not provide an exceptional case in the sense
that organizational culture seems to be quite an industry-specific phenomenon,
especially concerning the Rational Goal and Internal Processes types of
organizational culture. Unlike previous studies, this survey demonstrated that
while industry explained manifestations of the Rational Goal and Internal
Processes types of organizational culture, it was not very powerful for
explaining the Human Relations and Open System types of organizational
culture. This means that it is important to also consider other variables besides
industry when explaining manifestations of organizational culture.
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Organizational determinants of organizational culture (P4a, P4b, P5a—5c¢)

The following section collects and discusses the findings of this study
concerning the impact of organizational factors on organizational culture.
Referring back to the conceptual works (e.g. Cameron and Quinn, 1999; Schein,
1991; Schein, 2006; Wiener, 1988) and previous studies (e.g. Alas, 2004;
Camison-Zornosa et al, 2004; Damanpour, 1992; Dastmalchian et al, 2000;
Tsui et al, 2006; Vadi and Alas, 2006; Van Wijk ef al, 2007), organizational age
and size are believed to have a significant impact on the development of
patterns of organizational culture in organizations (see chapter 1.2.3).

The current research empirically tested the impact of organizational age and
size on patterns of organizational culture in Estonian organizations. Table 25
gives an overview of the main findings of the present study considering the
impact of organizational age on organizational culture, and table 26 summarizes
the findings about the impact of organizational size. The results from the
present study gave rather mixed results: two propositions (P5a and P5b) out of
three concerning the impact of organizational size on organizational culture
were partially supported, but none of the propositions about the influence of
organizational age on organizational culture pattern have been confirmed in the
study.

Age of the organization is believed to be a significant influencing factor in
the formation of organizational culture. Even if there is not much research
focusing specifically on the impact of organizational age on organizational
culture, arguments on theoretical grounds propose that culture is perceived more
homogeneously by organizational members in older organizations because of
the existence of more settled traditions and values. Moreover, because of this
more rooted culture, older organizations are believed to be more stability
oriented than new ones. Contrary to the propositions set up on the basis of the
theoretical considerations, the current research gave results that are not in line
with the theoretical arguments. Namely, the findings from the sample indicated
that the diversity in perceptions of organizational culture was greater in old
organizations and no clear pattern could be found in respect to the flexibility
and stability orientations in the groups of new and old organizations.

In the case of old organizations, those aspects of organizational culture that
focus on internal matters of organization (Human Relations and Internal
Processes types of organizational culture) were perceived similarly by or-
ganizational members from different organizational levels, which means that
organizational age favors attaining consensus between organizational members
about intra-organizational relationships and regulations. The diversity in
perceptions of results orientation and openness and flexibility may indicate that
the reorientation the older organizations had to go through due to the transition
in society, caused a disruption of some aspects of organizational culture.
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Table 25. The validity of the propositions considering the effect of organizational age
on organizational culture (P4a and P4b) and a summary of the main research results

Propositions

Validity

Results

Proposition 4a
Organizational
culture is per-
ceived in a
more
homogeneous
manner in older
organizations.

Not
supported

The analysis of estimations of organizational culture in
respect to the employee’s position indicates that less
diversity exists in perceptions of organizational culture in
a group of new organizations, because:

o [n old organizations: 1) the respondent’s position does
not differentiate estimations of the Human Relations
and Internal Processes types of organizational culture.
2) Differences exist in estimations of the Open System
type (managers’ estimations are higher than blue-
collars’ estimations). In the case of the Rational Goal
type of organizational culture, specialists’ estimations
are lower than estimates given by managers, and blue-
collars are significantly different within that position.

o In new organizations: respondent’s position in the
organizational hierarchy highlights differences only in
Open System type of organizational culture (mana-
gers’ estimations are higher than estimates given by
other positions).

The analysis of estimations of organizational culture in

respect to the employee’s tenure in the organization

indicates that the diversity of estimations is higher in new
organizations, because:

o [n old organizations: 1) tenure does not differentiate
estimations of the Open System type of organizational
culture. 2) in respect to the other types of organiza-
tional culture, estimations vary significantly within the
tenure groups.

o n new organizations: significant differences exist in
all types of organizational culture.

Proposition 4b
Older organiza-
tions are more
stability and
less flexibility
oriented than
new organiza-
tions.

Not
supported

The comparison of organizations based on the analysis of

variance gave the following results:

e Compared to old organizations estimations of the
Rational Goal and Internal Processes type of organiza-
tional culture are higher in the group of new organiza-
tions.

¢ No differences exist in estimations of the Open Sys-
tem and Human Relations types of organizational
culture.

e Industry mediates the impact of organizational age on
patterns of organizational culture.

Logistic analysis showed that organizational age does not

predict significantly any of the types of organizational

culture.

Source: compiled by the author
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When considering the perception of organizational culture by employees with
different tenure in the organization, both new and old organizations demonstrate
a diversity of estimations in the basis of different tenure groups. This result
clearly shows that organizational culture is a socially-construed phenomenon,
and the socialization process and shared experiences are crucial in order for a
shared culture to develop.

Because of traditions and shared values, old organizations are believed to be
more stability oriented than new organizations, where organizational culture is
not rooted yet. Rooted cultures are believed to more rigid compared to those
organizations that have no long traditions. However, these theoretical arguments
were not supported by the current study. The research demonstrated that in
respect to the Human Relations and Open System types of organizational
culture, the groups of new and old organizations are similar. The estimations of
these types of organizational culture were not statistically different in the case
of old and new organizations; moreover, in both groups of organizations the
Human Relations and Open System types of organizational culture were less
characteristic of organizations compared to the Rational Goal and Internal
Processes types of culture. This finding proves that similar patterns of
organizational culture could be found in new and old organizations in Estonia.
At the same time, in new organizations, the Rational Goal and Internal
Processes types of organizational culture obtained significantly higher esti-
mations than in old organizations, which means that new organizations are more
task-oriented, but also more formalized and bureaucratic than old organizations.

These kinds of results could be interpreted in terms of the organizational
life-cycle model (e.g. Greiner, 1972). As several new organizations in the
sample operate in new industries (for example IT, entertainment, recycling) or
in old industries where the ideology has to a great extent changed (for example
some education organizations), during quite a short time frame, organizations
have experienced rapid development involving different developmental stages.
In newly established organizations, employees may perceive differences in
organizational culture between the early stages of organizational development
and the present organizational culture more clearly, and from this comparison
some aspects of culture may become more emphasized. For example, a case
study analyzing patterns of change in organizational culture in IT organizations
over the period 1992-2005 demonstrated that the combination of internal and
external factors induced changes in organizational culture (Reino et al/, 2007);
moreover, the organizational culture developmental path was broadly similar to
that proposed by Quinn and Cameron (1983).

Although the comparison of mean estimations of types of organizational
culture brought out some differences between old and new organizations, the
regression analysis showed that organizational age alone does not predict esti-
mations of any of the types of organizational culture in the case of Estonian
organizations. This kind of result may be explained by considering the historical
background of the organizations operating in Estonia today.
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Figure 24 depicted a hypothetical connection between society and organiza-
tional variables, which means that processes in society influence organizational
development and shape their historical background. It has also been argued that
at the beginning of 1990s, when the environment in Estonia changed quickly,
old organizations that had established their organizational culture during the
communist period of stagnation were not ready for such quick changes, and
conflicts in these organizations were not rare (Tampere, 2003: 24). But even if
rapid changes were not possible, the transition from the command economy to
the market economy encouraged organizations to adapt to the new conditions
and reorganize their activities. Therefore, one can argue that in transition
economies, it is too bold to make a distinction between old and new organiza-
tions because several transformations have occurred in organizations during
quite short period.

It has been demonstrated that during the period of transition, the organiza-
tional landscape in Estonia was quite multifarious and four types of organiza-
tions could be distinguished (Uksvirav, 1995). Large enterprises and surviving
departments that had been influenced by new tendencies, but at the same time
kept something from the past, formed the first type of organizations. The second
group of organizations were recently established small firms that were greatly
influenced by the ideology of a single person. The third type included financial
companies that introduced a new method of operation and used new
technologies, and the fourth type involved foreign firms or companies with a
foreign partnership, which brought the influence of other cultures into organi-
zations and significantly shaped the organizational culture of those organi-
zations (/bid.). The case study by Reino et al (2006) has demonstrated how a
new organization de jure (established in 2004) was restructured and reorganized
several times, and that the history of the organization, which certainly
influences its organizational culture today, goes back to the 1950s. This is not
an exceptional case, many organizations like this can be found in Estonia.
Hence, in transition economies like Estonia, distinguishing between old and
new organizations is not always meaningful because it does not help explain
organizational culture.

