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INTRODUCCION

En los dltimos afios, ha surgido un interés mundial por entender los rasgos
culturales de las organizaciones y sus colaboradores, entendiendo que este es un
factor definitivo para establecer la forma como se desemvuelven las empresas y el
modo en que reaccionan a los cambios de su entorno.

Dada esta inquietud, la Universidad de la Sabana inicié hace algunos afios una
investigacion a través de la cual busca entender el patrén cultural de las empresas
bogotanas y la relacion que éste tiene con los cambios que se generan al interior
de las mismas, con la forma como interactian con los demas actores del mercado
y aun mas importante, con la manera en que buscan ser agentes de
INNOVACION, teniendo en cuenta aspectos como el involucramiento de los
empleados, la adaptabilidad y consistencia de cada organizacion, en general, y el
direccionamiento establecido por las directivas. Todos estos aspectos se miden y
relacionan a través de una herramienta denominada METODO DENISON, con
base en el cual se realizé la presente investigacion.

En este sentido, este trabajo constituye sélo una contribucién a ese gran proyecto
de investigacion que viene realizando la Universidad.



CULTURA ORGANIZACIONAL, DESEMPENO E INNOVACION
EN LA EMPRESA SISTEMAS FOURGEN S.A

1. PROBLEMA DE INVESTIGACION

1.1. Ambito de Aplicacion

El trabajo de investigacion, sera aplicado en la empresa SISTEMAS FOURGEN
S.A., dedicada a la comercializacion de productos y servicios en el sector
informatico, principalmente enfocados a las necesidades de clientes que manejen
puntos de venta en su cadena de abastecimiento.

1.2. Temade Investigacion

La investigacion realizada busca conocer la influencia de la cultura organizacional
de la empresa en aspectos como su desempefio y el grado de innovacion que ésta
alcanza.

1.3. Antecedentes

La Universidad de la Sabana viene trabajando desde hace unos afios en un
proyecto de investigacion denominado Cultura organizacional, desempefio e
innovacion en empresas Bogotanas, a través del cual se viene estudiando la
cultura de un conjunto de empresas de la ciudad de Bogota con el animo de
conocer su influencia en el comportamiento de quienes forman parte de tales
organizaciones y en el desempefio e innovacion de éstas. Para noviembre de
2007, se habia realizado el estudio en 39 empresas y la idea es continuar
ampliando la muestra para poder llegar a conclusiones mas serias respecto a la
interrelacion entre el perfil cultural y los indicadores de desempefio organizacional,
para luego comenzar a incorporar otras variables de tipo sectorial, que finalmente
permitan contar con conclusiones contundentes para la toma de decisiones en
términos de administrar la cultura organizacional en favor del logro de los objetivos
y el desempefio efectivo de las empresas en su entorno.

Esta investigacion se basa en el MODELO DE CULTURA ORGANIZACIONAL DE
DENISON, el cual estad fundamentado en cuatro caracteristicas principales de la
cultura corporativa y se desarrolla mediante la aplicacion de la Encuesta de
Cultura Organizacional de Denison (en inglés, DOCS - Denison Organizational



Culture Survey), a través de la cual se mide la presencia de tales caracteristicas
en la organizacién y los aspectos que necesitan de un plan de accién en busca de
mejorar el desempefio general de la empresa.

En aras de contribuir con el avance de este proyecto, la presente investigacion se
realiz6 aplicando la misma metodologia en una empresa bogotana en particular,
denominada Sistemas Fourgen S.A., la cual pertenece al sector de la informéatica.



2. OBJETIVOS

2.1. Objetivo General

Estudiar la cultura en la empresa Sistemas Fourgen S.A., identificar su impacto en
el desempefio y la innovacion en la organizacion, y formular recomendaciones
para la administracion de la cultura en la compafiia.

2.2. Objetivos Especificos

+ Verificar de acuerdo al modelo de cultura organizacional de Daniel Denison la
existencia de las caracteristicas criticas de la cultura organizacional en la
empresa Sistemas Fourgen S.A.

+ Identificar el perfil cultural existente en Sistemas Fourgen S.A. a partir de la
aplicacion de la encuesta sobre cultura organizacional de Daniel Denison
(Organizational Culture Survey).

+ Evaluar el impacto de las caracteristicas de la cultura en un conjunto de
variables criticas para el desempefio organizacional.

+ Proponer y sustentar principios para la Administracion de la Cultura
Corporativa en el Sistemas Fourgen S.A., que propicien el mejoramiento del
desemperio organizacional, y en especial de los procesos de innovacion.



3. MARCO DE REFERENCIA

3.1. RESENA HISTORICA SISTEMAS FOURGEN S.A.

“Sistemas Fourgen S.A es una compaifiia creada en 1991, como resultado, de dos
afos de trabajo en el desarrollo de un Software para Punto de Venta, llamado
desde entonces "FOURGEN POS", el cual fue disefiado bajo el sistema operativo
UNIX, y con la base de datos INFORMIX.

Desde entonces pertenece al sector de la informatica y se ha dedicado a brindar
soluciones para el manejo de la administracién total de la informacion en el punto
de venta, a través de sus tres actividades basicas:

Comercial: En lo que tiene que ver con la venta y distribucion de los productos.
Productiva: En el desarrollo de software.

Servicios: La empresa presta servicios en consultaria, instalacion, capacitacion,
soporte, mantenimiento y reparacion.

Hoy por hoy, es la mayor empresa Colombiana enfocada 100% a brindar
Soluciones para de Puntos de Venta, con mas de 4,000 licencias instaladas, en
mas de 500 clientes a lo largo y ancho del territorio colombiano, ademas de otras
instalaciones en Venezuela, Ecuador y Pamama.

La empresa se encuentra posicionada en Colombia como el lider de soluciones
POS (Punto de Venta) en cadenas de almacenes de 1 a 4 puestos de pago y
almacenes entre 5 y 50 puestos de pago.

En 1996 se asocio con la compafiia americana MSS Global Inc. para desarrollar y
comercializar "RETAIL - Una Solucion POS en Microsoft". Después de analizar y
mejorar la funcionalidad de la aplicacién y pensando en las necesidades de los
diferentes usuarios, en 1998 empezé su comercializacion en nuestro pais,
teniendo una alta acogida y con mucho éxito, reemplazando las ASP, basado
como el mejoramiento del producto Fourgen POS.

En la actualidad también cuenta con la solucion lider en el sector de Comidas
Rapidas, Restaurantes, Bares y Discotecas, ALOHA, la cual también localiza y hoy
€S su mejor representante en Surameérica. Asi mismo para lograr proveer una
solucién integral alos clientes, cuenta ademds, con la distribucion directa de



fabricantes como ELO, Microtouch, HP, IBM, NCR, EPSON, PSC, Metrologia,
Preh, MMF.

En el 2003 se asocio con la catalogada como mejor empresa de servicios publicos
(Agua, Energia, Gas, Teléfono) de Latinoamérica "Empresas Publicas de Medellin
EPM" quien es lider también en telecomunicaciones para ofrecer un producto
maduro a un mercado muy interesante (Segmento medio y bajo) con un potencia
de mas de 200,000 establecimientos comerciales, con el cual el servicio de ASP
les permitira a los clientes enfocarse mejor en sus negocios, tener siempre la
informacion a la mano para la toma de decisiones y a unos costos menores.

Sistemas Fourgen tiene grandes negocios con los cuales ha sostenido proyectos
de gran envergadura a nivel nacional en diferentes puntos de venta. Ademas vale
la pena resaltar que tiene cobertura a nivel nacional desde los llanos hasta el
Chocé y desde Leticia hasta la Guajira.

Cuenta con personal calificado y capacitado, fundamentado en valores como el
compromiso Yy la honestidad, con el fin de garantizar al cliente calidad, excelente
servicio y la mejor solucion.", Hoy tienen un equipo de mas de 100 profesionales
altamente capacitados y calificados, en las diferentes areas de la compafia como
son Comercial, Administrativo y de Servicios el cual cubre las éareas de
Capacitacion, Instalacion, Soporte, Help-Desk, Desarrollo de Software,
Reparaciones de HW, Servicio al Cliente e Investigacion de nuevas tecnologias,
para garantizarles a nuestros clientes lo ultimo de la tecnologia en Hardware y
Software.”1

3.2. DIRECCIONAMIENTO ESTRATEGICO SISTEMAS FOURGEN S.A.

3.2.1. Actividad

En Sistemas Fourgen se desarrolla dos actividades empresariales fundamentales
COmo son:

a. Comercial: En la Venta y Distribucidén de nuestros productos
b. De Servicios: En Consultoria, Instalacion, Capacitacion, Soporte,
Mantenimiento y Reparacion.
La compafia busca la diferenciacion por medio de los servicios, en donde
debemos tender a ser siempre los mejores.

3.2.2. Sector

! Tomado de la pagina: http://www.fourgen.com.co/01-compania/quienes_somos_3.htm
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La Empresa pertenece al sector de Informética
3.2.3. Necesidad fundamental a satisfacer

La Empresa satisface fundamentalmente la necesidad de ADMINISTRACION
TOTAL DE LA INFORMACION EN EL PUNTO DE VENTA.

3.2.4. Productos
Sistemas Fourgen Produce y Comercializa los siguientes productos:

a. Software: Para la Administracion de Puntos de Venta

b. Hardware: Computadores y Periféricos para Punto de Venta

c. Servicios: En  Consultoria, Instalacion, Capacitacion, Soporte,
Mantenimiento y Reparacion.

3.2.5. Clientes

La orientacion estratégica de Clientes a quienes se considera importante vincular
los esfuerzos de la empresa, estan determinados por:

e Segmento Bajo: de 1 a 4 usuarios o licencias independiente del numero de
sitios.

e Segmento Medio Bajo: de 5 a 10 usuarios o licencias independiente del
numero de sitios.

e Segmento Medio Medio: de 11 a 24 usuarios o licencias independiente del
numero de sitios.

e Segmento Medio alto: de 25 a 49 usuarios o licencias independiente del
namero de sitios.

e Segmento Alto: mas de 50 licencias o licencias independiente del numero
de sitios.
3.2.6. Mercado

Sistemas Fourgen desarrolla su actividad ante clientes ubicados en el contexto
Nacional.

En el corto Plazo, nuestras aspiraciones y potencialidades estan vinculadas a la
participacion en el contexto Latinoamericano.

3.2.7. Factores claves de éxito
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Son considerados como Factores Distintivos, aquellos en los que la Empresa
destinard importantes recursos, esfuerzos y conocimientos para que en su
desarrollo y mejoramiento, sean vinculados a través de la estrategia empresarial
como son los factores:

Personal Capacitado

Mentalidad hacia la Innovacion

Capacidad de Respuesta Inmediata

Soluciones de Calidad en Informética
Actualizacion Tecnoldgica

Cobertura de Servicios y Comercializaciéon
Respaldo y Garantia de los Productos y Servicios
Empaqguetamiento de los Productos y Servicios
Infraestructura de Servicios.

TS@Tmooo0oTw

Hacen parte de la Mision los siguientes factores:

a. Mentalidad hacia la Innovacion
b. Capacidad de Respuesta Inmediata
c. Soluciones de Calidad en Informatica

3.2.8. Tecnologia

Apoya el crecimiento y desarrollo de la Empresa a través del liderazgo y profundo
conocimiento de las siguientes Tecnologias:

a. Dura: Equipos y Herramientas especializadas para la optimizacion en la
Administracion de la Informacién haciendo uso de la mas alta
Tecnologia.

b. Blanda: Conocimientos y Habilidades especializadas en Informacion
aplicadas a soluciones en Punto de Venta.

Otras Tecnologias de apoyo que generaran Alto nivel de Especializacién en la
empresa son:

Conocimientos en Informatica y Nuevas Tecnologias
Gerencia de Proyectos

Sistemas de Control y de Medicidon Organizacional
Sistemas de Comercializacién en Punto de Venta
Gerencia del Servicio

Control de la Calidad

~ooo0op

3.2.9. Grupos de Interés
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En el desarrollo de su estrategia empresarial, vinculan selectiva y prioritariamente
los siguientes Grupos de Interés:

TRT T S@m0 o0 T

Haran

aoow

Clientes

Proveedores
Distribuidores

Empleados

Gobierno

Aliados de Negocios
Competidores

Entidades Financieras
Familia de los Empleados
Instituciones de Educacion
Asesores y Consultores Empresariales
Instituciones Gremiales

parte en la definicidon de su Misién los siguientes Grupos de Interés:

Empleados
Clientes
Proveedores y
Distribuidores

3.2.10. Valores

Seran

los valores mas representativos de

la actuacion, desempefio y

comportamiento de las personas que hacen parte de esta organizacién los
siguientes:

a.

b
C
d.
e.
f,
g
h
.
i

Compromiso
Respeto
Cumplimiento
Respaldo
Honestidad
Confianza

. Trabajo en Equipo
. Calidad

Servicio y
Perseverancia

Haran parte de su definicién de Valores en la Mision de la Empresa, los siguientes:

a.
b.

Honestidad
Compromiso

13



c. Calidady
d. Servicio

3.2.11. Cddigo de ética

Sistemas Fourgen S.A. fundamenta su actuacion en el respeto a los derechos
humanos, a la vida y la libertad de expresiéon y se encuentra comprometida con el
fomento de la paz en nuestra ciudad y pais.

De la misma forma se compromete a brindarle a cada uno de sus trabajadores las
mismas oportunidades independiente de su religion, raza, sexo, estado civil, edad,
nacionalidad, condicion social o ideologia politica.

Sistemas Fourgen S.A. mantiene relaciones transparentes y honestas con sus
empleados, proveedores, clientes, competidores, accionistas, gobierno y sociedad
en general y por ende rechaza cualquier intento de soborno o competencia
desleal.

3.2.12. Misién

En Sistemas Fourgen, empresa Internacional del sector informatica, estamos
comprometidos con nuestros clientes en el cumplimiento de nuestros
compromisos, a través de productos de tecnologia de punta de la mas alta
calidad, garantizando asi mismo la prestacién de servicios asociados a través de
personal altamente calificado e idéneo, manteniendo un desarrollo tecnolégico
para nuestros clientes, asegurandoles un beneficio al igual que para nuestros
empleados y accionistas.

3.2.13. Visién

Sistemas Fourgen sera una Organizacién Internacional, con la mejor calidad en
Servicio, altamente especializada en soluciones para el comercio y la
hospitalidad, que generara el mayor valor agregado acorde con las expectativas
de los clientes, las nuevas propuestas tecnoldgicas y la productividad
esperada de nuestras soluciones.

3.2.14. Politica de Calidad
Proporcionamos a nuestros clientes tanto internos como externos productos y
servicios que cumplan con sus necesidades y expectativas, garantizando la

calidad como un compromiso diario, incorporando conocimiento y tecnologia
gue satisfaga las necesidades del mercado.
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Contamos con personal calificado y capacitado, fundamentado en valores como
el compromiso y la honestidad, con el fin de garantizar al cliente calidad,
excelente servicio y la mejor solucién.

3.2.15. Objetivo corporativo

Lograr el reconocimiento y valoracion de nuestros productos y servicios
diferenciales por parte de los clientes.

3.3. CULTURA Y DESEMPENO ORGANIZACIONAL
3.3.1. Concepto general de Cultura

En forma general, el diccionario de la Real Academia de la Lengua Espafiola
define la cultura como “Conjunto de modos de vida y costumbres, conocimientos y
grado de desarrollo artistico, cientifico, industrial, en una época, grupo social, etc.”
Por otra parte, enmarcada en un contexto popular, este mismo diccionario postula
la definicion de cultura como un “conjunto de las manifestaciones en que se
expresa la vida tradicional de un pueblo.”

El término CULTURA proviene del latin, e inicialmente su utilizaba para designar
el cultivo de los campos. Posteriormente, hacia el siglo XVI, se usaba para
referirse al cultivo de cualquier facultad y en el siglo de las luces (siglo XVIII) fue
cuando tomo el sentido figurado del “cultivo del espiritu”, llegando a considerarse
como el estado de la mente humana, de manera que algunos de los pensadores
de la época la veian como un fendmeno natural distintivo de los seres humanos,
respecto al resto de los animales. La cultura era entonces entendida como un
conjunto de conocimientos acumulados por la humanidad a lo largo de la historia,
independientemente de variables como la etnia, ubicacion o época.

Durante el siglo XIX el término fue tomando importancia para las emergentes
disciplinas sociales, de manera que hacia el afio 1.871, Edward B. Tylor, publico
una de las definiciones mas aceptadas de cultura que elevo el término como
materia de estudio sistemético:

“...aquel todo complejo que incluye el conocimiento, las creencias, el arte, la moral,
el derecho, las costumbres, y cualesquiera otros habitos y capacidades adquiridos
por el hombre. La situacion de la cultura en las diversas sociedades de la especie
humana, en la medida en que puede ser investigada segun principios generales,
es un objeto apto para el estudio de las leyes del pensamiento y la accion del
hombre.”

A partir de este momento, muchas disciplinas comenzaron a estudiar a

profundidad el término en contextos sociales, ecoldgicos, etc, hasta que hacia
finales del siglo XX, Schein se refirié a la cultura como un “patron de supuestos
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basicos que un grupo dado ha inventado, descubierto, o desarrollado mientras
aprende a enfrentar sus problemas de adaptacion externa y de integracion interna,
y que ha funcionado tan bien para ser considerado valido, y que por lo tanto, se
ensefia a los nuevos miembros como la manera correcta de percibir, pensar y
sentir en relacion con esos problemas”.

De esta manera, queda claro que la cultura se basa en un conjunto se creencias y
supuestos adoptados por un grupo social, los cuales determinan su interaccion
con el entorno.

3.3.2. Cultura Organizacional

La cultura organizacional, en términos generales, se entiende como un conjunto
de valores, normas y creencias compartidos por los miembros de una organizacion
en el cual se basan las interacciones entre ellos y con su entorno como
organizaciéon. Sin embargo, esta cultura es dinamica y estd en constante
transformacion, de lo cual depende su supervivencia en un mercado globalizado
como el que enfrentan las organizaciones hoy en dia.

En este contexto, en 1990 Denison afirmé que “la cultura organizacional aporta los
valores, creencias y principios que sirven como fundamento para el sistema
gerencial de una organizacion, como también los comportamientos y practicas que
tanto ejemplifican como refuerzan esos valores, creencias y principios basicos.
Tanto estos como los comportamientos 0 practicas permanecen porque tienen
sentido para los miembros de una organizacion.”

Los lideres de las organizaciones tienen, por tanto, un papel fundamental en la
construccion y administracion de la cultura corporativa a favor del logro de las
metas esperadas, pues ellos pueden definir planes y tomar cursos de accion
orientados a fortalecer los aspectos menos desarrollados de la cultura para
potencializar y mejorar significativamente el desempefio de la organizacion tanto
en areas especificas como a nivel general frente a los retos del entorno.

3.3.3. Concepto de Desempefio

De acuerdo con el Diccionario de la Real Academia de la lengua Espafola, este
concepto consiste en la accion de cumplir y ejercer las obligaciones inherentes a
una profesion, oficio o actividad. Asi, al hablar de desempefio organizacional, nos
referimos a la capacidad corporativa de cumplir con las obligaciones adquiridas
con los diferentes grupos de interés, en términos de rentabilidad, bienestar,
crecimiento, etc.

Para este trabajo de investigacion, se analizé un conjunto particular de indicadores
de desempefio organizacional, que seran descritos en detalle posteriormente.
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3.3.4. Relaciones entre Culturay Desempeiio Organizacional

En el entendido de que la cultura de una organizacién determina la forma como
sus miembros interactian con el entorno, durante afios muchos autores han
planteado que la cultura puede entonces favorecer comportamientos que
refuerzen, definan y mejoren el desempefio corporativo en ciertos factores o
variables criticas, marcando asi la diferencia entre organizaciones exitosas y no
exitosas.

Para corroborar estas afirmaciones, muchos investigadores organizacionales han
encontrado relaciones entre la cultura y el crecimiento (Calori y Sarnin, 1991), el
desempeiio global (Denison, 1990) y mas aun, en aspectos de tipo individual
como el compromiso hacia la empresa ((O'Reilly, 1991). De hecho, en 1992,
Kotter y Heskett encontraron que las organizaciones con culturas muy
consolidadas y fuertes, alcanzaban mayores niveles de retorno sobre la inversién,
mayores ingresos y cambios positivos en el precio de las acciones.

3.4. MODELO DE CULTURA ORGANIZACIONAL DE DENISON

El modelo de diagnéstico cultural de Denison busca identificar la influencia de la
cultura en el desempefio organizacional con base en un conjunto de
caracteristicas culturales basicas ya identificadas, que parecen tener el mayor
impacto en el desempefio. El modelo parte de la base de que la cultura esta
definida por una serie de creencias y supuestos arraigados en los miembros de la
organizacion, que influencian el nivel de desarrollo de las cuatro caracteristicas
culturales de involucramiento, consistencia, adaptabilidad y sentido de mision.

Adaptabilidad \,gl External Focus Mision
Patrones...Tendencias...El mercado 0\\' 4!,\9 Direccion...Propésito...Plan
&Y
Cémo trasladar las demandas del V? 1 Como definir una direccion a

entorno en accion. T largo plazo con sentido
para la organizacion.
“Estamos escuchando al mercado?”

“Sabemos hacia donde vamos?”

Flexible Stable

Involucramiento / A Consistencia
Compromiso...Propiedad...Responsabilidad &L Q'b Sistemas...Estructuras...Procesos
&
Coémo construir la capacidad, la (‘3\ ‘_9\6} Como definir valores y sistemas
propiedad y laresponsabilidad @6\4/ Fitsinal Botiis - que sean las bases de
humanas. > una cultura fuerte.
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La informacion relevante para el estudio es recopilada a través de una encuesta
que mide cada una de estas caracteristicas a través de tres indices, que a su vez
son medidos mediante cinco items por cada indice, incorporados en la encuesta.

Adaptabilidad
Patrones...Tendencias...El mercado
Coémo trasladar las demandas
del entorno en accion.
“Estamos escuchando al mercado?”

Indices:
eCreacion del Cambio
esEnfoque en el Cliente
eAprendizaje Organizacional

Involucramiento
Compromiso...Propiedad...
Responsabilidad
Como construir la capacidad, la propiedad y
laresponsabilidad humanas.

Mision
Direccion...Propdsito...Plan
Cémo definir una direccion a largo plazo
con sentido para la organizacion.
“Sabemos hacia donde vamos?”

Indices:
e Direccion e Intencidn Estratégica
e Metas y Objetivos
eVision

Consistencia
Sistemas...Estructuras...Procesos
Cémo definir valores y sistemas que sean

las bases de
una cultura fuerte.

“Esta nuestra gente alineada e
involucrada?”

“Nuestro sistema genera palanca?”

Indices: Indices:
eFacultamiento Valores Centrales
eOrientacion al Equipo Acuerdo

eDesarrollo de Capacidades Coordinacién e Integracion

3.4.1. Involucramiento

Las organizaciones efectivas empoderan a su gente, la orientan al trabajo en
equipo y desarrollan capacidades humanas en todos sus colaboradores. Cuando
hay un alto nivel de involucramiento, los empleados estan comprometidos, tienen
un gran sentido de pertenencia y estan convencidos de que su trabajo constituye
un aporte importante para el logro de los objetivos de la empresa. En el modelo,
el involucramiento se mide con base en los siguientes tres indices:

+ Empoderamiento: los empleados tienen autoridad, iniciativa y capacidad
para gerenciar su propio trabajo, de manera que existe un gran sentido de
pertenencia y responsabilidad en toda la organizacion.

+ Orientacion de Equipo: el trabajo cooperativo y en equipo para el logro de
los objetivos es valorado por todos los miembros de la organizacion. La
empresa confia en que sus colaboradores trabajan en equipo para hacer
las cosas bien.

+ Desarrollo de capacidades: la empresa invierte constantemente en
desarrollar las habilidades y capacidades de su equipo humano para
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mantenerse competitiva y encontrar nuevas necesidades y oportunidades
de negocio.

Desde el punto de vista del método, se entiende que entre mayor sea la
autonomia y responsabilidad de cada colaborador en su trabajo, entre mas y mejor
desarrolladas estén sus habilidades para llevar a cabo su labor y entre mas valor
aporte como parte de un equipo efectivo para el alcance de los objetivos, mas
involucrado estara con la empresa y por lo tanto, mas dispuesto a generar los
resultados esperados y aun mas, a excederlos.

3.4.2. Consistencia

Las investigaciones demuestran que las empresas consistentes y bien integradas,
también son altamente efectivas; es decir, las organizaciones donde las personas
basan sus comportamientos en un conjunto de valores fundamentales, donde
tanto los lideres como los colaboradores estan dispuestos a generar acuerdos aun
en los momentos criticos y las actividades para el logro de los objetivos estan
correctamente coordinadas e integradas, tienen, obviamente, una cultura mas
fuerte y desarrollada que aquellas que carecen de estos rasgos distintivos. En el
modelo se mide la consistencia mediante los siguientes indices:

+ Valores fundamentales: todos los miembros de la organizacion
comparten y creen en un conjunto de valores que constituyen la identidad
de la organizacion.

+ Acuerdos: los miembros de la organizacion estan en total capacidad de
llegar a acuerdos en momentos criticos y reconciliar grandes diferencias
cuando éstas ocurren.

+ Coordinacion e Integracion: las diferentes unidades y funciones de la
organizacion pueden trabajar en conjunto de manera sinérgica para el logro
de las metas comunes.

En otras palabras, a la luz del método se puede evidenciar la consistencia cuando,
en general, quienes forman parte de la organizacion tienen en comun un codigo de
conducta establecido, estan dispuestos a negociar de manera beneficiosa para
todos y para la organizacion los aspectos criticos y entienden que forman parte de
una cadena que debe funcionar perfectamente coordinada para alcanzar en forma
efectiva las metas fijadas, independientemente de las diferencias, dificultades o
amenazas que existan en razén a motivos de origen interno o externo que puedan
afectar el desempenio de la organizacion.

3.4.3. Adaptabilidad

Paradojicamente, algunas veces las organizaciones mejor integradas
internamente, pueden llegar a ser las mas dificiles de cambiar, de modo que la
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integracion interna y la adaptacion externa, pueden estar en lados opuestos. Las
organizaciones adaptables son dirigidas por sus clientes, toman riesgos, aprenden
de sus errores y estan en capacidad de generar los cambios. Constantemente
mejoran su capacidad de agregar valor para los clientes y tienen aumentos tanto
en sus ingresos como en su participacion de mercado. Los indices que miden la
adaptabilidad de una organizacion son:

+ Creaciéon del cambio: la organizacion es capaz de crear formas de
afrontar las necesidades de cambio, de leer los mensajes del ambiente del
negocio, reaccionar rapidamente a las tendencias y anticiparse a futuros
cambios.

+ Enfoque al cliente: la organizacion entiende y reacciona a las demandas
de sus clientes y se anticipa a sus futuras necesidades, lo cual refleja el
grado en el que la organizacion esta enfocada en satisfacerlos.

+ Aprendizaje Organizacional: la organizacion recibe, traduce e interpreta
las sefales del entorno y las convierte en oportunidades para fomentar la
innovacion, el conocimiento y el desarrollo de habilidades.

Para poder medir la adaptabilidad de la organizacién, es necesario analizar hasta
gué punto es pionera en ideas y valores agregados para el mercado, qué tanto se
ocupa de escuchar, conocer, entender y satisfacer las necesidades cambiantes de
sus clientes y uno de los medidores mas importantes de la adaptabilidad: qué
tanto INNOVA en su quehacer y en su oferta de valor hacia el mercado. Visto de
otra forma, en el contexto del método Denison, las organizaciones altamente
adaptables siempre van un paso delante de la competencia.

3.4.4. Misioén

Quiza el distintivo cultural mas importante de todos es el sentido de mision, pues
las organizaciones que no saben con certeza a donde se dirigen, generalmente
terminan en otra parte. Las organizaciones exitosas poseen un claro sentido de
propésito y direccién que define sus metas y objetivos estratégicos y expresa la
vision de la empresa a futuro. Por eso, cuando la mision basica de una
organizacion cambia, se requieren otros cambios a nivel de estructura, de
estrategia, de cultura y de comportamiento que deben ser acompafiados por un
liderazgo contundente que defina la cultura necesaria para soportar la nueva
vision. En este modelo, la mision esta definida por los siguientes indices:

+ Direccién e intencién estratégica: una intencion estratégica clara lleva
consigo un proposito definido para la organizacion y deja clara la forma en
que cada miembro de la organizacion debe contribuir al logro de la meta.

+ Metas y objetivos: un conjunto de metas y objetivos definido puede
asociarse a la mision, la visién y la estrategia y le da a cada uno una
direccién concreta en su trabajo.
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+ Vision: La organizacion tiene una vision compartida del estado futuro
deseado. Esta incorpora los valores fundamentales y captura el
compromiso de los colaboradores mientras que provee de guia y direccion.

En este sentido, la caracteristica cultural de MISION se ve reforzada y evidenciada
cuando todos los colaboradores tienen plenamente claro el norte de la
organizacion en el corto, mediano y largo plazo en lo que tiene que ver con su
desempefio y su responsabilidad hacia sus clientes, sus competidores, sus
empleados y accionistas. Si en la cultura organizacional hay claridad sobre la
mision, todos los colaboradores conocen la forma como deben contribuir al
alcance de cada una de las metas fijjadas, con roles y tareas medibles
encaminados a llegar exactamente al punto en el futuro donde se ha propuesto
estar la organizacion. Quizas es en esta caracteristica es donde mayor incidencia
tienen las demas, pues tratdndose de definir el norte y las metas especificas, se
debe contar con el involucramiento de la gente, la consistencia misma de la
empresa y la capacidad de adaptacion de todos los miembros, para reorientar
exitosamente los esfuerzos y tomar el nuevo rumbo garantizando los resultados.

3.5. ADMINISTRACION DE TENSIONES CULTURALES

Al igual que muchos otros modelos de liderazgo y efectividad, el modelo Denison
se enfoca en algunas tensiones o contradicciones que deben ser administradas.
En este modelo, se analizan las tensiones entre estabilidad y flexibilidad y entre el
ambiente interno y externo. De igual forma son consideradas las tensiones
“diagonales” del modelo; por una parte, la contradiccion entre consistencia
interna y adaptacion externa, y por otra, la contradiccion entre misién e
involucramiento. Para las organizaciones resulta muy dificil lograr un equilibrio
entre estos aspectos, razon por la cual es normal encontrar que cuando una
empresa esta altamente integrada y controlada, le es dificil enfocarse en el cliente
y, de la misma forma, aquellas organizaciones con un fuerte enfoque de vision,
tienen dificultades para alcanzar altos niveles de involucramiento. Por lo tanto, el
reto es lograr que todas las caracteristicas culturales tengan el grado adecuado de
desarrollo.

3.6. CREENCIAS Y SUPUESTOS

El modelo se basa en el conjunto de creencias y supuestos que tienen los
empleados, el mercado, los clientes y la industria, con respecto a la organizacion,
los cuales le dan a ésta un sentido l6gico, aunque en la practica son muy dificiles
de medir. Por esta razén, un cambio radical de la empresa, implica la
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transformacién no solo de la organizacién, sino también del conjunto de creencias
y supuestos que la soportan y, por ende, de la cultura organizacional. Para esto, y
con el fin de contribuir en el proceso de diagndstico y al mejor desempefio de las
compafias, este modelo presenta una combinacion de las acciones gerenciales,
las caracterisiticas culturales y los supuestos que la fundamentan.
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4. METODOLOGIA

Tal como se mencioné anteriormente, la metodologia utilizada para esta
investigacion de tipo descriptivo, se basa en el Modelo de Cultura Organizacional
de Denison y la encuesta que lo fundamenta.

Teniendo en cuenta que la organizacién cuenta con 100 empleados, se considerd
pertinente aplicar la encuesta a todos ellos, por tratarse de un numero de
personas manejable para los efectos del estudio y porque el hecho de aplicarla a
toda la poblacion garantiza la fiabilidad de los resultados.

Debido a que el personal de la empresa esta distribuido en otras ciudades ademas
de Bogota, la encuesta fue aplicada mediante el envio de ésta por correo
electronico a todos los colaboradores, direccionada desde la Gerencia
Administrativa, explicando la finalidad de la misma. La recopilacién de las
encuestas diligenciadas se llevo a cabo en un transcurso de aproximadamente 2
meses, al final de los cuales se procedié a tabular las respuestas utilizando el
formato establecido para el estudio que se viene realizando en la Universidad de
la Sabana, en el cual se resumen los resultados con base en la estadistica
descriptiva, con el fin de mostrar las percepciones de los colaboradores y las
caracteristicas culturales, demogréaficas y de innovacion presentes en la
organizacion.
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5.1.

5. EXPOSICION, ANALISIS Y DISCUSION DE RESULTADOS DE LA
INVESTIGACION

CARACTERISTICAS DEMOGRAFICAS DE LA ORGANIZACION EN
ESTUDIO

A continuacion se presentan las principales caracteristicas demograficas
evidenciadas en la encuesta realizada en Sistemas Fourgen S.A.

*

5.2.

Aproximadamente el 73% de los empleados de la organizacion se
encuentran entre los 20 y los 40 afios de edad, lo cual indica que en
general, la empresa esta conformada por personas jovenes.

Hay un equilibrio entre la presencia de hombres y mujeres dentro de la
organizacion.

El 67% de los colaboradores de la empresa tienen un nivel de formacion
técnico o profesional, mientras que un 14% de ellos tienen estudios de
posgrado.

El 33% de la poblacién pertenece a las areas de Ingenieria y montaje e
Investigacion y desarrollo, que al interior de la organizacion estan
estructuradas como una sola area de Servicios. De otra parte el 36% forma
parte del area de Mercadeo y Ventas.

De acuerdo con las respuestas obtenidas, en forma general, los empleados
de la organizacion estan distribuidos asi: un 52% forma parte del nivel no
gerencial, 19% estan en la gerencia media, el 13% constituye la gerencia
de linea, el 4,2% de ellos conforman el nivel gerencial ejecutivo, el 2%
compone la presidencia y vicepresidencia de la organizacién y un 8% no
respondié en concreto a esta pregunta.

El 45% de los colaboradores de esta organizacion, tiene una antigiiedad de
entre 1 y 4 afios en la empresa, mientras que el 25% de ellos lleva menos
de un afo trabajando con Sistemas Fourgen S.A.

PERFIL CULTURAL DE LA ORGANIZACION EN ESTUDIO

5.2.1. Caracteristicas béasicas y sesgos culturales

En el grafico que se muestra a continuacion, se presentan los promedios
agregados de las cuatro caracteristicas basicas y los cuatro sesgos de la cultura
organizacional de la empresa Sistemas Fourgen S.A. El valor obtenido para cada
caracteristica, corresponde al promedio de los indices evaluados, mientras que la
calificacion de los cuatro sesgos corresponde al promedio de las dos
caracteristicas que los definen; asi, por ejemplo, el valor obtenido para el sesgo
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ESTABILIDAD, es el promedio entre los valores de las caracteristicas MISION Y
CONSISTENCIA.

Foco Externo

3,46
ADAPTABILIDAD MISION
3,38 3,55
Creencias y Estabilidad
Supuestos 3,47
INVOLUCRAMIENTOJ CONSISTENCIA
3,49 3,40
Foco Interno
3,45

Pese a que todos promedios se encuentran en un rango de valores mas bien
reducido, se resalta la caracteristica cultural MISION como la de mayor fuerza
dentro de la organizacion. Esto significa que la empresa tiene definido un norte a
largo plazo y que esta claro para los individuos cudl es la vision a futuro y los
objetivos estratégicos establecidos por la alta direccion.

Por otra parte, la segunda caracteristica cultural de mayor relevancia es el
involucramiento, lo cual demuestra que en Sistemas Fourgen S.A., existe un nivel
importante de empoderamiento en las personas, asi como una fuerte orientacion
al trabajo en equipo y una disposicion manifiesta al desarrollo de capacidades
humanas individuales. Es decir, los colaboradores de esta organizacién parecen
estar comprometidos en el logro de las metas y objetivos de la empresa.

En cuanto a los sesgos de la cultura, se puede concluir, con base en los
resultados obtenidos, que hay un equilibrio ente estabilidad, flexibilidad, foco
interno y foco externo.

5.2.2. Caracteristicas culturales e indices evaluados

CARACTERISTICA PROMEDIO

INVOLUCRAMIENTO 3,49
CONSISTENCIA 3,40
ADAPTABILIDAD 3,38
MISION 3,55
GRAN PROMEDIO 3,46

Tabla 1. Caracteristicas culturales en Sistemas Fourgen S.A.
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Con base en la tabla anterior, se puede observar que, tal como se comprobd
anteriormente, la caréacteristica de MISION es la que tiene mayor arraigo en la
empresa en estudio, mientras que la menos desarrollada en esta empresa, es la
caracteristica de ADAPTABILIDAD, la cual es muy necesaria en un entorno de
rapidos cambios como el que enfrentan las organizaciones actualmente. De esta
manera, se llega a una valoracion promedio de 3,46 para el perfil cultural de
Sistemas Fourgen S.A, resultante de promediar los valores obtenidos para las
cuatro caracteristicas principales. Para analizar mas detalladamente estos
resultados, a continuacion se presentan los promedios obtenidos tanto a nivel de
cada caracateristica basica, como de los indices que las conforman.

