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Welcome to

Organizational Culture

and Leadership:
The quest for top
organizational performance

by
Piotr S. Windyga, PhD
pwindyga@mail.ucf.edu

UCF Department of Industrial Engineering and Management Systems

Full Course Outline
+» Part I: The Basis (10 hours)

++ Part Il: The Action (20 hours)
¢ Part lll: The Managers’ Act (20 hours)

+ Part IV: Wrapping Up (10 hours)
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Introduction

Why does organizational culture matter?

Why people should learn about It?

What should we know about it?

What is organizational culture anyway?
What is organizational culture built on?

So how can you assess organizational culture?

What is Next?
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Organizational Culture and
Leadership:

The quest for top organizational
performance

Instructor: Piotr S. Windyga, PhD

This course addresses the questions all managers
(...and smart employees) need to ask:

1) Whatis Organizational Culture?
2) Howdoes it affect success?

3) Howcan | assessit?

4) How can I changeit?
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Introduction

Some facts

O A.k.a. Corporate Culture.

O Often mistakenly taken as Organizational Climate or
Organizational Behavior.

O Once an ivory-tower topic for business scholars, and
sociologist, Organizational Culture (OC) has become an
issue of vital concern to (IT) managers, (IT) executives, and
(IT) consultants on the front line of change.

O Why? ...stay tuned (I mean, awake!)
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Why Does Organizational Culture Matter? (us)
OC does matter

O Decisions made without awareness of the operative OC
forces may have unanticipated and undesirable
consequences.

O The argument for taking OC seriously, therefore, is that
one should anticipate consequences and make a choice
about their desirability.
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Why Does Organizational Culture Matter? (2/6)
Some OC “lessons”

Atari

Apple

DEC

Procter & Gamble

Ciba-Geigy

O 0O 0O 0O O O

ENRON

Organizational Culture and Leadership — Part I: The Basis

4}'_

Why Does Organizational Culture Matter? (3/6)

OC issues in mergers, acquisitions, and joint ventures

O When organizations that have developed their own
cultures acquire each other, attempt to merge, or engage
in various kinds of partnerships and joint ventures, the OC
issue is more blatant and visible.

O There are three possible patterns:

a) Separate OCs
b) Dominant OC
c) Blended OC
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Why Does Organizational Culture Matter? (4/6)
Start-ups, midlife, and old dinosaurs
O OC matters in different ways according to the stages of
organizational evolution:
a) Young and growing
b) Midlife
c) Aging
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Why Does Organizational Culture Matter? (s/6)
Where does OC reside?

O Culture is a property of a group; wherever a group has
enough common experience, a culture begins to form.

O One find OCs at the level of:
= Small teams, families, and workgroups.

= Departments, functional groups, and other organizational units
that have a common occupational core and common experience;
OCs are found at every hierarchical level.

= Whole organization if there is sufficient shared history.

= Whole industry because of the shared occupational backgrounds of
the people industrywide.

= Regions and nations because of common language, ethnic
background, religion, and shared experience.
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Why Does Organizational Culture Matter? (e/6)
The bottom line

O Culture, in general, matters because it is a powerful,
latent, and often unconscious set of forces that determine
both our individual and collective behavior, ways of
perceiving, thought patterns, and values.

O OC, in particular, matters because cultural elements
determine strategy, goals, and modes of operating; the
values and thought patterns of leaders and senior
managers are partially determined by their own cultural
backgrounds and their shared experience.

O If we want to make organizations more efficient and
effective, then we must understand the role that OC plays
in organizational life.
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Why engineers should learn about it?
The need for “soft” skills

O IT has been the catalyst for the new source of economic
wealth during the current economic period called the
Information Age.

O The successful implementation of ITs, usually resulting in
great competitive advantages, greatly depends on
understanding, handling, and sometimes modifying, the
OC of companies.

U Decisions made without awareness of the operative OC
forces may have unanticipated and undesirable
consequences.
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What should we know about it?
The questions managers most often ask
O Whatis it?
O Why is important?
O How can | assess it?
Q

How can | change it?
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What is Organizational Culture Anyway? (1/s)
Some risky oversimplifications

O “The way we do things around here.”
“The rites and rituals of our company.”
“The company climate.”