Another organizational variable that was considered in the scope of the
current research was the size of the organization. Table 26 summarizes the main
findings concerning patterns of organizational culture in respect to organiza-
tional size.
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Table 26. The validity of propositions considering the effect of organizational size on
organizational culture (P5a—5c) and a summary of the main research results

tation of an
organization is
unaffected by its
size

Propositions Validity | Results
Proposition Sa | Partially |e Compared to large organizations the Internal Processes
Larger organiza- |supported | type of organizational culture is less characteristic of
tions foster values medium-sized organizations.
that aim to ensure e Estimations of the Human Relations type in medium-
integration by sized organizations are higher than in large organizations.
means of e No differences can be found in estimations of the Human
formalization and Relations type in service organizations; in the case of
centralization, production organizations large organizations scored
while cohesion, significantly lower for the Human Relations type of
trust.and §10se organizational culture than medium sized organizations.
relationships ) e The binary logit analysis shows that organizational size
bptween organiza- predicts estimations of the Internal Processes type of
tional members organizational culture (large organizations have higher
are more prevalent estimations for this organizational culture type) and the
m patFern.s of Human Relations type (large organizations have lower
organghonal estimations of the Human Relations type compared to
culture in smaller medium-sized organizations).
organizations.
Proposition 5b Not e Analysis of variance does not report significant
Smaller organiza- |supported differences in respect to the Open System type of
tions are more organizational culture between medium-sized and large
flexible and open organizations.
to change than e No differences were found between large and medium-
larger sized organizations from the production industry;
organizations. e In the service industry the estimations of the Open System
type of organizational culture are higher in large
organizations.
e The binary logit analysis predicts above-average esti-
mations of the Open System type in large organizations
Proposition 5¢ Partially |The comparison of organizations based on the analysis of
The results orien- |supported | variance demonstrates that:

e mean estimations of the Rational Goal type are
significantly higher in medium-sized organizations
compared to large organizations;

¢ in the production industry no significant differences can
be found between estimations by large and medium-
sized organizations;

e in the service industry large organizations are more results
oriented than medium-sized organizations.

The binary logit analysis shows that organizational size

predicts estimations of the Rational Goal type of

organizational culture — more precisely, large organizations
are expected to have higher results orientation compared to
the medium-sized organizations.

Source: compiled by the author
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The findings of the research demonstrated that organizational size seems to
have a certain impact on patterns of organizational culture, but organizational
size alone predicts types of culture significantly less, for example, than industry.
While the logistic regression predicted higher estimations of the Rational Goal
type, the analysis of variance demonstrated that the Rational Goal type of
organizational culture was more characteristic of medium-sized organizations.
The ANOVA analysis made it possible to highlight differences in estimations of
types of organizational culture on the basis of one single variable, but the
logistic analysis also considers the impact of other variables. Based on the
analysis, the author concludes that organizational size alone is not a suitable
variable to explain patterns of organizational culture because focusing only on
the effect of size and not taking into account other variables may result in
misleading results.

A good example of this is that throughout the sample estimations of the
Rational Goal type were higher in medium sized organizations, but contrary to
this, higher estimations of the Rational Goal type were found in large service
organizations. In the case of production organizations, size did not differentiate
between estimations of types of organizational culture. Considering such
incompatible results and the lack of evidence from the literature about the effect
of organizational size on the results orientation of the organization, the author
assumes that no grounds exist for sound conclusions about the existence of a
relationship between organizational size and the Rational Goal type of
organizational culture. The Rational Goal type of organizational culture seems
to capture characteristics that are mostly determined by the field of activity the
organization operates in. These results prove that it is important to consider the
broader context of organizations prior to making any meaningful comparisons
between the units of the analysis (i.e. organizations in our case).

Concerning the Internal Processes type of organizational culture, the
findings here are in accordance with the results of studies that have proposed
that large organizations tend to be more bureaucratic and foster internal
mechanisms and formalization in order to ensure the smooth operation of the
organization (see for example Astley, 1985; Dastmalchian et al, 2000). The
findings of this study indicated that the Internal Processes type of organizational
culture is more characteristic of large organizations, and the Human Relations
type of organizational culture is by contrast more common in medium-size
organizations. Again, the industry where the organization operates may
propound different patterns, for example, in the service industry size did not
differentiate between organizations on the basis of estimates of the Human
Relations type, but size certainly differentiated between organizations from the
production industry.

The Human Relations type incorporates those aspects of organizational
culture that characterize relationships between organizational members. The
author of the dissertation believes that the finding of the study, indicating the
insignificant impact of organizational size on the Human Relations type in
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service organizations is quite expected. The results from the regression analysis
demonstrated that the level of the description of the overall variation in the
model composed for the Human Relations type is quite low, which may
demonstrate that for this type of organizational culture other variables like
individual characteristics for example are significant and should be taken into
account.

Tolmats and Reino (2006) have demonstrated that positive correlations exist
between employees’ emotional intelligence and estimations of the Human
Relations type. Emotional intelligence is considered an important competence
among employees, especially in those organizations that are focused on the
customer and where direct contact with the client is possible. Service organiza-
tions certainly fit this case. Although not empirically tested in the scope of the
present study, one could expect that because of the central role of the service
provider’s social skills in service organizations, the criteria applied in the
recruitment of employees may be interpersonal skills. Empathy, communication
skills, identifying with others and the successful management of emotions is
important in the work-place setting because it is the basis for emotional
flexibility and helps in dealing with difficult topics directly, listening actively to
others and sharing information (Matthews et al, 2004). If organizational
members hold values and skills that favor interpersonal relationships, this may
be a good basis for developing the Human Relations type of organizational
culture in the organization, and organizational size will not matter in such a
case.

The Human Relations type of culture is based on leadership, which could be
characterized by a sense of mutual trust and emotional connectedness, which
has an influence on the moral behavior of organizational members (Tourigny
and Dougan, 2004), or to put it differently — compared to the manufacturing
sector, social control based on relationships is more important in service organi-
zations (Vadi and Alas, 2006). The weaker role of interpersonal relationships in
manufacturing organizations has also been pointed out by Harrison and Carroll
(1991). Compared to service organizations, production organizations tend to be
organized more along functional lines, and the larger the organization, the more
boundaries can be found between different functional divisions. Therefore,
creating interpersonal relationships may become more difficult, and they may
be considered less significant. This may be why the Human Relations type of
organizational culture is less characteristic of large production companies.

In the case of the Internal Processes type, the pattern was similar both in
service and production industries — large organizations demonstrated higher
estimations of the Internal Processes type of organizational culture. In the
literature there are those for and against the argument that smaller organizations
are more flexible, open to change and innovative compared to large organiza-
tions (see discussion in 1.2.3). Considering the arguments by Hannan and
Freeman (1984) about organizational structures, evidence about bureaucracy as
restricting innovativeness (Serensen and Stuart, 2000) and the phenomenon of
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organizational inertia (Schein, 2006), it was proposed that smaller organizations
are more flexible and open to change compared to larger organizations.
Nevertheless, the findings of this study indicate the opposite — above average
estimations of the Open System type are predicted to occur in large organiza-
tions. This result supports Schein’s (2006) idea that because of the more
complex and diverse skills, capabilities and resources engaged in large organi-
zations, they may be more innovative than small organizations. Still, it is too
early to make broad generalizations about the impact of organizational size on
patterns of organizational culture, because the sample only comprised medium-
sized and large organizations and no micro- and small organizations. This could
be considered one of the limitations of the study, and a factor that also restricts
the scope for making generalization from the results.

When analyzing the results of the regression analysis, interesting findings
could be reported. Generally both, organizational and contextual variables count
for estimations of types of organizational culture, but as mentioned before
organizational age does not predict the score for any of the types of organiza-
tional culture. Organizational size is a significant predictor of all types of
organizational culture, but as the results demonstrated, industry counts for
patterns of organizational culture the most. Still, the organizational and contex-
tual variables analyzed in the current research do not have equal power in
explaining the scores for types of organizational culture. Organizational size,
age and industry explain the Rational Goal and Internal Processes types more,
but the impact of those variables on the Open System and Human Relations
types is slight. This kind of result indicates that although the variables analyzed
in the empirical study are important, there are other factors and variables that
should also be considered as determinants of organizational culture. It seems
that in the case of developing the Human Relations and Open System types,
individual-level characteristics may contribute more than other factors because
industry and organizational size do not have a strong impact on those aspects of
organizational culture.
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CONCLUSION

Organizational culture has been considered a powerful force influencing
organizational behavior and the overall performance of organizations. In
stressing the importance of the concept of organizational culture, it has been
argued that in order to understand the true essence of an organization, “soft
issues” should be taken into account because it is difficult to understand an
organization without understanding its culture. Despite the rather long traditions
in the research of organizational culture, there are several topics that need to be
discussed in more detail and this could be seen as the motivation behind the
current dissertation. The dissertation has attempted to systematically analyze the
nature of the concept of organizational culture and bring together the forces that
influence the development of organizational culture; moreover, it also focused
on methodological issues of the analysis of organizational culture.