INVOLUCRAMIENTO ‘ 3,49
FACULTAMIENTO 3,48
ORIENTACION AL EQUIPO 3,56
DESARROLLO DE CAPACIDADES 3,44

Tabla 2. Involucramiento y sus indices

Tal como se analizé anteriormente, el involucramiento es la segunda caracteristica
cultural mas fuerte al interior de la organizacion analizada. Los indices que
componen esta caracteristica son el facultamiento, la orientacion al equipo y el
desarrollo de capacidades. En este caso particular, la orientacion al equipo es el
indice que se encuentra mas arraigado en las creencias y supuestos de los
empleados de la empresa a todos los niveles.

CONSISTENCIA 3,40

VALORES CENTRALES-FUNDAMENTALES 3,60
ACUERDO 3,41
COORDINACION E INTEGRACION 3,19

Tabla 3. Consistenciay sus indices

Los indices que determinan la caracteristica cultural de la consistencia son los
valores centrales de la organizacion, la capacida de generar acuerdos y la
coordinacion e integracion de las diferentes funciones para alcanzar los objetivos
colectivos. En Sistemas Fourgen, la consistencia estd mayoritariamente
determinada por los valores centrales en los cuales se basa el comportamiento de
los miembros de la organizacion mientras que el indice menos favorable en
términos de consistencia, es la coordinacion e integracion interna.
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ADAPTABILIDAD 3,38

CREACION DEL CAMBIO 3,34
ENFOQUE EN EL CLIENTE 3,35
APRENDIZAJE ORGANIZACIONAL 3,45

Tabla 4. Adaptabilidad y sus indices

La caracteristica de la adaptabilidad, que le permite a la empresa responder a las
demandas de su entorno en forma efectiva, esta definida por su capacidad para
crear el cambio, su enfoque en las necesidades de los clientes y su forma de
traducir y capitalizar las sefiales del ambiente en el cual se desempeia; en este
sentido, parece haber un equilibrio entre los tres indices, aunque el aprendizaje
organizacional estd en un nivel un poco mas alto que los otros dos en la
organizacion.

MISION 3,55

DIRECCION E INTENCION ESTRATEGICA 3,66
OBJETIVOS Y METAS 3,66
VISION 3,32

Tabla 5. Misién y sus indices

La caracteristica cultural de MISION, tan marcada en la organizacion en estudio,
se define con base en los indices: direccion e intencién estratégica, objetivos y
metas y vision. En Sistemas Fourgen S.A., encontramos que los individuos tienen
clara la intencién estratégica de la organizacién, asi como las metas y objetivos
comunes, de manera que cada cual entiende su contribucién al logro de ellos.

Para consolidar el analisis de las caracteristicas basicas de la cultura
organizacional y establecer los indices con mayor y menor desarrollo alcanzado
en este caso particular, se analizaron, independientemente de la caracteristica que
determinen, tanto los dos indices con los mayores promedios, como los dos con
los promedios mas bajos, encontrando que los indices con mayor promedio
obtenido (3,66) son precisamente la direccion estratégica y los objetivos y
metas, ambos relativos a la caracteristica del sentido de mision.

Por otra parte, los indices con los valores mas bajos fueron, en primer lugar, con
un promedio de 3,19, la coordinacidon e integracion, indice que marca el grado
de consistencia de la organizacion, y en segundo lugar, la visién con un promedio
de 3,32, que al igual que los dos indices mejor calificados, tiene influencia en el
sentido de mision que poseen los colaboradores.
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5.2.3. indices evaluados e items

Para alcanzar un mayor nivel de detalle en el analisis de los resultados en cuanto
a las percepciones de los colaboradores de la empresa, se presentan a
continuacion los resumenes de los promedios agregados obtenidos para cada
caracteristica, sus indices e items, haciendo hincapié en los items de mayor y
menor promedio obtenidos obtenidos para cada indice evaluado.
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+ INVOLUCRAMIENTO

INVOLUCRAMIENTO 3,49
FACULTAMIENTO 3,48
1. La mayoria de los empleados se involucran

activamente en su trabajo. 3,79
2. Las decisiones se toman en el nivel en donde se

encuentra la informacién mas adecuada. 3,21
3. La informacion se comparte ampliamente para que

esté disponible para todos cuando la necesiten. 354
4. Todos piensan que pueden producir un impacto

positivo. 3,52
5. La planificaciéon empresarial es un proceso

continuo gue involucra a todos en cierto grado. 3,33
ORIENTACION AL EQUIPO 3,56
6. Se alienta activamente la cooperaciéon de todos en

los diferentes niveles de la organizacion. 3.45
7. Las personas trabajan en equipo. 3,64
8. Las tareas se completan gracias al trabajo en

equipo, no a la jerarquia o a los jefes que vigilan. 334
9. Los equipos de trabajo son nuestros componentes

primarios o bésicos. 3,61
10. El trabajo se organiza de forma que cada persona

pueda ver la relacion que existe entre sus funciones

individuales y las metas de la organizacion. 3.77
DESARROLLO DE CAPACIDADES 3,44
11. La autoridad se delega para que las personas

puedan actuar por cuenta propia. 3,56
12. La capacidad de las personas esta mejorando

constantemente. 3,83
13. La empresa invierte continuamente para mejorar

las destrezas de los empleados. 3,24
14. Las capacidades de las personas son una fuente

importante de ventajas para la empresa que le

ayudan a competir mejor. 3,80
15. A menudo ocurren problemas porque no tenemos

las destrezas necesarias para realizar el trabajo. 275

Tabla 6. Involucramiento: indices e items.

MAS ALTO

MAS BAJO

MAS BAJO

MAS ALTO

MAS ALTO

MAS BAJO
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+ CONSISTENCIA

CONSISTENCIA 3,40
VALORES CENTRALES-FUNDAMENTALES 3,60
16. Los lideres y gerentes hacen lo que dicen. 3,20
17. Existe un estilo gerencial caracteristico y un

conjunto especifico de practicas gerenciales. 3,42
18. Existe un conjunto de valores claros y

consistentes que gobiernen nuestras practicas

empresariales. 3,53
19. Si ignoramos nuestros valores basicos nos

metemos en un aprieto. 3,78
20. Existe un cédigo de ética que guia nuestro

comportamiento y nos indica lo que debemos y no

debemos hacer. 4,05
ACUERDO 3,41
21. Cuando hay desacuerdos, trabajamos con ahinco

para obtener soluciones de beneficio mutuo. 372
22. Existe una cultura soélida. 3,57
23. Es féacil ponerse de acuerdo en la empresa incluso

frente a problemas dificiles. 3,31
24. A menudo tenemos problemas para llegar a un

acuerdo sobre asuntos clave. 2,80
25. Existe un acuerdo claro sobre la forma correcta e

incorrecta de hacer las cosas. 3,65
COORDINACION E INTEGRACION 3,19
26. La metodologia que seguimos en nuestro negocio

es consistente vy predecible. 3,38
27. Las personas que estan en diferentes partes de la

organizacidon comparten una perspectiva comudn. 336
28. Es facil coordinar proyectos entre las diferentes

partes de la organizacién. 2,93
29. El trabajar con una persona que esta en otra

parte de esta organizacion es como trabajar con una

persona de otra organizacion. 3,11
30. Las metas estan alineadas en todos los niveles. 317

Tabla 7. Consistencia: indices e items

MAS BAJO

MAS ALTO

MAS ALTO

MAS BAJO

MAS ALTO

MAS BAJO



+ ADAPTABILIDAD

ADAPTABILIDAD 3,38
CREACION DEL CAMBIO 3,34
31. La forma de hacer las cosas es muy flexible y se

puede cambiar facilmente. 3,34
32. Respondemos bien a la competencia y a otros

cambios en el entorno comercial. 3,72
33. Continuamente se adoptan métodos nuevos y

mejorados para realizar el trabajo. 3,31
34. Generalmente hay resistencia a las iniciativas

gue surgen para realizar cambios. 2,80
35. Las diferentes partes de la organizaciéon

generalmente cooperan entre si para realizar

cambios. 3,54
ENFOQUE EN EL CLIENTE 3,35
36. Los comentarios y recomendaciones de los

clientes a menudo producen cambios. 3,28
37. Las sugerencias de los clientes influencian

nuestras decisiones. 3,45
38. Todos los miembros comprenden a fondo los

deseos vy las necesidades de los clientes. 3,16
39. Nuestras decisiones generalmente ignoran los

intereses de los clientes. 3,18
40. Alentamos el contacto directo entre nuestra

gente vy los clientes. 3,70
APRENDIZAJE ORGANIZACIONAL 3,45
41. Vemos nuestras fallas como una oportunidad

para aprender y mejorar. 4,15
42. Se alienta y recompensa el innovar y tomar

riesgos. 3,16
43. Muchos detalles importantes pasan

desapercibidos. 2,54
44. El aprendizaje es un objetivo importante en

nuestras labores cotidianas. 4,13
45. Nos aseguramos de que “la mano derecha sepa lo

gue hace la izquierda”. 3,28

Tabla 8. Adaptabilidad: indices e items

MAS ALTO

MAS BAJO

MAS BAJO

MAS ALTO

MAS ALTO

MAS BAJO
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+ MISION

MISION 3,55

DIRECCION E INTENCION ESTRATEGICA 3,66
46. Existe direccion y un propoésito a largo plazo. 3,73

47. Nuestra estrategia obliga a otras organizaciones a
cambiar su método de competencia en la industria.

3,43
48. Existe una misioén clara que le da significado y
direccién a nuestro trabajo. 3,88|MAS ALTO
49. Existe una clara estrategia para el futuro. 3,88|MAS ALTO
50. No es clara nuestra direccidon estratégica. 3,39|MAS BAJO
OBJETIVOS Y METAS 3,66
51. Existe un acuerdo generalizado sobre nuestras
metas. 3,72|MAS ALTO
52. Nuestros lideres fijan metas ambiciosas, pero
realistas. 3,69

53. Nuestra dirigencia ha comunicado oficialmente

los objetivos que intentamos alcanzar. 3.54|MAs BAJO

54. Seguimos continuamente nuestro progreso en

relacion a las metas gue hemos establecido. 3,71
55. Las personas comprenden lo que hay que hacer
para gue seamos exitosos a largo plazo. 3,66
VISION 3,32
56. Compartimos una vision comun acerca de coémo
serda la organizacion en el futuro. 3,62

57. Nuestros lideres tienen una vision a largo plazo. 3.05|MAS ALTO

58. Las ideas a corto plazo a menudo comprometen

nuestra vision a largo plazo. 2,48|MAS BAJO
59. Nuestra vision estimula y motiva a nuestros

empleados. 3,25

60. Cumplimos nuestras exigencias a corto plazo sin

comprometer nuestra visién a largo plazo. 3,29

Tabla 9. Misién: indices e items.



5.3. PERFIL DE DESEMPENO DE LA ORGANIZACION EN ESTUDIO

5.3.1. Indicadores de Desempefio

La encuesta del método Denison también permite evaluar, a través de 7
preguntas, la percepcion que los colaboradores de las organizaciones tienen
respecto a 6 indicadores de desempefio criticos, asi como del desempefio de la
empresa a nivel global. La escala utilizada para la medicion de estos indicadores
detemina si el desempefio es bajo (16 2), promedio (3) o alto (4 6 5). A
continuacion se presentan los promedios agregados de los indicadores de
desempefo encontrados en Sistemas Fourgen S.A.:

INDICADOR DE DESEMPERNO PROMEDIO

1. Crecimiento en ventas e ingresos 3,58
2. Porcentaje de mercado 3,76
3. Rentabilidad y rendimiento del activo 3,71
4. Calidad de productos y servicios 3,97
5. Desarrollo de nuevos productos y/o servicios 3,67
6. Satisfaccion de los empleados 3,09
7. Rendimiento general de la empresa 3,67
DESEMPENO PROMEDIO 3,63

Tabla 10. Perfil de desempefio de la empresa.

Tal como se puede observar en la tabla anterior, el indicador de desempefio con el
mayor promedio obtenido (3,97) fue el de Calidad de productos y servicios,
seguido por el porcentaje de participacion de mercado calificado con un promedio
de 3,76, lo cual es légico ya que si la empresa ofrece productos que a los ojos del
mercado son de buena calidad, un mayor numero de clientes buscara adquirirlos y
por ende, la organizacion tendra mayor participacion. En contraste, la
Satisfaccion de los empleados obtuvo la calificacion més baja, con un promedio
de 3,09, seguida por el Crecimiento en ventas e ingresos que alcanzo un promedio
de 3,58, lo cual indica que aun cuando la participacién del mercado parece estar a
favor de la empresa, no se logra un aumento de los ingresos en la misma
proporcion, quizas influenciado por la baja satisfaccion de los empleados, aspecto
en el cual, al parecer, hacen falta mayores esfuerzos por parte de la organizacion.

En aras de analizar el aspecto de la innovacion, cabe resaltar que, aun cuando la
calidad de productos y servicios es el indicador mas positivo en la organizacion, el
desarrollo de nuevos productos y/o servicios aparece con la cuarta calificacion, lo
cual muestra que este factor tan importante para lograr el éxito en los actuales
mercados globalizados, deberia tener un mayor interés por parte de la empresa,
contribuyendo asi a un mejor desempefio a nivel general.
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5.3.2. Correlacién entre caracteristicas culturales e indicadores de
desempefio

A continuacion se presentan las correlaciones entre los indicadores de desempefio
y las caracteristicas culturales en Sistemas Fourgen S.A. En primer lugar, todas
las correlaciones obtenidas, son positivas, la mas alta es de 0,47 y se dio en los
siguientes casos:

v Entre el indicador Participacibn de mercado y la caracteristica
Adaptabilidad, indicando la capacidad de la empresa para ajustarse a las
necesidades cambiantes del mercado, logrando resultados efectivos en
términos de participacion.

v' Entre el indicador Satisfaccion de los empleados y la caracteristica
Adaptabilidad, demostrando que entre mayor llegue a ser su capacidad de
adaptacion a la organizacion le sera mas facil mantener la motivacion y
satisfaccion de los empleados.

v' Entre el indicador Calidad de Productos y Servicios y la caracteristica
Involucramiento; es decir, que la calidad de los productos y servicios que
ofrece Sistemas Fourgen, esta influenciada por el compromiso de sus
colaboradores hacia la organizacion.

De acuerdo con el modelo de cultura de Denison, la adaptabilidad y el
involucramiento definen el grado de FLEXIBILIDAD de la organizacion, el cual
deberia ser alto en este caso, teniendo en cuenta las caracteristicas del negocio y
el sector al cual pertenece la empresa objeto de estudio.

Por otra parte, la correlacion mas baja se dio entre el indicador Desarrollo de
nuevos productos/servicios y la caracteristica Adaptabilidad, seguida por la
correlacion entre el mismo indicador y las caracteristicas Consistencia y Mision,
gue segun el modelo definen qué tan estables son las organizaciones. Este
contraste indica que el origen de las innovaciones en el portafolio que ofrece
Sistemas Fourgen a sus clientes, no estd concentrado en las caracteristicas
culturales de la empresa, aun perteneciendo al sector de la tecnologia, lo cual
validaremos en el andlisis de las caracteristicas de innovacién, de acuerdo con los
resultados de la encuesta.
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CARACTERISTICAS

CULTURALES AGREGADAS B
INVOLUCRAMIENTO CONSISTENCIA ADAPTABILIDAD MISION

INDICADORES AGREGADOS
DE DESEMPERNO
Crecimiento en ventas e ingresos 0,46 0,42 0,42 0,42
Participacion de mercado 0,46 0,39 0,47 0,41
Rentabilidad y rendimiento del activo 0,35 0,37 0,34 0,34
Calidad de productos y servicios 0,47 0,42 0,35 0,41
Desarrollo de nuevos productos y/o servicios 0,45 0,29 0,23 0,29
Satisfaccion de los empleados 0,42 0,46 0,47 0,36
Desempefio general de la empresa 0,37 0,33 0,37 0,39

Tabla 11. Tabla de correlaciones entre indicadores de desempefio y caracteristicas
culturales.

5.4. CARACTERISTICAS DE INNOVACION

La Encuesta de Cultura Organizacional de Denison contiene un grupo de
preguntas relacionadas con la percepcion de los colaboradores respecto a las
caracteristicas de innovacién de la organizacion. Para realizar un andlisis
detallado en este sentido, a continuacion se presentan cada una de las preguntas
de este grupo con sus posibles respuestas y un andlisis de los resultados
generales de la encuesta:

Usted cree que su empresa s poco medianamente |satisfactoriam |altamente la mas
7 innovadora  |innovadora  [ente innovadora  [innovadora del
innovadora sector
1 2 3 4 5

El 37% de los encuestados, considera que Sistemas Fourgen S.A. es una
empresa satisfactoriamente innovadora, mientras que un 32% la ve como una
empresa altamente innovadora. Sin embargo, un 4,1% de los colaboradores tiene
una percepcion negativa del desempefio innovador de la organizacion.

Usted piensa que la casilla que mejor €N procesos  [en procesos  |ennuevos  [en procesos |en procesos €en procesos
describe donde se concentran las administrativos |productivos  [productos o  [administrativo |administrativos y [productivos y
innovaciones de su empresa es servicios Sy procesos |nuevos nuevos
5 productivos  |productos y productos y
Servicios servicios
1 2 3 4 5 6

El 46% de los empleados piensa que las innovaciones en Sistemas Fourgen se
concentran en nuevos productos o servicios, seguidos de un 24% que considera
gue éstas estan concentradas en los procesos administrativos y productivos. Por
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otra parte, sélo un 1% de los encuestados creen que las innovaciones estan
basicamente en los procesos administrativos.

Usted piensa que las innovaciones en su pocas de gran [pocas de muchasde |muchasde |muchas de gran
empresa son importancia pequefia pequefia pequefia importancia
importancia importancia  |importancia y
76 pocas de gran
importancia
1 2 3 4 5

Un 32% de los empleados piensa que la empresa realiza muchas innovaciones de
gran importancia, un 26% considera que realiza muchas innovaciones de pequeia
importancia y un 22%, que lleva a cabo pocas innovaciones de pequefia
importancia.

Usted cree que las innovaciones de su dentro de la fuera de la dentro y fuera
77 empresa se originaron en empresa empresa de la empresa
1 2 3

En este caso, un 78% de los colaboradores consideran que las innovaciones de la
empresa se han generado tanto al interior como fuera de ella.

Equinos de Directivas y Equipos de
7gUsted cree que dentro de la empresalas  [Directivas ; qb P equipos de  |Individuos  |trabajo e No se
innovaciones se originaron en fabapo trabajo individuos
1 2 3 4 5 6

Un 37% de los encuestados cree que al interior de la empresa las innovaciones se
originaron en directivas y equipos de trabajo, seguido de un 22% que considera
que fueron originadas Unicamente en los equipos de trabajo.

Usted cree que por fuera de la empresa las broveed i c i lconsul ((j:entros”de 0
79|innovaciones de su empresa se originaron roveedores  [Clientes ompetencia |Consultores esaollo tros
tecnolégico
en
1 2 3 4 5 6

El 58% de los colaboradores de Sistemas Fourgen considera que las innovaciones
generadas fuera de la empresa, tuvieron origen en los clientes, mientras que el
19% de ellos cree que tuvieron origen en la competencia.
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Usted piensa que el impacto de las Nulo Poco Medio | Satisfactorio | Excelente | No se
innovaciones que se generaron en cada
area funcional de la empresa es:
80]JFinanzas y contabilidad
81]Ingenieria y montaje
82|Manufactura y produccion
83|Investigacion y desarrollo
84|Ventas y mercadeo

85|Compras

86|Recursos humanos
87|Administracién

88|Personal de apoyo

89]Asesoria profesional

Rl [rle e |~ ]=]-
(O} [0 [N ECO PO PO ENI ENCR PN )
wlw|lw|w |[w|w |w |w |w]|w
slalals sl
ala|lolo |a|lo o |o |lo|o
olo|lo|lo oo |o |o |lo|o

El 57% de los encuestados piensan que el impacto de las innovaciones generadas
en el area de Finanzas y contabilidad esta entre medio y satisfactorio, pero el 20%
considera que el impacto fue poco.

Méas de un 85% de los empleados percibe que el impacto de las innovaciones
originadas en el area de Ingenieria y montaje es medio o satisfactorio, mientras
que un 2% de ellos considera que el impacto en esta area fue nulo.

Un 62,5% de los encuestados considera que el impacto de las innovaciones del
area de Manufactura y produccién es medio o satisfactorio, mientras que un 25%
expresa no saber el nivel de impacto en esta area, lo cual se puede explicar en el
hecho de que el negocio de la tecnologia no tiene, propiamente un area de esta
naturaleza.

El 69% de los colaboradores considera que el las innovaciones generadas por el
area de Investigacion y desarrollo tuvieron un impacto satisfactorio o excelente,
mientras que un 22% percibe que este impacto tuvo un nivel medio. Es decir, mas
del 90% de los colaboradores de la empresa ven con buenos ojos las
innovaciones generadas en esta area.

El 73% de los encuestados creen que las innovaciones del area de Ventas y
mercadeo han tenido un efecto satisfactorio o excelente para la organizacion.

Casi un 70% de los encuestados tiene una percepcion positva del impacto que
tienen las innovaciones generadas en el area de Compras, pues lo consideran
medio o satisfactorio.

Aproximadamente un 64% de los colaboradores de Sistemas Fourgen S.A.

consideran que las innovaciones del area de Recursos Humanos han tenido un
impacto medio o satisfactorio para la empresa.
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El 65% de los encuestados consideran que el impacto de las innovaciones
originadas en la Administraciéon ha sido medio o satisfactorio.

El 50% de los encuestados cree que las innovaciones generadas por el personal
de apoyo han impactado medianamente 0 muy poco a la empresa. Sin embargo,
el 34% de ellos, considera que estas innovaciones han tenido un impacto
satisfactorio.

Un 68% de los empleados cree que las innovaciones originadas en la asesoria

profesional externa, han impactado mediana o satisfactoriamente a Sistemas
Fourgen.
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6. CONCLUSIONES

Los resultados de la encuesta muestran que Sistemas Fourgen tiene un alto
sentido de misién y que posee facilidad para ejecutar las labores que la
conduzcan al logro de su mision. Sin embargo, los ojos de la organizacion
estan aun enfocados en los logros de corto plazo.

Sistemas Fourgen S.A., posee gran capacidad para captar y aprender las
mejores practicas en la industria y debe aprovechar esta capacidad para
generar rapidamente los cambios y hacerlos evidentes para sus clientes, en
aras de mejorar sus resultados.

La organizacion posee una fuerte estructura de valores y una capacidad
suficiente para alcanzar acuerdos en caso de presentarse conflictos, pero debe
trabajar en el logro de una consistencia sostenible y permanente, pues la
integracion es clave para la estabilidad de la empresa.

Sistemas Fourgen posee un conveniente equilibrio entre su enfoque de misién
y el involucramiento de sus colaboradores, lo cual le permite garantizar que la
gente estd comprometida con un objetivo comun.

La empresa deberia prestar mayor interés en desarrollar nuevos productos y

servicios aprovechando su fortaleza en cuanto a la calidad del producto que
ofrece y la creciente incorporacion de tecnologia en el mercado que atiende.
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7. RECOMENDACIONES

v Al estar los ojos de la organizacion enfocados en el corto plazo, es
recomendable mejorar la planificacion y el enfoque a largo plazo, para
garantizar el cumplimiento de las metas y objetivos esperados. Para esto, se
sugiere que la gerencia lidere un proceso de revisar y replantear los objetivos
de la empresa a largo plazo y establezca, en conjunto con sus colaboradores,
tareas e indicadores puntuales que midan permanentemente el avance de la
empresa hacia su meta de largo plazo. Esto permitira que todos los
colaboradores de la empresa estén enfocados en lograr la visién de futuro de
la empresa, entendiendo que las actividades y tareas que se realicen y se
midan seran parte de una carta de navegacion que va a un unico destino, y
gue no se trata de pequefias metas aisladas.

v" Aunque la organizacién esta muy orientada al trabajo en equipo, es necesario
fortalecer el desarrollo de capacidades y el empoderamiento para lograr un
desempeiio mas efectivo de los equipos y que éstos aporten mas valor a los
resultados de la compafia. Esto se puede lograr mediante la definicién de un
programa de desarrollo de competencias individual, acorde con las funciones y
necesidades de cada cargo, que permita llevar a todas las personas al pleno
desarrollo de las capacidades y competencias para lograr el empoderamiento,
tomar decisiones adecuadas, oportunas y trabajar en equipo productiva y
eficientemente.

v' Se recomienda hacer énfasis en la gestion por procesos, donde se definen
claramente los roles y relaciones en un esquema de cliente interno para lograr
una consistencia sostenible. Una buena forma de implementar la gestion por
procesos, es basarse en el conjunto de normas ISO 9000, las cuales
constituyen una guia muy contundente para lograr estandarizar la manera de
actuar de la organizacién, dando uniformidad y consistencia a todas las
actividades que se realizan y que tienen influencia directa o indirecta sobre el
desempefio de la empresa ante sus clientes en términos de calidad y
oportunidad tanto del producto como de los servicios que ofrece.

v' Teniendo en cuenta que en Sistemas Fourgen, el nivel de Adaptabilidad tiene
alta influencia en el desempefio de la empresa, es importante que la
organizacion trabaje en fortalecer su capacidad de adaptacion a los cambios
del entorno para mejorar sus resultados tanto a nivel interno como externo.
Entendiendo que la adaptabilidad es mas requerida cuando se esta
reaccionando a los movimientos del mercado, seria recomendable fortalecer el
area y la labor de mercadeo de la organizacion, en el sentido de generar
estimulos hacia el mercado innovando con productos y servicios que agreguen
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valor, y no emprendiendo acciones como respuesta a las demandas del
mercado o las propuestas de la competencia. Esto implicaria incorporar
personal con competencias y experiencia especifica en el area de mercadeo y
desarrollar un plan concreto para mover al mercado.

Adicionalmente, otro factor que puede coadyuvar la optimizacion de la
adaptabilidad en Sistemas Fourgen seria la realizacion de un programa de
capacitacion por reemplazos en cargos que participen en procesos criticos
para el desarrollo del core business de la organizacién. Con esto, podrian estar
varias personas capacitadas para llevar a cabo actividades que son de vital
importancia para garantizar los tiempos de respuesta prometidos y requeridos
por el mercado.

Es muy importante mantener en alto el INVOLUCRAMIENTO de Ilos
colaboradores, para garantizar la estabilidad y el ambiente de trabajo propicios.
Se recomienda implementar un plan de incentivos basado en la calidad de los
aportes que cada persona puede realizar a través de su rol dentro de la
organizacién, para mejorar el desempefio de la misma frente a sus clientes, de
manera que las personas sientan que vale la pena su compromiso con la
empresa y que existe un verdadero reconocimiento a su esfuerzo, que puede
ser en dinero o a través de otro tipo de incentivos.

Teniendo en cuenta que un porcentaje importante de los colaboradores
considera que una fuente de innovacion efectiva es la asesoria de
profesionales externos, se recomienda hacer un plan de capacitacion y
diagnéstico de oportunidades de mejora a través de empresas consultoras que
puedan aportar nuevas y mejores formas de llevar a cabo las actividades de la
empresa, dandole herramientas para lograr mayor estabilidad y efectividad en
su desempefio.

v' Se recomienda realizar un estudio de mercado para conocer exactamente
las tendencias y las oportunidades de negocio que existen, con miras a
enfocar los esfuerzos de la organizacion en el desarrollo de productos
innovadores que permitan la integracion de diferentes areas o procesos
involucrados en el negocio de sus clientes potenciales, mejorando asi su
oferta de valor e incrementando sus posibilidades de crecimiento.
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FRECUENCIAS POR ITEM

PREGUNTAI RESP|

FRECUENCIA DE RESPUESTAS

1. La mayoria de los empleados se involucran activamente en
su trabaio.

2. Las decisiones se toman en el nivel en donde se encuentra
la informacién mas adecuada.

3. La informacion se comparte ampliamente para que esté
para todos cuando la necesiten.

4. Todos piensan que pueden producir un impacto positivo.

5. La planificacion empresarial es un proceso continuo que
involucra a todos en cierto gr:

ado
6. Se alienta activamente la cooperacion de todos en los
niveles de la

7. Las personas trabajan en equipo.

D
8. Las tareas se completan gracias al trabajo en equipo, no a
Ia jerarquia o a los jefes que vigilan.

9. Los equipos de trabajo son nuestros componentes primarios|
o basicos

10. £ trabajo se organiza de forma que cada persona pueda
ver la relacvon que existe entre sus funciones individuales y las|
metas de

11 La autoridad se delega para que Tas personas puedan
actuar por cuenta propia.

12. La capacidad de las personas esta mejorando

13. La empresa invierte continuamente para mejorar las
destrezas de los

14. Las capacidades de las personas son una fuente
importante de ventajas para la empresa que le ayudan a
lcompetir mejor.

15. A menudo ocurren problemas porque no tenemos las
destrezas para realizar el trabai

16. Los lideres y gerentes hacen Io que dicen.

17. Existe un estilo gerencial caracteristico y un conjunto
cifico de précti

pe icas
18- Exisie un conjunto de valores claros y consistentes que
ras practic:

uestr icas
19. s. |gnoramos nuestros valores basicos nos metemos en un
aprie

20 Eocte Cadigo de ética que guia nuestro
comportamiento y nos indica lo que debemos y no debemos,

cer.
21. Cuando hay desacuerdos, trabajamos con ahinco para
obtener solu beneficio mutuo.

22. Existe una cultura solida.

23. Es facil ponerse de acuerdo en la empresa incluso frente a

24. A menudo tenemos problemas para llegar a un acuerdo

25. Existe un acuerdo claro sobre la forma correcta e

rﬂbre asuntos clave.
de hacer las cosas.

26. La metodologia que Seguimos en nuestro Negocio es
consistente y predecibl

27. Las personas que es(én en diferentes partes de la
janizacién comparten erspectiva comun.
za Es vacn cuordlnar proyecios entre las diferentss partss da

2 or ¥
oo irabajar con Una persona quE esta en ofra parte de esta
organizacion es como trabajar con una persona de otra

30. Las metas estan alineadas en todos Ios niveles.

31. La forma de hacer las cosas es muy flexible y se puede
cambiar facilment

32. Respondemos bien a la competencia y a otros cambios en
el entorno comercial

33. Continuamente se adoptan métodos nuevos y mejorados
para realizar el trabaio.

34. Generalmente hay resistencia a Ias iniciativas que surgen
ara realizar cambios.

35. Las diferentes partes de la organizacion generaimente
cooperan entre si para realizar cambios.

36. Los comentarios y recomendaciones de los clientes a
menudo producen cambios.

37. Las sugerencias de los clientes influencian nuestras
decisiones.

38. Todos los miembros comprenden a fondo 10s deseos y las
necesidades de los clientes.

39. Nuestras decisiones generalmente ignoran los intereses de
los clientes.

40. Alentamos el contacto directo entre nuestra gente y 10s.
clientes.

41. Vemos nuestras fallas como una oportunidad para
aprender

42. Se alienta y el innovar y tomar riesgos.

43 Muchos detalles importantes pasan

44. El aprendizaje es un objetivo importante en nuestras
labores cotidiana:

45. Nos aseguramos de que “la mano derecha sepa Io que
hace la izquierda”.

46. Existe direcci6n y un propésito a largo plazo.

47. Nuestra estrategia obliga a otras organizaciones a cambiar
su método en la industria.

48. Existe una mision clara que e da significado y direccion a
Inuestro trabajo.

=
S

. Existe una clara estrategia para el futuro.

50. No es clara nuestra direccion

51. Existe un acuerdo generalizado sobre nuestras metas.

52. Nuestros lideres fijan metas ambiciosas, pero realistas.

’E Nuestra dirigencia ha ccmumcado oficialmente los
objetivos

ue
4. Seguimos cununuameme nuesuo progreso en relacion a
las metas que hem

55. Las personas cumprenden 1o que hay que hacer para que
seamos exitosos a largo plaz:

56. Compartimos una vision comun acerca de como sera la
organizacion en el futuro.

57. Nuestros lideres tienen una vision a largo plazo.

58. Las ideas a corto plazo a menudo comprometen nuestra
vision a largo plazo.

. Nuestra vision estimula y motiva a nuestros empleados.

.~ Cumplimos nuestras exigencias a corto plazo sin
o nuestra vision a largo plaz:

en ventas e ingresos

1
Porcentaje de mercado
3. rendimiento del activo

. Calidad de productos y servicios

. Desarrollo de nuevos productos y/o servicios

de los empleados

general de la empresa

educac\én

. funcion
ivel

. nivel
. antigiedad

empresa innovadora

de la innovacion

_ frecuencia de la innovacion

. origen de la innovacién

dentro de empresa la innovacion se origin6 en

. fuera de empresa innovacion se origin en
zas

inan:
. ingenieria de produccion
2

desarrollo

. ventas y mercadeo

. compras

recursos humanos
> 7

. personal de apoyo

. asesoria profesional

1

2
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CARACTERISTICAS

CULTURALES AGREGADAS .
INVOLUCRAMIENTO CONSISTENCIA ADAPTABILIDAD MISION

INDICADORES AGREGADOS
DE DESEMPERNO
Crecimiento en ventas e ingresos 0,46 0,42 0,42 0,42
Participacion de mercado 0,46 0,39 0,47 0,41
Rentabilidad y rendimiento del activo 0,35 0,37 0,34 0,34
Calidad de productos y servicios 0,47 0,42 0,35 0,41
Desarrollo de nuevos productos y/o servicios 0,45 0,29 0,23 0,29
Satisfaccion de los empleados 0,42 0,46 0,47 0,36
Desempefio general de la empresa 0,37 0,33 0,37 0,39

0,43
0,43
0,35
0,41
0,31
0,43

0,36



What is Organizational Culture?

What is culture?

Late nineteenth and early twentieth century studies of social anthropology gave us
the term "culture." These studies of "primitive" societies - Eskimo, South Sea,
African, Native American - revealed ways of life that were not only different from
those in America and Europe, but were very different from each other among
themselves. Each society revealed its own unique way of adapting as a social
system. The concept of culture thus represents, in a very broad and holistic sense,
the qualities of any specific human group that are passed from one generation to the
next because they are believed to be useful for survival and adaptation. The
American Heritage Dictionary defines "culture"” more formally, as the "totality of
socially transmitted behavior patterns, arts, beliefs, institutions, and all other
products of human work and thought characteristic of a community or population.”

What is organizational culture?

Every organization has its own way of doing things that influences virtually every
aspect of working life -- from how long coffee breaks are to how products and
services are sold. Thus, organizational culture refers to the underlying values, beliefs
and principles that serve as a foundation for an organization's management system,
as well as the set of management practices and behaviors that both exemplify and
reinforce those basic principles. These principles and practices endure because they
have meaning for the members of an organization. They represent strategies for
survival that have worked well in the past and that the members believe will work
again in the future.

Some aspects of organizational culture, such as individual behavior and group
norms, are very visible. "Working hard," "dressing conservatively" or "acting friendly
to customers" are aspects of culture that are easy to observe. Other aspects of
culture are harder to observe, since they represent the invisible assumptions, values
and core beliefs. Examples of this less visible level of culture might be a belief in the
importance of "doing things right the first time,” "being honest and ethical in all
transactions," or "going beyond expectations to satisfy the customer.”

The messages that come from an organization's culture are closely linked to the
organization's strategy and management practices, and have great impact on the
people who work there. The cultural system can not be easily seen or touched -- yet
it is there all the same. And more importantly, the people in the organization know it
very well. The law of the culture often outweighs any other law. In many
organizations, it may be the strongest message of all.



Where do organizational cultures come from?

The ideas, behavior patterns and solutions that become embedded in a culture can
originate anywhere, from an individual or group, or at the bottom or top of the
organization. Organizations with strong cultures usually internalize ideas associated
with a founder or other early leaders, and articulate them as a vision, a business
strategy or a philosophy.

Organizations have cultures because the conditions needed for their creation are
commonplace. Solutions that repeatedly appear to solve problems tend to become
part of the culture. The longer the solution seems to work, the more deeply it
becomes embedded in the culture.

Cultures can grow to be extremely strong, reinforced by common values, behavior
patterns and practices, with many close connections between deeply held
assumptions and visible concrete behaviors. When a culture is strong, it can have
very powerful consequences. It can enable a group to take rapid and coordinated
action to respond to a competitor or to satisfy a customer. Unfortunately, during
changing times, a strong culture can also lead intelligent people to walk, in concert,
off a cliff.

Why is organizational culture important?

A clear understanding of organizational culture is important for all leaders because it

influences the way that their organizations react to the changing demands of the
business environment. At any given time, the culture of an organization is strongly
influenced by the past successes and past learnings about how to adapt and survive.
As the business environment changes, leaders must constantly anticipate the
necessary changes and actively monitor the relationship between the demands of the
environment and the capabilities of the organization.

When there is a “gap” between the capabilities of the organization and the demands
of the business environment, many organizations attempt to close that gap by re-
engineering or by making broad structural changes. These changes are often helpful,
but most successful organizational changes also require changes in the mindset,
values and behavior of the organization’s members. Without creating these changes,
changes in basic capabilities of the organization are impossible. That is why many
organizations are discovering that successful change requires careful attention to the
“soft” side of organizations — the values and beliefs that are the “heart of the
company”, the policies and practices that put those values into action, and the
importance of teaching the members of the organization an understanding of how
they create value for their customers.

What is the Denison Organizational Culture Survey?