“The reward system.”

“Our basic values,” and so on.

O 0O 0O 0O O

These are all manifestations of the OC, but none is OC at
the level where OC matters.
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What is Organizational Culture Anyway? (2/8)

Three levels of culture

. Visible organizational structures and
Artifacts processes
(hard to decipher)

Espoused Strategies, goals, philosophies (espoused

values justifications)

y
: : Unconscious, taken-for-granted beliefs,

Basic undsrlylng perceptions, thoughts, and feelings
assumptions (ultimate source of values and action)
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What is Organizational Culture Anyway? (3/s)
Level one: Artifacts

O Easily observable.

O Some examples:
= Dress code (e.g., formal vs. informal)
= Meetings patterns (e.g., open vs. closed doors)

= Perceived activity intensity (fast-paced vs. slow movement)

O At this level OC is very clear and has immediate emotional
impact, but you don’t really know why the members of the
organization are behaving as they do and why each
organization is constructed as it is.
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What is Organizational Culture Anyway? (4/8)

Level two: Espoused values

O Insiders are needed to explain their organization to you.

O Some examples:
= [Integrity, teamwork, customer orientation, product quality, etc.
= Decision making mechanisms.

= Reward, promotional, and incentive systems.

O Inconsistencies tell you that a deeper level of thought and
perception is driving the overt behavior.

O The deeper level may or may not be consistent with the
values and principles that are espoused by the organization.
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What is Organizational Culture Anyway? (s/s)
Level three: Shared tacit assumptions

O You have to think historically about the organization: what
were the values, beliefs, and assumptions of the founders
and key leaders that made it successful?

O Tacit assumptions about the nature of the world and how to
succeed in it; e.g.: nature of reality and truth.

O Resulted from a joint learning process; they became shared
and taken for granted only as the new members of the
organization realize that the beliefs, values, and assumptions
of the founders led to organizational success and so must be
“right;” e.g.: “one must always argue things out.”
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What is Organizational Culture Anyway? (e/8)

Implications of taking OC seriously

O You realize that OC is so stable and difficult to change
because it represents the accumulated learning of a group
—the ways of thinking, feeling, and perceiving the world
that have made the group successful.

O You realize that the important parts of OC are essentially
invisible.

O You realize that there is no right or wrong OC, no better or
worse OC, except in relation to what the organization is
trying to do and what the environment in which it is
operating allows.
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What is Organizational Culture Anyway? (7/s)
So, what is OC?

O What really OC ‘s essence, really, is the learned shared,
tacit assumptions on which people base their daily
behavior.

O It results in what is popularly thought of as “the way we do
things around here,” but even the employees in the
organization cannot, without help, reconstruct the
assumptions on which daily behavior rests.

O If you really want to understand the OC, you must have a
system thinking process involving systematic observation
and talking to insiders to help make the tacit assumptions
explicit.
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What is Organizational Culture Anyway? (s/8)
The bottom line

O The multilevel concept of OC makes it clear that OC is a
complex concept that must be analyzed at every level
before it can be understood.

O The biggest risk in working with OC is to oversimplify it and
miss several basic facets that matter:
= OCis deep.
= OCis broad.
= OCis stable.
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What is Organizational Culture Built on? (1/10)
The popular view

O The most common view is that OC is about human
relations in the organization.

O Most questionnaires that purport to assess OC deal with
such issues as communication, teamwork, superior-
subordinate relationships, the degree of autonomy or
empowerment that employees feel, and the level of
innovation or creativity that they display.

O These views of OC are correct but dangerously narrow;
cultural assumptions in organizations do grow around how
people in the organization relate to each other, but that is
only a fraction of what OC covers.
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What is Organizational Culture Built on? (2/10)
A more realistic view of OC content
O OCis the sum total of all the shared, taken-for-granted

assumptions that a group has learned throughout its
history; it is the residue of success.

O OC assumptions involve not only the internal workings of
the organization but, more important, how the
organization views itself in relation to its various
environments.