Concerning the factors influencing the formation of organizational culture,
an imbalance exists between the theoretical discussion of the topic and
empirical research in the field, especially concerning the analysis of factors that
determine organizational culture. While research into organizational culture in
Western countries has quite a long history, no systematic overview and analysis
of the topic has been made in Estonia. In the author’s opinion Estonia provides
a good case for studying organizational culture, first of all in terms of the
impact of contextual and organizational factors as determinants of organiza-
tional culture. Path dependency may be considered as a powerful force that
shapes organizational culture, and therefore, specific patterns of organizational
culture could be expected to occur in Estonian organizations. Therefore, the
dissertation aimed to outline regularities and patterns in manifestations of
organizational culture using the example of Estonian organizations. The
analysis focused on contextual (national culture and industry) and organiza-
tional factors (organizational size and age). Individual characteristics of
organizational members were left out of the study, partly because of imperfect
data, but also because the connections between individual characteristics and
organizational culture have already attracted considerable attention in previous
research in Estonia.

The present dissertation consists of two major parts. The first chapter of the
dissertation is theoretical and creates the theoretical and conceptual basis for
formulating the propositions for the empirical research. The second part of the
dissertation contains the empirical research, which analyzes the patterns of
organizational culture and the determinants of patterns of organizational culture
in Estonian organizations.
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Theoretical background to the organizational
culture concept and an overview of the determinants
of organizational culture

Culture is a notion that is used to describe the way people live in the most
general sense, and organizational culture makes it possible to decipher how
people think and behave at the organizational level. Several approaches and
paradigms exist in the field of organizational culture, which could be explained
using the variety of understandings of the phenomenon of culture as such. On
the one hand, several schools of thought can be identified that approach culture
as an ideational system, while on the other hand, others approach culture as a
socio-cultural system. These paradigms have given rise to two primary focuses
in the research into organizational culture: firstly, the symbolic approaches to
organizational culture, and secondly, the socio-cultural approaches. The present
dissertation analyzes organizational culture from the perspective of the socio-
cultural school of thought because in the author’s opinion it provides more
opportunities for identifying relationships between organizational culture and
different variables, which in turn make comparisons between organizations
possible.

The plethora of definitions and understandings of organizational culture in
the socio-cultural school of thought is notable, and the analysis of the
definitions of organizational culture proposed by different authors demonstrates
that several concepts have been used to define the phenomenon. Because of the
need to systematize the concept of organizational culture, the author of the
dissertation analyzed the entire range of definitions of organizational culture
both on the conceptual and terminological level (e.g. Harrison, 1972; Trice and
Beyer, 1993; Deal and Kennedy, 1982; Hofstede, 1998; Schein, 1983), and
brought out two core dimensions — stability/flexibility and internal/external
focus — which could be considered relevant when defining the phenomenon of
organizational culture.

Organizational culture has been considered a multifaceted phenomenon,
which consists of several elements. Some elements of organizational culture are
tacit (e.g. basic assumptions, but partially also values and ideology) and cannot
be observed as such, but which manifest themselves through explicit elements
of organizational culture (e.g. cultural forms, symbols, rituals, traditions etc).
Although organizational culture is believed to have a significant influence on
organizational performance and behavior, the causality is not always easy to
identify, first of all because of the complicated nature and multi-layered quality
of the concept. Still, empirical studies have found evidence of relationships
between organizational culture and organizational performance (return on
investment and sales, assets and premium growth, quality of products and
services, revenue etc) and work-related outcomes (organizational commitment,
job satisfaction, turnover etc). These findings prove that it is important to
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consider organizational culture as a core resource of the organization, which
may contribute to organizational sustainability in the long run.

Empirical research (but also theoretical arguments) has demonstrated that it
is useful to use typologies to decipher organizational culture, because typologies
provide distinctive dimensions for analyzing organizational culture and helping
to make sense and order out of the observed phenomena. Although typologies
also have their limitations (e.g. typologies are not exhaustive and they are
always abstractions), their main advantage is that they make comparisons
between organizations on similar grounds possible. Several typologies that have
been applied in analyses of organizational culture were discussed in the disser-
tation, and as a result the Competing Values Framework was selected as the
frame of reference for the empirical research. In the author’s opinion, the
Competing Values Framework has several advantages compared to other
typologies. First of all, the framework consists of the dimensions that several
authors have considered most important for defining organizational culture.
Moreover, the particular typology captures the dimensions that are relevant in
transition societies.

Using types of organizational culture for the analysis means that organiza-
tional culture is described through attributes that are characteristic of certain
types, and from this perspective the term patterns of organizational culture can
be used. Patterns of organizational culture demonstrate the relative importance
of types of organizational culture in a particular organization, and also denotes
the relationships between the types of organizational culture.

Patterns of organizational culture are seen as the result of several
simultaneously influential factors that have an effect on the organization. The
formation of organizational culture has been approached as an “incremental
process” (Gagliardi, 1986), where three sets of factors are involved: 1) contex-
tual factors (national culture, society and the organization’s field of activity);
2) organizational factors (organizational characteristics like the organization’s
history, age, size) and thirdly, the people connected to the organization (foun-
ders, owners, leaders and organizational members). All these factors may be
crucial at the same time, but unfortunately the influence of particular variables
have not been brought together into a single study and usually only a few of
these factors are taken into account when carrying out research in the field.

Therefore, the originality of the current dissertation derives from the fact that
it combines several contextual and organizational determinants. The present
research aimed to highlight the influence of national culture on patterns of
organizational culture, and also to analyze the differences in patterns of
organizational culture determined by the industry the organization operates in.
Moreover, organizational size and age was considered as determinants of the
patterns of organizational culture.
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The data and research methodology

The data was collected between 2004 and 2008 in three stages. In the first stage
(2004), data was collected for the pilot study from three organizations (185
respondents). By the end of 2006 (stage II), data had been collected from 2 406
respondents, which was enough to construct subscales. Finally, during the years
2007-2008, 580 respondents from four organizations were added to the sample.
The principle for choosing the organizations for the study was to provide diver-
sity among the organizations in terms of industry, size and age of the organiza-
tion. The diversity was necessary to create a reliable instrument for measuring
organizational culture and also to test the propositions.

Altogether 29 organizations with 2 986 respondents participated in the study.
The organizations represented five different industries: education (11 organiza-
tions with 882 respondents), services (8 organizations with 990 respondents),
production (7 organizations and 327 respondents), legal protection (2 organiza-
tions, 331 respondents) and health care (1 organization with a sample of 456
respondents). There were 19 large and 10 medium-sized organizations in the
sample. Fifteen organizations were founded after Estonia regained its
independence in 1991 (defined as “new” organizations) and 14 organizations
existed before the 1991 (“old” organizations).

The empirical research for this dissertation involved two parts. The first part
focused on the compilation of the Organizational Values Questionnaire (starting
in 2003), and the second part involved testing the research propositions (in
2008). The methods used in the process of compiling the questionnaire included
an analysis of the written material, expert judgments, factor analysis and
reliability analysis. The statistical methods used to test the propositions included
descriptive statistics, mean comparison methods (analysis of variances
(ANOVA), t-test), correlation analysis, cluster analysis and regression analysis.

The Organizational Values Questionnaire compiled by the author was used
in the study. The compilation of the questionnaire started with the analysis of
the literature on organizational culture, but also the analysis of the typologies
used in research into organizational culture. After selecting a framework, 79
questionnaire items were formulated by the author and experts were involved in
the questionnaire development process. The author then formulated additional
items after analyzing the expert assessments of the original 79 items, and once
more the expert group assessed these additional items. Again the author
analyzed the expert assessments and formulated additional items once more and
another, larger group of experts were asked to analyze and estimate the items in
the questionnaire. As a result of these phases a questionnaire containing 53
items was formed.

A factor analysis (an oblique rotation method of principal component
analysis for items with varimax rotation and Kaiser Normalization) was
conducted in order to form subscales for analyzing organizational culture. A
four-factor structure of 19 items was found to be good enough to form four
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subscales of organizational culture describing types of organizational culture. A

short description of the types of organizational culture and subscales follows:

1) The Open system type (subscale contains five items, Cronbach alpha is 0.79)
describes the organization in terms of flexibility and external focus. Organi-
zations that score high on this subscale are those that are innovative, value
employee creativity and innovative fresh ideas. The core values of this kind
of organization — adaptability, openness to change and innovativeness —
could also be found in managerial attitudes and organizational procedures
(e.g. in compensation systems). In this type of organization the management
encourages employee initiative and commitment.