Over the past fifteen years, Dr. Daniel Denison, formerly of the University of
Michigan Business School, and currently Professor of Organizational Development at
IMD - International Institute of Management Development in Lausanne, Switzerland,
has done a number of studies examining the relationship between organizational
culture and organizational effectiveness. Dr. Denison’s research can be found in his
book, Corporate Culture and Organizational Effectiveness, as well as in many related
articles. His research has uncovered a persistent relationship between four cultural
traits of organizations and the business performance of organizations. Using these
four traits, Involvement, Consistency, Adaptability and Mission, Dr. Denison and
William Neale developed the Denison Organizational Culture Survey.



The survey is a 60-item instrument that is designed to give a simple, yet
comprehensive analysis of the culture of an organization by evaluating the
underlying cultural traits and management practices that influence business
performance. Results are presented in a Summary Report that includes the
organization’s graphic profile, a line-item report summarizing the organization’s
scores on each individual item, and a listing of “Levers for Change” that may be
appropriate for the organization.
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Research Objectives

*To evaluate the characteristics of cultures
existing in a sample of 66 Colombian
organisations located in Bogot4, Colombia,
by means of the application of Denison
Organisational Culture Survey

To evaluate the influence of cultural
characteristics in a set of critical
organisational performance indicators
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Methodology (1)

* Denison Organisational Culture Survey
(DOCS) composed by 73 items was applied
In 66 organisations

« 3338 individual surveys constituted the
data base

« DOCS measures 12 indexes using 5
guestions each for a total of 60
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Methodology (2)

« DOCS also assesses perceptions about
critical performance indicators:

Sales growth, market share, profitability,
guality of products and services, innovation,
employee satisfaction, and overall
performance

e Five-point Likert scales were used
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Methodology (3)

« Data were aggregated to the
organisational level

e Mean scores were obtained

e Correlations between traits and indexes
and performance indicators were calculated

First European-Latin American-Caribbean International Management Conference, Mexico
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The Concept of Culture

“Pattern of basic beliefs and assumptions
that a group has invented, discovered or
developed while it learns to cope with its
problems of external adaptation and
Internal integration, and that has functioned
so well to be considered valid, and
consequently is taught to new members as
the correct way of perceiving, thinking and
feeling regarding those problems”

(Schein,1985)
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Levels of Organizational Culture |
(Schein) -

Values

Norms

Behavioural
Patterns

Artefacts

Symbols
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Organizational Culture, Behaviour
and Performance

« At the core of culture are beliefs and
assumptions

(Schein, 1985)

e Culture also includes behaviour patterns
and practises that spring from and
exemplify and reinforce those beliefs and
assumptions

(Denison, 2000)
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Organizational Culture, Behaviour and
Performance (2)

 Denison's proposal integrates the tangible
and intanqgible levels of culture and
facilitates the articulation among culture,
behaviour and performance

e Culture is viewed less as a natural,
organically emergent phenomenon and
more as a manipulable and manageable
competitive asset

(Baker, 2004)

First European-Latin American-Caribbean International Management Conference, Mexico




A€
= E@{!}Z

2~ TECNOLOGICO /
&9 DE MONTERREY . Copenhagen
Business Schoo

Denison Model

“Are we “Do we
listening g kKnow
to the ? where we
marketplace?” are
going?”
Flexible Stable
“Are our “Does our
people system create
aligned and Y, & leverage?”
engaged?”
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Adaptability

Indices:
eCreating Change
eCustomer Focus
eOrganizational
Learning

Involvement

Indices:
eEmpowerment
eTeam Orientation
eCapability
Development

First European-Latin American-Caribbean International Management Conference, Mexico

Mission

Indices:

eStrategic Direction
and Intent

eGoals and
Objectives

eVision

Consistency

Indices:
Core Values
Agreement
Coordination and
Integration
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Cultural Traits and Organizational Performance Indicators

Profitability/ Revenue Market Innovation | Quality of Employee
Return on Growth/ Share Products Satisfaction
Assets Sales and

Growth Services
Supported Supported Supported Supported Supported Supported
by by by by by by
Mission Mission Mission (Mission)
(Involvement) Involvement | Involvement Involvement
(Adaptability) Adaptability Adaptability | Adaptability (Adaptability)
Consistency Consistency Consistency
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Cultural Profiles of Organisations of Lower Performance

External
Focus
3,35
ADAPTABILITY MISSION
3,32 3,39
Flexibility Stability
3,38 3,37
INVOLVEMENT CONSISTENCY
3,44 3,35
Internal
Focus
3,40
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Cultural Profiles of Organisations of Higher Performance

External
Focus
3,89
ADAPTABILITY MISSION
3,82 3197
Flexibility Stability
3,85 3,89
INVOLVEMENT CONSISTENCY
3,88 3,81
Internal
Focus
3,85
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Performance Mean Scores

LOWER HIGHER TOTAL
PERFORMERS | PERFORMERS | SAMPLE
INDICATORS (10) (10) (66)
1. Sales / Revenue Growth 3,08 3,93 3,72
2. Market Share 3,02 3,90 3,62
3. Profitability / ROA 3,05 3,92 3,67
4. Quality of Products or
Services 3,45 4,11 3,89
5. New Product
Development (Innovation) 3,16 3,96 3,64
6. Employee Satisfaction 3,25 3,79 3762
7. Overall Organisation
Performance 3,17 4,20 3,88

First European-Latin American-Caribbean International Management Conference, Mexico
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International Comparison between Overall Performance and Culture

TRAIT/INDEX RUSSIA COLOMBIA
INVOLVEMENT 0,44 0,35
Empowerment 0,35 0,29
Team orientation 0,42 0,30
Capability development 0,38 0,31
CONSISTENCY 0,31 0,33
Core values 0,30 0,27
Agreement 0,24 0,24
Coordination and integration 0,29 0,31
ADAPTAB ILITY 0,46 0,37
Creating change 0,35 0,30
Customer focus 0,39 0,29
Organisational learning 0,40 0,31
MISSION 0,20 0,34
Strategic direction and intent 0,26 0,30
Goals and objectives 0,19 0,30
Vision 0,07 0,27

First European-Latin American-Caribbean International Management Conference, Mexico
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Conclusions

« Therobustness of cultural profiles was associated
with better perceptions of performance by
organisational members

« More balanced organisational culture profiles were
articulated with higher organisational performance

 For both Russia and Colombia, adaptability and
Involvement, determinants of organisational
flexibility, were the strongest correlates of overall
performance

First European-Latin American-Caribbean International Management Conference, Mexico
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Conclusions

« Transition economies and economies evolving from
closed to open might present similar cultural
demands for organisations

« Business environments are turbulent in both
economies and might force organisations to be
flexible in order to survive and grow

First European-Latin American-Caribbean International Management Conference, Mexico
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Conclusions

 For Russian, as well as for Colombian
organisations, cultural traits did have a real positive
association with performance perceptions of
organisational members

 Russian data were taken from:
Organizational Culture and Effectiveness:
Can American Theory Be Applied in Russia?
Carl F. Fey. Stockholm School of Economics

Daniel R. Denison. International Institute for Management
Development, Switzerland

Organization Science © 2003 INFORMS
Vol. 14, No. 6, November—December 2003, pp. 686—706
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Resumen

La cultura es un factor determinante y explicativo, entre otros, del
desempefio organizacional, y en especial, de los procesos y resultados de
los esfuerzos de innovacion.

La cultura es compartida, y por ello puede utilizarse para la comprension y
la interpretacion de los fendmenos colectivos organizacionales, tales como
el desempenio.

La cultura influye en el comportamiento de los miembros, y por lo tanto en
el desempeio de las organizaciones. Al respecto, la literatura ha
documentado empiricamente una variedad de resultados de desempeiio
organizacional que se relacionan con la cultura.

Las anteriores consideraciones llevan a plantear la conveniencia de
realizar el diagnoéstico cientifico de las culturas de las organizaciones
colombianas en aras de conocer su influencia en el comportamiento
de sus miembros y en su desempefio en funcion de los resultados
esperados, y en especial de los procesos y de los resultados en
iInnovacion.

El diagnostico cientifico de las culturas organizacionales es fundamental
para una correcta administracion de dichas culturas.

La administracion de la cultura en funcion del alto desempefio
organizacional se ha convertido en una competencia gerencial critica para
alcanzar mayor competitividad en el entorno de la globalizacion.



Objetivo General

e Estudiar la cultura en las
organizaciones bogotanas, identificar
su Impacto en el desempeno y la
Innovacion en la organizacion, y
formular recomendaciones para la
administracion de la cultura en las
organizaciones.



Objetivos Especificos

Verificar de acuerdo al modelo de cultura organizacional
de Daniel Denison la existencia de las caracteristicas
criticas de la cultura organizacional en un segmento de
empresas bogotanas.

Identificar los perfiles culturales existentes en un
segmento de organizaciones bogotanas a partir de la
aplicacion de la encuesta sobre cultura organizacional
de Daniel Denison (Organizational Culture Survey).

Evaluar el impacto de las caracteristicas de las culturas
en un conjunto de variables criticas para el desempefo
organizacional.

Proponer y sustentar principios para la Administracion
de Culturas Corporativas en el ambito de las empresas
bogotanas, que propicien el mejoramiento del
desempenfo organizacional, y en especial de los
procesos de innovacion.



Preguntas a Resolver

1. ¢Al igual que en muchas organizaciones de diversos paises de Norteamérica,
Europay Asia, en una muestra de empresas bogotanas se encuentran las
mismas caracteristicas basicas de la cultura organizacional que aparecen en el
Organizational Cultural Survey (Encuesta de Cultura Organizacional) elaborado
por Denison y asociados?

2. ¢Cuales son las caracteristicas basicas de las culturas de esas empresas y
como son sus vinculos con un conjunto de variables criticas para el
desempeio organizacional?

3. ¢Es posible afirmar, con base en las correlaciones encontradas, que en el
caso de la muestra seleccionada, las caracteristicas basicas de las culturas
estan asociadas con los diversos niveles de desempeio de la organizacion?

4. ¢Las conclusiones del estudio nos permiten profundizar en el conocimiento
de las caracteristicas basicas de las culturas de las organizaciones bogotanas
y de su relacion con un desempefio mas competitivo?

5. ¢Es posible, en consecuencia, proponer y sustentar premisas para la
administracion de las culturas corporativas, que propicien mejorar el
desempefio organizacional, y en especial los procesos de innovacion, frente a
las exigencias de la competitividad en un entorno de globalizacion?



Niveles de la Cultura
Organizacional (Schein)

Supuestos
Creencias

Valores
Normas

Patrones
de
Conducta
Artefactos
Simbolos




Overview of the Denison Model

The Denison Model is based on four key concepts:

Mission
Direction...Purpose...Blueprint

Adaptability

Patterns...Trends...Marketplace

Defining meaningful long-term

Translating the demands of the Vg
direction for the organization.

business environment into action. V9

“Do we know where we are
going?”

“Are we listening to the
marketplace?”

Flexible ellefs anc ) == - Stable

Consistency

Involvement @L Systems...Structures...Processes

Commitment...Ownership...Responsibility

Defining values and systems that

Building human capability, .
g P y are the basis of a strong culture.

ownership and responsibility.

. [1] l?”
“Are our people aligned and Does our system create leverage~

engaged?”



Adaptability

Patterns...Trends... Market Place
Translating the demands of the business
environment into action
“Are we listening to the marketplace?”

Indices:
eCreating Change
eCustomer Focus
eOrganizational Learning

Involvement

Commitment...Ownership...Responsibility
Building human capability, ownership and
responsibility.

“Are our people aligned and engaged?”

Indices:
eEmpowerment
eTeam Orientation
eCapability Development

Mission

Direction...Purpose...Blueprint
Defining a meaningful long-term
direction for the organization
“Do we know where we are going?”

Indices:

eStrategic Direction and Intent
eGoals and Objectives

eVision

Consistency

Systems...Structures...Processes
Defining values and systems that are the
basis of strong culture
“Does our system create leverage?”

Indices:
«Core Values
*Agreement
eCoordination and Integration




The Denison Organizational Culture Model and
Organizational Performance Indicators

Market Share
Sales Growth

Product/
Service
Innovation

Quality
ROI
Employee Satisfaction



Cultural Profile and
Organizational Performance
Indicators

Denison’s Findings

Profitability/ | Revenue Growth/ | Market Innovation | Quality of Employee
Return on Sales Growth Share Products & Satisfaction
Assests Services

supported by | supported by supported by | supported by | supported by supported by
Mission Mission Mission [Mission]
[nvolvement Involvement | Involvement | Involvement
Adaptability | Adaptability Adaptability | Adaptability [Adaptability]
Consistency Consistency Consistency

Source: Denison, D.R., & Neale, W.S. (199). Denison organizational culture survey: Facilitators guide. Ann Arbor, MI: Aviat.




Impact on Performance

If we compare the 102 firms in the top and bottom 25% based on their overall
average of the 12 indexes, companies with higher culture scores have greater
profitability, sales growth, and market value than those with lower culture

sScores.
Bottom 25%0

External Focus

Flexible Stable

Each of the 12
indexes has a score.
It is the percentile
score based on our
normative database
which shows you
the percentage of

707 companies that Internal Focus

scored lower on the

index. Return-on-Assets 4.5%
Sales Growth 1%

Market-to-Book Ratio 35

Top 25%0

External Focus

Flexible

Return-on-Assets 6.3%
Sales Growth 15.10/:/
Market-to-Book Ratio 4.4

Each color bar
indicates the
percentile quadrant
of the score. The
more color the

better.
Stable

These firms are
earning almost $2
A more on every
$100 spent on
assets!

The market value
(share price x
#shares) is 440%
of book value
(which is a
company's assets
minus liabilities).

Managers in the
top 25% are
creating more
value in the
marketplace.



Customer Satisfaction

In a separate study of 240 automotive dealerships, firms with higher culture
scores have higher customer satisfaction ratings.

Below 50% Highly Satisfied Above 80% Highly Satisfied

(Q‘ External Focus \§.‘ External Focus

Stable Flexible

N=10 N=12



The Denison Organizational
Culture Model

IS behaviorally based

was designed and created within the
business environment

uses business language to explore
business-level issues

IS linked to bottom-line business results
IS fast and easy to implement
IS applicable to all levels of the organization



What is Unique about
the Denison Model
of Organizational
Culture?

Two unique features of the Denison model stand out: the research and the
proven effectiveness.

The Denison model provides an easy-to-interpret, business-friendly approach
to organizational culture that is based on sound research principles.

The culture survey has been used successfully in thousands of organizations
around the world.

The Denison model links organizational culture to bottom-line performance
metrics such as sales growth, return on equity (ROE), return on investment
(ROI), customer satisfaction, innovation, employee satisfaction and more.

The model and related culture survey are based on over 20 years of research
and practice by Daniel R. Denison, P.nD. and William S. Neale, M.A., M.L.I.R.



What is Unique about
the Denison Model
of Organizational
Culture?

The Denison survey has a strong research foundation.
Offers proven reliability and validity.
Provides results compared to a normative, benchmarking database.

Ties survey results to bottom-line performance metrics through statistical
analysis.

Applies to a broad spectrum of organizations (all industries, non-profit,
governmental, education, etc.).

Has been used globally (translated into 20+ languages)



Conclusions

 Your organization’s culture can have a
dramatic impact on your bottom line.

e Culture is a controllable aspect of
your organization that can improve
your profitability, sales growth, market
value, iInnovation and employee and
customer satisfaction.

 Developing your culture today will
Improve your performance tomorrow.




Edgar H. Schein, The Corporate Culture Survival Guide,
1999, p.3.

e “Culture matters... If the organization begins to falil,
this implies that elements

of the culture have become dysfunctional
and must change.

e Failure to understand

culture and take it seriously can have disastrous
consequences

for an organization.”
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Resumen

La cultura influye en el comportamiento de los miembros, y por lo tanto en el
desempefio de las organizaciones. La literatura ha documentado una variedad
de resultados de desempefio organizacional que se relacionan con la cultura.
Estas consideraciones plantearon la conveniencia de realizar una investigacion
sobre las culturas de organizaciones bogotanas en aras de conocer su
influencia en el comportamiento de sus miembros y en el desempefio
organizacional. Esta ponencia constituye el primer avance de resultados de
investigacion. La investigacion se basé en el modelo de cultura de Denison, el
cual sustenta las interrelaciones que existen entre la cultura, los
comportamientos o practicas gerenciales, y el desempefio y la efectividad de
las organizaciones. ElI modelo resalta la importancia de vincular los
comportamientos 0 practicas gerenciales con los supuestos y creencias
subyacentes al estudiar la cultura organizacional, el desempefio y la
efectividad.

Los resultados obtenidos sefialan que las empresas de la muestra han
realizado un avance importante en la clarificacion de sus destinos estratégicos
y que poseen ya un potencial de valor apreciable en la postura actitudinal de
sus colaboradores. De acuerdo con el modelo de cultura de Denison, en las
empresas de la muestra existe un balance entre los cuatro sesgos culturales de
flexibilidad, estabilidad, foco externo y foco interno. En esta ponencia se
describen las estimaciones sobre las principales asociaciones entre
caracteristicas culturales e indicadores de desempefio organizacional.

1. Introduccion

El proyecto de investigacibn que sustenta esta ponencia se propuso los
siguientes objetivos:

e Evaluar las caracteristicas de las culturas existentes en una muestra
de organizaciones bogotanas a partir de la aplicacion de la encuesta
sobre cultura organizacional de Denison (Denison Organizational
Culture Survey).

e Evaluar la influencia de las caracteristicas de las culturas de las
empresas mencionadas en un conjunto de indicadores criticos del

desempeiio organizacional.



e Proponer y sustentar recomendaciones para la administracion de
culturas que propicien el mejoramiento del desempefio

organizacional.*

Esta ponencia constituye el primer avance de resultados de investigacion de
dicho proyecto. Para comenzar se describe la metodologia utilizada y luego se
explican los fundamentos tedricos. Posteriormente se presenta el modelo de
cultura de Denison a partir del cual se hizo el estudio. A continuacién se
analizan y describen los primeros resultados. Al finalizar se presentan algunas

conclusiones sobe los logros del proyecto de investigacion.
2. Metodologia

Se aplicé el Denison Organizational Culture Survey (DOCS) constituido por 60
preguntas cerradas a una muestra de los miembros de cada una de 39
organizaciones radicadas en Bogota, Colombia, que participaron en el estudio.?
1655 encuestas individuales conformaron la base de datos. El DOCS se ha
venido utilizando por mas de 20 afios, habiendo alcanzado un sello global ya
que ha sido traducido a mas de 30 idiomas.* La encuesta de Denison ha sido
disefiada para generar un analisis directo, sistémico y comprensible de la
cultura organizacional por medio de la evaluacion de los comportamientos o
practicas que influyen en el desempefio. Se entiende por evaluacion el método
sistematico que se aplica para obtener evidencias por medio de pruebas,
examenes, cuestionarios, encuestas y otras fuentes colaterales que permitan
establecer inferencias sobre las caracteristicas de un objeto o fenomeno en
funcidén de un proposito especifico. (Foxcroft & Roodt, 2002). Para el caso de
esta investigacion, la encuesta registra las percepciones de cada miembro

sobre 60 comportamientos o practicas especificos que manifiestan los indices

L El grupo de investigacion “Cambio e Innovacién Tecnoldgica”, responsable del proyecto, obtuvo la categoria A por parte de
COLCIENCIAS.

2 El tamafio de la muestra asume un nivel de confianza del 95% y un margen de error de 5 puntos. Equipos de estudiantes por
empresa aplicaron la encuesta y tabularon los datos. Posteriormente, estudiantes asistentes de investigacion prepararon la base de
datos agregada para el conjunto de la muestra de empresas.

3 Las diferentes versiones del DOCS (Denison Organizational Culture Survey) se pueden encontrar en el link respectivo (online
demos) en www.denisonconsulting.com. Para este estudio se utiliz6 la traduccion espafiola oficial para América Latina que aparece
en dicha pagina.



constituyentes de las caracteristicas basicas del perfil cultural de su
organizacion. De acuerdo con las ciencias cognitivas, se define la percepcion
como el proceso mental de adquisicion, interpretacion, seleccién y organizacién
de informacion sensorial.  (http://en.wikipedia.org/wiki/Perception). La
percepcion de un individuo particular recibe las influencias de una variedad de
factores que incluyen la intensidad y las dimensiones fisicas de los estimulos,
las experiencias pasadas, y factores de atencion tales como la disponibilidad
para responder a los estimulos, y la motivaciéon y el estado emocional.
(Robbins, 1998). Denison y Mishra (1995) afirman que esta encuesta no solo
se enfoca en los comportamientos o0 practicas internos, sino que también
examina los comportamientos o practicas que definen las interacciones de la

organizacioén con el entorno.

Para cada una de las cuatro caracteristicas culturales béasicas el modelo define
tres indices, y posteriormente mide cada uno de los doce indices resultantes
con cinco items o preguntas. Cada item evalla un comportamiento o practica
especifico para un total de 60. Una vez tabulada la informacion, se obtuvieron
los promedios de los puntajes recogidos en las encuestas que respondieron los
miembros de las empresas de la muestra, por caracteristicas culturales,
indices, items e indicadores de desempefio. A nivel de item, los encuestados
tuvieron cinco opciones posibles de respuesta de acuerdo con el diferencial

semantico de Likert, tal como se indica a continuacion:

Muy en En desacuerdo Neutral De acuerdo | Totalmente de
desacuerdo acuerdo
1 2 3 4 5

De acuerdo con Davidson (2004), una escala de clasificacion, como el
diferencial semantico de Likert, se puede definir como una agrupacioén de
planteamientos, palabras o simbolos que facilitan el registro de la fuerza de una
variable particular. Segun Babbie y Mouton (2001), el valor de la escala de
Likert es la ordinalidad clara de las categorias de respuesta y su capacidad

para medir la intensidad de los diferentes items.



A continuaciéon se corrieron las correlaciones entre los promedios agregados
de las caracteristicas basicas de la cultura de la muestra de empresas y los
promedios agregados de un conjunto de indicadores criticos del desempefio
organizacional en las areas de finanzas, ventas, participacion de mercado,
innovacion, calidad de productos y servicios y satisfaccion de empleados. En
sintesis, la investigacion realizada fue inicialmente del tipo descriptivo ya que
se resefiaron las caracteristicas o rasgos y demas componentes del fenémeno
objeto de estudio. En este caso, se buscO describir las caracteristicas, los
indices e items que muestran en detalle la constitucion de las culturas propias
de las organizaciones de la muestra. De igual manera, la investigacion tuvo
elementos de tipo correlacional ya que tuvo como propdsito mostrar
asociaciones, no relaciones causales, entre las caracteristicas de la cultura
organizacional y un conjunto de indicadores de desempefio organizacional.
(Bernal, 2006, p.112, 113).

3. Culturay Desempefio Organizacional

3.1. El Concepto de Cultura

Por lo general, las definiciones de cultura organizacional o corporativa asocian
explicitamente el concepto de cultura con algo sostenido en comun o
compartido entre los miembros: creencias, supuestos, valores y normas.
(Jacques, 1952, p. 25; Pettigrew, 1979, p.574; Siehl y Martin, 1984, p.227; Trice
y Beyer, 1993, p.2; Smircich y Stubbart, 1985, p.727; Walsh y Ungson, 1991,
p.60). Aun mas, segun la definicion muy conocida de Schein, los supuestos
fundamentales constituyen el aspecto central y mas importante de la cultura
organizacional. Segun este autor, la cultura se refiere al “patron de supuestos
basicos que un grupo dado ha inventado, descubierto, o desarrollado mientras
aprende a enfrentar sus problemas de adaptacion externa y de integracion
interna, y qué ha funcionado tan bien para ser considerado valido, y que por lo
tanto, se ensefia a los nuevos miembros como la manera correcta de percibir,
pensar y sentir en relacibn con esos problemas”. (Schein, 1985, p.6). EIl

concepto de cultura representa entonces, en un sentido amplio y holistico, las



cualidades de un grupo humano especifico que se trasmiten de una generacion
a otra porque se cree que son utiles para la supervivencia y la adaptacion.
Para el caso de las organizaciones, Denison (1990, p.2) afirma que la cultura
organizacional aporta los valores, creencias y principios que sirven como
fundamento para el sistema gerencial de una organizacion, como también los
comportamientos y practicas que tanto ejemplifican como refuerzan esos
valores, creencias y principios basicos. Tanto estos como los comportamientos
0 practicas permanecen porque tienen sentido para los miembros de una

organizacion. (Denison ,1990)

3.2. Estudios sobre Cultura'y Desempeiio

Dado que la cultura organizacional es compartida, o sostenida en comudn, se
puede utilizar como marco basico para el analisis y la interpretacién de los
fendmenos organizacionales. En concreto, por ser compartida, la cultura guia
los patrones cotidianos de comportamiento e influye profundamente en la toma
de decisiones de los individuos y de los grupos al interior de las
organizaciones. Al final, por dirigir el comportamiento de las personas, y por lo
tanto el desempefio organizacional y la capacidad de respuesta a los retos del
entorno, la cultura determina en gran medida el éxito o fracaso frente al logro
de resultados buscados por las empresas. En otras palabras, la cultura
organizacional puede impulsar o entorpecer el logro de una ventaja competitiva
real. Siguiendo a Schein, puede afirmarse que la cultura organizacional puede
aumentar la efectividad de las personas si sus creencias y supuestos
fundamentales motivan patrones de comportamientos favorables a los
indicadores criticos de desempefio organizacional. En la misma direccion,
Goffee y Jones (1998) plantean que la cultura organizacional es tal vez la
fuerza individual mas poderosa para la cohesion interna en la organizacion
actual. Los lideres pueden influir en la forma de evoluciéon de la cultura, y
posicionar de esta manera la organizacion hacia una ventaja competitiva
sostenida que no pueda ser facilmente copiada por sus competidores. Las
practicas o comportamientos en un contexto cultural pueden establecer la

diferencia entre una organizacion exitosa y otra en camino al fracaso. Quick



(1992) por su parte, argumenta que la cultura es el tejido connectivo que
articula y mantiene unida a la gente de una organizaciéon de tal forma que

pueda tener éxito frente a los retos.

En apoyo a los anteriores planteamientos, la literatura especializada ha
documentado empiricamente una variedad de resultados de desempefio
organizacional que se relacionan con la cultura. Por ejemplo, se ha encontrado
que la cultura organizacional se relaciona con el crecimiento de la firma (Calori
y Sarnin, 1991) y el desempefio global de la firma (Denison, 1990; Denison y
Mishra, 1995; Kotter y Heskett, 1992). Otros estudios han sefialado que su
efecto se puede observar directamente al nivel individual, en resultados tales
como el compromiso (O'Reilly et al, 1991). Los investigadores
organizacionales también han desarrollado tipologias de las culturas
organizacionales para describir a las firmas exitosas. (Cheng, 1998; Denison y
Mishra, 1995, O'Reilly et al., 1991). Por su parte, Kotter y Heskett (1992)
relacionaron el desempefio promedio en un periodo de diez afios con medidas
de la fortaleza de la cultura corporativa y encontraron que, entre industrias, las
firmas percibidas con culturas fuertes generalmente tenian superiores niveles
promedio de retorno sobre la inversion, crecimiento del ingreso neto, y cambios
en el precio de la accion. De igual manera, Gordon y DiTomaso (1992) hallaron
que el desempefio de compafias de seguros aumenté en la medida en que
habia consenso alrededor de los valores culturales. También Denison, al usar
evidencia cuantitativa y cualitativa, afirmé que el consenso alrededor de los
valores organizacionales aumenta la efectividad organizacional. (Denison,
1990). Es claro que estos investigadores han partido del supuesto de que la
cultura organizacional es un fendémeno susceptible de medicién.
Adicionalmente, la revision de resultados de los estudios mencionados tiende a
ver la cultura organizacional mas como un activo competitivo susceptible de ser
intervenido y administrable en términos del desempefio, y menos como un
fendbmeno natural y organicamente emergente. (Baker, 2002, p.2) Al respecto,
Schein argumenta que el liderazgo hoy en dia es esencial para la creacion, la

administracion, y, de vez en cuando, para la destruccién y reconstrucciéon de la



cultura. De hecho, este autor afirma, “la Unica cosa de importancia que los
lideres hacen es crear y administrar la cultura” y “el anico talento de los lideres

es su habilidad para comprender la cultura y trabajar con ella” (Schein, 1992,
p.5).

4. El Modelo de Denison para el Diagnostico Cientifico de la Cultura

Organizacional en Funcién del Desempefio®

En general, este modelo presenta las interrelaciones que existen entre la
cultura organizacional, los comportamientos o practicas gerenciales, y el
desempefio y la efectividad de la organizacion. ElI modelo resalta la
importancia de vincular los comportamientos o practicas gerenciales con los
supuestos y creencias subyacentes al momento de estudiar la cultura
organizacional, el desempefio y la efectividad. La cultura organizacional esta
compuesta por una serie de supuestos y creencias compartidas por los
miembros sobre los clientes, competidores, proveedores, accionistas, ellos
mismos y otros. Segun Denison, esos supuestos y creencias no permanecen
ocultos, sino que se manifiestan en una serie de comportamientos o0 practicas
visibles. Dado que son observables, esos comportamientos pueden ser
medidos, cuantificados y correlacionados con variables de resultados criticos
para el desempefio organizacional. Estos comportamientos o practicas a su vez
refuerzan las creencias y supuestos fundamentales de donde se originan. El
comportamiento de las personas termina por generar la cultura que las mismas
personas y otros experimentan. Aun mas, si bien es cierto que las creencias y
supuestos dirigen el comportamiento, también es verdad que el
comportamiento dirige los resultados. En consecuencia, si a los gerentes les
interesan los resultados, es tanto practico como apropiado diagnosticar la
cultura a través de su expresion mas obvia, los comportamientos o practicas de

las personas. (Fisher, 2000)

* La descripcion del modelo se basa extensamente en el texto de Daniel Denison: Organizational Culture: Can it be a Key
Lever for Driving Organizational Change? June 2000. International Institute for Management Development.



De acuerdo con Denison, la utilizacion de la cultura en el analisis y
apalancamiento del cambio organizacional demanda una estrategia persuasiva
para los administradores. Esta estrategia debe responder a sus
preocupaciones legitimas sobre el valor instrumental del cambio cultural. Segun
este autor, los gerentes han de ser concientes de la evidencia que conecta la
cultura con el desempefio organizacional. También hay que ayudarles a
entender los impactos, tanto positivos como negativos, de la cultura en sus
propios negocios. lgualmente, es necesario hablar de la cultura en un lenguaje
gue tenga sentido para los gerentes y que pueda conectarse rapidamente con
los comportamientos suyos y de los miembros organizacionales. (Denison,
2000),

Por las razones anteriores, Denison ha desarrollado, en sus propias palabras,
un modelo de cultura organizacional basado en el comportamiento; disefiado y
creado dentro del entorno de los negocios; expuesto en el lenguaje que se
utiliza en el manejo de asuntos de negocios; articulado a los resultados de
gestion; rapido y facil de aplicar; y aplicable a todos los niveles de cualquier
organizacién (Denison, 1990; Denison y Mishra, 1995; Denison, Cho, y Young,
2000). En sintesis, el modelo describe y aplica una teoria de la cultura
organizacional que se articula al desempeiio de la empresa desde una
perspectiva gerencial orientada, naturalmente, a resultados criticos para la
supervivencia y viabilidad de las organizaciones. En desarrollo de lo antes
expuesto, el modelo se fundamenta en la tradicion investigativa sobre como la
cultura influye en el desempefio organizacional, y se enfoca en aquellas
caracteristicas culturales que, segun los resultados de investigacion, tienen un

impacto clave en el desempefio de las organizaciones.

Asi pues, el modelo se basa en cuatro caracteristicas culturales que han
mostrado tener una fuerte influencia sobre el desempefio organizacional:
involucramiento (involvement), consistencia, adaptabilidad, y mision. Denison
enfatiza la asociacion positiva entre estas caracteristicas culturales y el

desempefio total de las empresas. Segun Jaffee, la regulacion normativa a



10

traves de estas caracteristicas culturales es la forma mas efectiva, en términos
de costo beneficio, de control de la conducta humana. (Jaffee, 2004). Cada una
de estas caracteristicas se mide a traveés de tres indices, y cada uno de estos
indices se mide a través de cinco items de cuestionario. Este modelo se ha
desarrollado a partir de investigaciones realizadas durante mas de 20 afios en
méas de 3,000 organizaciones y con mas de 100,000 personas encuestadas
(Denison, 1990; Denison y Mishra, 1995; Denison y Neale, 1996).

El modelo de Denison primero recoge informacion de miembros de varios
niveles de la organizacion sobre sus percepciones de la cultura organizacional,
tal como se manifiesta a través de sus acciones y actividades. Posteriormente,
los datos se describen por medio de un modelo bidimensional que destaca los
asuntos cruciales del enfoque interno versus el enfoque externo y de la
flexibilidad versus la estabilidad y sus impactos en el desempefio y viabilidad
de la organizacion. De acuerdo con Denison, Lief y Ward, estas dos
dimensiones deben verse mas como transacciones (tradeoffs) relativas antes
gue opciones radicales, dado que tanto un enfoque interno como un enfoque
externo son necesarios para el éxito de los negocios, al igual que tanto la
flexibilidad como la estabilidad. (Denison, Lief y Ward, 2004) Este modelo de
cultura organizacional es un mecanismo que facilita la generalizaciéon, sin
descartar la peculiaridad de cada organizacién. De esta manera se pueden
establecer comparaciones entre diversas organizaciones. Una vez se aplica el
cuestionario de diagnostico cultural, se pueden identificar areas de
mejoramiento y disefiar un curso de accién que ayude a corregir debilidades y
a acentuar fortalezas culturales. Dado el caso, por ejemplo, se puede disefiar
un plan de accién que fortalezca aquellas caracteristicas que fomentan la
innovacion y la respuesta agil y efectiva a los cambios en el entorno

organizacional. (Ricardo, 2006)

El siguiente grafico representa las caracteristicas e indices que constituyen la
cultura organizacional segun Denison. Los cuatro cuadrantes del modelo

representan las cuatro caracteristicas béasicas de cualquier cultura
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organizacional. A su vez, cada cuadrante incluye tres indices de
comportamientos o practicas que se conectan con cada una de las
caracteristicas. Las caracteristicas y los indices se representan en términos de
dos dimensiones subyacentes, flexibilidad versus estabilidad sobre el eje

horizontal y de los focos externo e interno sobre el eje vertical.

External Focus

Flexible

Gréfico 2. El Modelo de Cultura Organizacional de Denison®

A continuacién se describen esas cuatro caracteristicas culturales:

4.1. Involucramiento (Involvement)

Las organizaciones efectivas facultan a su gente, se construyen a si mismas
alrededor de los equipos, y desarrollan la capacidad humana a todos los
niveles. Los miembros de la organizacion estdn comprometidos con su trabajo

y sienten que poseen una parte de la organizacion. Las personas, a todos los

® Organizational Culture: Measuring and Developing It in Your Organization. William H. Mobley, Lena Wang, and Kate Fang.
Harvard Business Review China. March, 2005, page 6.
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niveles, sienten que tienen al menos alguna influencia en las decisiones que
afectan sus trabajos y que estos estan directamente conectados con los
objetivos de la organizacién. En sintesis, esta caracteristica demuestra que
tanto la organizacion se orienta a la construccion de la capacidad, el sentido de
propiedad y la responsabilidad humana. En términos de una pregunta; ¢ Estan
las personas alineadas y comprometidas con la organizacidon? Esta
caracteristica se mide con tres indices:

Facultamiento (Empowerment). Los individuos tienen autoridad, iniciativa y
habilidad para administrar su propio trabajo. Esto crea un sentido de propiedad
y responsabilidad hacia la organizacion.

Orientacién al Equipo. Se valora el trabajo cooperativo en funcion de los
objetivos comunes, de los cuales todos los empleados se sienten
responsables. La organizacion confia en el esfuerzo de los equipos para que se
haga el trabajo.

Desarrollo de Capacidades. La organizacion invierte continuamente en el
desarrollo de las habilidades de los empleados con el propésito de mantener y

mejorar la competitividad y satisfacer las necesidades actuales del negocio.

4.2. Consistencia.

Las organizaciones son efectivas en razén de su consistencia e integracion
interna. El comportamiento de las personas se fundamenta en un conjunto de
valores centrales (core values), los lideres y sus seguidores poseen la habilidad
de lograr acuerdos (aun cuando existan diversos puntos de vista), y las
actividades de la organizacion estan bien coordinadas e integradas. Las
organizaciones gue poseen esta caracteristica tienen una cultura distintiva y
fuerte que influye significamente en el comportamiento de las personas. Un
sistema compartido de creencias y valores funciona como un sistema de
control internalizado. La consistencia es entonces una fuente poderosa de
estabilidad e integracién interna que resulta de un marco mental (mindset)
comun y de un alto grado de conformidad. En sintesis, esta caracteristica
seflala hasta donde la organizacion se orienta a la definicion vy

operacionalizacion de valores y sistemas que sean la base de una cultura
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fuerte. En una sola pregunta: ¢ El sistema organizacional como un todo genera
el apalancamiento que exigen sus actividades especificas? Esta caracteristica
se mide con los siguientes indices:

Valores Centrales. Los miembros de la organizacion comparten un conjunto de
valores que crean un sentido de identidad y un conjunto claro de expectativas.
Acuerdo. Los miembros de la organizacion son capaces de lograr acuerdos en
asuntos criticos. Esto incluye tanto el nivel subyacente del acuerdo como la
habilidad de reconciliar diferencias cuando ellas ocurran.

Coordinacion e Integracion. Diferentes funciones y unidades de la organizacion
son capaces de trabajar juntos bien para lograr sus objetivos comunes. Las

fronteras organizacionales no interfieren con la realizacion del trabajo.