O To survive and grow, every organization must develop
viable assumptions about what to do and how to do it.

O Key issues: response to environment and integration.

Organizational Culture and Leadership — Part I: The Basis
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What is Organizational Culture Built on? (3/10)

Part I: Surviving in the external environment (1/2)

O External survival issues:
= Purpose: mission, goals, and objectives.

= Means: structure, strategy (hopefully from systems thinking), and
processes.

= Measurement: error-detection and correction systems.

O We tend to think that we can separate strategy from OC,
but we fail to notice that in most organizations strategic
thinking is deeply colored by tacit assumptions about who
they are and what their mission is.
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What is Organizational Culture Built on? (4/10)

Part I: Surviving in the external environment (2/2)

O The degree to which the structure is adapted to the task to
be performed, and the nature of the environment in which
the organization operates, create the shared tacit
assumptions about how to organize.

O For most business organizations, financial performance is
the primary error-detecting mechanism, but cultural
assumptions dominate what kind of information is gathered
and how it is interpreted.
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What is Organizational Culture Built on? (s/10)
Part Il: Integrating the human organization (1/2)

O Internal integration issues
= Common language and concepts.
= Group boundaries and identity: Who is in and who is out?
= Authority and relationships.

= Definition of status.

Organizational Culture and Leadership — Part I: The Basis




ibl—

What is Organizational Culture Built on? (e/10)

Part II: Integrating the human organization (2/2)

O One reason it takes time before one can become productive
in a new organization is because so many of the norms, ways
of working, and ways of thinking are unique to that
organization and have to be learned by trial and error.

O Closely connected to authority relationships are assumptions
about how open and personal relationships should be in the
organization.

O One of the most difficult tasks facing the newcomer in an
organization is to decipher the reward-and-status system.
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What is Organizational Culture Built on? (7/10)
Part Ill: Deeper underlying assumptions (1/3)

O Deeper underlying assumptions about:
= Human relationship to nature.
= Nature of reality and truth.
®* Human nature.
= Human relationships.
= Time and space.

O National cultures, in which the organization operates, are
embedded in the OCs.
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What is Organizational Culture Built on? (s/10)

Part Ill: Deeper underlying assumptions (2/3)

O Cultures differ in their belief whether humans should have
a dominant, symbiotic, or passive relationship to the
natural environment.

Q Cultures differ in the degree to which they assume that
human nature is basically good or basically evil, and in the
degree to which they assume that human nature is fixed or
can be changed; a further important variation among
cultures is the degree to which it is assumed that human
nature is fixed or malleable.
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What is Organizational Culture Built on? (9/10)
Part Ill: Deeper underlying assumptions (3/3)

O Organizations mirror the society in the extent to which they
emphasize company loyalty and commitment versus
individual freedom and autonomy.

Q In every culture, we grow up with beliefs and assumptions
about when to take something as real and true; in a highly
moralistic society, reality is often defined by the common
moral code, whereas in a highly pragmatic society one ends
up with some equivalent of the rule of law.

O Cultural assumptions about time and space are the hardest
to decipher yet the most decisive in determining how
comfortable we feel in any given environment.
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What is Organizational Culture Built on? (10/10)
The bottom line

O Culture covers all aspects of human functioning.

O Culture influences how you think, feel, and act, and it
provides meaning and predictability in your daily life.

O Don’t take OC lightly, and don’t think glibly about changing
it; you, yourself, might not like the consequences of those
changes.

O If things don’t go right, if your organization is not achieving
goals, or you think you can do better, then you do need to
get in touch with the deeper OC assumptions that are
driving you.
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So How Can You Assess Organizational Culture? (us)
Why assess it?

O OC assessment comes into play when an organization
identifies problems in how it operates, or as a part of a
strategic self-assessment relating to merger, acquisition,
joint venture, or partnership.

O Focus on concrete areas of improvement, or else the OC
assessment may seem pointless and stale.
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So How Can You Assess Organizational Culture? (2s)

Why surveys do not work and cannot measure OC

O There are several reasons why OC questionnaires do not
reveals OC assumptions -and why, in fact, they cannot do
so:

= You don’t know what to ask and cannot judge the reliability and
validity of the responses.