2) The Internal Processes type of organizational culture (five items in the
subscale with a Cronbach alpha of 0.80) is characteristic of organizations
where performance is highly regulated by written rules where detailed job
descriptions have been worked out and a strict reporting system is applied.
The management demands much from the employees, and organizational
members are expected to follow orders and rules. Stability and focus on
internal matters set the framework for this type of organizational culture.

3) The Human Relations type (subscale is composed by five items, Cronbach
alpha 0.78) incorporates aspects of flexibility and internal focus, meaning
that the organization which fosters this particular type of organizational
culture believes that success could be gained through building trust and close
relationships among the people belonging to the organization.

4) The Rational Goal type (subscale includes four items with a Cronbach alpha
of 0.79) focuses on external matters with the aim of gaining control over
them. This type more than the others focuses on the results defined through
market share and profit maximization, believing that the success of the
organization depends on how successfully it can control the market.

Testing the propositions and their validity

Based on the theoretical discussion and previous empirical studies, ten propo-
sitions were formulated in the theoretical part of the dissertation. These
propositions can be divided into three groups. The first group explores what
kinds of connections exist between the types of organizational culture. The
second set of propositions analyzes the impact of contextual variables on
organizational culture, and the third group aims to explore the impact of
organizational characteristics on organizational culture. Additional analysis of
the effects of different variables on organizational culture was performed using
a regression analysis. The propositions and the main results of the empirical
analysis will be presented in the following paragraphs.

Propositions 1a and 1b were set to explore the relationships between types of
organizational culture:
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Proposition 1a:

Types of organizational culture are complementary to each other, but there
are differences in the strengths of the relationships between the different
types of culture.

Proposition 1b:

Stronger connections exist between those types of organizational culture
that share common values (adjacent quadrants) compared to the connec-
tions between the types of organizational culture from opposite quadrants.

Proposition 1a was fully supported and Proposition 1b was partially supported
by the analysis. The analysis demonstrated that four types of organizational
culture are positively correlated to each other, which means that the types of
organizational culture are complementary to each other. The study of the rela-
tionships indicated that connections of different strengths could be found
between the types of organizational culture.

Relatively stronger, but still moderate correlations were found between two
pairs of types of organizational culture from adjacent quadrants (between the
Human Relations and Open System types; and between the Internal Processes
and Rational Goal types of organizational culture), but no strong correlations
could be found between types of organizational culture from other adjacent
quadrants in other dimensions (between the Human Relations and Internal
Processes types; and Open System and Rational Goal types of organizational
culture). Concerning the relationships between types of organizational culture
from opposite quadrants, medium-sized correlations were found between types
of organizational culture.

The next propositions, Proposition 2a and 2b, aimed to analyze the impact of
national culture on organizational culture. The propositions were as follows:

Proposition 2a:
Organizations that operate in the same national cultural context share
similar patterns of organizational culture.

Proposition 2b:
The tendency towards stability and control dominates over flexibility in
Estonian organizations.

These propositions were both partly supported because on the one hand, the
analysis demonstrated similarities in patterns of organizational culture in Esto-
nian organizations (more precisely the dominance of types of organizational
culture that value stability and control), but on the other hand, more detailed
analysis indicated several differences in estimations of organizational culture in
different organizations.
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Generally, organizations in the sample gave higher estimations to the
Rational Goal and Internal Processes types of organizational culture, which both
have stability as a distinctive value. These types of organizational culture may
be considered dominant types of organizational culture in Estonian organiza-
tions. But a more detailed analysis demonstrated that it is possible to differen-
tiate between three groups (clusters) of organizations on the basis of patterns of
organizational culture, and the analysis of cluster membership showed that
industry may have a significant effect on patterns of organizational culture
because organizations from the same field of activity mostly belong to the same
cluster.

Cluster 1 mainly includes service and production organizations, where the
Rational Goal and Internal Processes types of organizational culture dominate
over other types of culture. Legal protection and health care organizations and
one institution for defense education belong to cluster 3, where the Internal
Processes type of culture dominates in the pattern of organizational culture.
Educational organizations mostly belong to Cluster 2, and these organizations
could be characterized as organizations with the most balanced culture because
no dominant organizational culture type could be distinguished.

Proposition 3:
Variation in organizational culture is greater across industries compared to
differences within industries.

This proposition was fully confirmed by the analysis. It became evident that
differences exist both within industries at the organizational level, but also
across industries. When analyzing differences in organizational culture in
different industries, it could be concluded that diversity of organizational
culture is larger in education and service sectors. Differences between organi-
zations are larger in respect to the Rational Goal and Internal Processes types of
organizational culture, which means that estimations given to the Open System
and Human Relations types of organizational culture vary less. This finding
proves that Estonian organizations are quite similar in terms of these types of
organizational culture, but results orientation, formalization and bureaucracy are
the most important cultural characteristics explaining organizational culture
across industries.

The analysis of patterns of organizational culture in respect to industry
showed that sector explains more variance in organizational culture than the
organizational level, which means that organizations belonging to the same
sector are more similar in terms of their culture compared to organizations from
other sectors.

The regression analysis showed that industry is the most important variable
predicting estimations of the Rational Goal and Internal Processes types of
organizational culture. Industry also predicts estimations of the Human Rela-
tions and Open System types of organizational culture, but the influence of
industry on these types is not very strong.
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The next propositions were specified in order to analyze the impact of
organizational age on patterns of organizational culture.

Proposition 4a:
Organizational culture is perceived in a more homogeneous manner in
older organizations.

Proposition 4b:
Older organizations are more stability and less flexibility oriented than
new organizations.

These propositions were not confirmed by the empirical research. The homo-
geneity of perceptions of organizational culture was analyzed in two respects:
firstly, the estimations of organizational culture given by organizational
members from different levels of the organizational hierarchy were compared,
and secondly, the homogeneity of perceptions of organizational culture by
different tenure groups was analyzed. The analysis of perceptions of organiza-
tional culture according to different occupational groups indicated less diversity
in new organizations, but at the same time, it became evident that when
considering organizational culture estimations on the basis of different tenure
groups, the diversity of organizational culture estimations is higher in new
organizations. Thus, it is difficult to make clear conclusions about the homo-
geneity of organizational culture in respect to organizational age.

A comparison of patterns of organizational culture in new and old organi-
zations also gave mixed results. The Rational Goal and Internal Processes types
of organizational culture are more characteristic of new organizations, but no
differences were found in estimations of the Open System and Human Relations
types of organizational culture. The regression analysis showed that in general,
organizational age alone does not significantly predict any of types of organiza-
tional culture, which means that due to the transition processes in society and
considering the impact of those changes at the institutional level, it is not
meaningful to distinguish between old and new organizations. Even if some
differences could be found between organizations on the basis of their age,
patterns of organizational culture do not follow a similar logic to that proposed
on theoretical grounds or on the basis of the empirical evidence from other
countries.

The next three propositions analyze patterns of organizational culture in
respect to organizational size.

Proposition 5a:

Larger organizations foster values that aim to assure integration by means
of formalization and centralization, while in smaller organizations
cohesion, trust and close relationships between organizational members are
more prevalent in patterns of organizational culture.
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This proposition was partly supported by the analysis, which showed that
compared to large organizations, the Internal Processes type of organizational
culture, which could be characterized by formalization and centralization, is less
characteristic of medium-sized organizations. It was also found that estimations
of the Human Relations type are higher in medium-sized organizations. The
regression analysis gave similar results, proving that organizational size predicts
estimations of the Internal Processes type of organizational culture (large
organizations have higher estimations of this type of organizational culture) and
Human Relations type (large organizations have lower estimations of the
Human Relations type compared to medium-sized organizations). Nevertheless,
these findings seem to be industry-specific because, for example, no differences
could be found in estimations of the Human Relations type in service sector
organizations, but in the case of production organizations, large organizations
scored significantly lower in the Human Relations type of organizational culture
than medium sized organizations.

Proposition 5b:
Smaller organizations are more flexible and open to change than larger
organizations.

This proposition did not find support from the empirical research because,
contrary to the proposition, the regression analysis predicted above-average
estimations of the Open System type in large organizations, but the analysis of
variances did not bring out any significant differences between the estimations
of the Open System type of organizational culture in the group of medium-sized
and large organizations.

Proposition Sc:
The results orientation of an organization is unaffected by its size.