4.3. Adaptabilidad.

Las organizaciones adaptables son impulsadas por sus clientes, asumen
riesgos y aprenden de sus errores, y tienen capacidad y experiencia en la
creacion del cambio. Estas organizaciones estan continuamente mejorando su
capacidad de entregar valor a sus clientes. Las organizaciones fuertes en
adaptabilidad generalmente experimentan crecimiento en las ventas y de su
porcion de mercado. En breve, esta caracteristica sefiala que tanto la
organizacién convierte las demandas del entorno de los negocios en acciones
de respuesta. Puesto en una pregunta: ¢La organizacion “escucha” a su
mercado? Esta caracteristica se mide con los siguientes tres indices:

Creacion de Cambio. La organizacion es capaz de generar estrategias
adaptativas que sirvan para enfrentar necesidades cambiantes. También es
capaz de “leer” el ambiente de negocios, reaccionar rapidamente a las
tendencias actuales y anticipar cambios futuros.

Enfoque en el cliente. La organizacion entiende y responde a sus clientes y
anticipa sus futuras necesidades. Esto refleja el grado hasta el cual la
organizacion es impulsada por la preocupacion de satisfacer a sus clientes.
Aprendizaje Organizacional. La organizacion recibe, traduce, e interpreta las
sefales del entorno y las transforma en oportunidades de estimulo a la

innovacién, ganancia de conocimiento, y desarrollo de capacidades.
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4.4. Mision

Tal vez la caracteristica cultural mas importante sea el sentido de mision. Las
organizaciones que no saben para donde se dirigen terminan generalmente en
cualquier parte. Las organizaciones exitosas tienen un claro sentido de
proposito y una direccion que define las metas organizacionales y los objetivos
estratégicos y que expresa la vision de lo que la organizacion quiere ser en el
futuro. En pocas palabras, esta caracteristica muestra hasta donde la
organizacion ha definido una direccion a largo plazo con sentido para si misma.
En términos de una pregunta: ¢Sabe la organizacion hacia donde se dirige?
Esta caracteristica se mide a través de los siguientes indices:

Direccion e Intencion Estratégicas. Claras intenciones estratégicas comunican
el propésito de la organizaciéon y explicitan la contribucion de cada miembro y
como cada quien puede dejar su huella.

Metas y Objetivos. Un conjunto claro de metas y objetivos se articula a la
mision, la vision, y la estrategia, y le suministra a cada quien una clara
direccioén para su trabajo.

Vision. La organizaciébn posee una visibn compartida de un estado futuro
deseado. Ella incluye los valores centrales y captura los corazones y las
mentes de los miembros de la organizacion, al mismo tiempo que les da guia y

direccion.

4.5. Administracion de Tensiones Culturales

Este modelo se enfoca sobre un conjunto de tensiones o contradicciones que
hay que administrar. Algunas de ellas son la tension entre estabilidad y
flexibilidad y entre enfoque interno y enfoque externo. Estas tensiones son las
dimensiones basicas que subyacen al modelo. Adicionalmente, se presentan
las tensiones diagonales entre consistencia interna y adaptacion, y entre la
mision definida desde arriba en la jerarquia y el compromiso que se genera
desde abajo. En el nucleo del modelo, de acuerdo con Schein, estan las
creencias y supuestos subyacentes. (Schein, 1985), Aunque estos niveles mas

profundos de la cultura organizacional son mas dificiles de medir, ellos
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constituyen la fuente donde se originan el comportamiento y accion de los
miembros organizacionales. Las creencias y los supuestos acerca de la
organizacion y su gente, el cliente, el mercado y la industria, y las propuestas
de valor basicas de la firma crean una légica compacta que mantiene a la

organizacién firmemente unida.

El involucramiento y la consistencia enfrentan la dinamica interna de la
organizacién pero no la interaccion de la organizacion con el ambiente externo.
En contraste, la adaptabilidad y la mision se enfocan en las relaciones entre la
organizacion y el ambiente externo. De otro lado, el involucramiento y la
adaptabilidad enfatizan la capacidad de la organizacion para la flexibilidad y el
cambio. Por el contrario, la consistencia y la mision enfatizan la capacidad para
la estabilidad y la direccion. Un sistema organizacional orientado a la
adaptabilidad y el involucramiento introducira mas variedad, mas insumos y
mas soluciones posibles en una situacién dada que un sistema orientado hacia
un alto nivel de consistencia y un fuerte sentido de mision. En contraste, un
sesgo hacia la consistencia y la mision reducirad la variedad y colocara un

mayor énfasis en control y estabilidad.

4.6. Caracteristicas Culturales y Desempefio Organizacional

Denison estudid la correlacién entre las caracteristicas culturales del modelo
(involucramiento, consistencia, adaptabilidad y misién) y un conjunto de
medidas de efectividad organizacional. Al respecto, mision y consistencia
(estabilidad) impactan medidas de desempefio financiero tales como retorno
sobre activos, retorno sobre inversién y retorno sobre ventas. En cuanto a
involucramiento y adaptabilidad (flexibilidad), estas caracteristicas impactan el
desarrollo de productos y la innovacion. Esto tipicamente significa mayores
niveles de innovacion en productos y servicios y creatividad, al igual que una
respuesta rapida a las cambiantes necesidades de clientes y empleados. En
referencia a adaptabilidad y misién (enfoque externo), ellas impactan el ingreso
y el crecimiento en las ventas y en la participacion de mercado. Por su parte,
involucramiento y consistencia (foco interno) reflejan su efecto en indicadores

de calidad, retorno sobre inversién y satisfaccion de los empleados.
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La siguiente tabla resume los impactos de la cultura en las variables criticas del

desempefio organizacional:

Rentabilidad/Retorno | Crecimiento en Participacion | Innovacion Calidad de Satisfaccion de
sobre Activos Ingresos/Crecimiento | de Mercado Productos & los Empleados
en ventas Servicios
Soportados por Soportados por Soportados Soportados por | Soportados por | Soportados por

por
Misién Misién Misién [Misién]

Involucramiento

Involucramiento

Involucramiento

Involucramiento

Adaptabilidad

Adaptabilidad

Adaptabilidad

Adaptabilidad

[Adaptabilidad]

Consistencia

Consistencia

Consistencia

Tabla 1. Impacto de la Cultura en las Variables Criticas del Desempefio.®

Aunque, por lo general, las cuatro caracteristicas culturales del modelo tienen
un impacto positivo en el desempefio organizacional, al menos en la superficie,
algunas de ellas puede parecer que contradicen a otras. Por ejemplo, culturas
consistentes en grado extremo pueden llegar a ser muy cerradas y volverse
muy resistentes al cambio. En contraste, las culturas muy adaptables pueden
tener problemas en el logro de altas metas de eficiencia y de sentido
compartido de propdsito que se encuentra a menudo en culturas bien
integradas. De manera semejante, la mision y el involucramiento pueden
parecer contradictorias: el sentido y la direccion establecidos por la mision
organizacional pueden limitar el involucramiento de algunos miembros
organizacionales. Tal como muchas organizaciones han descubierto, la simple
declaracion de una nueva mision organizacional no implica necesariamente el
apoyo y el compromiso de los miembros organizacionales. Por la misma razén,
el alto involucramiento entre los miembros organizacionales no implica
necesariamente un sentido claro de direccion y proposito. No obstante lo
anterior, segun Denison, la cultura de una organizacion efectiva debe incluir las

cuatro caracteristicas representadas en el modelo aqui descrito. Asi pues, una

® Denison, D.R., & Neale, W.S. Denison Organizational Culture Survey. Facilitator Guide. Denison Consulting. Ann Arbor.
Michigan. 1996.
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organizacion efectiva ha de tener una cultura que sea adaptativa, pero también
muy consistente y predecible. De la misma manera, dicha cultura debe
estimular un alto compromiso en el contexto de un sentido compartido de

mision.

5. Tendencias de los Perfiles Culturales en las Organizaciones del
Estudio

5.1. Caracteristicas Basicas y Sesgos Culturales

El siguiente grafico recoge los promedios agregados de las 39 empresas del
estudio sobre las cuatro caracteristicas basicas y los cuatro sesgos posibles de
la cultura. EI promedio para cada caracteristica se construy6é a partir de los
promedios de sus respectivos indices. En el caso de los sesgos, sus promedios

se produjeron a partir de los promedios de las caracteristicas que los

sustentan.
Foco Externo
3,67
Adaptabilidad Mision
3,61 3,73
Flexibilidad Creencias y Estabilidad
3,65 Supuestos 3,67
Involucramiento Consistencia
3,70 3,62

Foco Interno

3,66

Grafico 3. Caracteristicas Bésicas y Sesgos Culturales
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Aunque todos los promedios son todavia modestos, se destaca mision como la
caracteristica cultural mas fuerte seguida por involucramiento. Tal parece que
las organizaciones de la muestra han avanzado hacia la definicion de un claro
sentido de propdsito y una direccién que define las metas organizacionales y
los objetivos estratégicos y que expresa la vision de lo que las organizaciones
quieren ser en el futuro. De otra parte, las organizaciones demuestran
progresos significativos en el facultamiento de sus miembros, la construccion
de si mismas alrededor de los equipos de trabajo, y el desarrollo de las
capacidades humanas a todos los niveles. En breve, los resultados obtenidos
dan a entender que las empresas de la muestra ha realizado un avance
importante en la clarificacién de sus destinos y que poseen ya un potencial de
valor apreciable en la postura actitudinal de sus colaboradores. De acuerdo con
los resultados obtenidos, hay un balance entre los cuatro sesgos culturales de

flexibilidad, estabilidad, foco externo y foco interno.

5.2. Caracteristicas Culturales e indices

La siguiente tabla recoge los promedios agregados de las 39 empresas del
estudio sobre las cuatro caracteristicas basicas y los respectivos indices que
las conforman. Para este nivel de andlisis se identificaron los dos indices de
mas alto promedio y los dos indices de menor promedio para el conjunto de las

cuatro caracteristicas.
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Caracteristicas y sus indices

1. Involucramiento 3,70
Facultamiento 3,79 Mas Alto
Orientacion al Equipo 3,77
Desarrollo de Capacidades 3,54
2. Consistencia 3,62
Valores Centrales o Fundamentales 3,78
Acuerdo 3,53 Mas Bajo
Coordinacion e Integracion 3,54
3. Adaptabilidad 3,61
Creacion del Cambio 3,51 Més Bajo
Enfoque en el Cliente 3,67
Aprendizaje Organizacional 3,65
4. Misiéon 3,73
Direccion e Intencién Estratégicas 3,77
Objetivos y Metas 3,83 Mas Alto
Visién 3,59

Tabla 2. Caracteristicas Culturales e indices

Los indices objetivos y metas, y facultamiento obtuvieron los maés altos
promedios agregados. Tal parece que las organizaciones de la muestra tienden
a poseer un conjunto claro de metas y objetivos que se articula a la mision, la
vision y la estrategia, y le suministra a cada quien una clara direccion para sus
actividades cotidianas. De otra parte, la fortaleza en facultamiento expresa que
las personas, por lo general, perciben que tienen autoridad, iniciativa y
habilidad para administrar su propio trabajo. Esto crea un sentido de propiedad
y responsabilidad hacia la organizacién. Los indices mas débiles son acuerdo y

creacion del cambio.

5.3. Indices e items

Para este nivel de analisis se identificaron el item de mas alto promedio y el
item de menor promedio en cada uno de los indices para las 39 empresas de la
muestra. La tabla siguiente resume los promedios agregados para la

caracteristica involucramiento y sus indices e items.
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FACULTAMIENTO 3,79

1. La mayoria de los empleados se involucran activamente en su trabajo. Mas
3,87 Alto

2. Las decisiones se toman en el nivel en donde se encuentra la informacion|

mas adecuada. 3,74

3. La informacion se comparte ampliamente para que esté disponible para] Mas

todos cuando la necesiten. 3,70 Bajo

4. Todos piensan que pueden producir un impacto positivo. 3,82

5. La planificacion empresarial es un proceso continuo que involucra a todos en

cierto grado. 3,85

ORIENTACION AL EQUIPO 3,77

6. Se alienta activamente la cooperacion de todos en los diferentes niveles de 1] Mas

organizacion. 3,63 Bajo

7. Las personas trabajan en equipo. 3,79

8. Las tareas se completan gracias al trabajo en equipo, no a la jerarquia o a los)

jefes que vigilan. 3,77

9. Los equipos de trabajo son nuestros componentes primarios o basicos. 3,80

10. El trabajo se organiza de forma que cada persona pueda ver la relacion que| Mas

existe entre sus funciones individuales y las metas de la organizacion. 3,84 Alto

DESARROLLO DE CAPACIDADES 3,54

11. La autoridad se delega para que las personas puedan actuar por cuental

propia. 3,43

12. La capacidad de las personas estd mejorando constantemente. Mas
3,81 Alto

13. La empresa invierte continuamente para mejorar las destrezas de los

lempleados. 3,45

14. Las capacidades de las personas son una fuente importante de ventajas|

para la empresa que le ayudan a competir mejor. 3,80

15. A menudo ocurren problemas porque no tenemos las destrezas necesarias Mas

para realizar el trabajo. 3,21 Bajo

Tabla 3. Involucramiento y sus indices e items

La tabla siguiente resume los promedios agregados para la caracteristica

consistencia y sus indices e items.
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CONSISTENCIA 3,62
IVALORES CENTRALES-FUNDAMENTALES 3,78
i ) Mas
16. Los lideres y gerentes hacen lo que dicen. .
3,59 | Bajo
17. Existe un estilo gerencial caracteristico y un conjunto especifico de practicas|
gerenciales. 3,69
18. Existe un conjunto de valores claros y consistentes que gobiernen nuestras
practicas empresariales. 3,85
N - . Mas
19. Si ignoramos nuestros valores basicos nos metemos en un aprieto.
3,90 | Alto
20. Existe un coédigo de ética que guia nuestro comportamiento y nos indica lo que|
debemos y no debemos hacer. 3,86
IACUERDO 3,53
21. Cuando hay desacuerdos, trabajamos con ahinco para obtener soluciones de|
beneficio mutuo. 3,64
22. Existe una cultura sélida. 3,60
23. Es facil ponerse de acuerdo en la empresa incluso frente a problemas dificiles. 3,49
Mas
24. A menudo tenemos problemas para llegar a un acuerdo sobre asuntos clave. .
3,21 | Bajo
) ) Mas
25. Existe un acuerdo claro sobre la forma correcta e incorrecta de hacer las cosas.
3,71 | Alto
ICOORDINACION E INTEGRACION 3,54
; ) ) ) ) Mas
26. La metodologia que seguimos en nuestro negocio es consistente y predecible.
3,72 | Alto
27. Las personas que estan en diferentes partes de la organizacién comparten unal
perspectiva comun. 3,54
28. Es facil coordinar proyectos entre las diferentes partes de la organizacion. 3,46
29. El trabajar con una persona que esta en otra parte de esta organizacién es como Mas
trabajar con una persona de otra organizacion. 3,31 | Bajo
30. Las metas estan alineadas en todos los niveles. 3,68

Tabla 4. Consistenciay sus indices e items

La tabla siguiente resume los promedios agregados para la caracteristica

adaptabilidad y sus indices e items.
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3,61

ADAPTABILIDAD

CREACION DEL CAMBIO 3,51

31. La forma de hacer las cosas es muy flexible y se puede cambiar faciimente. 3,36

Mas

32. Respondemos bien a la competencia y a otros cambios en el entorno comercial. 380 | Al
, to

33. Continuamente se adoptan métodos nuevos y mejorados para realizar el trabajo. | 3,74

34. Generalmente hay resistencia a las iniciativas que surgen para realizar cambios. Mas
3,04 |Bajo

35. Las diferentes partes de la organizaciéon generalmente cooperan entre si paral

realizar cambios. 3,58
ENFOQUE EN EL CLIENTE 3,67
) ) ) ) Mas
36. Los comentarios y recomendaciones de los clientes a menudo producen cambios.
3,76 | Alto
37. Las sugerencias de los clientes influencian nuestras decisiones. 3,74
38. Todos los miembros comprenden a fondo los deseos y las necesidades de los Mas
clientes. 3,53 |Bajo
39. Nuestras decisiones generalmente ignoran los intereses de los clientes. 3,68
40. Alentamos el contacto directo entre nuestra gente y los clientes. 3,62
IAPRENDIZAJE ORGANIZACIONAL 3,65
) ) Mas
41. Vemos nuestras fallas como una oportunidad para aprender y mejorar.
3,97 [ Alto
[42. Se alienta y recompensa el innovar y tomar riesgos. 3,45
) . Mas
43. Muchos detalles importantes pasan desapercibidos. .
3,17 |Bajo
44. El aprendizaje es un objetivo importante en nuestras labores cotidianas. 3,95
45. Nos aseguramos de que “la mano derecha sepa lo que hace la izquierda”. 3,71

Tabla 5. Adaptabilidad y sus indices e items
La tabla siguiente resume los promedios agregados para la caracteristica

mision y sus indices e items.
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MISION
DIRECCION E INTENCION ESTRATEGICA 3,77
46. Existe direcciéon y un propdsito a largo plazo. 3,86
47. Nuestra estrategia obliga a otras organizaciones a cambiar su método de|
competencia en la industria. 3,65
. . o N . Mas
48. Existe una mision clara que le da significado y direccion a nuestro trabajo.
3,93 [Alto
49. Existe una clara estrategia para el futuro. 3,83
. .z Zu Més
50. No es clara nuestra direccion estratégica. )
3,56 |Bajo
OBJETIVOS Y METAS 3,83
) ) Mas
51. Existe un acuerdo generalizado sobre nuestras metas. .
3,77 |Bajo
52. Nuestros lideres fijan metas ambiciosas, pero realistas. 3,79
53. Nuestra dirigencia ha comunicado oficialmente los objetivos que intentamos|
alcanzar. 3,83
54. Seguimos continuamente nuestro progreso en relacion a las metas que hemos| Mas
establecido. 3,90 | Alto
55. Las personas comprenden lo que hay que hacer para que seamos exitosos a
largo plazo. 3,83
\VISION 3,59
56. Compartimos una vision comun acerca de como sera la organizacion en el
futuro. 3,79
. . L Mas
57. Nuestros lideres tienen una visién a largo plazo.
3,90 [Alto
i I Mas
58. Las ideas a corto plazo a menudo comprometen nuestra vision a largo plazo. )
2,89 |Bajo
59. Nuestra vision estimula y motiva a nuestros empleados. 3,69
60. Cumplimos nuestras exigencias a corto plazo sin comprometer nuestra vision a
largo plazo. 3,66

Tabla 6. Misién y sus indices e items
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La especificidad de los significados de los items cuyos promedios agregados

fueron lo mas altos y los mas bajos expresa por si misma su relevancia para la

interpretaciéon de aquellos como fortalezas y debilidades culturales para esta

muestra de empresas. Al respecto, el item 41, vemos nuestras fallas como una

oportunidad para aprender y mejorar, obtuvo un promedio agregado de 3,97,

constituyéndose en el resultado mas alto dentro del total de 60 items. Este item

encabeza el indice aprendizaje organizacional cuya importancia estratégica

para la supervivencia y el desarrollo de las organizaciones ha sido ampliamente
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reconocida. (Senge, 1992). Sin embargo, paradojicamente, el item 34,
generalmente hay resistencia a las iniciativas que surgen para realizar
cambios, obtuvo un promedio agregado de 3,04, constituyéndose en uno de los
resultados mas bajo dentro del total de 60 items. Tal parece que se ha tomado
conciencia del analisis de las fallas como punto de partida para el aprendizaje
gue propicia el cambio, pero existen fuertes factores de resistencia que
entorpecen la implementacion de las iniciativas de mejoramiento. El item 58,
las ideas a corto plazo a menudo comprometen nuestra vision a largo plazo,
obtuvo un promedio agregado de 2,89, constituyéndose en el resultado mas
bajo dentro del total de 60 items. El resultado en este item sefiala una debilidad
cultural que podria neutralizar los buenos resultados obtenidos en otros items.
El cortoplacismo es endémico en muchas organizaciones, no sélo colombianas
sino de todas las latitudes. Ademas de generar estrés, desgaste y
desmotivacion en las personas, este fendbmeno tiene graves consecuencias
negativas para la capacidad estratégica de adelantarse y estar preparados para

los retos del futuro.

Andlisis e interpretaciones similares a los anteriores se podrian hacer para los
promedios agregados resultantes en cada caracteristica, indice e item. De esta
manera se obtendria una valoracion sistémica en detalle de las fortalezas y
debilidades culturales y de sus implicaciones estratégicas para las 39
empresas investigadas. Las limitaciones de extension de esta ponencia obligan
a presentar sélo un ejemplo de las posibilidades analiticas e interpretativas del
DOCS (Denison Organizational Culture Survey). Sin embargo, este breve
ejercicio demuestra la capacidad de la encuesta para la evaluacion de las
caracteristicas de las culturas existentes en esta muestra de organizaciones
bogotanas. De todas maneras, la simple presentacién de promedios mayores y
menores a nivel de caracteristica, indice e item permite de entrada la obtencion
de una visidon general sobre las tendencias agregadas de los perfiles culturales
presentes en la muestra de empresas. Se invita entonces al lector a examinar

los resultados obtenidos para la muestra de empresas, y de esta manera
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pruebe por si mismo las potencialidades analiticas e interpretativas del DOCS y

la teoria que lo sustenta.

6. Tendencias de los Perfiles de Desempeiio en las Organizaciones del
Estudio

6.1. Indicadores de Desempeiio

Ademés de las 60 preguntas béasicas sobre comportamientos o précticas que
expresan el perfil cultural, el DOCS incluye 7 preguntas sobre percepciones
sobre el desempefio de la organizacion. Tales preguntas apuntan a identificar
la evaluacion que cada encuestado otorga a su empresa en 6 indicadores
criticos para su desempefio estratégico y la percepcion global del encuestado
sobre ese desempefio. A nivel de indicador de desempefio, los encuestados
tuvieron cinco opciones posibles de respuesta de acuerdo con el diferencial

semantico de Likert, tal como se indica a continuacion:

Bajo Promedio Alto

1 2 3 4 5

La siguiente tabla presenta los promedios agregados de los indicadores de
desempefio para la muestra de 39 empresas. En general, los resultados son
todavia modestos. En efecto, todos los indicadores se ubican en un rango de
3,62 a 3,89. Se destaca el indicador calidad de productos y servicios con el
mayor promedio 3,89, por encima del indicador desarrollo de nuevos productos
y/o servicios (innovacién) que alcanza un promedio de 3,64. Tal parece que en
las organizaciones de la muestra se han hecho esfuerzos por el mejoramiento
de la calidad. Sin embargo, las empresas pueden estar rezagadas en el
impulso a la innovacién. Este indicador de desempefio es especialmente critico
para la competitividad organizacional en el entorno de la globalizacion. De otro
lado, el indicador satisfaccion de los empleados obtuvo el mas bajo promedio,

3,62. Este resultado también muestra el atraso de estas empresas en el
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mejoramiento de este indicador igualmente critico para la competitividad

organizacional.

INDICADORES DE DESEMPERO PROMEDIO

1.Crecimiento en ventas e ingresos 3,72
2. Participacion de mercado 3,62
3. Rentabilidad y rendimiento del activo 3,67
4. Calidad de productos y servicios 3,89
5. Desarrollo de nuevos productos y/o 3,64
Servicios

6. Satisfaccion de los empleados 3,62
7. Desempefio general de la empresa 3,88

Tabla 6. Indicadores Agregados de Desempeiio

6.2. Correlaciones entre Indicadores Agregados de Desempefio y

Caracteristicas Culturales Agregadas

La siguiente tabla presenta las correlaciones entre indicadores agregados de
desempefio y caracteristicas culturales agregadas para la muestra de 39
empresas bogotanas. Todas las correlaciones son positivas. Aun mas, 14 de
28 correlaciones estan en el rango de 0,31 a 0,41. La correlaciéon mas alta,
0,41, se dio entre el indicador satisfaccion de los empleados y la caracteristica
consistencia. Esta caracteristica sefiala hasta donde la organizacion se orienta
a la definicién y operacionalizacion de valores y sistemas que sean la base de
una cultura fuerte. De otro lado, la correlacion entre el indicador satisfaccion de
los empleados y la caracteristica involucramiento aunque menor, 0,36, sigue
siendo positiva. Esta caracteristica demuestra que tanto la organizacion se
orienta a la construccion de la capacidad, el sentido de propiedad y la
responsabilidad humana. De acuerdo con el modelo de cultura de Denison,
involucramiento y consistencia (foco interno) deben reflejan su efecto en el
indicador satisfaccion de los empleados. La correlacion menor, 016, se dio
entre el indicador rentabilidad y rendimiento del activo y la caracteristica
consistencia. De acuerdo con el modelo de cultura de Denison, mision y

consistencia deben influir en el resultado de este indicador. Estudios realizados
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por Denison y asociados también encontraron asociaciones de valores
semejantes a los hallazgos para la muestra de empresas bogotanas.
(http://www.denisonconsulting.com/dc/Portals/0/Docs/Paper_Psychometric_Ov

erview.pdf)

INDICADORES AGREGADOS DE
DESEMPENO/ CARACTERISTICAS

CULTURALES AGREGADAS INVOLUCRAMIENTO CONSISTENCIA ADAPTABILIDAD | MISION
61. Crecimiento en ventas e ingresos 0,19 0,18 0,23 0,23
62. Participacion de mercado 0,19 0,21 0,19 0,24
63. Rentabilidad y rendimiento del

activo 0,17 0,16 0,20 0,18
64. Calidad de productos y servicios 0,31 0,31 0,35 0,34
65. Desarrollo de nuevos productos

ylo servicios 0,31 0,32 0,33 0,33
66. Satisfaccion de los empleados 0,36 0,41 0,37 0,32
67.Desempefio general de la empresa 0,35 0,33 0,37 0,34

Tabla 7. Correlaciones entre Indicadores Agregados de Desempefio y

Caracteristicas Culturales Agregadas

7. Conclusiones

Los resultados obtenidos demuestran que el DOCS (Denison Organizational
Culture Survey) facilitdé la medicion de los comportamientos o practicas que
constituyen los indices, las caracteristicas y los sesgos culturales en una
muestra de empresas bogotanas. Adicionalmente, fue posible medir la
asociacion de las caracteristicas culturales basicas con una serie de

indicadores criticos para el desempefio organizacional.

Este primer avance de investigacion sefialé el gran potencial del modelo de
cultura de Denison para el conocimiento cientifico y la administraciéon de
nuestras organizaciones. Cultura y desempefio son factores claves para el
analisis organizacional contemporaneo, tanto desde la perspectiva académica
como desde la vision gerencial. El modelo de cultura de Denison es consistente

con este planteamiento ya que facilitara la convergencia de intereses entre los
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gue buscan el desarrollo de la ciencia de las organizaciones y aquellos que
requieren lograr resultados de gestion en entornos cada vez mas competitivos.
La intencion del proyecto es ampliar gradualmente la muestra de empresas.
Para el final del afio 2007 se aspira a tener una base de datos conformada por
100 organizaciones. De esta manera, se podra tener una vision mas exhaustiva
de las semejanzas y diferencias en perfiles culturales y de sus asociaciones
con los indicadores criticos del desempefio organizacional. Serd factible
realizar comparaciones intersectoriales e involucrar variables como tamafio de

empresa, afios de funcionamiento, participacion de inversion extranjera, etc.
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Perfil Cultural y Desempefio Organizacional en Empresas Bogotanas

Abstract

Organizational culture influences members’ behavior and therefore organizational performance.
The academic literature has documented a variety of performance outcomes related to specific
characteristics of organizational culture profiles. This paper examines the main trends existing
in cultural profiles found in a sample of 36 Colombian organizations located in Bogota. Besides,
statistical correlations existing among specific traits of cultural profiles and performance
indicators are described. This study was founded on the Organizational Culture Model of Daniel
Denison and associates that sustains the interrelations between organizational culture, behavior
and organizational performance.
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Resumen

La cultura influye en el comportamiento de los miembros, y por lo tanto en el desempefio de las
organizaciones. La literatura ha documentado una variedad de resultados de desempefio
organizacional que se relacionan con la cultura. Este articulo examina las principales
tendencias existentes en los perfiles culturales encontrados en una muestra de 36 empresas
colombianas localizadas en Bogota. De igual manera, se describen las estimaciones sobre las
asociaciones entre caracteristicas especificas de dichos perfiles culturales y un conjunto de

indicadores criticos del desempefio organizacional.
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Introduccién

El proyecto de investigacion que sustenta este articulo se propuso evaluar las
caracteristicas de las culturas existentes en una muestra de organizaciones
bogotanas a partir de la aplicacién de la Encuesta de Cultura Organizacional de
Denison y evaluar la influencia de esas caracteristicas en un conjunto de
indicadores criticos del desempefio organizacional. Este articulo constituye el
primer reporte de resultados. Para comenzar se presenta un conjunto de
planteamientos tedricos sobre cultura y desempefio organizacional y el modelo
de cultura organizacional de Denison. Posteriormente se describe la
metodologia utilizada. A continuacion se analizan y describen los resultados.

Al finalizar se presentan algunas conclusiones.

1. Culturay Desempefio Organizacional

1.1. Los Estudios sobre Cultura Organizacional

La fuente de los estudios sobre cultura organizacional se encuentra en la vision
de las organizaciones propia del enfoque de las relaciones humanas que se
origind en los afios cuarenta del siglo pasado. Este enfoque afirmaba que las
bases informales, no materiales, interpersonales, y morales de la cooperacion y
el compromiso eran mas importantes para la motivacion y el desempefio que
los controles formales, materiales e instrumentales. El énfasis sobre la cultura
cambio la atencion de los aspectos técnicos y funcionales (el llamado lado

“duro”) de la administracion, que podian ser mas facilmente cuantificados y



analizados empiricamente, hacia los aspectos interpersonales y simbolicos (el
llamado lado “suave”) de la administracion que requerian estudios cualitativos,

y en profundidad, de la vida organizacional. (Baker, 2004:2).

Una revision critica de los diversos enfoques sobre cultura organizacional y
sus respectivas definiciones desborda los limites de este texto. Al respecto,
muchas definiciones de cultura le dan mayor importancia a los componentes
cognitivos, tales como supuestos, creencias y valores. Mientras que otras
definiciones amplian el concepto para que incluya comportamientos y
artefactos. De esta manera, se ha perfilado la distincion, ya muy comun, entre
los niveles visibles y ocultos de la cultura organizacional. (Baker, 2004:3).
Segun la vision de Schein, los supuestos fundamentales constituyen el aspecto
central y mas importante de la cultura organizacional. En efecto, la cultura de
una organizacion se refiere al “patron de presupuestos basicos que un grupo
dado ha inventado, descubierto, o desarrollado mientras aprende a enfrentar
sus problemas de adaptacién externa y de integracion interna, y qué ha
funcionado tan bien para ser considerado valido, y que por lo tanto, se ensefia
a los nuevos miembros como la manera correcta de percibir, pensar y sentir en
relacion con esos problemas”. (Schein, 1985:6). De otro lado, para Jones, “la
cultura organizacional es el conjunto de valores y normas compartidos que
controlan las interacciones entre los miembros organizacionales y entre estos y
las personas externas a la organizacion”. (Jones, 2004:95). Por su parte, para
Smircich y Stubbart, “una organizacibn es un conjunto de personas que

comparten muchas creencias, valores, y supuestos que los estimulan a generar



interpretaciones de sus propios actos y de los actos de otros que se refuerzan
mutuamente” (Smircich y Stubbart, 1985:727). Para el caso de las
organizaciones, Denison afirma que la cultura organizacional aporta los
valores, creencias y principios que sirven como fundamento para el sistema
gerencial de una organizacion, como también los patrones de comportamientos
y practicas que tanto ejemplifican como refuerzan esos valores, creencias y
supuestos basicos. Tanto estos como los patrones de comportamientos o
practicas permanecen porque tienen sentido para los miembros de una
organizacién (Denison ,1990:2). De las definiciones presentadas se puede
concluir que una vertiente tedrica tiende a enfatizar que la cultura es intangible
puesto que consiste de creencias, supuestos, valores, normas y marcos de
referencia. Por otro lado, otra perspectiva plantea que la cultura influye en
aspectos tangibles tales como el comportamiento de los miembros
organizacionales. Los presupuestos o creencias basicos, que son el nacleo de
la cultura organizacional, influyen en los valores, los cuales a su vez influyen
en las normas y patrones de comportamientos y en los artefactos y simbolos, o
acciones y productos de las personas y los grupos. (Dessler, 1998:368). Sin
desconocer la existencia y relevancia de los aspectos intangibles, la vision que
destaca los aspectos tangibles parece ser la mas apropiada para la concepcién
gerencial de la cultura organizacional ya que facilita su diagnostico e
intervencion en aras del mejoramiento del desempefio. COmo se vera mas
adelante este articulo privilegia este sesgo interpretativo de la cultura por su
relevancia para la transformacion organizacional desde la perspectiva

gerencial.



1.2. Estudios sobre Culturay Desempefio

La literatura especializada ha documentado empiricamente una variedad de
resultados de desempefio organizacional que se relacionan con la cultura. Por
ejemplo, se ha encontrado que la cultura organizacional se relaciona con el
crecimiento de la firma (Calori y Sarnin, 1991) y el desempefio global de la
firma (Denison, 1990; Denison y Mishra, 1995; Kotter y Heskett, 1992). Otros
estudios han sefialado que su efecto se puede observar directamente al nivel
individual, en resultados tales como el compromiso (O’'Reilly et al., 1991). Los
investigadores organizacionales también han desarrollado tipologias de las
culturas organizacionales para describir a las firmas exitosas. (Cheng, 1998;
Denison y Mishra, 1995, O'Reilly et al., 1991). Por otra parte, se relaciono el
desempefio promedio en un periodo de diez afios con medidas de la fortaleza
de la cultura corporativa y encontraron que, entre industrias, las firmas
percibidas con culturas fuertes generalmente tenian superiores niveles
promedio de retorno sobre la inversion, crecimiento del ingreso neto, y cambios
en el precio de la accion (Kotter y Heskett, 1992). De igual manera, se hallé
gue el desempefio de comparfiias de seguros aumentd en la medida en que
habia consenso alrededor de los valores culturales (Gordon y DiTomaso,
1992). También, al usar evidencia cuantitativa y cualitativa, se afirmd que el
consenso alrededor de los valores organizacionales aumenta la efectividad
organizacional. (Denison, 1990).

Es claro que los estudios mencionados interpretan la cultura organizacional

mMAas como un activo competitivo susceptible de ser intervenido y administrado



en términos del desempefio, y menos como un fendémeno natural y
organicamente emergente. (Baker, 2002:2) Al respecto Schein plantea:

“la Unica cosa de importancia que los lideres hacen es crear y administrar la cultura”
y... “el Unico talento de los lideres es su habilidad para comprender la cultura y
trabajar con ella” (Schein, 1992:5).

Denison esta de acuerdo con Schein al afirmar que en el nucleo de la cultura
subyacen creencias y supuestos fundamentales de los cuales el
comportamiento y la accién se originan (Denison, 2000). En efecto, Denison
afirma que la cultura incluye los patrones de conducta y las préacticas que
ejemplifican y refuerzan esas creencias y supuestos basicos. Las
contribuciones combinadas de estos dos autores a la comprension de lo que la
cultura significa parecen ser las mas apropiadas para fundamentar una
perspectiva gerencial de la misma. En consecuencia, este articulo incorpora la
propuesta de Denison porque, a partir de la perspectiva de Schein, su modelo
integra teorica y operacionalmente los niveles intangibles y tangibles de la
cultura y de esta manera facilita la articulacion entre cultura, comportamiento y
desempefio organizacional. De otra parte, el modelo de Denison sefiala cémo
la administracion de la cultura se ha convertido en una competencia gerencial
critica. Esta competencia involucra, por supuesto, que el gerente pueda
determinar a través de un diagnéstico sistémico cual es el perfil de cultura de
Su organizacion, y que cuando se necesite, pueda establecer los cambios que
esa cultura requiera en funcién de un mejor desempefio. (Baker, 2004:1) El
modelo de Denison, por supuesto, se ubica en la vertiente tedrica que
interpreta a la cultura como un activo competitivo susceptible de ser medido,

intervenido y gerenciado en funcién del desempefio organizacional. Este sesgo



tedrico y practico obviamente define y limita el alcance del analisis y de la
interpretacion de los resultados de investigacion que se examinan en este

articulo.

1.3. El Modelo de Denison para el Diagnéstico Cientifico de la Cultura
Organizacional en Funcién del Desempefio®

Fisher afirma:

“De esta forma cuando su interés estd en el terreno de los resultados, Denison
argumenta, es tanto practico como apropiado acercarse a la cultura por la via de su
dimensién mas obvia...la manera en que la gente actia”. (Fisher, 2000:45)

Asi pues, el modelo de cultura de Denison se basa en cuatro caracteristicas
culturales, o tipologias de patrones de comportamiento o formas de actuacion,
que han mostrado tener una fuerte influencia sobre el desempefio
organizacional: Involucramiento (Involvement), Consistencia, Adaptabilidad, y
Misién. Cada una de estas caracteristicas se mide a través de tres indices, y
cada uno de estos indices se mide a través de cinco items de cuestionario.
Este modelo se ha desarrollado a partir de investigaciones realizadas durante
mas de 20 afios en mas de 3,000 organizaciones y con mas de 100,000
personas encuestadas (Denison, 1990; Denison y Mishra, 1995; Denison y
Neale, 1996). En el gréfico 1 se representan las caracteristicas e indices que
constituyen la cultura organizacional (Mobley, Wang, Fang, 2005:133). Los

cuatro cuadrantes del modelo representan las cuatro caracteristicas basicas de

! La descripcion del modelo se basa extensamente en el texto:
Denison, D. (2000). Organizational culture: Can it be a key Lever for driving organizational change? Lausanne. International
Institute for Management Development.



cualquier cultura organizacional. Cada cuadrante incluye tres indices de
comportamientos o practicas que se conectan con cada una de las
caracteristicas. Las caracteristicas y los indices se representan en términos de
dos dimensiones subyacentes, Flexibilidad versus Estabilidad sobre el eje

horizontal y del Foco Externo y del Foco Interno sobre el eje vertical.