= “Climate” may be confused with OC.

= Asking individuals about a shared phenomenon is inefficient, and
possibly invalid.

= The things employees complain about may not be changeable
because they are embedded in the OC.
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So How Can You Assess Organizational Culture? (ass)

How to get your own culture

O Question: Am | a unique personality, or just an example of
a culture?

O Answer: You are unique, the product of your own genetic
makeup and particular experience of growing up, ...but in
the process of growing up, you also become a member of
cultural units that leave their residue in your personality
and mental outlook.
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So How Can You Assess Organizational Culture? (/s)

Deciphering your company’s OC in seven “easy” steps

1)
2)
3)
4)
5)

6)
7

Define the “business problem.”

Review the concept of OC.

Identify artifacts.

Identify your organization’s espoused values.

Compare the espoused values with the artifacts in
the same areas.

(Repeat the process with one or more other groups.)
Assess the shared assumptions.

Organizational Culture and Leadership — Part I: The Basis
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So How Can You Assess Organizational Culture? (s/s)
Some categories for identifying artifacts

a
a
a
a
a
a
a
a

Dress codes.

Level of formality in authority relationships.
Working hours.

Meetings (how often, how run, timing).
Communications: How do you learn stuff?
Social events.

Jargon, uniforms, identity symbols.

Rites and rituals.
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So How Can You Assess Organizational Culture? (/s)

Do you need an outside consultant to do the assessment?

O The group that is deciphering the OC needs a facilitator
who understands the concept of OC, and who is not a
member of the group or department doing the OC self-
study.

O This can be an outside consultant, but it does not have to
be.

O Many organizations have internal organization
development professionals who can play the outsider role
effectively.
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So How Can You Assess Organizational Culture? (7/s)
The bottom line (1/2)

O OC can be assessed by means of individual and group
interview processes, in as little as half a day, ...or take many
months.

O OC cannot be assessed by means of surveys or
questionnaires.

O OC assessment is of little value unless it is tied to some
organizational problem or issue.

O The assessment process should first identify OC assumptions
and then assess them in terms of whether they are strengths
or constraints on what the organization is trying to do.
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So How Can You Assess Organizational Culture? (ss)

The bottom line (2/2)

O Inany OC assessment process, one should be sensitive to
the presence of subcultures and prepared to do separate
assessments of them to determine their relevance to what
the organization is trying to do.

O OC can “always” be described and assessed at the levels of
artifacts, espoused values, and shared tacit assumptions.
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What is coming up?
Theory applications

Q Partll: The action
= Creation/evolution/change in start-up companies
= Transformative change: unlearning/relearning

= Organizational culture dynamics in the mature company

O Part lll: The managers’ act
= How OCs are created

= Leadership’s control on OC creation

Q PartIV: Wrapping up
= When OCs meet: acquisitions, mergers, joint ventures, etc.

= QOC realities for the serious culture leader
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Advertisement w3)

Other Windyga’'s courses (1/3)

Q

Systems Thinking: Managing chaos and complexity in the
21st century

Organizational Culture and Leadership: The quest for top
performance

System Engineering in Healthcare: The IOM and AOE
recommendations

Human-Systems Integration: Human factors at work

Information Technology for Managers: Beyond
programming
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Advertisement 3)
Other Windyga’'s courses (2/3)

a

Information Technology Governance: Strategic alignment
and value

Corporate Boards: Customized governance at your service

Modeling and Simulation in Healthcare: Anticipating
outcomes on time

The Toyota Way Applied to Healthcare: Excellence on
wheels

The Fifth Discipline: Power, politics and control in learning
organizations
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Advertisement 33)

Other Windyga’'s courses (3r3)

O Quality Methods to Improve Healthcare: Numbers and
charts that matter

O Agile Development: Estimating, planning, testing, and
managing

O Systems of Systems: The ultimate big picture
O Lean Thinking: Creating streaming value

O Soft Skills for Technical People: How to say it, and listen to
it, right
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