This proposition found partial support in the empirical analysis. The findings
demonstrated that medium-sized organizations were generally more results
oriented than large organizations, but for example, in the case of production
organizations no significant differences could be found between the estimations
by large and medium-sized organizations. Still, in the service sector, large
organizations are more results oriented than medium-sized organizations. Thus,
the results are rather mixed and no clear evidence could be found about the
relationships between results orientation and organizational size. The regression
analysis demonstrated that the results orientation of the organization depends to
a great extent on the industry where the organization operates, but considering
organizational size, it also showed that large organizations are expected to have
greater results orientation compared to medium-sized organizations.
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Generalizations of findings

In order to analyze the impact of contextual and organizational factors on
patterns of organizational culture in Estonian organizations, a new tool for
analyzing organizational culture was developed (Organizational Values
Questionnaire). The questionnaire was compiled in Estonian and translated into
Russian, which makes it possible to use it for the analysis of the often-multi-
cultural organizations in Estonia. Compared to the questionnaires used for
previous research into organizational culture in the Estonian context, the new
questionnaire expands the scope of studies of organizational culture and also
provides the basis for comparisons with international studies.

Applying the OVQ for the analysis of patterns of organizational culture in
Estonian organizations showed that four types of organizational culture are
related to each other, which means that organizational culture should be under-
stood as a unitary phenomenon, meaning that changing some aspects of
organizational culture brings changes in some other aspects. While most of the
relationships between types of organizational culture remained weak, stronger
relationships were found between the Human Relations and Open System types,
but also between the Internal Processes and Rational Goal types of organiza-
tional culture.

The relationships that exist between types of organizational culture may
demonstrate the basic assumptions held by people in and around the organiza-
tion. For example, the current study indicated a moderate connection between
the Rational Goal and Internal Processes types of organizational culture, a
finding that is different from previous studies conducted in different cultural
areas. Therefore, author believes that the finding may be interpreted as a
reflection of cultural values in Estonian society, where it is believed that in
order to be competitive, internal integration and formalization is needed.
Moreover this result is quite similar to findings from research conducted in
Estonia supporting the idea that Estonian organizations tend to follow the
principles of a well-oiled machine. But the emphasis on the results and relying
on formalization may also be connected to the transitional era in society. First of
all, the period of transition forced organizations to become more results
oriented, but it also put pressure on people’s attitudes and behavioral patterns,
where significant changes were expected. The new ways of operating expected
from employees also often necessitated the need for new standards and proce-
dures, which means that organizations going through important change
processes became more formalized and bureaucratic.

The results of the study demonstrated that contextual and organizational
factors are important forces and factors influencing patterns of organizational
culture in organizations in many respects, but still these variables are not the
only ones that could explain all variations in the patterns of organizational
culture. It became evident that organizational and contextual variables analyzed
in the current research do not have equal power in explaining patterns of
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organizational culture in organizations. The present research indicated the
essential role of industry in manifestations of organizational culture, de-
monstrating that industry explains more variance in organizational culture than
organizational level factors, at least concerning the level of results orientation,
formalization and bureaucratization in organizations. At the same time, it could
be concluded that for example innovativeness, openness to change and
interpersonal relationships do not depend on industry so much, but could
probably be explained more using individual-level variables. Similar conclu-
sions can also be made about the impact of organizational size and age on
patterns of organizational culture. The size of organizations influences esti-
mations of the Rational Goal and Internal Processes types, but the impact on the
Open System and Human Relations types is quite modest. The analysis showed
that organizational age does not predict patterns of organizational culture. The
author considers this finding to be limited to the context of transitional
countries, since it is quite complicated to distinguish between old and new
organizations because old organizations have gone through radical transfor-
mations, which raise the issue of the content of the terms “old” and “new” in the
case of organizations from transition societies.

The study highlighted several findings that could be useful for organizations
that desire a better understanding of the organizational culture phenomenon and
the regularities of the development of organizational culture. For managers, it is
important to understand that because of mutual relationships between the types
of organizational culture, the implementation of change in the organizational
culture and fostering some aspects of organizational culture also causes change
to other aspects of the culture.

The research proved the significant effect of the national culture on
organizational culture. The research demonstrated that Estonian organizations
tend to be more stability than flexibility oriented, which means that organiza-
tions believe in formalization and bureaucracy quite a lot, and formal rules and
regulations are believed to ensure good results. Although this mentality may
work for a certain period of time, the author of the dissertation suggests that
managers should also look for other possibilities (e.g. using employee-centered
management techniques) to achieve the aims of the organization. Understanding
the general principles of how organizations work in certain cultural contexts is
important for multinational companies, and therefore, the research provides a
better understanding of the values held in Estonian organizations for those
MNO-s operating in or entering the Estonian market, but also for expatriates
recruited to manage Estonian organizations.

Although national culture has a significant impact on organizational culture,
it also became evident that the industry mediates the influence of national
culture at the organizational level. Industries prescribe several rules,
expectations and so one for organizations, and therefore, the role of manage-
ment in shaping and developing organizational culture may become even
insignificant. This is particularly true in respect to the Rational Goal and
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Internal Processes types of organizational culture, where the effect of industry
was most significant. Still, the research showed that the Open System and
Human Relations types of organizational culture are influenced less by industry,
and here the organization has more potential for contributing to the develop-
ment of these particular types of organizational culture.

Implications of the study

The contribution of this dissertation is twofold: the implications of the disser-

tation may be brought out from the perspective of the analysis of organizational

culture, but also from the viewpoint of management practices providing several
implications for organizations.

The theoretical implications have mainly been drawn from the relationships
between types of organizational culture, and also between contextual and
organizational characteristics and organizational culture. In terms of the theory
and analysis of organizational culture, the current dissertation contributes in the
following ways:

1. A new tool for analyzing organizational culture has been developed in the
form of the Organizational Values Questionnaire. The questionnaire was
compiled in Estonian and translated into Russian, so it can be used to
analyze the often-multicultural organizations in Estonia. Compared to ques-
tionnaires that have already been used to research organizational culture in
the Estonian context, the new questionnaire expands the scope of studies of
organizational culture. Moreover, it also provides a basis for comparison
with international studies.

2. The findings of the research proved that organizational culture should be
approached as a continuum, because different types of organizational culture
are related to each other, but the relationships between different types of
organizational culture vary in terms of strength. This means that changing
certain aspects of organizational culture also affects other features of
organizational culture.

3. Relationships between types of organizational culture should be interpreted
in the context of national culture because the research demonstrated that, to a
certain extent, the organizations in the sample share similar patterns of
organizational culture, and relationships between types of organizational
culture may demonstrate the underlying assumptions characteristic of the
broader cultural area.

4. The present research indicated the essential role of industry in mani-
festations of organizational culture, demonstrating that industry explains
more variance in organizational culture than organizational level factors.
Moreover, it became evident that industry contributes the most to the results
orientation, formalization and bureaucratization of organizations, but inno-
vativeness and relationships between organizational members do not depend
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on industry so much. These aspects of organizational culture could probably
be explained more using individual-level variables.

5. The results of the current research indicated that organizational age does not
predict patterns of organizational culture. This finding may be limited to the
context of transitional countries because it is rather complicated to
distinguish between old and new organizations. Old organizations have gone
through several radical transformations, and therefore, it is difficult to talk
about the continuity of organizational culture even in organizations with a
long (formal) history.

6. From the research, several connections between organizational size and
patterns of organizational culture were found, which means that unlike
organizational age, another organizational characteristic — the size of the
organization — seems to have an impact on the pattern of organizational
culture. The findings of the present study are mostly in line with conclusions
from previous research. Large organizations tend to be more formalized and
bureaucratized and less employee-oriented than smaller organizations.
Contrary to some theoretical considerations and previous empirical studies,
the current research indicated that large organizations are more flexible,
open to change and they also value innovativeness more than medium-sized
organizations. The comparison of production and service organizations
demonstrated that the influence of organizational size on patterns of
organizational culture may be industry-specific; more precisely, that in the
production sector organizational size may influence some aspects of
organizational culture more than in the service sector. This kind of result
underlines the importance of considering several factors when studying
organizational culture because it makes it possible to discover more regu-
larities in manifestations of organizational culture.

There are implications for managers from the above-mentioned connections,
which could be taken into account when planning managerial actions. The
implications for managers from the present research are as follows:

1. The research indicated mutual relationships between types of organizational
culture, which should be considered when planning or implementing
changes in organizational culture. More precisely, it is not possible to foster
some aspects of organizational culture without influencing other facets of the
culture. For example, the research indicated quite strong relationships
between the Open System and Human Relations types of organizational
culture, which means that in order to increase the adaptability of the organi-
zation and promote innovativeness in the organization and among its
members, it is necessary to turn attention to the relationships between
employees. Creating and favoring close relationships and trust between
organizational members encourages people to be more creative, innovative
and open-minded, which may contribute to organizational development and
sustainability.
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. The research demonstrated the impact of national culture on organizational
culture, and the nature of relationships between types of organizational
culture demonstrates the tenets held in Estonian organizations. Estonian
organizations tend to be more stability than flexibility oriented, which means
that organizations believe in formalization and bureaucracy quite a lot. It is
believed that good results, but also flexibility, could be gained via formal
rules and regulations. The author of the dissertation suggests that managers
should also look for other ways of achieving the aims of the organization
because relying on rules and regulations is not a sustainable way of
managing the organization — greater emphasis should be put on employee-
centered management techniques.