External Focus

Flexible Stable

4\4/;. Internal Focus 4:}'-’Q

Grafico 1. El Modelo de Cultura Organizacional de Denison

A continuacién se describen las cuatro caracteristicas culturales de las
organizaciones efectivas con referencia a su fundamentacion en la literatura

sobre estudios organizacionales:



1.3.1. Involucramiento

Las organizaciones efectivas facultan a su gente, se construyen a si mismas
alrededor de los equipos, y desarrollan la capacidad humana a todos los
niveles. (Becker, 1964; Lawler, 1996; Likert, 1961). Los miembros de la
organizacién estan comprometidos con su trabajo y sienten que poseen una
parte de la organizacion. Las personas, a todos los niveles, sienten que tienen
al menos alguna influencia en las decisiones que afectan sus trabajos y que
estos estan directamente conectados con los objetivos de la organizacion.
(Spreitzer, 1995). En sintesis, esta caracteristica demuestra qué tanto la
organizacién se orienta a la construccién de la capacidad, el sentido de
propiedad y la responsabilidad humana. En términos de una pregunta; ¢ Estan
las personas alineadas y comprometidas con la organizacion? Esta
caracteristica se mide con tres indices: Facultamiento, Orientacion al Equipo y

Desarrollo de Capacidades.

1.3.2. Consistencia.

Las organizaciones son efectivas en razon de su consistencia e integracion
interna. (Davenport, 1993; Saffold, 1988). EI comportamiento de las personas
se fundamenta en un conjunto de valores centrales (core values), los lideres y
sus seguidores poseen la habilidad de lograr acuerdos (aun cuando existan
diversos puntos de vista), y las actividades de la organizacion estan bien
coordinadas e integradas. (Block, 1991). Las organizaciones que poseen esta
caracteristica tienen una cultura distintiva y fuerte que influye significamente en

el comportamiento de las personas. Un sistema compartido de supuestos,
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creencias y valores funciona como un sistema de control internalizado. La
consistencia es entonces una fuente poderosa de estabilidad e integracion
interna que resulta de un marco mental (mindset) comun y de un alto grado de
conformidad. (Senge, 1990). En sintesis, esta caracteristica sefiala hasta
donde la organizacion se orienta a la definicién y operacionalizacion de valores
y sistemas que sean la base de una cultura fuerte. En una sola pregunta: ¢El
sistema organizacional como un todo genera el apalancamiento que exigen sus
actividades especificas? Esta caracteristica se mide con los siguientes indices:

Valores Centrales, Acuerdo y Coordinacién e Integracion.

1.3.3. Adaptabilidad.

Las organizaciones adaptables son impulsadas por sus clientes, asumen
riesgos y aprenden de sus errores, y tienen capacidad y experiencia en la
creacion del cambio. (Nadler, 1998; Senge, 1990; Stalk, 1988). Estas
organizaciones estan continuamente mejorando su capacidad de generar y
entregar valor a sus clientes. Las organizaciones fuertes en adaptabilidad
generalmente experimentan crecimiento en las ventas y de su participacion de
mercado. En breve, esta caracteristica sefiala qué tanto la organizacion
convierte las demandas del entorno de los negocios en acciones efectivas de
respuesta. Puesto en una pregunta: ¢La organizacion “escucha” a su mercado?
Esta caracteristica se mide con los siguientes tres indices: Creacion de

Cambio, Enfoque en el cliente, Aprendizaje Organizacional.
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1.3.4. Mision

Las organizaciones exitosas tienen un claro sentido de propoésito y una
direccidon que define las metas organizacionales y los objetivos estratégicos y
que expresa la visibn de lo que la organizacién quiere ser en el futuro.
(Mintzberg, 1987, 1994; Ohmae, 1982; Hamel y Prahalad, 1994). En pocas
palabras, esta caracteristica muestra hasta donde la organizacién ha definido
una direccion a largo plazo con sentido para si misma. En términos de una
pregunta: ¢ Sabe la organizacion hacia donde se dirige? Esta caracteristica se
mide a través de los siguientes indices: Direccion e Intencion Estratégicas,

Metas y Objetivos y Vision.

En resumen, el modelo mide cuatro caracteristicas culturales basicas:

“1. Mision-el grado hasta el cual la empresa conoce porqué existe y cual es su
direccion;

2. Involucramiento-el grado hasta el cual los individuos a todos los niveles de la
empresa estan comprometidos y sostienen esa direccion como propia;

3. Adaptabilidad-la capacidad que tiene la empresa de saber lo que quieren sus
clientes, y el grado hasta el cual ella puede responder a las fuerzas y demandas
externas;

4. Consistencia-los sistemas y procesos empresariales que apoyan la eficiencia y la

efectividad en el logro de las metas.” (Fisher, 2000:46)

1.3.5. Caracteristicas Culturales y Desempefio Organizacional

Denison y Mishra estudiaron la correlacién entre las caracteristicas culturales
del modelo (Involucramiento, Consistencia, Adaptabilidad y Misién) y un
conjunto de medidas de desempefio organizacional. Al respecto, Mision y
Consistencia (Estabilidad) impactan medidas de desempefio financiero tales

como Retorno sobre Activos, Retorno sobre Inversion y Retorno sobre Ventas.
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En cuanto a Involucramiento y Adaptabilidad (Flexibilidad), estas caracteristicas
impactan el Desarrollo de Productos y Servicios (Innovacion). Esto tipicamente
significa mayores niveles de innovacion en productos y servicios y creatividad,
al igual que una respuesta rapida a las cambiantes necesidades de clientes y
empleados. En referencia a Adaptabilidad y Misién (Enfoque Externo), ellas
impactan el Ingreso y el Crecimiento en las Ventas y en la Participacion de
Mercado. Por su parte, Involucramiento y consistencia (Foco Interno) reflejan
su efecto en indicadores de Calidad de Productos y Servicios, Retorno sobre
inversion y Satisfaccion de los Empleados. (Denison y Mishra, 1995)

La tabla 1 resume los impactos de la cultura en las variables criticas del

desempeiio organizacional (Fisher, 2000:47):

Rentabilidad/Retorno | Crecimiento en Participacion | Innovacion Calidad de Satisfaccion de
sobre Activos Ingresos/Crecimiento | de Mercado Productos & los Empleados
en ventas Servicios
Soportados por Soportados por Soportados Soportados por | Soportados por | Soportados por

por
Misién Misién Misién [Misién]

Involucramiento

Involucramiento

Involucramiento

Involucramiento

Adaptabilidad

Adaptabilidad

Adaptabilidad

Adaptabilidad

[Adaptabilidad]

Consistencia

Consistencia

Consistencia

Tabla 1. Impacto de la Cultura en las Variables Criticas del Desempefio.

2. Metodologia

En la investigacion se aplicé la Encuesta de Cultura Organizacional de Denison
constituida por 73 preguntas cerradas a una muestra de los miembros de cada

una de 36 organizaciones radicadas en Bogota, pertenecientes a diversos
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sectores.” 1655 encuestas individuales conformaron la base de datos. Las
empresas investigadas accedieron voluntariamente a participar en el estudio.
Los Unicos criterios de seleccion fueron la localizacion en Bogota y su
constitucién legal. Se selecciond la encuesta de Denison porque es un
instrumento que permite generar una descripcion y un analisis directo,
sistétmico y comprensible de la cultura organizacional por medio de la
evaluacion de los patrones de comportamiento o practicas que influyen en el
desempefio.® La encuesta registra las percepciones sobre 60 patrones de
comportamiento que manifiestan los indices constituyentes de las
caracteristicas basicas del perfil cultural. De igual manera, la encuesta recoge
las percepciones sobre 7 indicadores de desempefio y 6 variables
demogréficas. Para cada una de las cuatro caracteristicas culturales basicas el
modelo define tres indices, y posteriormente mide cada uno de los doce indices
con cinco items o preguntas. Cada item evalGa un patron de comportamiento
especifico para un total de 60. Una vez tabulada la informacién, se obtuvieron
los promedios de los puntajes recogidos en las encuestas por caracteristicas
culturales, indices, items e indicadores de desempefio. A nivel de item, los
encuestados tuvieron cinco opciones posibles de respuesta desde muy en
desacuerdo a totalmente de acuerdo. A continuacion se corrieron las
correlaciones entre los promedios agregados de las caracteristicas y los

promedios agregados de un conjunto de indicadores de desempefio.

2 El tamafio de la muestra asume un nivel de confianza del 95% y un margen de error de 5 puntos. Equipos de estudiantes por
organizacion aplicaron la encuesta y tabularon los datos. Posteriormente, estudiantes asistentes de investigacion prepararon la base
de datos agregada para el conjunto de la muestra de organizaciones.

3 Las diferentes versiones del DOCS (Denison Organizational Culture Survey) se pueden encontrar en el link respectivo (online
demos) en www.denisonconsulting.com. Para este estudio se utiliz6 la traduccion espafiola oficial para América Latina que aparece
en dicha pagina.
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3. Andlisis e Interpretacion de las Tendencias Agregadas en los Perfiles

Culturales de las Organizaciones de la Muestra

3.1. Dimensiones Culturales y Caracteristicas Béasicas

En el grafico 2 se recogen los promedios agregados de las 36 empresas del

estudio sobre las cuatro caracteristicas basicas y las cuatro dimensiones

posibles de la cultura. El promedio para cada caracteristica se construy6 a

partir de los promedios de sus indices. En el caso de las dimensiones, sus

promedios se produjeron a partir de los promedios de las caracteristicas

sustentadoras.
Foco Externo
3,67
Adaptabilidad Mision
3,61 3,73
Flexibilidad Creencias y Estabilidad
3,65 Supuestos 3,67

Grafico 2. Caracteristicas Basicas y Sesgos Culturales

Involucramiento
3,7

Consistencia
3,62

Foco Interno
3,66

Se destacd Mision como la caracteristica cultural mas fuerte seguida por

Involucramiento. Los resultados obtenidos dan a entender que las empresas de

la muestra han realizado un avance importante en la clarificacion de sus
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destinos y que poseen ya un potencial de valor apreciable en la postura
actitudinal de sus colaboradores. La relativa fortaleza de la caracteristica
Mision podria explicarse por el impulso dado a partir de los afios ochenta a los
procesos de planeacion y gerencia estratégica en las organizaciones
colombianas. Estos procesos se originaron por una parte en la inclusiéon de la
teoria y la practica de la formulacion estratégica en los curriculums de
formacion de gerentes, y de otra parte en el trabajo de firmas consultoras que
acompafiaban y asesoraban a las empresas en la elaboracion e
implementacion de sus plataformas estratégicas. Usualmente, estas
formulaciones incluian las ya clasicas definiciones de vision, misién y objetivos
estratégicos. De acuerdo con el modelo de Denison, que articula la cultura al
comportamiento y al consecuente desempefio, el sentido amplio de mision le
permite a una organizacion dar forma al comportamiento presente al visualizar
su relacion con un estado de desempefio futuro deseado. De esta manera, la
capacidad de internalizar e identificarse con la mision contribuye al compromiso
de las personas a corto y a largo plazo. El éxito es mas probable cuando los
individuos y las personas dirigen su comportamiento comprometido al logro de
metas. (Denison y Neale, 1996:(2)-14). En consecuencia, los esfuerzos de
formulacién estratégica realizados en las organizaciones de la muestra han
contribuido al compromiso de las personas ya que la segunda caracteristica

cultural mas fuerte fue justamente Involucramiento.
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3.2. Caracteristicas Culturales e indices

La tabla 2 recoge los promedios agregados de las 36 empresas del estudio
sobre las cuatro caracteristicas basicas y los respectivos indices que las
conforman.

Caracteristicas y sus Indices

1. Involucramiento 3,70
Facultamiento 3,79
Orientacion al Equipo 3,77
Desarrollo de Capacidades 3,54
2. Consistencia 3,62
Valores Centrales 3,78
Acuerdo 3,53
Coordinacién e Integracién 3,54
3. Adaptabilidad 3,61
Creacién del Cambio 3,51
Enfoque en el Cliente 3,67
Aprendizaje Organizacional 3,65
4. Misién 3,73

Direccion e Intencion Estratégicas 3,77
Objetivos y Metas 3,83
Vision 3,59

Tabla 2. Caracteristicas Culturales e indices

3.2.1. Involucramiento

El indice Facultamiento obtuvo un mayor promedio que Desarrollo de
Capacidades. De acuerdo con la teoria del modelo de Denison, cuando
Facultamiento es mayor que Desarrollo de Capacidades, esto puede ser con
frecuencia una indicacion de que las personas estan tomando decisiones sin
estar debidamente entrenadas para ello:

“Esto puede ser un desastre potencial que acontece cuando la gente confunde
facultamiento con abdicacion o piensa que al decir la palabra magica (facultamiento)

los individuos se vuelven capaces de tomar decisiones de negocios sin importar la
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experiencia, la educacién, el conocimiento y la habilidad”. (Denison y Neale,
1996:(4)-19)

Por otra parte, Orientacion al Equipo obtuvo un mayor promedio que Desarrollo
de Capacidades. De acuerdo con Denison y asociados:

“Muy a menudo este hecho puede sefialar muy poca sustancia real para los equipos
de trabajo. En este caso, la gente simplemente asiente y cumple sin mayor
compromiso y sentido de propiedad. Hay equipos por guardar la apariencia de que se
trabaja en equipo, pero en realidad esto no establece una diferencia (Denison y
Neale, 1996:(4)-19).

En sintesis, con relacion a la caracteristica Involucramiento, la relativa debilidad
del indice Desarrollo de Capacidades puede dejar sin significado real a los
avances en Facultamiento y Orientacion al Equipo. ElI Desarrollo de
Capacidades parece ser el indice que fundamenta a los otros dos indices y por
ende a esta caracteristica cultural como un todo para el conjunto de las
organizaciones de la muestra. El relativo atraso en Desarrollo de Capacidades
podria explicarse por la vision aun frecuente en nuestro medio organizacional
de considerarlo mas un gasto que una inversion en productividad y
competitividad. Es paraddjico que en tiempos de dificultad, que requieren a lo
mejor de nuevas 0 mejores capacidades, los recortes presupuestales en las
empresas se enfoquen prioritariamente a restringir las posibilidades de su
desarrollo. Conviene destacar como el item 1, la mayoria de los empleados se
involucran activamente en su trabajo, obtuvo un promedio de 3,87, el mas alto
para el indice. Este resultado indica la disposicion actitudinal de los miembros
organizacionales a entregar en el trabajo lo mejor de si mismos. No obstante, el
item 15, a menudo ocurren problemas porque no tenemos las destrezas

necesarias para realizar el trabajo, obtuvo un promedio de 3,21, el mas bajo
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para el indice. Estos resultados confirman la debilidad fundamental de los
procesos de Facultamiento. No basta con delegar tareas y responsabilidades,
es necesario invertir en el Desarrollo de Capacidades. De esta manera, la
actitud personal positiva se combinaria con las capacidades técnicas en

funcion de la productividad, la competitividad y el desempefio organizacional.

3.2.2. Consistencia
El indice Acuerdo obtuvo un menor promedio que Coordinacién e Integracion y
Valores Centrales. Al respecto dice la teoria:

“Cuando Acuerdo es menor que Valores Centrales y Coordinacion e Integracion, la
organizacion puede tener buenas intenciones pero llegar a disgregarse cuando el
conflicto o diferentes opiniones surgen. Durante las discusiones, todos hablando al
tiempo, las personas ignorando los aportes de otras, 0 el marginamiento pueden ser
los comportamientos mas observados. La clave es que nada se resuelve y la gente se
mantienes soplando las mismas velitas repetidamente” (Denison y Neale, 1996:(4)-
20).

Los promedios bajos en Acuerdo y Coordinacion e Integracion podrian
explicarse por la relativa facilidad que existe en nuestro medio cultural nacional
para la proclamacion de valores y credos organizacionales y por las dificultades
practicas para resolver conflictos interpretativos o de implementacion sobre
esos mismos valores y credos. Esta dificultad para el acuerdo se nutre del poco
desarrollo de competencias comunicativas y de negociacion y solucién de
conflictos. Es claro que las dificultades para lograr acuerdos no favorecen la
coordinacién e integracion que se requiere para implementarlos. El item 19, si
ignoramos nuestros valores basicos nos metemos en un aprieto, obtuvo un

promedio de 3,9, el mas alto para el indice valores centrales que obtuvo el
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mayor promedio para la caracteristica. No obstante, el indice 24, a menudo
tenemos problemas para llegar a un acuerdo sobre asuntos clave, obtuvo un
promedio de 3,21, el mas bajo para el indice acuerdo y para la caracteristica.
Estos resultados refuerzan lo ya afirmado sobre las dificultades préacticas para
resolver conflictos interpretativos o de implementacion sobre los valores

centrales.

3.2.3. Adaptabilidad
El indice Enfoque en el Cliente obtuvo un mayor promedio que Aprendizaje
Organizacional y Creacion del Cambio. Al respecto la teoria afirma:

“Cuando Enfoque en el Cliente es mayor que Creacion del Cambio y Aprendizaje
Organizacional, esto tiende a significar que la organizacion puede ser muy buena para
satisfacer las necesidades del cliente por el dia de hoy, pero probablemente no se esta
preparando para lo que el cliente pueda necesitar el dia de mafana. Esta situacion
representa un enfoque pasivo o de status quo del enfoque en el cliente. Puede
realizarse un esfuerzo sobrehumano para satisfacer al cliente sin mirar a los patrones
y tendencias que emergen en el horizonte. La organizacion tiende a estar un paso por

detras del cliente antes que un paso adelante. ” (Denison y Neale, 1996:(4)-20).

El bajo promedio de Creacién del Cambio podria deberse al afan de los
miembros organizacionales por lograr resultados a corto plazo debido a las
presiones que generan gerentes e inversionistas. Esto impide dedicar tiempo,
recursos y esfuerzos a conocer tendencias en necesidades futuras de los
clientes, que llevarian naturalmente a generar cambios que preparen a la
organizacidbn para enfrentarlas. Es paraddjico que haya aprendizaje
organizacional, aunque parece ser que se limita a la solucion de necesidades
inmediatas de los clientes. Al respecto, el item 41, vemos nuestras fallas como

una oportunidad para aprender y mejorar, obtuvo un promedio agregado de
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3,97, constituyéndose en el resultado mas alto dentro del total de 60 items. De
igual manera, el item 44, el aprendizaje es un objetivo importante en nuestras
labores cotidianas, obtuvo un promedio de 3,95. Estos items forman parte del
indice Aprendizaje Organizacional cuya importancia estratégica para la
supervivencia y el desarrollo de las organizaciones ha sido ampliamente
reconocida. (Senge, 1992). Sin embargo, paraddjicamente, el item 34,
generalmente hay resistencia a las iniciativas que surgen para realizar
cambios, obtuvo un promedio agregado de 3,04, constituyéndose en uno de los
resultados mas bajo dentro del total de 60 items. Tal parece que se ha tomado
conciencia del analisis de las fallas como punto de partida para el aprendizaje
qgue propicia el cambio, pero existen fuertes factores de resistencia que

entorpecen la implementacion de las iniciativas de mejoramiento.

3.2.4. Mision

El indice Objetivos y Metas logré un mayor promedio que los indices Direccion
e Intencion Estratégicas y Vision. En realidad, los promedios de los dos ultimos
son relativamente cercanos. En términos de la teoria:

“Cuando Objetivos y Metas son mas altos que Direccidn e Intencién Estratégica y
Vision, esto a menudo es una indicacion de que la organizacion es buena para la
ejecucion, pero sin un sentido real de direccién, proposito o planeacion a largo plazo.
El foco es usualmente el corto plazo dedicandose la organizacion al funcionamiento
cotidiano sin mirar hacia delante. Los “0jos” de la organizacién estan desbalanceados-
y se enfocan primariamente en las ganancias del presente y no en el horizonte.
(Denison y Neale, 1996:(4)-19).

Para el caso de las empresas de la muestra, la situacién no es tan dramatica

como dice la cita anterior, dado que hay una fortaleza relativa en el indice
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Direccion e Intencion Estratégicas. Sin embargo, es paradéjico que dicha
fortaleza se acompafie por una relativa debilidad en la formulacion de una
vision a largo plazo. Tal parece que los ejercicios de formulacion estratégica se
guedan cortos en el desarrollo de escenarios futuros que prevean tendencias y
demandas y que obliguen al replanteamiento dindmico de la direccién e
intencion estratégicas. Las misiones pueden tender a ser definiciones
cristalizadas en el tiempo presente con insuficiente articulacion a visiones de
futuro. Obviamente, el efecto natural es la distancia entre esas visiones y los
objetivos y metas a corto plazo. El item 58, las ideas a corto plazo a menudo
comprometen nuestra vision a largo plazo, obtuvo un promedio agregado de
2,89, constituyéndose en el resultado méas bajo dentro del total de 60 items. El
resultado en este item sefiala una debilidad cultural que podria neutralizar los
buenos resultados obtenidos en otros items. El cortoplacismo es endémico en
muchas organizaciones, no solo colombianas sino de todas las latitudes.
Ademas de generar estrés, desgaste y desmotivacion en las personas, este
fendmeno tiene graves consecuencias negativas para la capacidad estratégica
de adelantarse y estar preparados para los retos del futuro. Poco o nada se
gana para el desempefio organizacional si las visiones a largo plazo se

fragmentan e inutilizan por las presiones de los resultados a corto plazo.
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4. Andlisis e Interpretacion de las Tendencias Agregadas en los Perfiles

de Desempefio de las Organizaciones de la Muestra

4.1. Indicadores de Desempefio

Ademas de las 60 preguntas basicas acerca de comportamientos o practicas
que expresan el perfil cultural, el DOCS incluye 6 preguntas sobre el
desempefio de la organizacion en 6 indicadores criticos y una de percepcion
global sobre ese desempefio. A nivel de indicador de desempefio, los
encuestados tuvieron cinco opciones posibles de respuesta con base en el

diferencial semantico de Likert, desde muy bajo hasta muy alto.

La siguiente tabla presenta los promedios agregados de los indicadores de
desempefio para toda la muestra. Todos los indicadores se ubican en un rango
de 3,62 a 3,89. Se destaca el indicador Calidad de Productos y Servicios con
el mayor promedio 3,89, por encima del indicador Desarrollo de Nuevos
Productos y Servicios (Innovacién) que alcanza un promedio de 3,64. Tal
parece que en las organizaciones de la muestra se han hecho esfuerzos por el
mejoramiento de la calidad. Sin embargo, las empresas pueden estar
rezagadas en el impulso a la innovacion. Este indicador de desempefio es
especialmente critico para la competitividad organizacional en el entorno de la
globalizacion. De otro lado, el indicador Satisfaccion de los Empleados obtuvo
el mas bajo promedio, 3,62. Este resultado también muestra el atraso de
estas empresas en el mejoramiento de este indicador igualmente critico para la

competitividad organizacional.



23

INDICADORES DE DESEMPERNO PROMEDIO
1.Crecimiento en Ventas e Ingresos 3,72
2. Participacion de Mercado 3,62
3. Rentabilidad y Rendimiento de Activos 3,67
4. Calidad de Productos y Servicios 3,89
5. Desarrollo de Nuevos Productos y 3,64

Servicios (Innovacion)

6. Satisfaccion de los Empleados 3,62

7. Desempefio General de la Empresa 3,88

Tabla 7. Indicadores Agregados de Desempeiio

4.2. Correlaciones entre Indicadores Agregados de Desempeiio y
Caracteristicas Culturales Agregadas

La siguiente tabla presenta las correlaciones entre indicadores agregados de
desempefio y caracteristicas culturales agregadas para la muestra de 36
empresas bogotanas. Todas las correlaciones son positivas. Aun mas, 14 de
28 correlaciones estan en el rango de 0,31 a 0,41. La correlacion mas alta,
0,41, se dio entre el indicador Satisfaccion de los Empleados y la caracteristica
Consistencia. Esta caracteristica sefiala hasta donde la organizacion se orienta
a la definicion y operacionalizacion de valores y sistemas que sean la base de
una cultura fuerte. De otro lado, la correlacion entre el indicador Satisfaccion de
los Empleados y la caracteristica Involucramiento aunque menor, 0,36, sigue

siendo positiva. Esta caracteristica demuestra que tanto la organizacion se
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orienta a la construccion de la capacidad, el sentido de propiedad y la
responsabilidad humana. De acuerdo con el modelo de cultura de Denison,
Involucramiento y Consistencia (Foco Interno) deben reflejan su efecto en el
indicador Satisfaccion de los Empleados. La correlacion menor, 0,16, se dio
entre el indicador Rentabilidad y Rendimiento de Activos y la caracteristica
Consistencia. De acuerdo con el modelo de cultura de Denison, Misién vy
Consistencia deben influir en el resultado de este indicador.

Si bien los coeficientes de correlacién no son tan altos como para confirmar
estadisticamente de una vez por todas una estrecha relaciéon entre desempefio
y las caracteristicas culturales consideradas hay que anotar que las
correlaciones encontradas presentan el signo positivo esperado, tal como se

resume en la tabla 8.

INDICADORES DE
DESEMPERNO/
CARACTERISTICAS
CULTURALES INVOLUCRAMIENTO | CONSISTENCIA | ADAPTABILIDAD MISION
61. Crecimiento en
ventas e ingresos 0,19 0,18 0,23 0,23
62. Participacién de
mercado 0,19 0,21 0,19 0,24
63. Rentabilidad y
rendimiento del

activo 0,17 0,16 0,2 0,18
64. Calidad de
productos y servicios 0,31 0,31 0,35 0,34

65. Desarrollo de
nuevos productos y/o
Servicios 0,31 0,32 0,33 0,33

66. Satisfaccion de
los empleados 0,36 0,41 0,37 0,32
67.Desempefio
general de la

empresa 0,35 0,33 0,37 0,34

Tabla 8. Correlaciones entre Indicadores Agregados de Desempefio y

Caracteristicas Culturales Agregadas
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Conclusiones

En términos del perfil cultural agregado, la Encuesta de Cultura de Denison
facilitdé la mediciébn de los comportamientos o practicas que constituyen los
indices, las caracteristicas y las dimensiones culturales en una muestra de
empresas bogotanas. En efecto, se destac6 Misibn como la caracteristica
cultural mas fuerte seguida por Involucramiento. De acuerdo con el modelo,
Misibn es la caracteristica cultural que fundamenta el desarrollo de
Involucramiento,  Consistencia y Adaptabilidad. @ En consecuencia, las
organizaciones estudiadas mostraron una tendencia positiva en esa direccion.
No obstante, al interior de Mision aparecieron desarrollos desiguales de sus
indices constitutivos. Aunque se reconocio el avance en Direccion e Intencion
Estratégicas, el desarrollo del indice Vision fue menor. En general, aunque las
organizaciones se han esforzado en cimentar la caracteristica Mision, hay
mucho por hacer para reducir la distancia y aumentar la coherencia entre los
objetivos y metas a corto plazo y las visiones a futuro. Las presiones por los
resultados a corto plazo provocan que la formulacion de visiones se quede en
parte en el terreno de las buenas intenciones y de las pocas realizaciones. Sin
embargo, fue evidente que los esfuerzos de formulacion estratégica han
contribuido al compromiso de las personas con sus organizaciones ya que la
segunda caracteristica cultural més fuerte es justamente Involucramiento. En
este sentido como propone el modelo, la caracteristica Mision, a pesar de sus
falencias, ha comenzado a fundamentar el desarrollo de la caracteristica

Involucramiento.
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Dado los bajos promedios obtenidos, es conveniente el fortalecimiento de las
caracteristicas Adaptabilidad y Consistencia. La primera, junto con
Involucramiento, es clave para la flexibilidad de la organizacion frente a
entornos cada vez mas dindmicos y exigentes. La dimension Flexibilidad
adquiere especial relevancia en el contexto de la globalizacion y de la
implementacion de tratados de libre comercio. So6lo aquellas organizaciones
con culturas flexibles podran sobrevivir y desarrollarse en esos ambientes.
Consistencia por su parte brinda el soporte operacional que permite a la

organizacién responder en el corto plazo y preparase para los retos del futuro.

En términos del perfil de desempefio, fue posible medir la asociacién de las
caracteristicas culturales basicas con una serie de indicadores criticos para el
desempefio organizacional. Sin embargo, los resultados fueron modestos. Es
posible que, a medida que aumente el tamafio de la muestra de empresas en el
futuro se encuentren correlaciones mas robustas entre indicadores de

desempenio y las caracteristicas culturales que el modelo de Denison propone.

Este primer avance de investigacion sefialé el gran potencial del modelo de
cultura de Denison para el conocimiento cientifico y la administracion de
nuestras organizaciones. Cultura y desempefio son factores claves para el
analisis organizacional contemporaneo, tanto desde la perspectiva académica
como desde la vision gerencial. Los resultados obtenidos refuerzan e impulsan

la intencion inicial del proyecto de ampliar gradualmente la muestra de



27

empresas. Para el final del afio 2008 se aspira a tener una base de datos
conformada por alrededor de 100 organizaciones. De esta manera, se podra
tener una muestra cada vez mas representativa en términos estadisticos y una
vision mas exhaustiva de las semejanzas y diferencias en perfiles culturales y

de sus asociaciones con los indicadores criticos del desempefio organizacional.
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CORPORATE CULTURE AND
ORGANIZATIONAL EFFECTIVENESS:
IS THERE A SIMILAR PATTERN
AROUND THE WORLD?

Daniel R. Denison, Stephanie Haaland
and Paulo Goelzer

ABSTRACT

This chapter presents two studies that examine the link between corporate
culture and effectiveness in a variety of national settings. The first study
compares results from 230 organizations from Europe, North America
and Asia and reveals a surprising level of similarity in results across these
regions. The second study presents the results from targeted samples of 218
supermarkets from Canada, Australia, Brazil, the U.S., Japan, Jamaica, and
South Africa. These results show a common pattern in five of the countries,
and a divergent pattern of findings in Jamaica and Japan.

The results suggest that it is quite possible to measure and compare the
cultural traits of organizations and their impact on business performance
across nations, and to find empirical support for a general framework.
But how can these findings be reconciled with the vast literature on
cross-cultural differences? Discussion of this point reaches an interesting
conclusion: Perhaps there is a common set of cultural traits that can be used
fo understand the effectiveness of organizations, but thar are expressed quite
differently in different national settings.
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INTRODUCTION

One of the most difficult challenges in the field of international management is
the application of theories and models developed in one part of the world in order
to understand phenomena that occur in another part of the world. Much of the
early concern about this issue concentrated on the relevance of American theories
abroad (Hofstede, 1980a). But more recently, the same problem has been faced in
Japanese theories of quality control (Imai, 1986) or knowledge creation (Nonaka
& Takeuchi, 1995), or by European theories of joint ventures or organizational
design (Doz, 1986; Taylor, 1991). The goal of these efforts is to develop a useful
general frame of reference, but also allow for the semsitivity to local variation that
is required when applied in context.

Some of the biggest challenges for developing theories with cross-cultural
relevance occur in the area of organizational studies. Differences in behavior,
work values and culture have been studied by researchers in many different
countries. Several frameworks have proven useful for understanding cultural
differences (Hofstede, 1980b; Trompenaars, 1994, 1998), and have helped to
establish some relatively universal dimensions (e.g. individualism) that can be
useful in understanding differences across national cultures. But few researchers
have attempted to understand the impacts that these behavioral differences have
in different national contexts.

The logic of cross-cultural comparison and validation has been discussed at
length by several authors (Adler, 1991; Boyacigiller & Adler, 1991). But in most
areas of the literature, the biggest challenge is the almost total absence of compar-
ative data. Our literature review found very few studies that offered a comparison
of the effectiveness of organizations across several countries that could be linked
to differences in organizational culture, work values and behavior. The evidence
that global leaders need to understand the impact of the organizational cultures
they are creating is usually unavailable,

This chapter takes a bold, but risky approach to these challenges by examining
the link between organizational culture and effectiveness with two separate studies.
The first study examines this link with data from 230 organizations from Europe,
North America and Asia, and reveals a surprising level of similarity in the results
across these regions. The second study examines the same topic using data from
218 organizations from seven countries: Canada, Australia, Brazil, the U.S., Japan,
Jamaica, and South Africa. This study focuses on samples of supermarkets that
were part of an independent cooperative operating in a similar fashion in each
country. The results show a high level of similarity in five of the countries, but a
divergent pattern of findings from Japan and Jamaica. These two studies constitute
a preliminary and exploratory step, rather than a comprehensive study, but they
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do illustrate that a general theory about organizational culture can be applied
in multiple contexts, with results that highlight both similarities and differences
across regions.

This chapter begins by describing a model of organizational culture used in
this study and discusses some of the research, conducted primarily in the U.S.,
which has established a link between culture and effectiveness. We then pose
several general research questions that guided our study. After that, we describe
our samples, the data collection and analysis strategies, and report our results
for both of the studies. Our discussion at the end of this chapter summarizes
our findings, reflects upon their implications for cross-national research, and then
considers some of the approaches that might facilitate future research in this area.

CORPORATE CULTURE AND ORGANIZATIONAL
EFFECTIVENESS

A number of scholars have developed integrative frameworks of organizational
culture (Allaire & Firsirotu, 1984; Hatch, 1993; Martin, 1992; Ott, 1989; Schein,
1985, 1990), but little consensus exists with regard to a general theory. Since
culture is a complex phenomenon ranging from underlying beliefs and assumptions
to visible structures and practices, healthy skepticism also exists as to whether
organizational culture can actually be “measured” in a comparative sense. Research
on the link between organizational culture and effectiveness is also limited by
lack of agreement about the appropriate measures of effectiveness. Despite these
challenges, better understanding of this topic remains critical to the development
of organizational studies.

The current literature has its roots in the early 1980s. Deal and Kennedy (1982)
and Peters and Waterman (1982) focused attention on the strategic importance
of organizational culture and stimulated interest in the topic. Kotter and Haskett
(1992) expanded on this by exploring the importance of adaptability and the “fit”
between an organization and its environment. This chapter applies the culture
framework developed by Denison and his colleagues (Denison, 1984, 1990, 1996;
Denison & Mishra, 1995, 1998; Denison & Neale, 1996; Denison, Cho & Young,
2000; Denison, Haaland & Neale, 2002; Fey & Denison, in press). This stream of
research has developed an explicit model of organizational culture and effective-
ness and a validated method of measurement. Using data from 764 organizations,
Denison and Mishra (1995) showed that the four different cultural traits — mission,
consistency, adaptability and involvement — were related to different criteria of
effectiveness. This research found that the traits of mission and consistency were
the best predictors of profitability, the traits of involvement and adaptability the
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best predictors of innovation, and the traits of adaptability and mission the best
predictors of sales growth. Denison, Haaland and Neale (2002) have linked the
elements of the model to differences in customer satisfaction in two industries,
and Fey and Denison (in press) have presented an application of this model to
foreign-owned firms operating in Russia.

The Denison model is based on four cultural traits of effective organizations
that are described below with references to the organizational studies literature. A
more complete review of these traits is provided by Denison and Mishra (1995).

Involvement. Effective organizations empower their people, build their organiza-
tions around teams, and develop human capability at all levels (Becker, 1964;
Lawler, 1996; Likert, 1961). Executives, managers and employees are committed
to their work and feel that they own a piece of the organization. People at all levels
feel that they have at least some input into decisions that will affect their work and
that their work is directly connected to the goals of the organization (Katzenberg,
1993; Spreitzer, 1995).

Consistency. Organizations also tend to be effective because they have “strong™ cul-
tures that are highly consistent, well-coordinated, and well-integrated (Davenport,
1993; Saffold, 1988). Behavior is Tooted in a set of core values, and leaders and
followers are skilled at reaching agreement even when there are diverse points
of view (Block, 1991). This type of consistency is a powerful source of stability
and internal integration that results from 2 common mindset and a high degree of
conformity (Senge, 1990).

Adaptability. Ironically, organizations that are well-integrated are often the most
difficult ones to change (Kanter, 1983). Internal integration and external adaptation
can often be at odds. Adaptable organizations are driven by their customers, take
risks and learn from their mistakes, and have capability and experience at creating
change (Nadler, 1998; Senge, 1990). They are continuously changing the system
so that they are improving the organizations’ collective abilities to provide value
for their customers (Stalk, 1988).

Mission. Successful organizations have a clear sense of purpose and direction that
defines organizational goals and strategic objectives, and expresses a vision of
how the organization will look in the future (Hamel & Prahalad, 1994- Mintzberg,
1987, 1994; Ohmae, 1982). When an organization’s underlying mission changes,
changes also occur in other aspects of the organization’s culture.

Like many contemporary models of leadership and organizational effectiveness,
this model focuses on the contradictions that occur as organizations try to achieve
internal integration and external adaptation (Hatch, 1993; Schein, 1990). For
example, organizations that are market-focused and opportunistic often have
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problems with internal integration. On the other hand, organizations that are
well-integrated and over-controlled usually have a hard time adapting to their
environment. Organizations with a top-down vision often find it difficult to focus
on the empowerment and the “bottom-up” dynamics needed to implement that
vision. At the same time, organizations with strong participation often have
difficulty establishing direction. Effective organizations are those that are able to
resolve these contradictions without relying on simple trade-offs.

At the core of this model are underlying beliefs and assumptions. These “deeper”
levels of organizational culture are typically quite unique to each firm, and are
difficult to measure and harder to generalize about. They are often best understood
from a qualitative perspective. Nonetheless, they provide the foundation from
which behavior and action spring (Schein, 1985). The four traits of organizational
culture presented by Denison and Mishra (1995) have been expanded by Denison
and Neale (1996), and Denison, Cho and Young (2000) to include three sub-
dimensions for each trait for a total of 12 dimensions. This version of the model
is presented in Fig. 1.

Q’w) Internal Focus c,o‘\
Fig. I. The Denison Organizational Culture Model.
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This model is often usedaspartofadiagnosticprocesstoproﬁle specific orga-
nizations in order to highlight the strengths and weaknesses of their cultures, and
to suggest ways in which the organization’s culture may influence its effectiveness.
The following example helps illustrate the application of the model.

Example of a Manufacturing Company in Decline

This one-hundred-year-old manufacturing company has dominated its industry for
many years, but it now faces a new type of competition that seriously undercuts
its products on price. After years of success, the business has been declining for
the past five years, and this past year was the first time that senior executives did
not receive bonuses. The profile for the top management team of this organization
is presented in Fig. 2. The data for this profile came from a survey of the top 50
people in the organization (Denison & Neale, 1996). Each index is measured by
five survey items, using a five-point Likert scale, which are averaged to produce an
index score. The results are presented in terms of percentile scores, indicating the

o
Internal Focus <
Fig. 2. Profile of a Manufacturing Company in Decline.
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percentage of organizations in the benchmark database of over 700 organizations
(Haaland, 2002) that scored lower than the organization profiled.

Examination of the culture profile of the management team reveals some key
organizational problems: all of the measures of adaptability are poor; learning and
creating change fall in the first quartile; and customer focus falls in the second
quartile. The only strength in the area of mission is the operational focus on goals
and objectives, indicating that there is little long-term vision or strategy. Involve-
ment is also low, showing strengths only in the area of team orientation. The only
real strength that appears in this profile is in the area of consistency, with a top
quartile score in core values.

When the top management team looked at this profile, there was a long silence.
“What does this profile tell you about your organization?” the consultant asked.
After a long silence, one of them replied, “Yeah, we’re a team alright — but we’re
going down together” *“Yeah, that’s us,” said another. The core values that held the
group together were wellsuited to the organization’s past, but not necessarily to
their future. The management team also quickly linked other aspects of the profile
to their situation — the emphasis on operational issues in the mission area reflected
the President’s “mail room to board room” career path and the relative neglect of
longer-term strategic issues. They had created many “teams” in the organization,
but these teams had little impact on the way that work was actually done.

Looking at this culture profile brought together a number of different symp-
toms of the organization’s decline and linked them to the behavior of the top
management team. Their tendency to ignore the customer and the competitive
environment and reason from the “inside-out” — taking the internal logic of their
organization as a given and wondering why no one brought their products anymore
—also came through strongly in this analysis. Since prior research has shown that
internally-focused companies have lower growth rates (Denison & Mishra, 1995;
Denison, Haaland & Neale, 2002), the analysis also made them more aware that
they were unlikely to solve some of their most basic problems without a change
in the behaviors and skills of their leaders.

This survey has been translated into 14 languages and used in over 30 coun-
tries. A number of studies have examined the empirical link between culture and
effectiveness in North America, but very few have attempted to examine this link
across cultures.

RESEARCH QUESTIONS

This study explores one basic research question: Are there cross-cultural differ-
ences in the relationship between organizational culture and effectiveness? This
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general research question has many facets, but in this chapter, we focus on whether
the pattern identified in the original research in North America is similar to the
patterns in other parts of the world, and whether there are distinctive patterns that
are unique to specific countries. This question also requires us to see if the culture
data itself varies significantly across different regions of the world. A final question
concerns the explanation for the pattern of findings — Which factors account for
the observed differences or similarities? These are the general research questions
that guided the research presented in this chapter.

METHODS

The sample for the first study reported in this chapter was drawn from the
archive of organizations that have completed the Denison Organizational Culture
Survey over the past five years. The sample included 36,820 individuals from
230 organizations drawn from different industries, and including organizations of
all sizes and stages of growth. In order to be included in this study, firms had to
have at least 25 respondents from a representative population of employees in the
firm. On average, the response rate for each of these organizations was around
60%, with internal samples that varied from management teams to a complete
census of the organization. The majority of companies in this sample were based
in North America (n = 188). Eight of the companies are based in Asia and 34
are from Europe-Middle East-Africa (EMEA). Global companies headquartered
in all regions typically have many respondents from outside of the region.

Of the companies in this sample, 48% were listed in the Forbes Global 1,000 List
for 2001. Approximately 20% are from the consumer cyclical industry including
automotive sales and dealerships, home building companies, publishing, and retail.
Another 13% of the companies in this sample come from the consumer staples
industry including restaurants, beverage manufacturers, personal care products,
food, and tobacco sectors. Companies in the technology sector account for 13%
of the companies in this sample, and the health care sector, basic materials sector,
and financials sector each account for 11% of the sample. Seven percent of the
companies come from the capital goods sector, 3% each from the utilities sector and
the communications sector, and 1% from the transportation sector. The remaining
7% come from public or non-profit organizations such as schools and government
agencies.

The sample for the second study reported in this chapter included 2,162
employees of independently-owned local grocery stores within seven countries.
The number of participants and stores per country are as follows: 749 respondents
from 92 stores in Australia, 326 respondents from 17 stores in Brazil, 197
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respondents from 13 stores in Canada, 306 respondents from 18 stores in Jamaica,
96 respondents from 20 stores in Japan, 185 respondents from 20 stores in South
Africa, and 255 respondents from 38 stores in the United States. All respondents
were full-time employees with positions ranging from non-management to
management (0 store owner.

In total, 6,736 surveys were mailed out worldwide. Total response rate was 42%,
but 658 of these surveys could not be used because they didn’t complete enough
questions, or could not be linked back to the appropriate store. This resulted in a
usable response rate of 32%.

The stores participating in this study are part of the International Grocers
Alliance (IGA). IGA, headquartered in Chicago, IL, was founded in 1926 and
today is a global alliance of more than 4,000 licensed stores, with aggregate annual
sales of $21 billion. IGA currently has operations in 40 countries, common-
wealths and territories. Retailers who choose to join IGA, a voluntary non-profit
supermarket network, acquire the size and strength to compete in the marketplace
while maintaining their flexibility and autonomy as small business operators.
IGA is owned by a set of wholesalers and retailers. The system is made up of
supermarkets affiliated with IGA wholesalers and distributors in each country.
There are two types of affiliation that supermarkets may have with IGA: (1) as a
corporate store, where the wholesaler is the owner of the store; or (2) through a
“sponsorship.” where the owner-operator joins the IGA system as a licensed store.

Countries selected to participate in this study contained a minimum of 15 IGA
affiliated stores. All stores in Brazil and Jamaica were surveyed because a smaller
number of total stores exist in these two countries. In Canada, Australia and
South Africa supermarkets were randomly selected to participate in the study. In
the United States and Japan surveys were sent directly to a sample of high- and
low-performing stores. The U.S. sample was chosen from a balanced sample of
stores with high and low ratings on an annual store assessment processed by an
independent third party inspector. In Japan, an independent “retail counselor”
identified high and low performing stores. Stores in Japan were surveyed in
Japanese, and stores in Brazil were surveyed in Portuguese. All other stores were
surveyed in English.

The survey items for this study were taken from The Denison Organizational
Culture Survey (Denison & Neale, 1996). This survey measures twelve indices
of organmizational culture using five questions each for a total of 60 questions. All
items used a five-point Likert scale with response categories ranging from strongly
disagree to strongly agree. These twelve indices are used to measure the four main
cultural traits defined by the model — involvement, consistency, adaptability, and
mission. The survey also assesses employees’ perceptions of store performance
on variables including sales growth, profitability, quality of products and services,
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employee satisfaction, and overall organizational performance. All measures were
aggregated to the organizational level for this analysis. A complete listing of all
items used in this study is included in the Appendix.

RESULTS

The results from both studies are reported in the same way. First, we report the
simple correlations between the twelve indexes of organizational culture and the
subjective ratings of overall effectiveness. Next, we report a series of one-way
ANOVAs to understand the significant differences in scores from each of the
countries and regions.

Study One

The correlations between the twelve culture indices and overall subjective perfor-
mance for the three regions, North America, Asia, and Europe-Mid-East-Africa
(EMEA), are presented in Table 1. All correlations between overall performance
and culture indices were significant for North America (mean r = 0.60) and EMEA
(mean r = 0.64). None of the correlations were significant for the Asian compa-
nies, although the size of the correlations are almost identical (mean r = 0.62).
Similar results were also found for four other subjective indicators of performance;
sales growth, profitability, quality, and employee satisfaction. These results are not
presented here, but are readily available upon request.

Table 1. Correlation between Culture and Overall Effectiveness by Region.

North America Asia EMEA
Empowerment 0.65* 0.57 0.60"
Team Orientation 0.61* 071 053*
Capability Development 0.70* 0.48 0507
Core Values 0.61* 0.65 0.69*
Agreement 0.58* 0.62 0.73*
Coordination & Integration 0.69* 0.62 0.74*
Creating Change 0.48* 0.87 0.68*
Customer Focus 036" 0.19 0.62*
Organizational | earning 0.50* 0.82 052*
Strategic Direction & Intent 0.55* 0.66 0.79*
Goals & Objectives 0.60* 0.54 0.62*
Vision 0.53* 0.71 0.67°

Number of Organizations 169 7 34
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Table 2. ANOVA of Differences in Culture Scores Across Countries.

North America Asia EMEA

ANOVA of Differences in Adaptability

North America =

Asia —0.003 .

EMEA —-0.001 0.002
ANOVA of Differences in Mission

North America ¥

Asia —0.008 -

EMEA —0.003 0.005 o
ANOVA of Differences in Involvement

North America i

Asia 0.001 =

EMEA —0.003 0.002 -
ANOVA of Differences in Consistency

North America -

Asia 0.007 o

EMEA 0.002 —0.005 pixs

The one-way ANOVAs assessing the significance of mean differences on the
culture scores between the three regions, North America. Asia and Europe-Mid-
East-Africa, are presented in Table 2. Interestingly enough, the three regions did
not differ significantly from each other in any of the four organizational culture
traits measured in this study. Mean differences of less than 0.08 were noted for
the involvement, consistency, adaptability, and mission traits across all three
gwgmphicregims.ThchrgwdiffcmmweremwdhctwwnEMEAandAsia
in all four traits. Asian companies gave slightly lower ratings than did EMEA
companiesmﬂwmilsofinvolvmlmdeonsiﬂency.hnﬂdEAorganimﬁons
gave slightly lower ratings than Asian organizations on adaptability and mission.
Overall, however, these differences are very small.

Study Two

The correlations between the twelve cultural indices and the subjective overall
performance ratings for each country are presented in Table 3. All twelve culture
indices were significantly correlated with overall performance ratings in Australia
(mean r = 0.33), the United States (mean r — 0.60), and Brazil (mean r = 0.79).
All indices except organizational learning were significantly correlated with
overall performance ratings in South Africa. [n('lanada,huwever,onlyslrategic
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Table 3. CmrelahonbetwwnOvmllPufommmeandmelzm
by Country.

South Africa  Canada  Jamaica Australia United States  Brazil  Japan
Empowerment 0.60" 038 008 027 0.68* 084 0.08
Team Oricntation 061" 043 006 032 0.60° 0.86° ol
Capability Development 070 006 026 023 0.56* 0s1* 0.14
Core Values 051 034 034 039 0.63* 0.83 047
Agreement 0.63* 0.37 020 034 0.54" 0.78* 028
Coordination & Integration 0.54 045 018 037 056 0.88° 0.23
Creating Change 082 034 000 035 0.63° 075" 023
Customer Focus 0.45° 0.06 025 024 0.45° 0.62* 024
Organizational Leaming 0.2 013 0.1 033 0.67* 076"  -0.10
Strategic Direction & Intent 0.69* 0.77* 044 0.38° 057" 079 055°
Goals & Objectives ; 0.76* 058 022 42 0.68°* 081 025
Vision 0.45° 043 026  0.36° 0.61° 079 029
Number of Stores - 20 13 18 92 38 17 20

direction and intent (r = 0.77) and goals and objectives (r = 0.58) were signifi-
cantly correlated with overall performance ratings. For Japanese stores, only core
values (r = 0.47) and strategic direction and intent (r = 0.55) were significantly
correlated with overall performance. Finally, no significant correlations between
culmreindicesandovcmﬂpelformanceraﬁngsemerged for Jamaica (mean

stores in the United States and Japan. Canadians rated involvement indices 0.35 to
0.40 scale points higher than Japan and the U S. Jamaican stores also significantly
differed from stores in the U_S. and Japan. Jamaicans rated the involvement indices
0.44 10 0.50 scale points higher than did stores in the U.S. and Japan. Australian

Table 4. ANOVA of Differences in Involvement Scores Across Countries.
South Africa Canada Jamaica Australia United States Brazil Japan

South Africa o

Canada —0.102 o

Jamaica —0.187 —0.008 o

Australia —0.206 —0.104 —0.002 -

United States 0293 0.400* 0480 0500 =

Brazil 0.010 0.198 0.282 0301 —0.198 .

Japan 0.250 0.352* 0437  0.456* —0.004 0.155 e
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Table 5. ANOVA of Differences in Consistency Scores Across Countries.

South Africa Canada Jamaica  Australia United States Brazil = Japan

South Africa 25

Canada —0.007 s

Jamaica —0.130 —0.006 h

Australia —0.176 —0.103  —0.005 =

United States 0.009 0.160 0.218* 0.263% =

Brazil 0.003 0.101 0.158 0.2047 0.006 e

Japan 0.347* 0419° 0477 0.523* 0.259* 0319* e

stores significantly differed from stores in the U.S., Brazil and Japan, with mean
differences resulting in Australians rating involvement indices 0.50, 0.30 and
0.46 points higher than U.S., Brazilian and Japanese stores, respectively. As
previously noted the U.S. stores rated involvement indices significantly lower than
South African, Canadian, Jamaican and Australian stores. Japanese stores rated
involvement indices significantly lower than Canadian, Jamaican and Australian
stores. Brazilian stores only differed significantly from Australian scores.

Japanese stores rated the consistency trait significantly lower than did all other
stores. These results are presented in Table 5. South African and Canadian stores
were not significantly different than any other country besides Japan. Jamaica gave
significantly higher mean ratings to consistency than did the U.S. and Japanese
stores. Australian stores rated consistency significantly higher than did U.S,,
Brazilian and Japanese stores. As previously noted, the U.S. rated consistency
significantly lower than did Australian and Jamaican stores, but rated consistency
significantly higher than did Japanese stores.

ANOQVAS for Adaptability are shown in Table 6. For the adaptability trait, there
were no significant differences in mean ratings noted between Canadian stores and
any other country. Japanese stores gave significantly lower adaptability ratings than
did any other country with the exception of the U.S. and Canada. South African,

Table 6. ANOVA of Differences in Adaptability Scores Across Countries.

South Africa Canada Jamaica Awustralia United States Brazil Japan

South Africa s

Canada 0.008 -

Jamaica —0.008 =0.157 »

Australia —0.003 —0.107 0.005 o

United States 0.201* 0.124 0281° 0231 e

Brazil —0.002 —0.010 0.006 0.001 0.219* =

Japan 0314* 0.236 0393 0343* 0113 0.332° i
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Table 7. ANOVA of Differences in Mission Scores Across Countries.

South Africa Canada Jamaica Australia United States Brazil Japan

South Africa -

Canada —0.001 oon

Jamaica —0.226 —0.214 -

Australia —0.006 —0.005 0.166 =

United States 0.187 0.199 0413 0.247* s

Brazil —0.007 —0.006 0.154 —0.001 —0.259* e

Japan 0.361* 0.373* 0587 0421* 0.174 0.433* o

Jamaican, Australian and Brazilian stores rated adaptability significantly higher
than did U-S. and Japanese stores, but did not differ from each other.

The final culture trait, mission, again showed Japanese stores giving significantly
lower ratings than all other countries except the U.S. These results are presented
in Table 7. South African and Canadian stores did not differ significantly from any
other countries besides Japan. Jamaican, Australian, and Brazilian stores again
gave significantly higher ratings to mission than did the U.S. and Japanese stores.

Overall, the correlations presented here show a strong and consistent pattern
in Brazil, South Africa and the U.S. Australia and Canada show a similar, bat
somewhat weaker pattern. Canada’s small sample may have contributed to these
results. In Japan and Jamaica, however, the pattern is quite different. In Jamaica,
the correlations between culture and effectiveness measures are generally very
low. In Japan, a few correlations are quite strong, but the pattern is mixed.

The difference of means tests also highlighted several interesting patterns. First,
the results show that Jamaica has a much weaker pattern of correlations between
the culture and effectiveness measures, but that the overall level of culture scores is
very similar to Canada, South Africa, Australia, and Brazil. Second, the differences
in means tests consistently show significantly lower scores for both the U.S. and
Japan. Before considering a substantive explanation for these differences, however,
it is important to point out the difference in sampling procedures used within these
two countries. As noted earlier, both Japan and the U.S. used sampling procedures
designed to contrast high and low performing stores. This sampling procedure may
have resulted in lower performing stores, which presumably also had lower culture
scores, being over-represented.

DISCUSSION

The two studies reported in this chapter make a modest empirical contribution
to understanding one of the fundamental challenges of leadership in a global
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environment. The first study presents a summary of a large empirical database on
organizational culture and effectiveness. Despite everything that we know about
the importance of cross—cultural differences, these results show a very similar
pattern across these major regions of the world. The link between company
culture and effectiveness, at least as it is measured in this study, appears to be
both strong and consistent. In addition, the mean scores for the culture measures
are essentially the same for the samples of organizations in each of these three
regions.

How can this be? Almost every article and discussion on the topic focuses on the
importance of cultural differences. Yet, in one of the few comparative examinations
of the issue, we see almost no difference. After scratching our heads for a while,
we offer several explanations for this unexpected outcome.

First, the purpose of the model used for in study was to help understand the
impact that organizational culture has on organizational effectiveness. Thus, the
purpose of the concepts is to build an organizational-level model that elaborates
the cultural factors that help distinguish effective and ineffective organizations.
This content is designed to be general enough to apply to a wide range of
organizations and to predict one narrow, but important outcome. The intent of the
model is quite different from those that are specifically designed to describe the
differences that exist between national cultures.

Another factor that should be considered in explaining these “no difference”
results may be the fact that respondents tend to “self-norm.” by comparing
their own situation to other organizations in their same country or region. This
“self-norming” process reminds us that survey data are always the result of
making judgments relative to expectations. When expectations are rooted in a
particular national context, that may indeed limit the differences that appear across
cultures. :

Even though these results provide good support for the usefulness of these
organizational traits and measures for predicting the effectiveness of firms in
different national contexts, we would not argue that this means that these traits
areexpressedinthcsamewayineachofdmeconlexts,orﬁ:anhesamcmcaning
would be attached to the same behaviors in different national contexts. On the
contrary, we would take these results to mean that a concept like empowerment
is important around the world, but we would not argue that this means that the
same behaviors would necessarily constitute empowerment in different national
contexts. Thus, the model probably says much more about the presence of a
desirable set of traits than it does about how those traits are expressed.

Examples help to illustrate this dilemma for all of the concepts in the model.
But some of the most vivid examples concern the expression of involvement and
empowerment in high power distance countries. One career ex-patriot Citibank
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executive told this story about taking a new Job in Riyadh to help revitalize a
Saudi-Pakistani joint venture bank:

Each day, when I went in, everyone that was working in the area outside my office would
standupam:lsalme.Thcﬁrstdaylwashummd,tmisombmmeammying.()ncday.]lelt
somminginmycarandhadtogobackomloguit.andlhu:ncnmcbactin,Eachﬁmlhey
stood up and saluted! Up, down, up, down — how were we supposed to get anything done?

Whenltoldﬂncmnollostandupandsalulcwhenlcamein,lheyobeyed.bullhadhun
their feelings. They saw this as conveying respect, not sub vience, and were a bit insulted that
Maﬁemmhonwme}mdboenmbuﬂ‘adlltwkmesomcﬁmemmMyamnoMﬁon
lhatwewem"‘alIwork:inglogethuasateam”wasmnfusingwthemmlwasmovingtoofar
too fast. Only then did I understand the true challenge that I faced.

Expressing regard for cultural diversity itself can also vary across cultures. A

Dutchman who ran HP Tech Support call centers in Amsterdam that operated in

38 languages contributed this story about visiting corporate headquarters:
When I first went to work in California. I would describe the way that we worked in Amsterdam.
bysayinglhingslike.“wellthzllaﬁanscﬁdillhiswaymﬂd]eﬁu'mansdiditﬁmwayandme
French did it their own way — what a mess.” and then we would laugh and sort things out. But
before long, one of the American managers pulled me aside and said, “Stop saying that —it is
offensive to all of us” I was really confused until I realized that Europeans naturally explain
waﬁﬁngmlumsofnﬁim]hy.whueasmmmmlyspmkdﬁwlyabomnadom]
differences at work.

There are several limitations in both of these studies that should also be considered.
In the first study, there is a very limited sample from Asia. The small sample that
is available shows the same pattern of results as the larger sample, but statistical
significance is very low, and thus our confidence in these findings is compromised.
As this database continues to grow, we will be able to redo this analysis to confirm
that this preliminary summary is not misleading. The first study also relied on
large regional categories that could mask distinct variations within each of these
regions. In a separate analysis, we did compare results from several EU countries
that had samples of 15 to 20 firms, and saw similar results to those reported in this
study. Once again, as this database grows, it will be possible to make these com-
parisons in greater detail. One final limitation of this first study concerns the wide
range of organizations and sampling schemes employed within the organizations.
Clearly, the results would be more representative if they were controlled for size.
industry, level of respondents, and size of the internal sample. Other research on
this database has shown that these differences are relatively small compared to the
large differences that exist between organizations, but these findings would still
be strengthened with a study design that allowed for these factors to be controlled.

There are also a2 number of limitations to the second study. Our original intent
in the second study was to examine a similar set of organizations across different
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national contexts, so that the type of organization could be held constant. This
feature of having multiple units of the same (or similar) organizations available
for comparison offers a number of advantages. Although the benchmark research
by Hofstede (1980b) is often criticized because of its reliance on one organization,
IBM, as the sole source of data, we would argue that this is also a key strength of the
study. To a degree, it allows for an “apples to apples” comparison across nations.
While this may be a poor choice of metaphor to use in a study of supermarkets
(1), comparing similar organizations is at some point essential to identifying
differences and similarities across nations. Reliance on one MNC of one
nationality may “attenuate” the influence of national culture, but it also offers
a relatively constant point of reference.

The biggest limitation of the second study is that the country specific samples
were influenced by choices made in each country. This has resulted in “high/low”
samples of organizations in two of the countries, Japan and the U.S., with random
samples or a complete census in the other five countries. Adding in a specific
sample of low-performing organizations appears to have had a strong influence on
the difference of means tests, and somewhat less of an influence on the correlational
analysis.

When the findings from the two studies are compared, the low results for the U.S.
in Study Two are clearly not reflected in Study One. The correlations, however, are
much more comparable between the two studies. Indeed, since most of the firms
in the Asia sample in Study One are from Japan (five of eight), it also seems like
the difference of means tests in Study Two may be influenced by the sampling
procedure. In this case, however, the correlations in Study One and Study Two for
Japan and Asia are still contradictory.

Considering the results from these two studies helps to identify future targets
for research. A focus on industries such as retail or hospitality that have compa-
rable operating units in many locations, and have comparable measures of their
performance, would offer several advantages. This would offer a point of reference
for understanding differences between countries and would offer a way to move
beyond the subjective measures of effectiveness used in the studies reported in this
chapter. Choosing several MNCs with different national origins, but a common
presence in different national contexts, would also provide an important point of
COmparisonn.

For global leaders, these studies provide an interesting point of reference
for the choices they make about building their organizations and cultures. The
findings suggest that a common perspective on organizational culture may indeed
be possible in multinational corporations. Furthermore, these characteristics can
be measured and tracked and appear to have a somewhat predictable impact on
effectiveness. Nonetheless, the discussion of these results also emphasizes that
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the way in which these traits are expressed varies greatly across national cultures.
This additional complexity paints a clear, yet challenging picture of the challenges

that face a global leader: Attempting to create a common set of organizational

traits that are expressed in different ways in different national contexts.
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APPENDIX A
ITEMS AND INDEXES FOR EACH TRAIT

Index Scale Item

Involvement  Empowerment 1. Most employees are highly involved in their work.

2. Decisions are usually made at the level where the best
information is available.

3 hﬁ)rmﬁmiswidelyshamdsoﬂmeva'ymecangulhe
information he or she needs when it’s needed.

4. Everyone believes that he or she can have a positive impact.

5. Business planning is ongoing and involves everyone in the
process to some degree.

Team Oricntation 6. Cooperation across different parts of the organization is

actively encouraged.

7. People work like they are part of a team.

8. Teamwwkisusedmgetworkdone,mtherrhanlﬁmmhy.

9. Teams are our primary building blocks.

10. Work is organized so that each person can see the

relationship between his or her job and the goals of the

organization.
Capability I1. Authority is delegated so that people can act on their own.
Development llThe“beuchsﬂ‘eugth"(capabilixyofpmple)iscunmﬂy
improving,

13. There is continuous investment in the skills of employees.

14. The capabilities of people are viewed as an important
source of competitive advantage.

15. Problems often arise because we do not have the skills
necessary to do the job.*

Consistency Core Values 16. The leaders and managers “practice what they preach™
17. There is a characteristic management style and a distinct set
of management practices.
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Appendix A. (Continued)

Scale

Item

Adaptability

Agreement

Coordination
and Integration

Creating Change

Customer Focus

Organizational
Leaming

18. There is a clear and consistent set of values that governs the
way we do business.

19. Ignoring core values will get you in trouble.

20. There is an ethical code that guides our behavior and tells us
right from wrong.

21. When disagreements occur, we work hard to achieve
“win-win" solutions.

22 There is a “strong” culture.

23. It is easy to reach consensus, even on difficult issues.

24. We often have trouble reaching agreement on key issues.”

25. There is a clear agreement about the right way and the
wrong way to do things.

26. Our approach to doing business is very consistent and
predictable.

27. People from different parts of the organization share a
COmMmMON perspective.

28. It is casy to coordinate projects across different parts of the
organization.

29. Working with someone from another part of this
organization is like working with someone from a different
organization.”

30. There is good alignment of goals across levels.

31. The way things are done is very flexible and easy to change.

32. We respond well to competitors and other changes in the
business environment.

33. New and improved ways to do work are continually
adopted. .

34. Attempts to create change usually meet with resistance.”

35. Different parts of the organization often cooperate to create
change.

36. Customer comments and recommendations often lead to
changes.

37. Customer input directly influences our decisions.

38. All members have a deep understanding of customer wants
and needs.

39. The interests of the customer often get ignored in our
decisions.”

40. We encourage direct contact with customers by our people.

41. We view failure as an opportunity for learning and
improvement.
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Appendix A. (Continued)

Item

Mission Strategic

& Intent

Goals &
Objectives

Vision

42. Innovation and risk-taking are encouraged and rewarded.

43. Lots of things “fall between the cracks”

44. Learning is an important objective in our day-to-day work.

45. We make certain that the “right hand knows what the left
hand is doing.”

46. There is a long-term purpose and direction.

47. Our strategy leads other organizations to change the way
they compete in the industry.

48. There is a clear mission that gives meaning and direction to
our work.

49. There is a clear strategy for the future.

50. Our strategic direction is unclear to me.”

51. There is widespread agreement about goals.

52. Leaders set goals that are ambitious, but realistic.

53. The leadership has “gone on record” about the objectives
we are trying to meel.

54. We continuously track our progress against our stated

: goals.

55. People understand what needs to be done for us to succeed

in the long run.

56. We have a shared vision of what the organization will be
like in the future.

57. Leaders have a long-term viewpoint.

58. Short-term thinking often compromises our long-term
vision."

59. Our vision creates excitement and motivation for our
employees.

60. We are able to meet short-term demands without
compromising our long-term vision.

‘Iminialicsarcmdndnegaﬁvclyinlbcsurvey.prmsesmmdforamlyﬁcpurpoaes.

APPENDIX B

EFFECTIVENESS QUESTIONS

Comparing the performance of your organization with others in the industry, how
would you assess your company performance in the following areas? Please mark

one response per item.
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Don’t Low Average High
Know Performer Performer
1] 1 2 3 4 5
Sales Growth 0 1 2 3 4 5
Profitability/ROI 0 1 2 3 4 5
Quality of Products and Services 0 1 2 3 4 5
Employee Satisfaction 1] 1 2 3 4 5
Overall Organizational Performance 0 1 2 3 = 5
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Abstract

This paper examines the link between organizational culture
and effectiveness for foreign-owned firms operating in Russia.
Beginning with a model of organizational culture developed
in the United States, the paper presents a multimethod anal-
ysis of culture and effectiveness in a transition economy. We
argue that effectiveness in Russia relies more on adaptability
and flexibility than it does in the United States. Furthermore,
the legacy of the Communist era forces firms in Russia to deal
with a workforce with a unique time perspective and a unique
set of subcultures that often undermine attempts at coordina-
tion and integration. We first explore these ideas using sur-
vey data on 179 foreign-owned firms operating in Russia and
compare the results to those obtained for firms in the United
States. We then present four case studies designed to ground
the results in the Russian context, and to document cultural
dynamics not captured by the model.

(Organizational Culture; Effectiveness; Russia; Transition Economies)

Many organizational researchers have examined cor-
porate culture as a source of competitive advantage
(Barney 1986, Ott 1989, Pfeffer 1994, Wilkins and
Ouchi 1983), but explicit theories are few and empiri-
cal evidence is limited (Denison and Mishra 1995). The
theories that do exist (Denison 1990, Kotter and Heskett
1992, O’Reilly 1989) have been developed and applied
only in the United States. Scholars focusing on the
applicability of American management theories abroad
(Adler 1991; Boyacigiller and Adler 1991; Hofstede
1980a, 1993; Lammers and Hickson 1979) have asked,
“Is organization science, as it is currently conceived,
applicable across countries?” and “To what extent must
organizational theorizing be modified due to national dif-
ferences?” (Boyacigiller et al. 2003, p. 17).

This paper contributes to the ongoing debate by pres-
enting a study of organizational culture and effectiveness
that focuses on a set of foreign-owned firms operating
in Russia. The study also compares the Russian results

ORGANIZATION SCIENCE © 2003 INFORMS
Vol. 14, No. 6, November-December 2003, pp. 686706

to results previously obtained in the United States. Rus-
sia merits study for several reasons. Russia is the largest
country in the world in terms of territory; it has the
6th largest population, and the 14th largest GDP (World
Bank 2001). The legacy of Russia and the United States
as cold war superpowers gives Russia special importance
to global stability. Furthermore, because foreign invest-
ment is critically important to Russia’s success as a key
transition economy (Denison 2001, Lawrence and Vla-
choutsicos 1990), the cultural problems encountered by
foreign firms doing business in Russia (Elenkov 1998,
Fey 1995, Fey and Beamish 2001, Kvint 1994) seem
particularly important to address.

Our paper begins with an overview of the Russian
context and its influence on organizational culture. Next,
we introduce the model of organizational culture under-
lying this study and use this model to develop a set of
research questions. We then present quantitative findings
on the linkage between organizational culture and effec-
tiveness, based on data from 179 foreign-owned firms
operating in Russia, and we compare these findings to
results from the United States. This quantitative analy-
sis is followed by four qualitative case studies designed
to ground the quantitative results in the Russian context
and to help examine several significant cultural dynam-
ics that were not fully represented in the model.

The Russian Context

Russia has a well-educated, low-cost labor force and
1s rich in natural resources. However, Russia has not
reached its economic potential during its transition
to a market economy, partly because few outsiders
appear to understand how to operate there. Russia has
been plagued by problems such as organized crime,
intractable bureaucracy, and an unstable political and
economic system. Foreign firms have shown increased
interest in Russia, but they often encounter cultural prob-
lems (Cattaneo 1992, Fey 1995). Shekshnia (1998) also
suggests that organizational culture is a key determinant
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of success. As Luthans et al. (1993, p. 742) noted,
“The assumptions...are that the Russians are failing
badly because they know little about modern manage-
ment techniques and, in fact, U.S. and Russian manage-
ment systems are quite different. The time has come to
assess these assumptions.” Thus, we begin by review-
ing the Russian management literature in areas closely
related to organizational culture: management practices,
work values, and national culture.

Russian Management Practices. Historically, Russian
decision making has been very centralized, with little
empowerment. This pattern was primarily imposed from
the top, but to some degree was also encouraged from
below. Because Russian managers have traditionally
been punished for negative results, even those beyond
their control, they tend to exhibit learned helpless-
ness (Kets de Vries 2000) and a strong desire to
want someone else to make decisions. To counter this
ingrained problem, it is necessary to create a system
of involvement in which employees are rewarded for
taking initiative and held accountable for their actions,
but not punished for unpredictable outcomes (Puffer
and Shekshnia 1996). Other authors (Lawrence and
Vlachoutsicos 1993, May et al. 1998) also stress the
importance of accountability. In Russia, being able to
blame someone else is often regarded as tantamount to
solving a problem.

Human resource management (HRM) practices typi-
cally reflect and reinforce national culture and organiza-
tional culture. One study of 66 Russian managers at the
Tver Cotton Mill found that extrinsic rewards and behav-
ioral management increased worker performance, but
that participative techniques resulted in decreased perfor-
mance (Luthans et al. 1993, Welsch et al. 1993). Puffer
and Shekshnia (1996) argue that individual bonuses
should be tied to initiative and personal accountabil-
ity and that firms should organize social events and
other group activities with workers, provide small-group
incentives, and provide a mix of short- and long-term
incentives. Fey et al. (1999) also stress the benefits
of using bonuses in Russia. Russians also appear to
be highly motivated by development opportunities (Fey
and Bjorkman 2001, May et al. 1998, Shekshnia 1998).
For example, a recent study by Fey and Bjorkman
(2001) showed that training is highly valued and is
linked to firm performance. These HRM practices reflect
important cultural values regarding empowerment and
accountability.

Another recurring theme in the management litera-
ture is the poor flow of information. As Vlachoutsicos
and Lawrence (1990) have noted, Russian organiza-
tions often have good vertical flow of information, but

poor horizontal flow from department to department.
Information is typically seen as power, creating barri-
ers to coordination and integration. Several authors have
advocated using teams to achieve coordination because
Russians like working in groups and are good at doing
it (Puffer 1992, Puffer et al. 1998, Vlachoutsicos 2001).

Russian Work Values and National Culture. Organiza-
tional cultures are embedded in and shaped by national
cultures. Puffer underscores several differences between
Russian and U.S. business ethics (Puffer and McCarthy
1995), noting that giving bribes and ignoring senseless
rules are more acceptable in Russia than in the United
States, while blowing the whistle on fellow workers,
having large salary differentials, and laying off people
are more acceptable in the United States than they would
be in Russia. Other authors (Holt et al. 1994, Ralston
et al. 1997) have noted that Russian managers, compared
to their American counterparts, value power more, need
gratification less, and place lower value on tradition and
higher value on security and stability. Russians are also
said to be less individualistic and less open to change.
Elenkov (1997) compared Russia to the United States on
Hofstede’s (1980b) four dimensions of national culture.
The table below compares Elenkov’s results for Russia
to Hofstede’s (1980b) results for the United States.

Elenkov (1997) Hofstede (1980b)

Russia United States
Individualism 40 91
Uncertainty avoidance 87 46
Masculinity 50 62
Power distance 89 40

These results show that Russians are group oriented
(Vlachoutsicos 2001) and prefer to avoid uncertainty.
Both might be expected, given the social security
imprinted by the Communist system and the surprises
dealt to Russia in the past. Russians report medium mas-
culinity and appear to have a fairly high power distance
(the extent to which a society accepts that power in
institutions and organizations is distributed unequally),
reflecting the large social gap that exists between work-
ers and managers in Russia. Further understanding of
Russian character is offered by the famous 19th century
Russian historian Kliuchevskii (1990). He describes a set
of stereotypical Russian behaviors, including resource-
fulness, patience under adversity, deprivation, and spurts
of energy, combined with a tendency to dissemble and an
inconsistency in seeing things through. He also describes
Russians as circumspect, cautious, and ambiguous with a
preference for looking back instead of forward. Finally,
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he argues that Russians prefer to work in groups and to
monitor results rather than set goals.

Although there is no specific Russian management lit-
erature on organizational culture and effectiveness, this
review of the literature on management practices, values,
and national culture highlights several important issues:
The cultures of Russian organizations exhibit a unique
set of issues concerned with involvement, empowerment,
and accountability, as well as a serious set of issues with
respect to achieving coordination and strategic direc-
tion as Russians adapt to the emerging market economy.
These issues are reflected in the approach to culture
taken in our study.