. The research provides a better understanding of the values held in Estonian
organizations and this can help multinational companies operating in or
entering Estonia, but the findings may also be practical for expatriates
recruited to manage Estonian organizations. Moreover, because national
culture influences organizational culture quite lot, it underlines the
importance of cultural intelligence in the globalizing world.

. The research pointed out the role of industry in manifestations of organiza-
tional culture, meaning that the industry the organization operates in may
determine organizational culture to a great extent. This is especially true for
the Rational Goal and Internal Processes types of culture, where the organi-
zation’s potential for creating an entirely different culture than in other
organizations from the same industry may be scant. Still, the Open System
and Human Relations types of organizational culture are influenced less by
industry, and therefore, in respect to these aspects of organizational culture,
the organization has more opportunities to contribute to the development of
these particular types of organizational culture.

. The comparison of new and old organizations indicated that in terms of the
unitary nature of organizational culture, no difference exists between the two
groups of organizations. The results indicated that organizations consist of
subcultures formed on the basis of employee tenure in the organization, and
the employee’s position determines a different understanding of organiza-
tional culture to a lesser extent. It is important for managers to understand
that people who have worked for the organization during different periods
may have diverse perceptions of its culture. Therefore, it is important to
provide socialization programs for new employees in order to familiarize
them with the organizational culture. Organizational culture is a social
phenomenon and involving organizational members in the development of
the organization contributes to a better understanding of organizational
values and the principles of the organizational culture in that particular
organization.

. Applying the Organizational Values Questionnaire in the analysis of
organizational culture at the organizational level makes it possible to map
the culture of a particular organization in even more detail than has been
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done in the scope of the current research. Analysis of organizational culture
provides knowledge about how employees perceive the culture of their
organization, and this also makes it possible to understand subcultures that
may exist in the organization, for example, on the departmental level. The
author has communicated the results of the research to 15 of the organiza-
tions that participated in the study, and discussion of the results has
demonstrated the benefit of this information for these organizations. The
organizations have obtained a better comprehension of the concept of
organizational culture and of the characteristics of the culture in their organi-
zation. Some organizations have used that knowledge to take further steps in
organizational development.

The limitations of the study and recommendations
for future research

Limitations of the study

The paradigm of understanding organizational culture and the research methods
selected for analyzing organizational culture could be considered as the main
limitation of the present study. Using instrumental categories could be seen as
an advantage of the socio-cultural approach to organizational culture, but at the
same time it is quite difficult to create meaningful and unequivocal categories
for analyzing and explaining organizational culture. The typologies approach
makes it possible to map patterns of organizational culture and make
comparisons, but still it discovers characteristics of organizational culture in one
particular framework, and it is possible that important aspects that are distinc-
tive for organizations remain undiscovered. Quantitative methods make it
possible to better compare the results across organizations, but interpretations of
the results may suffer from the subjectivity of the researcher. Triangulation of
research methods would probably have allowed better interpretation of the
results.

In the case of research into organizational culture, there is always the issue
of whether the results gained from the study apply in all kinds of organizations,
or whether the findings are specific to the particular sample. As the empirical
findings from previous studies are quite fragmented, this issue is not easy to
address, and the author believes that a degree of the generalizations from the
results will always remain hypothetical. Although the number of organizations
and respondents participating in the study was large enough, and the organiza-
tions represented five industries, the sample did not include for example small
organizations, which also set certain limitations on generalizing the results.

Although the present dissertation analyzed the impact of contextual and
organizational variables on manifestations of organizational culture, individual
level variables could also be considered as significant factors that effect
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organizational culture. Because socio-demographic variables were not available
for all organizations, organizational culture was not analyzed in respect to those
variables. Although this is not an important limitation, the author believes that
including these variables in the study would have also provided a more
compendious summary of the factors influencing manifestations of organiza-
tional culture.

Suggestions for future research

The author considers several options for further developments of the current
study. In the author’s opinion repeating the study including organizations from
those industries that were less represented in the scope of the present research
and also small organizations would be highly recommended. This would make
it possible to validate the results of the current study or to find new connections
between organizational culture and the factors under consideration. It would
also be interesting to conduct a similar study using a comparable sample in
another country because it would make it possible to present the influence of
national culture on organizational culture more clearly. The author recommends
using complementary research methods, more specifically qualitative methods
(interviews and case studies), because this would contribute to a more content-
rich interpretation of the results. Considering the Estonian context, it would be
especially interesting to map organizational history and find associations
between events in organizational history and the development of organizational
culture. This kind of approach would make it possible to interpret the influence
of events occurring at the societal level on organizations, and thus, fill the
existing gap in organizational studies. Although the empirical part of the
dissertation provided an overview of the studies that have analyzed the impact
of organizational culture on organizational performance and work-related out-
comes, the empirical research did not focus on those issues. Here, the author
also sees the potential for further studies to analyze the impact of patterns of
organizational culture on organizational performance because this information
would be interesting both from the theoretical perspective, but also for organi-
zations.
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Appendix 3. Overview of main postulates and characteristics of management
research paradigms

equation modeling.

Qualitative: grounded
theory testing

and textual analysis;
expansion analysis

Positivism Interpretivism Critical Theory/
Postmodernism (PM)
Assump- | Objective world which |Intersubjective world | Material world of struc-
tions science can ‘mirror’ which science can tured contradictions and/
with privileged represent with concepts |or exploitation which can
knowledge of concepts of actors; | be objectively known
social construction of | only by removing tacit
reality ideological biases
Search for contextual | Search for patterns of | Search for disguised
and organizational meaning contradictions hidden by
Key focus . . : .
and ideas Varlables Whlch cause 1deol.0gy, open spaces for
organizational actions previously silenced
voices
Uncover truth and facts | Describe meanings, Uncover hidden interests;
Goal of as qqantitative.ly underg?and members’ | expose contra}ctions;
para- specified rc?latlons d.eﬁm.tlons of the enabl; more 1nfomed
digm among variables sﬁgahgn, examine how consciousness; d}splgce
objective realities are | ideology with scientific
produced insights; change
Contingency theory; Symbolic interaction; | Marxism; critical theory;
systems theory; popu- |ethnomethodology; ‘radical’ perspectives
Key lation ecology; trans- | phenomenology; PM: poststructuralism;
theories |action cost economics | hermeneutics postmodernism;
of organizing; deconstructionism;
dustbowl empiricism semiotics
Verified hypotheses Abstract descriptions of | Structural or historical
Nature of | involving valid, meanings and insights revealing
know- reliable and precisely | members= definitions |contradictions
ledge measured variables of situations produced
in natural contexts
. The variable Meaning; symbolic act | Contradictions, incidents
Unit of o i
analysis o.f exploitation. PM: the
sign
Experiments; question- | Ethnography; parti- Field research, historical
naires; secondary data | cipant observation; analysis, dialectical
analysis; quantitatively |interviews; conver- analysis PM:
Research | coded documents. sational analysis; deconstruction, textual
methods, |Quantitative: grounded theory de- analysis
type of  |regression; Likert velopment. Case
analysis | scaling; structural studies; conversational

Source: compiled by the author on the basis of Gephart (1999)
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Appendix 4. Questionnaire for Expert Group No.1 (in Estonian)

Alljargnevalt on tabelis toodud dra médrksdnad ning tabelile jérgneb véidete loetelu.
Olge head ja proovige paigutada vidited nende mérksdonade juurde, kuhu nad Teie
arvates kodige paremini sobiksid (milline véide peegeldab konkreetset mérksona).

Markiga viidete numbrid tabeli lahtritesse. Kui Te ei oska paigutada mdnda véidet
ithegi marksona alla, siis mérkige vastav véide kiisimargiga. Kui moni véide sobib Teie
arvates mitme marksona juurde, siis asetage vastav number mitmesse lahtrisse. Kui Te
leiate, et mone viite sOnastus on ebadnnestunud, siis pakkuge palun vilja parem
sOnastus.

Ténan abi eest!