Organizational Culture

and Effectiveness
A number of scholars have developed integrative frame-
works of organizational culture (Allaire and Firsirotu
1984; Hatch 1993; Martin 1992; Ott 1989; Schein 1985,
1990), but little consensus exists with regard to a gen-
eral theory. Because culture is a complex phenomenon,
ranging from underlying beliefs and assumptions to vis-
ible structures and practices, some observers question
whether culture can actually be “measured” in a compar-
ative sense. Research on the link between organizational
culture and effectiveness is also limited by lack of agree-
ment about the appropriate measures of effectiveness.
The current literature has its roots in the early 1980s.
Deal and Kennedy (1982) and Peters and Waterman
(1982) focused attention on the strategic importance
of organizational culture and stimulated interest in the
topic. Kotter and Heskett (1992) expanded on this by
exploring the importance of adaptability and the fit
between an organization and its environment. This paper
builds on the framework developed by Denison and his
colleagues (Denison 1984, 1990, 1996; Denison and
Mishra 1995, 1998; Denison and Neale 1996; Denison
et al. 2002). This stream of research has developed an
explicit model of organizational culture and effectiveness
and a validated method of measurement. This model is
based on four cultural traits of effective organizations,
which are briefly described below with references to
their grounding in the organizational studies literature.
Involvement. Effective organizations empower people,
organize around teams, and develop human capability
(Becker 1964, Lawler 1996, Likert 1961). Executives,
managers, and employees are committed and feel a
strong sense of ownership. People at all levels feel that
they have input into decisions that will affect their work
and see a direct connection to the goals of the organiza-
tion (Katzenbach 1993, Spreitzer 1995).

Consistency. Effective organizations tend to have
“strong” cultures that are highly consistent, well coor-
dinated, and well integrated (Davenport 1993, Saffold
1988). Behavioral norms are rooted in core values, and
leaders and followers are able to reach agreement even
with diverse points of view (Block 1991). Consistency
is a source of stability and internal integration resulting
from a common mindset (Senge 1990).

Adaptability. Ironically, organizations that are well
integrated are often the least responsive (Kanter 1983).
Internal integration and external adaptation can often
be at odds. Adaptable organizations are driven by their
customers, take risks and learn from their mistakes,
and have capability and experience at creating change
(Nadler 1998, Senge 1990, Stalk 1988).

Mission. Effective organizations have a clear sense of
purpose and direction, defining goals and strategic objec-
tives, and expressing a vision of the future (Mintzberg
1987, 1994; Ohmae 1982; Hamel and Prahalad 1994).
When an organization’s underlying mission changes,
changes also occur in other aspects of the organization’s
culture.

Applying this framework to top executives in 764
organizations, Denison and Mishra (1995) showed that
four different cultural traits were related to several crite-
ria of effectiveness. This research found that profitability
was most highly correlated with the traits of mission
and consistency. In contrast, innovation was most highly
associated with the traits of involvement and adaptabil-
ity, and sales growth was most highly associated with the
traits of adaptability and mission. Like many contempo-
rary models of organizational effectiveness, this model
focuses on the contradictions involved in simultaneously
achieving internal integration and external adaptation
(Hatch 1993, Schein 1990). For example, organizations
that are market focused and opportunistic often have
problems with internal integration. On the other hand,
organizations that are well integrated and overcontrolled
usually have a hard time adapting to their environments.
Organizations with a top-down vision often find it diffi-
cult to focus on the empowerment and the “bottom-up”
dynamics needed for alignment. At the same time, orga-
nizations fostering broad participation often have diffi-
culty establishing direction. Effective organizations are
those that are able to resolve these contradictions with-
out relying on simple trade-offs.

At the core of this model are underlying beliefs and
assumptions. These “deeper” levels of organizational
culture are typically difficult to measure and harder to
generalize about. However, these underlying beliefs and
assumptions result in organizational practices that are
observable and that are represented by the four key traits
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Figure 1 Model of Organizational Culture

External Focus

Flexible

of involvement, consistency, adaptability, and mission
presented in Figure 1. This model incorporates many of
the concepts identified in our review of the Russian man-
agement literature and thus serves as a useful framework
for our study.

This study took a unique approach to applying this
model in the Russian context. The model was used as
a framework to test the idea that organizational culture
influences effectiveness, but the model was also used as
a reference point for understanding aspects of the cul-
ture of Russian organizations that may not have been
well represented in the model. The first part of this study
presents a quantitative test of the model examining the
relationship between culture and effectiveness. The sec-
ond part of this study then presents four case studies to
ground the concepts.

In contrast to the typical approach of qualitative the-
ory building followed by quantitative theory testing, the
two parts of this study were conducted in tandem. As
such, this study took several risks. For example, if the
quantitative study had not supported the usefulness of
the model for understanding culture and effectiveness
in the Russian context, then it would have made little

sense to use the model as a framework for the qualitative
research. Using two approaches simultaneously allowed
us to go back and forth between them to gain a better
understanding of what was “behind the numbers” and to
develop a better picture of areas where the concepts had
a different meaning in Russia than in the United States.

Research Questions

The research questions guiding this investigation con-
cern the applicability of the model in Russia, differences
in the link between culture and effectiveness in Russia
and the United States, and the underlying meaning and
applicability of these concepts in Russia. The first two
questions are examined through a quantitative study of
179 firms, and the third research question through four
qualitative case studies.

As noted earlier, there is good support in the literature
for the importance of the four cultural traits in the model.
However, these findings are based upon samples of firms
in the United States. Because many authors have sug-
gested that national culture is likely to influence the way
management theory “works” outside of the United States
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(e.g., Adler 1991; Boyacigiller et al. 2003; Boyacigiller
and Adler 1991; Hofstede 1993, 1980a, b), we first need
to determine if a link exists between the four traits and
effectiveness in Russia.

RESEARCH QUESTION 1. To what extent are involve-
ment, consistency, adaptability, and mission associated
with the effectiveness of firms in Russia?

Past research has shown that different cultural traits
are related to different criteria of effectiveness (Denison
and Mishra 1995, Cameron and Whetten 1983, Pennings
1976). However, differences in national culture may
influence the specific impact that the four traits have
in Russia. Because the United States is more individu-
alistic, but Russians dislike uncertainty more and have
greater power distance (Hofstede 1980a, Elenkov 1997),
we might expect that involvement would be more impor-
tant in the Russian context. In addition, since the begin-
ning of Perestroika in 1987, the business environment in
Russia has been turbulent and unpredictable (Holt et al.
1994, Puffer et al. 1998). As a result, adaptability is
likely to be particularly important for firms operating in
Russia. In contrast, mission and consistency, which are
likely to be more important in a stable country like the
United States, may be less important in Russia.

RESEARCH QUESTION 2. What is the specific pattern
between the four traits and various criteria of effective-
ness in Russia? How does the pattern in Russia differ
from the pattern in the United States? Do the traits of
adaptability and involvement have a stronger impact in
Russia than they do in the United States?

Even if the first two research questions receive good
quantitative support from the comparative study, num-
bers cannot tell the whole story. This is particularly true
in cross-cultural research. For example, in the United
States when someone nods his or her head up and down,
it means “yes.” However, the same action in Bulgaria
means “no.” The same action has exactly the opposite
meaning in the two countries! Our case studies are used
to address three main issues: First, they point out pat-
terns of behaviors that reflect the concepts in the model
and resemble patterns observed in the United States.
Second, we use the case studies to describe patterns of
behavior that fit with the concepts but are very different
from patterns in the United States. Third, our case stud-
ies help us to highlight some of the underlying dynamics
that help to explain these differences. These qualitative
case studies help point out areas where the concepts in
the model travel fairly well, but also identify specific
patterns of behavior and underlying dynamics that may
be quite different in Russia. Thus, our third research
question takes a look at what is behind the numbers.

RESEARCH QUESTION 3. What are the patterns of
behavior that illustrate the concepts in the model in
Russia? Which patterns of behavior are similar to those
that might be observed in the United States? Which pat-
terns of behavior are different from those that might be
observed in the United States? What are some of the
underlying forces that drive these different patterns of
behavior?

These three research questions are examined using
two linked studies: The first two questions are exam-
ined in a comparative study of 179 firms, while the third
question is examined through a set of four case studies.

Testing the Model: A Comparative
Study

This section of the paper presents the quantitative results
from a survey of 179 foreign firms operating in Russia.
This first part of the research examines the impact of
organizational culture on effectiveness in Russia, and
then compares those results to similar results from a
sample of firms from the United States.

Methodology

The population for this study included all foreign firms
operating in Russia in October 1997, with a parent firm
headquartered in Canada, Germany, Finland, France,
Sweden, or the United States. We combined lists of
firms from each country’s embassy for a total of 789
firms. 478 of the firms met our criteria of having at least
15 employees in Russia, operating before June 1995, and
being located in Moscow or St. Petersburg. We chose
to focus on foreign-owned firms for several reasons:
Foreign-owned firms in many ways serve as a “bridge”
between local and global firms. If the model does not
apply to foreign-owned firms, it seems unlikely that it
would apply to indigenous firms. Foreign-owned firms
also tend to experiment more as they try to find a way
to survive and prosper. Finally, the success of foreign-
owned firms is necessary to ensure the continued invest-
ment of foreign capital.

Data collection occurred between October 1997 and
January 1998. After calling to confirm that the com-
pany met the sampling criteria, we personally delivered
a questionnaire to the firm for a senior manager to com-
plete. Whenever possible, the researcher described the
project and had the manager complete the questionnaire
at that time. However, sometimes the manager opted to
complete the questionnaire later and return it by fax.
If questionnaires were not received within one week,
we began a follow-up procedure including three tele-
phone calls, faxing another questionnaire, and a fourth
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telephone call as a final reminder. Companies whose
questionnaires had not been returned by the end of this
procedure were considered nonrespondents.

This procedure yielded 179 usable questionnaires
completed by a senior manager in each firm, for
a 37% response rate. Respondents were either gen-
eral managers, deputy general managers (80%), or
human resource managers (20%). 122 were Russian and
57 were foreign. Position of the respondent was initially
included in the regression equations, but proved non-
significant and was dropped from subsequent analyses
to preserve degrees of freedom. We confirmed that the
mean size of responding firms was virtually identical to
the population mean for foreign subsidiaries in Russia!
(Goskomstat 1998). Using a single respondent to depict
a firm’s culture has several limitations. It would, of
course, be much better to have a large sample of respon-
dents from each firm, or in-depth case studies of each
of the 179 firms. However, that would require a huge
investment of resources. Because of the comparative
focus of the first part of this study, we opted for the
approach that would result in as large a sample of firms
as possible. Single-respondent studies are also quite
common in the recent organizational and strategy litera-
ture (e.g., Birkinshaw et al. 1998, Delaney and Huselid
1996, Delery and Doty 1996, Denison and Mishra 1995,
Geringer and Hebert 1989, Lee and Beamish 1995, Shaw
et al. 1998). A comparative citation analysis shows that
single-respondent studies published in top journals are
cited frequently,> suggesting that when properly exe-
cuted, their results are accepted.

Some readers may also be concerned that gathering
data from a single executive respondent may lead to
common method bias. However, using a similar set of
measures, Denison and Mishra (1995) showed that cul-
ture measures correlated more highly with objectively
measured effectiveness than with perceptual measures of
effectiveness. Given the well-known dominance of most
directors of firms in Russia, we would also argue that
it is more accurate to use the general director or deputy
general director as a sole respondent in Russia than it
might be in other countries. In any case, Fey (1997) has
shown that respondents in different parts and levels of
an organization tend to have similar assessments of an
organization’s culture.

Survey items were drawn from the Denison Organ-
izational Culture Survey (Denison and Mishra 1995,
Denison and Neale 1996, Denison et al. 2002) and
were translated into Russian and back into English,
checked by Russian experts, and pilot tested. The four
traits in the model each have three indexes that are
the mean of three five-point Likert scale questions

ranging from 1-5 (strongly disagree to strongly agree).
Appendix A includes a complete list of all these items.

Following Denison and Mishra (1995), effectiveness
was measured using seven five-point Likert items, rang-
ing from 1 = poor to 5 = excellent. These items included
overall performance,® market share, sales growth, prof-
itability, employee satisfaction, quality of products and
services, and new product development. These six spe-
cific effectiveness measures yielded a one-factor solution
which we labeled the effectiveness index (alpha =0.84).
While some scholars have criticized the use of subjec-
tive measures of effectiveness, we found them useful
for several reasons. First, because Russian accounting
standards are still emerging, it is nearly impossible to
obtain comparable financial data. Second, because firms
operating in Russia have such diverse goals, comparing
their short-term financial performance makes little sense.
Third, virtually no centrally collected financial informa-
tion is available. Finally, Russians are often secretive and
unwilling to share financial information. Thus, in Russia
the benefits of using subjective measures far outweigh
the drawbacks. Furthermore, there is good precedent for
using perceptual measures (Delaney and Huselid 1996,
Denison and Mishra 1995), and prior research has shown
that subjective measures of performance correlate well
with objective measures of performance (Powell 1992).

We also included control variables for size, industry,
firm age, country of origin, and nationality of the respon-
dent. We measured firm size as the number of employees
and controlled for concentration in manufacturing. Firm
age has little variance because foreign firms were not
allowed into Russia prior to 1987. We also controlled for
industry, using six of the SIC-based categories prevalent
in our sample:

(1) electrical, industrial, and precision instrument
manufacturing;
(2) wood,
manufacturing;

(3) all other manufacturing;

(4) banking, insurance, real estate, advertising, and
accounting;

(5) wholesale and retail trade;

(6) other services.

Finally, we included dummy variables to control for
the influence of the home country of the parent firm and
to separate Russian and non-Russian respondents. The
U.S. comparison sample used in this study comes from
Denison et al. (2002) and includes 36,542 respondents
from 94 firms from the United States. For this sample
there are >25 respondents from each firm. Responses
were aggregated at the firm level before conducting
the analyses. Intraorganizational response rates ranged

textiles, food, and metal

paper,
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from 48% to 100%. Surveys were completed by a wide
variety of respondents in the different organizations. The
surveys were completed between 1997 and 1999 and
cover a wide variety of industries. Tests for industry
effects revealed no significant industry effects on the
relationship between organizational culture and effec-
tiveness, and thus controls for industry were dropped to
preserve degrees of freedom.

Results

The validity of the Russian culture measures is sup-
ported by the factor analysis presented in Table 1. The
data factor nicely into four dimensions with relatively
low cross loadings and all of the Cronbach alphas are
greater than 0.70. Thus, the factor analysis demonstrates
good convergent and discriminant validity.

Table 2 addresses the issues raised in Research Ques-
tion 1, and offers support for the model. All four of the
model’s cultural traits are associated with perceptions
of organizational effectiveness in the 179-firm Russian
sample: 31 of 32 correlations among the various dimen-
sions of organizational culture and effectiveness reached
statistical significance. To compare U.S. and Russian
managers as proposed in Research Question 2, Table 2
reports correlations from a sample of 94 U.S. firms

Table 1 Factor Analysis of Organizational Culture Measures’
Factor 1 Factor 2 Factor 3 Factor 4
Involvement
Empowerment 0.21 0.83 0.08 0.14
Team orientation 0.01 0.79 0.18 0.09
Capability 0.10 0.75 0.12 0.31
development
Consistency
Core values 0.89 0.1 0.05 0.23
Agreement 0.89 0.26 0.18 0.09
Coordination 0.83 0.17 0.24 0.26
and integration
Adaptability
Organizational 0.14 0.21 0.80 0.16
learning
Customer focus 0.26 0.10 0.83 0.17
Creating change 0.16 0.07 0.80 0.36
Mission
Vision 0.22 0.33 0.16 0.67
Goals and objectives 0.00 0.06 0.27 0.84
Strategic directions 0.00 0.29 0.14 0.78
Eigenvalue 5.11 1.79 1.18 1.03
% Variance explained 42.60 14.91 9.79 8.55
Alpha (for bold items) 0.81 0.89 0.86 0.76

Note. "N = 179.

(Denison et al. 2002). This comparison shows that all
four cultural dimensions in the Russian data are less
highly correlated with overall performance, employee
satisfaction, quality, and product development, than was
the case in the United States. On the other hand, in
the Russian data the cultural traits correlate more highly
with market share, sales growth, profitability, and the
effectiveness index. In Russia, adaptability and involve-
ment are the strongest correlates of the effectiveness
index, overall performance, profitability, and product
development; involvement and mission are the strongest
correlates of market share, sales growth, employee satis-
faction, and quality. This pattern contrasts with the U.S.
results, which show that mission correlates most highly
with five of eight effectiveness dimensions.

A more definitive look at the relationship between
organizational culture and effectiveness is provided by
the regression results. Table 3 reports the Russian results.
It shows that the control variables are insignificant, with
two minor exceptions: (1) Firms in the electrical, indus-
trial, and instrument manufacturing sector are slightly
less profitable, (2) larger firms tend to receive somewhat
higher quality ratings. Table 3 shows that all of the cul-
ture traits except consistency are significant predictors of
some aspect of effectiveness, providing substantial sup-
port for the first research question. The results also sup-
port the idea that different aspects of culture are linked to
different elements of effectiveness. For example, Table 3
shows that sales growth is most highly associated with
mission and that profitability is most highly associated
with adaptability. Finally, Table 3 shows that involve-
ment is the most important dimension of organizational
culture for firms whose primary goal is employee satis-
faction. A correlation matrix of the variables used in the
regression analyses is presented in Appendix B.*

Overall, adaptability and involvement seem to be
the most important determinants of effectiveness in the
Russian context. They account for 12 of the 15 signif-
icant relationships associated with effectiveness and are
also the most significant in the effectiveness and over-
all performance models. These results contrast with the
regression results for the U.S. data, which are presented
in Table 4. In the United States, mission is the organiza-
tional cultural trait most highly associated with effective-
ness, as it is significantly associated with five of the eight
effectiveness measures. Involvement is also significantly
associated with employee satisfaction and the overall
effectiveness index. Thus, involvement appears to be
important for creating an effective organization in both
the United States and Russia. However, mission appears
to be the most important trait in the relatively sta-
ble United States, while in Russia’s transition economy,
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Table 2 Culture and Effectiveness Correlations

Overall Market Sales Employee Product Effectiveness
Performance Share Growth Profitability Satisfaction Quality Development Index
Russian Data
Involvement 0.44" 0.33" 0.38" 037" 046" 042" 0.33" 0.48"
Team orientation 0.42* 0.28* 0.35* 0.34* 0.44* 0.41* 0.30** 0.45*
Capability devel. 0.38** 0.32 0.33* 0.34* 0.35* 0.34** 0.32* 0.44*
Empowerment 0.35* 0.25 0.32* 0.27* 0.41* 0.35* 0.24* 0.36**
Consistency 0.31™ 0.22™ 0.25™ 0.28™ 0.23 027" 0.12 0.29™
Core values 0.30** 0.30* 0.22** 0.25* 0.21* 0.24* 0.11 0.28*
Agreement 0.24** 0.17* 0.24** 0.20* 0.16* 0.21* 0.07 0.21*
Integration 0.29** 0.20* 0.22** 0.29* 0.25* 0.27* 0.13 0.30**
Adaptability 0.46™ 0.30™ 027" 0.45™ 0.33" 031 0.36™ 0.54™
Org. learning 0.40** 0.30* 0.24** 0.39* 0.28* 0.26** 0.33* 0.49**
Customer focus 0.39** 0.16* 0.24** 0.40* 0.29* 0.24* 0.31* 0.47*
Creating change 0.35* 0.32* 0.22** 0.36** 0.28** 0.28* 0.28** 0.42*
Mission 0.20™ 0.30™ 045™ 0.26™ 0.38™ 037 027 0.39™
Vision 0.07 0.10 0.33* 0.18* 0.19* 0.13 0.38**
Goals 0.19* 0.30* 0.31* 0.19* 0.34* 0.33* 0.23* 0.27*
Strategy 0.26** 0.38** 0.48** 0.34* 0.45* 0.41* 0.33* 0.40*
U.S. Data
Involvement 0.55" 0.14 0.26™ 0.22* 073" 0.54™ 042" 042"
Team orientation 0.50* 0.07 0.22* 0.20* 0.66* 0.49* 0.34* 0.32*
Capability devel. 0.55** 0.27* 0.32* 0.26** 0.70 0.55** 0.46** 0.43**
Empowerment 0.50* 0.09 0.21* 017* 0.71= 0.47* 0.40* 0.35*
Consistency 0.55™ 0.19" 0.26™ 0.28™ 0.70™ 058" 0.37 0.31™
Core values 0.53* 0.22* 0.26"* 0.27* 0.69** 0.53* 0.32* 0.27*
Agreement 0.49* 0.21* 0.25 0.28** 0.58** 0.51* 0.34** 0.34**
Integration 0.49* 0.09 0.20* 0.20* 0.64* 0.54* 0.40* 0.49**
Adaptability 0.51™ 0.14 0.26™ 0.65™ 0.50™ 0.45™ 0.35™
Org. learning 0.45% 0.04 0.20* 0.65* 0.44* 0.34* 0.33*
Customer focus 0.43* 0.14 0.19* 0.53* 0.47* 0.35* 0.19*
Creating change 0.48* 0.18* 0.29** 0.22* 0.56** 0.44* 0.51* 0.38*
Mission 0.58™ 0.26™ 0.38™ 0.33" 0.68™ 051 043 0.46™
Vision 0.57* 0.18* 0.34** 0.27* 0.73* 0.56** 0.44* 0.45%
Goals 0.50** 0.22* 0.33* 0.35% 0.56™* 0.40* 0.33* 0.33**
Strategy 0.57* 0.34** 0.39* 0.33* 0.61* 0.47* 0.44* 0.49*

Note. "N = 179 for Russian data, N =94 for U.S. data.
*p < 0.05, *p < 0.005.

adaptability is the more important factor. The observa-
tion that different organizational cultural traits are more
important in the United States and Russia addresses
Research Question 2.

These comparative results are quite encouraging. The
culture measures achieved a high level of validity, show-
ing that comparative cross-national research on cul-
ture and effectiveness is quite possible. The correlation
and regression results show many important similari-
ties to the results from prior research from the United
States, but present one important difference: In Russia’s

turbulent transition economy, stability traits such as
mission and consistency are less strongly associated with
effectiveness than are the flexibility traits of involvement
and adaptability. The results also make good intuitive
sense and encourage us to turn our attention to what lies
behind the numbers.

Taking a Closer Look: Four

Case Studies

The quantitative part of this study shows that many of
the concepts in the organizational culture model appear
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Table 3 Regressions of Effectiveness on Organizational Culture Dimensions: Russian Data’

Dependent Variables

Overall Market Sales Employee Product Effectiveness
Independent Variable Performance Share Growth Profitability ~ Satisfaction Quality  Development Index
Involvement 0.27* 0.20* 0.21* 0.18* 0.33% 0.29% 0.18* 0.26***
Consistency 0.13 0.05 0.13 0.07 0.05 0.12 —0.06 0.05
Adaptability 0.30% 0.09 0.05 0.3 0.02 0.00 0.26** 0.34%
Mission 0.09 0.10 0.36**  —0.01 0.22* 0.21* 0.08 0.06
Firm size 0.08 0.14 0.06 0.11 0.10 0.18* 0.02 0.12
% Manufacturing —0.03 —0.05 —0.05 —0.11 —0.11 -0.13 -0.02 —0.04
Firm age 0.08 0.12 0.01 0.07 0.05 0.00 0.07 —0.07
Industry 123 —0.03 -0.10 —0.03 -0.17* —0.09 -0.14 —-0.03 —0.10
Industry 223 0.06 0.04 0.04 —0.05 0.02 0.07 11 —0.05
Industry 323 0.09 —0.06 0.01 0.00 —0.00 0.02 —0.08 —0.06
Industry 423 —0.01 —0.06 0.09 —0.01 -0.10 0.01 —-0.03 —0.02
Industry 523 0.08 -0.10 0.03 -0.10 0.02 0.02 —0.01 —0.08
Home country Canada® 0.10 —0.08 —0.05 —0.02 0.038 0.05 0.01 —0.08
Finland® 0.09 -0.12 0.09 —0.08 0.08 —0.01 —0.01 —0.08
Germany?® 0.01 -0.15 0.02 —0.09 —0.11 —0.08 0.05 —0.02
Sweden?® 0.04 0.02 —0.03 0.03 0.00 0.02 0.08 —0.02
United States® 0.05 -0.13 —0.02 —0.08 —0.00 —0.05 -0.07 —0.01
Manager U.S./Russian 0.06 —0.09 0.13 0.01 0.05 0.03 0.01 0.05
F full model 4.27* 2,727 4,08+ 432" 4.4 410" 2.39" 6.18%+*
Full model R? 0.32 0.23 0.31 0.33 0.32 0.32 0.21 0.41
Adjusted R? 0.25 0.15 0.24 0.25 0.24 0.24 0.12 0.34
A adjusted R?* 0.24 0.10 0.23 0.20 0.23 0.21 0.10 0.33
F for A adjusted R? 12.44% 487 12,05%** 10.49%+ 12.30" 11.20% 4,62 20.15%*
DF 160 160 160 160 160 160 160 160

Note. *p < 0.05, *p < 0.01, **p < 0.005, ***p < 0.001.

N = 179; standardized regression coefficients (Betas) are reported.

2Industry 1 = electrical, industrial, and precision instrument manufacturing; Industry 2 = wood, paper, textiles, food, and metal manufac-
turing; Industry 3 = other manufacturing; Industry 4 = banking, insurance, real estate, advertising, and accounting; Industry 5 = wholesale
and retail trade.

3Industry 6 = “other services” and home country “France” are excluded from the regressions so that the model is not overdetermined.

4“A adjusted R?” shows the amount of additional variance explained by adding the four organizational culture variables as a set to
regressions including all 14 control variables.

Table 4 Regressions of Effectiveness on Organizational Culture Dimensions: U.S. Data'?

Dependent Variables

Overall Market Sales Employee Product Effectiveness
Independent Variable Performance Share Growth Profitability Satisfaction Quality Development Index
Involvement 0.21 -0.18 -0.10 —0.01 0.52% 0.13 0.06 0.35*
Consistency 0.10 0.07 —-0.13 0.21 0.19 0.45 —-0.13 —-0.13
Adaptability —0.06 -0.13 —0.01 —0.38* -0.11 -0.02 0.32 —0.21
Mission 0.38* 0.46* 0.58**** 0.47+ 017 0.04 0.24 0.48*
F 18.09"** 3.13* 5.90" 5.64 41 44 16.36™** Q.21 13.44%+
R? 0.36 0.09 0.16 0.15 0.56 0.34 0.22 0.26
Adjusted R2 0.34 0.06 0.13 0.12 0.55 0.318 0.20 0.24
DF 90 90 90 90 90 90 90 90

Note. *p < 0.05, *p < 0.01, **p < 0.005, ***p < 0.001.
'Standardized regression coefficients (Betas) are reported above.
2N =94,
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to have an impact in the Russian context. However, even
where the results appear to indicate a similar impact
in the United States and Russia, it could be a mistake
to assume that the concepts have the same meaning in
the Russian context as they do in the U.S. environment.
For example, empowerment may be important in both
contexts, but empowerment may entail very different
behaviors in the two contexts. Thus, the first objective
of the case studies is to ground the model in the Russian
context through more detailed description. The second
objective is to highlight aspects of the cultures of these
firms that have an important impact on effectiveness but
are difficult to describe using only the concepts in the
model. This section begins with a description of the case
study methodology, followed by background descrip-
tions of the four firms, and a summary table. Next, we
ground the concepts of the model in the reality of the
cases. The final part of this section focuses on several
key themes that emerged from the case studies that were
not well represented in the model but help to provide a
better understanding of culture and effectiveness in the
Russian context.

Case Study Methods
We began by identifying a subset of the 179 firms that
had at least 70 employees and had manufacturing and
sales operations in Russia. To control for the national
culture of the parent firm and to facilitate access, we
identified 13 Swedish firms that met these criteria and
selected four firms representing a range of effectiveness
levels (Eisenhardt 1989). We then conducted 10 inter-
views in each firm. In each case, we interviewed one
expatriate (either the GM or Deputy GM) and conducted
the remaining interviews with Russians. In each firm,
we interviewed the GM, the HR Manager, two produc-
tion employees, one production manager, one market-
ing employee, one marketing manager, one financial or
accounting employee, one engineer, and one engineering
manager. Sixty percent of the interviews were conducted
in English and the rest in Russian with a translator
present. The interviews were semistructured, follow-
ing Merton et al. (1963) approach. The core questions
focused on the following topics: the interviewee’s back-
ground, the organization’s values, the unique aspects of
the organization’s history, the subgroups in the firm, the
organization’s management and business practices, and
the link between the organization’s culture and effective-
ness. The purpose of these interviews was to understand
the organization and the impact that its culture had on
effectiveness.

Two researchers were present at each interview. Both
took notes independently and typed them up each

night. Any inconsistencies were discussed and resolved.
Researchers’ impressions were kept separate from the
interviewees’ impressions, and all data were included in
the write-ups even when not specifically requested in
the interview guide (Yin 1984, Eisenhardt 1989). Inter-
view notes from the two researchers were compared to
highlight differences and produce a master set of inter-
view notes. Next we followed the “memoing” process
(Glaser 1978) to record patterns that the researchers
noted within each site and across sites to identify the
matches between the empirical pattern and the predicted
pattern (Yin 1984).

Our presentation of the case studies begins with brief
background descriptions of each firm. This is followed
by a discussion of the cases in terms of the four traits
defined by the model, illustrating them with examples
from the cases. The final section focuses on several key
themes that emerged from the case studies that were
not well represented by the model but are important for
understanding firms in Russia.

Four Case Studies: General Background

AGA. Headquartered in Stockholm, Sweden, AGA is one
of the world’s leading producers of industrial gas (e.g.,
oxygen, hydrogen, argon) with 1999 sales of U.S.$1.76
billion and over 10,000 employees in 40 countries. AGA
has a matrix structure with three business areas (man-
ufacturing industry, process industry, and health care
industry) and country organizations.

AGA entered Russia in 1908. After an interruption
during the 1917 revolution, AGA began supplying the
Russian market via its Finnish subsidiaries in 1934. In
1999, AGA Russia employed over 350 people, with a
head office in Moscow, a sales office in St. Petersburg,
and factories in Kaliningrad and Moscow. AGA Moscow
experienced financial losses in Russia in 1997 and 1998,
but cut expenses in 1999 and thus made a small profit
even though their prices are high and the industry has
overcapacity.

In 1995, AGA Moscow invested U.S.$10 million in a
plant with a capacity of 100 tons per day. The “new”
factory was an old AGA factory from Finland that was
disassembled, shipped to Russia, and then reassembled
in Balashikha, just outside of Moscow. AGA Moscow
also set up 20 distribution stations throughout Russia.
The Moscow office in Balashikha is divided into the
sales department, mainly made up of new personnel, and
the production side, mostly comprised of workers from
the acquired production facility.

Alfa Laval. Alfa Laval produces dairy equipment for
separating milk and cream, as well as heat exchangers. It
has 13,800 employees in 110 subsidiaries in 50 countries
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producing annual revenues of U.S.$1.8 billion. Alfa
Laval acquired the Potok factory outside Moscow in
1993 and renovated it to create a modern-looking factory
in 1996. Today, with 300 employees, the factory is some-
what too large for Alfa Laval Potok’s current needs.

Alfa Laval Potok has 20 distributors in different
regions of Russia. In Novosibirsk, Alfa Laval Potok has
a successful distributor covering most of Siberia and
accounting for 50% of the total Alfa Laval Potok heat-
ing revenues. Alfa Laval Potok had poor initial results
and many challenges to overcome. However, it appears
that Alfa Laval has adapted well to the Russian environ-
ment, making its first profit in 1999. Alfa Laval Potok
was originally supposed to focus on producing separa-
tion equipment, but this market had overcapacity. As
a result, Alfa Laval Potok switched the majority of its
efforts to producing heat exchange equipment for dis-
trict heating, which was a more promising business. This
move took courage on their part and shows a good abil-
ity to adapt to the Russian market. Alfa Laval’s efforts
to switch its focus to heat exchangers, trim excess per-
sonnel and assets, and aggressively pursue sales explain
why it is now profitable.

AssiDoman. The Swedish firm AssiDoman is one of
Europe’s largest forest-product companies, with 18,000
employees and sales of U.S.$3 billion, 60% from out-
side Sweden. AssiDoman is divided into five business
areas: forestry, packaging, craft products, cartons, and
barrier coating. It first entered Russia when it acquired
57% of the paper-producing company Segezhabumprom
in Karilea. This company ran into serious problems, and
AssiDoman has only recently managed to liquidate this
investment.

Nonetheless, AssiDoman still saw opportunity in the
Russian market and invested U.S.$25 million to open
a new factory in St. Petersburg in 1997. This modern
factory focuses on the production and sales of corru-
gated packaging in northwestern Russia. Russian native
Dennis Belkovsky (Managing Director) and his Danish
wife Malene Ratajczak (Finance and Administration
Director) manage the plant with an enlightened man-
agement style. According to AssiDoman, the Russian
market for corrugated cardboard is growing rapidly. Its
factory, which covers 15,000 m?, is capable of produc-
ing 60 million m? of cardboard per year when work-
ing three shifts. Currently, however, only one shift, with
80 employees, is working.

Lift. Lift (a pseudonym) is a division of a large
global firm that develops, produces, sells, and services
elevators. The parent company has 200,000 people,
sales of U.S.$22 billion, and is organized in a matrix
structure with national companies in one dimension and

30 business areas in the other dimension. Lift Moscow
is a joint venture formed in 1994. Lift owns 80% of Lift
Moscow and the Moscow Mechanical Complex owns
the remaining 20%. In practice, Lift Moscow functions
like a wholly owned subsidiary. Lift Moscow was sup-
posed to be Lift’s golden door to Russia, but its potential
has not been reached because it has been unable to sell
many elevators. Fortunately, it has been able to adapt by
cutting the work force from 550 to 350 employees and
by aggressively pursuing service contracts.

Because Lift Moscow produces only small elevators
designed for residential use, local governments that have
limited resources are their primary customers. Lift has
had great difficulty selling elevators for cash and has
resorted to barter. For example, in one recent deal, Lift
“sold” a U.S.$1.2 million elevator system to a town. The
town paid for the system by bartering U.S.$1.15 million
in electricity to a pulp and paper company that bartered
U.S.$1.1 million in paper to a trading company that paid
Lift U.S.$1 million cash. Many foreign firms refuse to
consider barter deals even though they can be an effec-
tive way of doing business in Russia. Indeed, barter
deals have several drawbacks—they take much longer
and require a 20% markup to be profitable. However,
they allow firms to make sales that would not otherwise
be possible. The use of barter deals and the focus on
service are two key examples of how Lift has adapted.

Grounding the Model in the Russian Context

To summarize the case studies, we present several rat-
ings of the culture and effectiveness measures. The
researchers’ assessments, the survey evaluation of the
GM, and the survey evaluation of the 10 interviewees
are all presented in Table 5. These results show that the
different assessments are quite consistent.

Each of these cases provides examples that help
ground the model in the Russian context. Some of the
examples show direct similarities to firms in a Western
context, while other examples appear to illustrate the
general concepts outlined in the model, but show many
differences from firms in the West. This section presents
our qualitative findings.

Involvement. Several of the cases provide examples of
involvement similar to what might be found in the West,
while other examples provide a very different feel. For
example, the AssiDoman production manager rewarded
workers who could operate multiple machines and put
a chart on the wall where workers could see how many
machines they were certified to operate. Nonetheless,
strong leaders who exert tight control are an enduring
Russian tradition and the overall level of involvement
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Table 5 Ratings of Culture Traits and Effectiveness for Case Study Firms

Overall Effectiveness
Involvement Consistency Adaptability Mission Performance Index

AGA: Industrial Gases

Researcher Low Low Low Low Low Low

GM 23 2.7 20 2.7 23 22

Average 10 respondents 2.6 2.0 2.7 2.0 2.0 2.0
Lift: Elevators

Researcher Low High Medium Medium Low Low

GM 2.7 43 33 3.0 2.7 2.7

Average 10 respondents 2.4 4.0 3.6 3.1 25 2.4
Alfa Laval: Heat Exchangers

Researcher High Low High Medium Medium Medium

GM 4.0 2.7 4.3 33 3.7 38

Average 10 respondents 37 29 4.0 32 35 39
AssiDoman: Cardboard Boxes

Researcher Medium Medium High High High High

GM 3.7 3.7 4.3 4.7 4.7 4.6

Average 10 respondents 3.3 35 45 4.3 4.4 4.4

seems quite a bit lower than would likely be the case
in the West. For example, the same production manager
who rewarded workers for mastering multiple machines
exerted very tight control over workers and would not
allow them to make personal calls home, even if they
had a sick child. Workers also complained that manage-
ment often made them clean their aging machinery over
and over again when work was slow. Nonetheless, work-
ers still appear to place high value on capability devel-
opment. In this same organization, when workers were
asked if they would prefer an extra month’s pay or the
chance to attend a one-week training course, most said
that they would choose the training course. This is con-
sistent with assertions that Russians may attach higher
value to development than their counterparts in the West
(Puffer 1992).

Other examples of involvement appear to be more
unique to Russia. Top management at Alfa Laval would
often delegate decisions to middle management. How-
ever, because top management had an “open-door” pol-
icy, the middle managers would come back over and
over again, asking top management to “decide” on an
issue that had officially been delegated to them. Top
management would respond by asking for the pros and
cons of different alternatives but in the end tried to make
the middle managers decide. Top management thought
that this was better than abruptly telling middle man-
agement that it was their job to decide. Over time the
middle managers slowly learned to make decisions on
delegated issues. Alfa Laval, in fact, was probably the

best example of high involvement among the four case
studies.