MARKSONA SOBIVAD VAITED (miirgi numbrid)
todtaja areng

meeskond

piihendumine
kohesiivsus

traditsioonid
tarbijakesksus
jagamissoov
diinaamilisus
riskivalmidus

vabadus

kasv

unikaalsus, erakordsus
eesmargile pithendumine
saavutus

ratsionaalsus

tohusus

formaliseeritus, tegevuse standardiseeritus
struktuur

hierarhia

stabiilsus

reeglid

VAITED

Meie organisatsiooni liikmed ei raégi voorastele organisatsioonist halba

Meie organisatsioonis on palju rituaale ja traditsioone

Koige tdhtsamaks peetakse plthendumist tédle, muu elu voib jadda tahaplaanile
Meie organisatsioonis abistatakse liksteist todalastes probleemides

Téhtsad uudised antakse meil edasi kirjalikult

Meie organisatsioonis teatakse iiksteise harrastustest ja toovélisest tegevusest
Inimeste eraelu on nende oma asi

Meie juhtkond suunab tootajaid heatahtlikult

Meie organisatsiooni liikmed suhtlevad omavahel ka véljaspool to6aega

WXL R W=
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11.
12.
13.
14.
15.
16.
17.
18.
19.
20.

21.
22.
23.
24.
25.
26.
27.
28.
29.
30.
31.
32.
33.
34.
35.
36.
37.
38.
39.
40.
41.

42.
43.
44.
45.
46.
47.
48.
49.
50.
51.
52.
53.
54.
55.
56.

Appendix 4. Continued
Meie organisatsioonis on kdigil suur tegutsemisvabadus
Meie juhtkonnal on t66tajatega usalduslikud suhted
Meie organisatsoonis motlevad inimesed rohkem organisatsiooni eesmarkidele
Meie organisatsioonis vahetuvad to6tajad harva
Meie organisatsioonis on rasketes olukordades tugev tihtekuuluvustunne
Meie organisatsioon hoolib oma liikmetest
Meile on koige tidhtsam kliendi rahulolu
Inimesed to6tavad meie organisatsioonis nagu iiks meeskond
Meie tootajatelt oodatakse sobralikkust iiksteise vastu
Meie organisatsiooni litkmed osalevad meelsasti organisatsioonisisestel ihisiiri-
tustel
Meie organisatsioonis on palju kirjalikke reegleid
Meie organisatsiooni juhtkond talub histi kriitikat
Meie organisatsioonis toetatakse edasipiiiidlikkust ja dppimist
Loovad inimesed on meie organisatsioonis vdga hinnatud
Meie organisatsioon pdorab suurt tdhelepanu td6tajate koolitamisele
To6taja edu ei sOltu sellest, kui hésti ta tilemusega 14bi saab
Meie organisatsiooni liikmete jaoks on téhtsad sobralikud suhted iiksteisega
Meie organisatsiooni liikmed teavad {iksteise isiklikust elust
Meie organisatsioonis toimuvad pidevalt positiivsed muutused
Meie organisatsioon on ainulaadne ja eristub konkurentidest
Meie organisatsioon on uuendusmeelne
Meie organisatsioonis on palju alliiksusi
Meie organisatsioonis oodatakse tootajatelt ettepanekuid
Meie organisatsioonil on traditsioonidega ajalugu
Meie organisatsiooni juhtkond suhtub positiivselt totajate poolsetesse algatustesse
Vajadusel asetavad to6tajad organisatsiooni huvid isiklikest huvidest ettepoole
Meie organisatsioonis arvestatakse to6tajate ettepanekutega
Meie organisatsioonis antakse todtajatele palju otsustamisvabadust
Meie organisatsioon on nagu suur perekond
Meie organisatsioonis valitseb loominguline dhkkond
Meie organisatsiooni liikmed on uhked selle iile, et nad sellesse organisatsiooni
kuuluvad
Meie organisatsiooni liikkmed on loovad
Meie organisatsioon on kaasaegne
Meie organisatsioonis ei karda inimesed eksida
Meie organisatsioon on alati valmis uusi ideid rakendama
Meie organisatsiooni eesmargiks on olla konkurentidest parem
Meie organisatsiooni eesmargiks on areneda ja kasvada
Meie organisatsioon piiiiab konkurentidest erineda
Meie organisatsioon rohutab oma eripéra
Meie organisatsioon kiib ajaga kaasas
Meie organisatsioonis on tépsed tookirjeldused
Meie organisatsioon piiiiab alati rakendada uusi ideid
Meie tootajad tunnetavad, et nad tegutsevad iihise eesmérgi nimel
Meie organisatsioonis selgitatakse tilesandeid tépselt
Meie organisatsioonis on otsustamine aegandudev protsess.
Meie organisatsiooni juhtkonna jutule on keeruline pdédseda
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57.
58.
59.
60.
61.
62.
63.
64.
65.
66.
67.
68.
69.
70.

71.
72.
73.
74.
75.
76.
77.
78.
79.

Appendix 4. Continued
Meie tootajad riadgivad tookaaslastele meelsasti oma isiklikust elust
Meie organisatsioonis on alluvussuhted véga tdpselt paigas.
Meie organisatsioonis on traditsioonidel suur tahtsus
Meie organisatsioonis suhtutakse mdistvalt todtajate eksimustesse
Tootajatelt oodatakse kdskudele allumist
Meie organisatsioonis rohutatakse alluvate ja tilemuste erinevusi
Meie organisatsiooni eesmérgiks on saada suurt kasumit
Meie organisatsioonis on kohvi- ja 1dunapausid kindlatel kellaacgadel
Juhtkond kontrollib td6tajaid tihti
Meie organisatsioonis on iga situatsiooni jaoks vélja tootatud oma reeglid
Otsustest saavad tootajad teada kirjalikult
Reeglitest korvalekaldumist karistatakse alati
Ootamatud siindmused on negatiivsed, sest siis on vaja ldbi viia muutusi.
Meie organisatsioonis peetakse kdige olulisemaks toote voi teenuse pidevat arenda-
mist
Meie organisatsioonis Shutatakse inimeste vahel konkurentsi
To6tasu soltub sellest, kui hdsti tdotajad neile piistitatud eesmérke tdidavad
Meie organisatsiooni liikkmed teavad, millised on organisatsiooni eesmérgid
Organisatsiooni litkkmetele on téhtis, et organisatsioonil ldheks hasti
Meie juhid on alluvate suhtes ndudlikud
Meie organisatsiooni eesmargiks on saavutada vdimalikult suur turuosa
Meie organisatsiooni eesmérgid on konkreetsed ja mdddetavad
Meie organisatsioonis on palju aja jooksul vélja kujunenud kditumistavasid
Koosolekutel arutatakse tihti organisatsiooni plaane ja eesmérke
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Appendix 5. Questionnaire for Expert Group No. 2 (in Estonian)

Head kolleegid,

Palun Teie abi organisatsiooni vadrtuste modtmisinstrumendi viljatdotamisel. Instru-
ment tugineb Competing Values Model’ile (Quinn & Cameron). Too6tasin vélja terve
rea viiteid, mille kaudu saaks uurida organisatsiooni véirtusi. Esimene valik neist
vaidetest on tehtud, niitid paluksin Teie eksperthinnangut kuivord hésti iiks voi teine
véide iseloomustab konkreetset organisatsioonikultuuri tiiiipi.

I Esmalt annan liihiiilevaade igast organisatsioonikultuuri tiiiibist.

Quinn’i ja Cameron’i Competing Values Model kirjeldab organisatsioonikultuuri 4
voimalikku tiitipi. Iga organisatsioonikultuuri tiitip holmavad pohivéértusi — mis on
konkreetse organisatsiooni puhul sobilik ja dige ning millised on otsuste langetamise
kriteeriumid. Jargnevalt kirjeldan liihidalt 4 organisatsioonikultuuri tiiiipi:

1. Human Relations Model / Clan

Hoolivus, tihtekuuluvustunne, koost6d, lojaalsus, traditsioonid. V&ib &elda, et antud
organisatsioon on koht, kus on hea tddtada, kus valitseb sobralik meeleolu. Inimesed
teavad iiksteise isiklikust elust, huvialadest jne. Iseloomulik on piithendumissoov.
Sellises organisatsioonis podratakse suurt tdhelepanu personali arendamisele.
Tasustamise aluseks pole mitte individuaalsed tulemused, vaid hinnatakse kollektiivseid
tulemusi. Otsused siinnivad sageli mitteformaalsete kontaktide abil.

Edu aluseks peetakse kliendist (klient kui partner) ja tdotajatest hoolimist. Juhid kui
mentorid ja dpetajad.

2. Open System Model / The Adhocrary
Diinaamilisus, ettevotlikkus, innovaatiline areng, muutustele avatus. Selline organisat-
sioon on tootamiseks loominguline paik. Organisatsiooni kooshoidvaks teguriks on
plihendumine eksperimenteerimisele ja innovatsioonile. RGhutatakse esirinnas olemist
ja plisimist.

Tasustatakse isiklikku algatust, initsiatiivi. Soositakse vabadust.

Edu aluseks peetakse unikaalseid ja uudseid tooteid-teenuseid, valmistumist
tulevikuks. Juhid kui visiondirid, innovaatorid ja riskeerijad, ootavad tdotajatelt piihen-
dumist, loovust ja aktiivsust.

3. Internal Process Model / The Hierarchy Culture
Formaliseeritus, struktureeritus, stabiilsus, respekt voimu vastu. Sellise organisatsiooni
jaoks on olulised tapsed reeglid ja poliitikad. Organisatsiooni hoiavad koos reeglid ja
poliitikad. Inimeste tegevus on korraldatud mitmesuguste protseduuridega.

Tasustamine vastavalt ametikohale.

Edu aluseks peetakse stabiilsusst ja ladusat toimimist, sdastlikkust. Juhid kui
administraatorid, koordineerijad ja korraldajad, tShususele orienteeritud.
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Appendix 5. Continued

4. Rational Goal Model / Market/results Oriented Culture
Toodangule orienteeritus, konkurents ja tulemuslikkus. Peamine mure, et t66 saaks
tehtud, inimesed on eesmirgile piihendunud ja vdistlushimulised. Voéidutahe hoiab
organisatsiooni koos.

Organistsioon muretseb oma reputatsiooni ja edukuse pérast. Pikaajaline eesméirk on
mdddetavate eesmarkide ja sihtide saavutamine. Edukust mdodetakse kasumlikkuse ja
turuosa jérgi. Juhid on ndudlikud, karmid, tootmisele orienteeritud.

IT Palun hinnake 5 — pallisel skaalal, kuivord hésti iseloomustavad alljargnevad
viited konkreetset organisatsioonikultuuri tiiiipi.

(5 — iseloomustab vdga hdsti; 4 — hdsti; 3 — rahuldavalt; 2 — halvasti; 1 — ei iseloomusta
tildse voi ei oska oelda). Tdhistage palun oma arvamus ringiga voi mdrkige vastav
number rasvase kirjaga. Voite vdidet ka kommenteerida véi pakkuda tdpsemat
sonastust.

1. MUDEL: Human Relations Model / Clan

VAIDE HINNANG
Meie organisatsioonis toetatakse edasiptiiidlikkust ja dppimist 5-4-3-2-1
Meie organisatsioon pdorab suurt tdhelepanu todtajate 5-4-3-2-1
koolitamisele

Meie organisatsioonis abistatakse iiksteist tdoalastes probleemides
Meie organisatsiooni liikkmete jaoks on tdhtsad sobralikud suhted
iiksteisega

Meie organisatsiooni liikkmed suhtlevad omavahel ka véljaspool 5-4-3-2-1
to0aega

Meie juhtkonnal on todtajatega usalduslikud suhted

Inimesed tootavad meie organisatsioonis nagu iiks meeskond
Meie tootajatelt oodatakse sdbralikkust iiksteise vastu

Meie organisatsiooni liikkmed osalevad meelsasti
organisatsioonisisestel iihisiiritustel

Meie organisatsioon on nagu suur perekond

Meie organisatsoonis motlevad inimesed rohkem organisatsiooni
eesmirkidele kui enda

Kbige tédhtsamaks peetakse piihendumist tdole, muu elu voib jidda |[5-4-3-2-1
tahaplaanile
huvidele
Vajadusel asetavad to6tajad organisatsiooni huvid isiklikest 5-4-3-2-1
huvidest ettepoole
Meie organisatsiooni liikmed ei rddgi voorastele organisatsioonist |5—4-3-2—1
halba
Meie organisatsiooni liikmed on uhked selle iile, et nad sellesse 5-4-3-2-1
organisatsiooni kuuluvad

Meie organisatsioonis on traditsioonidel suur tihtsus
Meie organisatsioonil on traditsioonidega ajalugu
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Appendix 5. Continued

Meie organiastsioonis on palju aja jooksul vélja kujunenud
kéitumistavasid

5-4-3-2-1

Meile on kdige tdhtsam kliendi rahulolu

Meie organisatsioonis teatakse iiksteise harrastustest ja toovélisest
tegevusest

5-4-3-2-1
5-4-3-2-1

Ettepanek viidete lisamise osas:

2. MUDEL: Open System Model / The Adhocracy

poolsetesse algatustesse

VAIDE HINNANG
Meie organisatsioon kiib ajaga kaasas 5-4-3-2-1
Meie organisatsioon on kaasaegne 5-4-3-2-1
Meie organisatsioon on uuendusmeelne 5-4-3-2-1
Meie organisatsioonis toimuvad pidevalt positiivsed muutused 5-4-3-2-1
Meie juhtkond ei karda riskida 5-4-3-2-1
Meie organisatsioonis on kdigil suur tegutsemisvabadus 5-4-3-2-1
Meie organisatsioonis antakse tootajatele palju otsustamisvabadust |S—4—-3-2-1
Meie organisatsiooni eesmargiks on areneda ja kasvada 5-4-3-2-1
Meie organisatsioon rohutab oma eripira 5-4-3-2-1
Meie organisatsioon on ainulaadne ja eristub konkurentidest 5-4-3-2-1
Meie organisatsioon piiliab konkurentidest erineda 5-4-3-2-1
Meie organisatsioonis piiiitakse pidevalt tooteid ja teenuseid 5-4-3-2-1
arendada

Meie organisatsioonis oodatakse tdotajatelt ettepanekuid 5-4-3-2-1
Meie organisatsiooni juhtkond suhtub positiivselt todtajate 5-4-3-2-1

Meie organisatsioonis valitseb loominguline Shkkond

Loovad inimesed on meie oganisatsioonis véga hinnatud

Meie organisatsiooni liikmed on loovad

|
SIS
UJ(la)bJ
I\Jll\)l\)
._..l_.._

Ettepanek viidete lisamise osas:

3. MUDEL: Internal Processes Model / The Hierarchy Culture

VAIDE HINNANG
Meie organisatsioonis vastutab iga inimene oma kitsa to6loigu eest |5—-4-3-2-1
Meie organisatsioonis rakendatakse biirokraatlikku 5-4-3-2-1
aruandestisteemi

Meie organisatsioonis rdhutatakse kulude kokkuhoidu 5-4-3-2-1
Meie organisatsiooni juhtkond on tegevuste koordineerija 5-4-3-2-1
Meie organisatsioonis on tépsed todkirjeldused 5-4-3-2-1
Meie organisatsioonis on otsustamine aegandudev protsess 5-4-3-2-1
Meie organisatsioonis on palju alliiksusi 5-4-3-2-1
Meie organisatsioonis on alluvussuhted véga tépselt paigas 5-4-3-2-1
Meie organisatsioonis rShutatakse alluvate ja iilemuste erinevusi 5-4-3-2-1
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Appendix 5. Continued

Meie organisatsiooni juhtkonna jutule on keeruline péédseda 5-4-3-2-1
Meie organisatsioonis kerkib harva esile ootamatuid olukordi 5-4-3-2-1
Ootamatud siindmused on negatiivsed, sest siis on vaja labi viia 5-4-3-2-1
muudatusi

Meie organisatsioonis on kohvi- ja ldunapausid kindlatel 5-4-3-2-1
kellaaegadel

Reeglitest kdrvalekaldumist karistatakse alati 5-4-3-2-1
Reeglitest kinnipidamine on edutamise aluseks 5-4-3-2-1
Meie organisatsioonis ndutakse reeglite tundmist ja tditmist 5-4-3-2-1
Meie organisatsioonis on palju kirjalikke reegleid 5-4-3-2-1

Ettepanek viidete lisamise osas:

4. MUDEL: Rational Goal Model / Market/Results Oriented Culture

/edestada konkurente

VAIDE HINNANG
Meie organisatsiooni liikkmed teavad, millised on organisatsiooni |5-4-3-2-1
eesmirgid

Organisatsiooni litkkmetele on téhtis, et organisatsioonil ldheks hésti |5 -4-3-2-1
Meie organisatsioonis Shutatakse inimeste vahel konkurentsi 5-4-3-2-1
Meie organisatsiooni eesmirgid on konkreetsed ja mdodetavad 5-4-3-2-1
Meie todtajad piiliavad kulusid kokku hoida 5-4-3-2-1
Meie organisatsioonis peetakse kdige olulisemaks toote voi teenuse |5 —4-3-2—1
kvaliteeti

Organisatsiooni edu aluseks on kvaliteetne toode voi teenus 5-4-3-2-1
Meie organisatsioon piiiiab konkurente alati edestada 5-4-3-2-1
Meie organisatsiooni eesmérgiks on saada suurt kasumit 5-4-3-2-1
Meie organisatsiooni eesmérgiks on saavutada voimalikult suur 5-4-3-2-1
turuosa

Meie organisatsiooni eeméirgiks on olla konkurentidest parem 5-4-3-2-1

Ettepanek viidete lisamise osas:

TANAN ABI EEST!
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