AGA provides a useful example of how expectations
of involvement and the sense of belonging to a team
often follow functional lines. AGA had two very differ-
ent subcultures. People in the top management, sales,
and accounting departments were young, new to the
firm, highly motivated, and open to trying new ways
of working. People in the production department were
older and had been working at the plant for many years.
This second group of employees primarily wanted sta-
ble jobs with salaries they could live on and were not
eager to change the way they had worked for years.
Both groups were motivated by membership in their
functional subgroups but not by their membership in
the organization as a whole. While this general phe-
nomenon occurs in firms in the West, it was clearly
more extreme in AGA. For example, the first time we
interviewed two factory workers, we asked, “How does
it feel to work for AGA?” They replied, “We don’t
work for AGA.” Further questioning revealed that what
they meant was that they worked for the Balashikha
plant and regarded AGA as only an investor. The man-
agement/sales/accounting group viewed the production
workers as ineffective employees that they inherited with
the plant, many of whom wanted their salaries without
having to work hard. However, the factory employees
saw the management group’s high salaries and fancy
offices as a major problem that was preventing AGA
from being profitable. “After all,” one of the production
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workers commented, “the sales employees cost money,
but they are not really producing anything.”

Consistency. Several of the cases illustrate aspects
of the cultural trait consistency that parallel observa-
tions made in firms in the West. The AGA and Alfa
Laval cases reveal serious problems with coordination
and integration stemming from the differing mindsets
across functions and the poor communication between
departments.

Coordination and communication problems are, of
course, also common within firms in the West. However,
the cases suggest that the scale and scope of these defi-
ciencies are substantially greater in Russia. For example,
we asked questions about each firm’s core values. In
Lift, several of the employees gave the same answer,
“The core value of the firm is to maintain the formal
system.” Their response does point to a consistent set
of core values, but shows that they think that the pri-
mary purpose of the firm is to maintain the integrity of
the authority structure—not a response that an employee
in the West would often give. Another example illus-
trating both the applicability of the general concept
and the idiosyncrasy of its application in Russia came
from AGA. When we asked one lower-level employee
whether he agreed with management’s decisions, he
replied, “Right now, people really have no choice other
than to agree.” This comment shows the relevance of the
general concept of alignment and consensus across lev-
els, but also illustrates the different connotation attached
to “agreeing” in Russia.

Adaptability. The case studies illustrate a number of
aspects of adaptability. The data reflect certain dynam-
ics similar to those in Western organizations, while oth-
ers are quite different. AssiDoman’s use of two-person
sales teams provides an example paralleling what might
be found in the West. To respond more quickly to cus-
tomers, AssiDoman paired one salesperson on the road
with another salesperson in the office. This assured that
customers would be able to contact someone even when
their sales representative was on the road. The pairing
was also helpful in that the salesperson on the road could
rely upon his or her partner in the office to make cer-
tain that orders were placed with the production depart-
ment on a timely basis. Although one salesperson with
a laptop and cell phone would probably do this job in
the West, the example shows how a small team with
shared responsibility can make the system respond more
quickly to customers.

Other examples of adaptability that are more specific
to the Russian context came from Alfa Laval and Lift.
In an effort to survive, Alfa Laval quickly changed its

focus from separation equipment to heat exchangers. In
Lift, the original focus on producing and selling new ele-
vators in Russia was expanded to also include servicing
existing elevators. Servicing existing elevators became
the main part of Lift’s business. The few new eleva-
tors that Lift was able to “sell” were often arranged
through barter. Drastic strategic changes of this sort may
occur as a part of restructuring in the West, but in the
Russian context they are clearly a more routine aspect of
“business-as-usual.” This underscores the importance of
adaptability as a concept, even if it takes a different form
in the Russian context. Russian firms’ approaches to cre-
ating change are also instructive. On one hand, Russians
appear to be able to endure change of almost any sort,
sustained by their combination of resignation, fatalism,
and ingenuity in the service of survival. On the other
hand, their concept of a proactive approach to change in
which individuals shape their own future appears quite
limited. It is noteworthy that the most adaptable firm,
AssiDoman, used an “open-to-change” mindset as a key
criterion in the recruitment of new employees.

Mission. Because of the continuous state of turbu-
lence in the Russian business environment, a clear sense
of mission is difficult to establish. Thus, with few excep-
tions, the positive examples in our case studies had to
do with the way that drastic organizational changes were
communicated to employees. For example, the two least
effective organizations, Lift and AGA, both changed
direction quickly, but did little to communicate these
changes to their employees. In Lift’s case, the change
from production, sales, and service to only service was
not communicated throughout the organization. Changes
were simply made on the operational level, and employ-
ees were expected to follow. In AGA’s case, a series of
unmet sales targets quickly changed its strategic goals
from expansion to survival. However, employees seemed
largely unaware of the rationale for these changes. Two
other cases, Alfa Laval and AssiDoman, illustrate the use
of mission to foment change. In Alfa Laval, the strategic
rationale for the shift from separation equipment to heat
exchangers was well communicated and well understood
throughout the firm. In AssiDoman, we saw one of the
few examples of creating a proactive sense of mission.
The subsidiary was led by a husband and wife team
who made a deliberate attempt to create an organization
that was, in their words, “a good place to work.” Their
success in communicating this mission was evident in a
number of their employees’ comments in interviews.

Our analysis of the data from these four case studies
also supported the quantitative findings in another impor-
tant way. Our informants provided many more exam-
ples of the impact of adaptability and involvement on
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a firm’s effectiveness than of consistency and mission,
which appeared to be far less powerful determinants of
effectiveness in the Russian context. Comments relat-
ing to involvement and adaptability also contained many
examples of creative solutions to problems posed by the
Russian context. Our queries about consistency and mis-
sion elicited some interesting examples, but these cultural
traits clearly are less salient in the turbulent Russian busi-
ness environment. Thus, the results of the case studies
mirror the quantitative findings.

Understanding Organizational Culture in

the Russian Context

In the previous section, the qualitative results reported
for each of the four traits fell into two different cate-
gories: (a) qualitative findings that fit well with the con-
cepts in the model and were illustrated through patterns
similar to what one might encounter in the West, and
(b) qualitative findings that fit reasonably well with
concepts in the model, but felt quite different from the
patterns typically encountered in Western firms. This
section of the paper takes this analysis one step further
and focuses on several cultural dynamics that are not
as well represented in the model and are quite different
from the conditions typically encountered by Western
firms.

First, it is important to acknowledge the influence of
the Communist era on the culture of firms in Russia.
Like firms in most transition economies, our case study
firms were “functionally incomplete” (Newman and
Nollen 1998). During the Communist era, the functions
of strategy, finance, sales, and marketing were primarily
performed by the state. Thus, one of the major transi-
tions has been to establish these functions at the firm
level. From a cultural point of view, these changes often
feel more like a merger or acquisition (of the new func-
tions) than like cross-functional differences in the West.
They influence all aspects of firm operation that require
cross-functional coordination. Second, the tradition of
central control and authority means that the salience of
any conception of the firm or the value chain is weak
or nonexistent compared to the power of the functional
boss. Russians often regard firm-level goals as distant
and unfamiliar priorities compared to maintaining the
integrity of one’s functional area.

This pattern is clear in several of the cases. Indeed,
one of our first impressions of AGA was of the coexist-
ence of two separate worlds. The top management and
the sales and accounting departments make up one
world, while the manufacturing department makes up
another. Most employees in the former group were

young, ambitious, and new to the firm, while the second
group was older and had worked at the factory for years.
The first group was housed in a separate building that
was much nicer than the factory building. Communica-
tion between the two groups was limited.

A similar picture comes from Alfa Laval. Several
top managers were Swedish, with poor knowledge of
Russian. They tended to work with younger English-
speaking Russians. The language barrier created an “us”
versus “them” feeling and undermined team spirit. “Us”
referred to the people on the fourth floor, who speak
good English, are new at the production plant, and per-
haps worked at Alfa Laval’s sales subsidiary prior to
the acquisition of the factory. “Them” referred to the
older managers from Potok with limited knowledge of
English, located on the third floor.

One employee at the Potok plant told us about the
difficulty he had understanding the Alfa Laval culture.
Prior to Alfa Laval’s acquisition of Potok, meetings were
very formal with chairs assigned according to position.
Now, Alfa Laval Potok employees are encouraged to
work together as equals to try to solve problems. This
is difficult for older managers. To them, communication
between people of different levels is unnatural. To learn
the new style, the old managers went to Sweden for a
week to see the new management style in action. As one
participant said, “I understood right then how work was
to be done. It is like the old Russian proverb that says
it is better to see something once than to hear it one
hundred times.” In Lift, we saw a picture of authority
distribution that was more traditional in Russia. When
we asked one manager if workers could suggest prod-
uct modifications he answered, “You don’t understand:
Workers work; managers know everything.”

These examples illustrate a difficult challenge faced
by firms in Russia. Many firms, in effect, have two work-
forces. The first consists of older workers, with a tra-
ditional Russian mindset, who resist change. They are
primarily found in production and engineering where
there is no substitute for their technical expertise. The
second workforce is made up of young, aggressive “New
Russians” who are generally eager to adapt. Members
of this group are driven by career ambitions and often
have some training in business, English, or a few years
experience working for a foreign firm in sales or mar-
keting. It also appears to be a common pattern to place
younger workers in charge of older ones early in their
careers, adding to the tension.

The impacts of subcultures are well established in the
organizational research literature (Hatch 1993, Martin
1992, Van Maanen and Barley 1984) and provide one
point of reference for understanding these dynamics.
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Indeed, one shortcoming of the culture model used here,
like other general models (Hofstede 1991, Kotter and
Heskett 1992), is that it can foster the impression that
organizations have unitary cultures. Researchers using
these approaches need to be aware of the subcultures
that exist and the dynamics they create. Kliuchevskii’s
(1990, pp. 58-64) comments on the Russian “tendency
to dissemble,” “preference for working in groups,” and
“circumspect nature” highlight elements of Russia’s
national culture that may help give rise to organizational
subcultures.

Another example from AGA helped clarify the impact
that these dynamics can have on effectiveness. When we
visited the factory we noticed a bottleneck which seemed
to be caused by operating only one forklift despite three
others parked nearby. We learned that the forklifts had
been purchased three months ago, but three of them had
been idle for the last five weeks with broken sparkplugs.
We traced this problem through the system: The opera-
tors said that they had informed their supervisors of the
problem. The supervisors told us that they had reported
the problem to the repair center. The repair center direc-
tor told us that those sparkplugs were difficult to get in
Russia and had been ordered from Germany. Each per-
son felt that he had done his job and that there was noth-
ing to do but wait for the sparkplugs to appear. While the
workers were upset that they did not have three of their
four forklifts, no one took the initiative to ensure that the
sparkplugs would arrive faster. Further, no one seemed
upset that a major investment in the forklifts was going
to waste and that workers’ time was being used inef-
ficiently. In reality, a phone call to Germany probably
could have had a box of sparkplugs delivered FedEx to
Moscow in a few days. Top managers at AGA Russia
were unaware of this problem and would have taken
action if they had known.

This example also points out the importance of the
concept of time as a resource. In many Western firms,
competitive strategies based on time are well established
(Stalk 1988). None of the case study firms viewed time
in the same way as a well-managed firm in the West.
The proclivity for responding only to central authority
means that most Russian workers and managers place
little value on responsiveness, the goals of the firm, the
shared responsibility of employees, or the mechanisms
by which unresolved problems are surfaced for man-
agers to address. In contrast to the literature’s treatment
of differences in time perspective as a stable national
characteristic (Bluedorn 2000; Giddens 1990, 1991; Hall
1976; Hofstede 1991; Trompenaars 1998), we uncovered
significant differences between the four firms, suggesting
that individual firms have great latitude in the extent to

which they reflect national tendencies. Our findings also
suggest that a firm’s concept of time may be influenced
by its exposure to the West and by the level of compe-
tition in its industry.

The cultural dynamics described above are summa-
rized in Figure 2. As the economic transition shifted
the division of labor between the state and the firm,
existing firms were rendered functionally incomplete.
Adding the functions of management, finance, strategy,
and marketing created an imbalance in the demograph-
ics of these firms and spawned subcultures with little
shared sense of the firm as a whole. Within this context,
coordination problems are widespread and their solution
is essential for effective organizational performance. The
problems of coordination across subcultures are influ-
enced by several Russian national characteristics, par-
ticularly the tendency to dissemble and the concept of
time as a resource. These intrafirm dynamics are also
influenced by the changes taking place in the economic
system that require firm-level economic transitions and
by increasing levels of market-based competition. As
noted earlier, the dynamics noted in Figure 2 could have
been explained simply by reference to the concepts in
the organizational culture model. Indeed, consistency
and coordination, empowerment, and the presence of a
firm-level mission all could be discussed with reference
to concepts in the model. However, discussing the exam-
ples only in terms of the concepts in the model would
miss the underlying pattern uncovered in the case stud-
ies and presented in Figure 2. This pattern is very useful
in understanding the culture of organizations in Russia.

These four case studies have grounded our concep-
tual model in the realities of the Russian context and
addressed the issues posed in our third research question.

Figure 2 Cultural Dynamics of Firms in Russia
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In general, the case studies support the idea that the
model is a useful starting point for understanding issues
of culture and effectiveness in the Russian context.
Indeed, we could have discussed the dynamics high-
lighted in this section in terms of the model, but doing so
would have missed the point that concepts can have dif-
ferent meanings in different contexts, even as they have
wide applicability across those different contexts. The
case studies highlight an interesting distinction between
the behaviors that illustrate the concepts in the model
and are similar to what one might observe in firms in the
West and those behaviors that illustrate the concepts, but
are very different from what one might observe in a firm
in the West. This distinction is very helpful because it
illustrates that the concepts may travel fairly well, help-
ing to account for the quantitative support for the model,
but that the specific patterns of behavior that exemplify
the concepts may vary quite a bit across cultures. Indeed,
this aspect of the study provides an interesting exam-
ple of how a theory can provide a useful framework
and point of reference for understanding cultural patterns
that go far deeper than just the model.

Discussion

This study has taken an American model of organiza-
tion culture and effectiveness and applied it to understand
the performance of a set of foreign-owned firms operat-
ing in Russia. Several clear substantive differences have
emerged from this research. The first is the importance of
flexibility in Russia. Adaptability proved to be the most
useful dimension in the model for understanding over-
all effectiveness. This finding also makes good intuitive
sense given Russia’s turbulent and unpredictable envi-
ronment. This stands in contrast to a more stable envi-
ronment like the United States, where mission appears
to take on a much greater importance. Involvement also
appears to be important to effectiveness in Russia. Under
Communism, competition between groups was encour-
aged, but competition between individuals was discour-
aged. As a result, Russians like working in groups and
are good at it (Vlachoutsicos 2001).

Other substantive insights emerged from the case stud-
ies. These provided good support for the applicabil-
ity of the model, but also focused our attention on
issues specific to Russia. The most distinctive pattern
that we observed was the combination of dynamics,
summarized in Figure 2, that is driven by the “func-
tionally incomplete” organizational structures inherited
from the Communist era. These dynamics appear to be
an important feature of the organizational cultures of
firms operating in transition economies (Newman and

Nollen 1998). Future research on international manage-
ment and cross-cultural differences should not neglect
this important set of issues faced by managers in transi-
tion economies.

This study speaks to several other issues in the orga-
nizational literature. First, this paper has made a mod-
est contribution to the longstanding debate about the
wisdom of using theories developed in one part of the
world to understand organizational phenomena in other
parts of the world (Adler 1991, Boyacigiller and Adler
1991, Boyacigiller et al. 2003). The paper provides an
interesting point of reference in that debate. On one
hand, this study illustrates that a model of organiza-
tional culture developed in the United States can be
applied in the Russian context and can be useful for
predicting differences in effectiveness. However, in addi-
tion, the research shows that the model can be a useful
foundation for understanding differences in the culture-
effectiveness relationship across cultures. Differences
between national contexts can often be clarified through
comparative analysis. The use of a general model is
helpful, if not essential, to the comparative process.

The novel combination of qualitative and quantitative
methods used in this study will also be of interest to orga-
nizational researchers. The study began by using an exist-
ing model of organizational culture and effectiveness as a
starting point for the research. The first part of the study
presented a quantitative test of the model and showed that
the model was useful in understanding effectiveness, but
that the results were somewhat different from the results
for a sample of U.S. firms. The quantitative results were
used as probes to inform our research questions rather
than tools to refute falsifiable hypotheses. The second
part of the study selected four firms for in-depth qualita-
tive analysis. These case studies generated a number of
examples that served to ground the theoretical concepts
in the realities of the Russian context. The case studies
offered examples that fit well with the model, but also
highlighted themes that were invaluable in understand-
ing the realities of the Russian context but were not fully
anticipated by the model.

In contrast to the typical approach of qualitative the-
ory building followed by quantitative theory testing, this
study pursued both methods at the same time and allowed
us to move more quickly toward our goal of understand-
ing the link between culture and effectiveness in the Rus-
sian context. As mentioned earlier, this approach carried
several risks. Until we had established the validity of the
model in the Russian context, it did not make much sense
to plan to use it as a framework for interpreting the qual-
itative data. This meant that we were continuously com-
paring the findings from the two methods. For example,
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when we began to analyze our survey data we also con-
tinued analyzing our qualitative results to make certain
that the model could be a useful frame of reference for
interpreting the results from both studies. Had we done
the qualitative study first, we could not have explored the
themes that emerged from the quantitative study to the
same extent that we have here. Had we conducted the
qualitative study second, we could not have understood if
the model had validity and meaning in the Russian con-
text. It is also worth noting that we use the quantitative
data as a probe to inform our general research questions,
rather than as a tool to refute falsifiable hypotheses. In
other words we follow the logic of exploration, rather
than the logic of verification.

When it became clear that the quantitative results sup-
ported the model, our focus changed. It then made sense
to use the qualitative data for several different purposes.
The first purpose was to help illustrate the concepts in
the model and to ground the findings in the reality of
Russian organizations. This step of qualitative elabora-
tion worked quite well, and it helped us to see many
interesting and unanticipated insights that were hiding
behind our quantitative analyses. However, the qualita-
tive data also served a second purpose of describing
examples that fit well with the concepts in the model but
illustrated those concepts with behaviors, dynamics, and
patterns that were quite different from what might be
observed in a Western context. This taught us an impor-
tant lesson: The model may be “valid” in the Russian
context, but there may still be much to learn about what
the constructs actually mean in that context.

This discovery also taught us a healthy respect for
the linkage between theoretical concepts and the actual
behavioral patterns that exemplify them. As Denison
(1996) noted, the link between concepts and behavior

can vary greatly among countries. He cited the exam-
ple of the meaning attached to individuals wearing sur-
gical masks on the streets of Tokyo and Los Angeles.
In Tokyo, wearing a surgical mask was portrayed as a
form of prosocial behavior by those who had a cold and
wished to make certain that they did not transmit it to
others. In Los Angeles, wearing a surgical mask was a
means of protecting one’s self from the dangers of the
natural and social environment. The concepts of collec-
tivism and self-interest are salient in both contexts, and
the same behaviors existed in both contexts. The link
between the two, however, is exactly the opposite.

In an effort to help explain the differences that we
observed in effectiveness across organizations, the final
stage of the qualitative analysis focused on the most
distinctive cultural pattern that we observed, linking
functional incompleteness, subcultures, time perspective,
and coordination to help explain the differences that we
observed in effectiveness. This pattern influences many
of the concepts and measures in the model, but reveals
a far more fundamental dynamic than we could describe
using any single dimension. Combining these insights
enabled us to both validate the model and to provide a
more complete understanding of the dynamics of orga-
nizational cultures in the Russian context.
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Appendix A. Items and Indexes for Each Trait
Index Scale Item
Involvement Empowerment (1) Decisions are usually made at the level where the best information is available.
(2) Information is widely shared so that everyone can get the information he or
she needs when it's needed.
(8) Everyone believes that he or she can have a positive impact.
Team orientation (4) Working in this organization is like being part of a team.
(5) This organization relies on horizontal control and coordination to get work done,
rather than hierarchy.
(6) Teams are the primary building blocks of this organization.
Capability development (7) This organization is constantly improving compared with its competitors in

many dimensions.

(8) This organization continuous invests in the skills of employees.

(9) The capability of people in this organization is viewed as an important source of
competitive advantage.
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Appendix A. (contd.)

Index Scale

Item

Consistency Core values

Agreement

Coordination and integration

Adaptability Creating change

Customer focus

Organizational learning

Mission Strategic direction and intent.

Goals and objectives

Vision

(28)
(29)
(30)
(€2))
(32)
(33)
(34)
(35)
(36)

The leaders and managers follow the guidelines that they set for the rest

of the organization.

There is a clear and consistent set of values in this organization that governs
the way we do business.

This organization has an ethical code that guides our behavior and tells us
right from wrong.

When disagreements occur, we work hard to achieve solutions that benefit both
parties in the disagreement.

It is easy to reach consensus, even on difficult issues.

We often have trouble reaching agreement on key issues.*

People from different organizational units still share a common perspective.
It is easy to coordinate projects across functional units in this organization.
There is good alignment of goals across levels of this organization.

This organization is very responsive and changes easily.

This organization responds well to competitors and other changes in the
business environment.

This organization continually adopts new and improved ways to do work.

Customer comments and recommendations often lead to changes in
this organization.

Customer input directly influences our decisions.

The interests of the final customer often get ignored in our decisions.*

We view failure as an opportunity for learning and improvement.

This organization encourages and rewards those who take risk.

We make certain that we coordinate our actions and efforts between different
units in this organization.

This organization has long-term purpose and direction.

This organization has a clear mission that gives meaning and direction to our work.

This organization has a clear strategy for the future.

There is widespread agreement about goals of this organization.
Leaders of this organization set goals that are ambitious, but realistic.
The leadership has clearly stated the objectives we are trying to meet.

We have a shared vision of what this organization will be like in the future.
Leaders of this organization have a long-term orientation.
Our vision creates excitement and motivation for our employees.

Note. *Items in italics are worded negatively in the survey. Responses are reversed for analytic purposes.

Appendix B. Correlations for Russian Data’

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17
(1) Adaptability
(2) Consistency 0.44*
(3) Involvement 0.53* 0.34**
(4) Mission 0.46* 0.30** 0.45*
(5) Firm size —0.08 0.00 —-0.02 0.03
(6) % Manufacturing -0.12 -0.07 —0.09 —0.06 0.07
(7) Firm age 0.05 0.04 0.12 0.11 0.29 0.1
(8) Industry 12 0.06 0.06 0.11 0.02 —0.04 0.02 —0.05
(9) Industry 22 —0.08 —-0.17 -0.01 —0.01 —0.04 0.02 —0.05 -0.10
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Appendix B. (contd.)
1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17
(10) Industry 3? 0.03 0.02 -0.01 0.02 -005 0.04 0.13 -0.12 -0.14
(11) Industry 42 —-0.03 -0.03 0.05 0.05 0.14 0.04 003 -0.12 -0.14 —-0.17*
(12) Industry 52 -008 -0.01 -0.05 -0.12 0.04 -0.07 -004 -0.14 —-0.07 —-0.20* —0.20**
(13) Canada 0.00 -0.04 0.07 -007 -0.03 -006 -0.11 —-0.09 003 005 -0.07 0.01
(14) Finland 004 —-010 001 005 004 004 -001 009 008 —002 -006 —007 —0.14
(15) Germany -0.08 -0.05 -0.05 0.04 0.13 -0.05 -0.01 -0.04 -0.03 —-0.04 0.08 -006 -0.15* —0.22*
(16) Sweden 003 005 -007 -001 —004 —002 011 004 —005 —008 -003 008 —010 —0.15* —0.16*
(17) United States —003 005 -001 -007 —-008 010 -003 —004 001 003 003 009 —022* —034* —036* —0.25"
(18) Manager -007 -0.12 -0.07 -021* -0.01 -0.16* 0.07 -0.07 -0.08 0.11 0.01 -010 003 -0.07 0.13 011 -0.15

United States/Russian

Note. "N =179.

2Industry 1 = electrical, industrial, and precision instrument manufacturing; Industry 2 = wood, paper, textiles, food, and metal manufacturing; Industry
3 = other manufacturing; Industry 4 = banking, insurance, real estate, advertising, and accounting; Industry 5 = wholesale and retail trade.

*Correlation is significant at the 0.05 level (two-tailed).
**Correlation is significant at the 0.01 level (two-tailed).

Endnotes

ITo test for response bias, we confirmed that the respondent firm size
of 91 was almost identical to the population of foreign subsidiaries in
Russia with more than 15 employees, which averaged 92 employees
(Goskomstat 1998).

2We conducted a comparative citation analysis for a 1996 issue of
Academy of Management Journal 39(4), which included two single-
respondent studies; Delery and Doty, cited 75 times according to the
social science citation index and Delaney and Huselid, cited 55 times.
These single-respondent studies compare positively to other studies in
the same issue of Academy of Management Journal which are cited,
on average, only 21 times. Thus, scholars appear to see significant
value in single-respondent studies.

31t is interesting to note that when the six specific effectiveness mea-
sures are regressed on our general effectiveness measure (overall per-
formance), we find that sales growth, profitability, quality of products
and services, and employee satisfaction are the significant drivers of
overall performance in the Russian data. New product development
and market share have positive betas, but are not significant. In the
case of the U.S. data, the results are the same except that market share
is also significant.

4These results are also encouraging in that they show that correlated
measurement error between the independent and dependent measures
could not have accounted for all the significant results. If this were
the case, we would expect to find all of the variance claimed by the
first variable entered into the regression equation, thus leaving only
one significant predictor. Since all of the equations have more than
one significant predictor, this suggests that the results are quite robust.
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ORGANIZATIONAL CULTURE:

Measuring and Developing It in Your Organization

by William H. Mobley, Lena Wang, and Kate Fang

Think about organizations that are the leaders in your business or industry
sector. What is it that is giving them competitive advantage? Cost? Quality?
Technology? Product and process innovation? Customer service? Logistics chain?
Talent? Or brand? Yes, each of these may be a key factor that helps organizations
differentiate themselves. However, there is a much less obvious and less tangible
factor that also can be a determining source of competitive advantage. That factor is

organizational culture.

Defining Organizational Culture

Culture is a conceptual word that has been discussed for thousands of years by
anthropologists, sociologists, historians and philosophers. Each society is underpinned
and defined by a distinctive culture. Culture is a set of values, beliefs, common
understanding, thinking and norms for behaviour that are shared by all members of a
society. You cannot precisely define it, but you can sense it and feel it. Culture
provides guidance to behaviours in the society, in apparent and sometimes
unnoticeable ways; and it profoundly influences your decision-making.

The same understanding that applies to societies can be well applied to
management science. Organizations are quite similar to societies and communities in
the sense that they are constituted by a group of people who distinguish themselves by
clear boundaries from other work groups. Through working together, people gradually
develop their own way --- a habitual or sometimes taken-for-granted way --- in
achieving unitary objectives; and by adapting to, while being adapted by, other people

in the organization.
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To have a strong and effective organizational culture, you will want to be asking
questions like these: Do all employees in my organization have a common
understanding of our purpose, strategy and goals? What are the core values in our
organization and do all have a common understanding of these values? Do we have a
team spirit in our organization? Is everybody highly involved and committed? How
do we define success? How do we handle agreement and disagreement? What
behaviours are regarded as deviant in your company? How adaptive and innovative
are we as an organization? The feelings of every member towards every aspect of
corporate life, when counted together, constitute your organizational culture.

At the surface level, culture can present itself as visible symbols, slogans,
languages, behaviours, histories and stories, dress codes, heroes, legends, rituals and
ceremonies. But underlying these visible signs of culture, are the core values, beliefs
and shared assumptions of each employee that help define the organization’s culture.
Do not expect your organization’s culture to be easily changed by switching your
logos, rearranging the layout of your office space, or repeating some heroic stories to
your employees. They may work to a certain degree but are definitely far from
adequate to win your employees’ hearts and their minds, as well as the market. What
you need is some deeper analysis and reflection of your people’s collective beliefs and
assumptions. Only when you understand these in more depth will you be able to

define appropriate steps to strengthen your organization’s culture and effectiveness.

Why should leaders care about organizational culture?

If you consider the organizational culture issue to be of little importance to your
organization, you may want to rethink your views. Organizational culture has been
extensively studied over recent decades. This research affirms a strong link between
organizational culture and organizational performance. The reason is obvious:
bureaucratic control could only buy employees’ bodies but not their hearts. A strong
organizational culture, however, can be a primary generator of real motivation and

commitment. In a strong and cohesive culture, the organization’s core values are both
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intensely held and widely shared. This high intensity of common beliefs makes it
relatively easier to draw consensus among employees, to build a focus on important
goals and objectives, to reduce potential conflicts, to cultivate a learning environment,
and to lower staff turnover. A strong culture has a unique absorptive power to
congregate people. Employees no longer need to be compelled to work hard but do so
willingly. They identify themselves with their organization, just as they do with their
families and communities.

You may be questioning at this stage. You can see the impacts culture produces
on my organization’s internal integration, but how about our economic performance?
Is there any convincing case? The answer is a definitely yes, based for example, on
the results from large-scale surveys conducted among a broad range of companies. In
Kotter and Heskett’s 11-year research into 207 firms, they come up with exciting
results: companies with cultures that emphasize all the key managerial constituencies
(customers, stockholders, employees) outperform by a huge margin firms that do not
have those cultural traits. During this 11-year period, the former group achieved an
increase of 682% in revenue while the latter had only a 166% increase. Considering
workforces, the former expanded 282% compared to 36% for the latter. The contrast
IS even more conspicuous in stock prices: 901% increase versus 74% increase; and for

the growth in net income, 756% versus 1%.

What Kind of Culture Do We Want?

You may have started thinking: ‘I want my organization to have a strong culture!
How do | get that done?” However, we first must offer a warning. Strong culture
does not unconditionally bring immense advantages. While benefiting from cohesive
values and work objectives, you might also be confronted with an inflexible cultural
barrier if you want to make changes. Once people get used to a culture, they begin
to develop a protective instinct against any change. Under this circumstance, strong
culture could bind people together to form a defensive or non-adaptive strategy,

sometimes to the extreme of being catastrophic and uncontrollable. However, if
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replaced by a weak culture, things would be much the opposite: as the group is
fragmented and people are individualistic, they are less likely to form collective
resistance; structural change and innovative techniques are therefore much easier to
be put into action.

In a dynamic market economy, organizations that are slow in reaction to
external changes would be very fragile. We frequently notice that many companies are
now labelling ‘innovation’ as one of their central objectives and are investing in R &
D and bringing in new management or technical tools. What they frequently ignore, is
that innovation cannot be easily implanted. A full and actual integration of it takes a
long time, since it is much easier to accept it technically than culturally and
emotionally. People are forced to forget all about their familiar system and to become
fresh-hands again. It is not a good feeling, particularly when they encounter problems
during the learning process. However, if your organization possesses a learning
environment where people always keep up with the latest trends in your industry,
where challenging the status quo and constant search for improvement are valued, you
could probably avoid the above problems. An excellent culture should be flexible to
environment, and each individual, including both top management and bottom
employees, should be open to change.

In a word, a desired organizational culture is stable and flexible --- stable in
their vision, values and mission, but elastic in the structure and operations; it should
focus on both external adaptation and internal integration --- adapting to the customer

and market and satisfying to employees at the same time.

How Do We Know Our Culture?

Let’s turn now to some practical information about understanding and measuring
your organizational culture. This is indeed a difficult task. During recent years,
academics and practitioners in management science have focused on studying how to
measure the dimensions of organizational culture and how such measures relate to the

effectiveness and competitiveness of the organization. Here, we would like to present
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what we believe to be one of the most valid and useful models and measures of
organizational culture. It was developed by Dr. Daniel Denison, a famous professor at
IMD. In the early 1980s, he studied the performance data from 34 firms and found
that in those organizations whose work is more sensibly organized and where
individuals are more involved in decision-making, Return on Investment (ROI) and
Return on Sales (ROS) are two to three times higher. The longer the research lasts
(such as 5 years after), the more significant the performance gap between high-end
and low-end companies. After the first set of studies, he continued and expanded the
range of companies that his research covered; the total number of companies has
reached 764 by 1995 and is still growing rapidly year-by-year.

The result of this global research is that four cultural traits (adaptability;
mission; involvement; and consistency) influence organization performance to a
significant degree. Through a precise examination by statistical tools, the effects of
these four traits are remarkably reflected in Sales Growth, Return on Assets (ROA),
Quality; Profits; Employee Satisfaction; and Overall Performance. From this vast
database — now contributed by more than 1,500 companies from every part around the
globe (covering North America, Australia, Asia, South America, and Europe), more
than 550 were selected out to form a reliable norming benchmark Within this
organization pool, small, medium-sized and large multinationals are included, many
from the Fortune Global 1000 companies. They significantly differ in the number of
employees (ranging from 10 to 866,730); in gross revenue (from $200,000 to
$184,000,000,000) and in company life band (from 5 years to 200 years). As you can
see, this database is large, technically and scientifically reliable.

The findings from a company’s use of this organizational culture measure are

displayed in a colourful and easily understood pie-shaped circle, shown in Figure 1.
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Figure 1. The Denison Organizational Culture Model

External Focus

Let us look at this model as shown above. At the very centre of it lie an
organization’s basic beliefs and assumptions. These beliefs and assumptions are the
wellspring of behaviour and action, but are well hidden under the surface of daily
corporate life. However, we can still approach culture in a more measurable and
useful manner. The four-trait model in Figure 1 provides such a possibility. Each of
the four coloured quarters above is further divided into three sub-dimensions as

defined below.

Involvement is about building employees’ capability, ownership, and responsibility.
Your organization’s score on this trait reflects how much the organization focuses on

developing, informing, involving your people and getting them engaged.
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Empowerment: Are your people empowered with real responsibility? Have they
created a sense of ownership and initiative?

Team orientation: Value is placed on working cooperatively towards common
goals. Do you rely on team effort to get work done?

Capability development: Do you continually invest in the development of your
employees’ skills to stay competitive, meet ongoing business needs, and meet

employees desire to learn and develop?

Consistency is to examine whether you have a strong and cohesive internal culture.
Core Values: Does your company have a shared set of values that creates a strong
sense of identity and a clear set of expectations among organization members?
Agreement: Are leaders skilled enough to achieve high agreement and reconcile
different opinions on critical issues?
Coordination & Integration: Do different functions and units of the organization

work together well? Do departmental or group boundaries interfere with cooperation?

Adaptability is focusing on an organization’s ability of adapt quickly to the signals
from the external environment, including customers and the marketplace.

Creating Change: Are we afraid of taking risks to create change? Are we learning
to read the business environment, envision changes in process and procedures, and
make timely change?

Customer Focus: Adaptable organizations are driven by their customers; are you
able to understand your customers, satisfy them and anticipate their future needs?

Organizational Learning: Can you interpret the signals from the environment into

opportunities for encouraging innovation and gaining knowledge?

Mission: Successful organizations have a clear sense of purpose that defines
long-term directions. The Mission trait is useful in identifying whether you are in
danger of shortsightedness or you are equipped with systematically defined strategic

and action plans.
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Vision: Do you have a shared view of a desired future state? Is that vision
understood and shared by all in the organization?

Strategic Direction & Intent: Are you planning to ‘make your mark’ in your
industry? Clear strategic intentions convey the organization’s purpose and make it
clear how everyone can contribute.

Goals & Objectives: Is a clear set of goals and objectives linked to the mission,
vision, and strategy adequately provided so that everyone could draw as reference in
their own work?

Now look at the whole picture. The two traits on the left side of the pie
(involvement + adaptability) focus on change and flexibility while the other two on
the right (mission + consistency) shows the capability to remain predictable and stable
over time. Divided by the horizontal middle line, the upper part (adaptability +
mission) is something related to an organization’s adapting ability in response to the
external environment and the bottom part (involvement + consistency) emphasizes the
issues on internal integration of systems, structures and processes.

One of the uniqueness of this model is that it focuses on two paradoxes that
each company is constantly seeking to balance. One is consistency versus adaptability:
companies that are market-focused may encounter problems with internal integration
but those too well integrated may be over-controlled and lacks adequate flexibility to
adjust to the environment. The other is top-down vision (mission) versus bottom-up
(involvement): organizations with too much emphasis on general corporate mission
may frequently ignore the issue of employee empowerment and buy-in, but
organizations with strong participation may have a hard time in establishing direction.

Besides the self-evident indications from the four colourful quarters, it is also
meaningful to see this graph as a whole, no matter vertically, horizontally or
diagonally. What’s more, different traits relates to different aspects of your company's
performance. According to the research results, external perspective greatly influences
Market Share and Sales Growth, while internal focus is more about Return on
Investment and Employee Satisfaction; the effect of flexibility is strongly related to

innovation of new products and services, and stability is directly contributing to
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financial performance such as Return on Assets, Return on Investment, and Return on

Sales.

Measuring Organizational Culture in China

With the permission and cooperation of Dr. Denison, we have translated and
cross-translated the Denison Organizational Culture measure into Chinese and have
used it with a variety of organizations in China; including a Chinese insurance
company, the China sales and marketing units of a global high-tech company, the
China manufacturing and China based regional headquarters of a global office
furniture company, the China commercial unit of a global consumer products
company, and three hospitals in south and east China. The organizational culture
measure asks employees at all levels to describe their organization in a survey
questionnaire composed of 60 questions. It takes around 15 minutes to complete,
either on-line via the internet or in hard copy, both Chinese and English languages are
provided upon request.

Let us take a look at how the Organizational Culture measure can be used.
Figure 2 presents the organizational culture profile as described by 136 employees at
all levels of the China operations of a global office furniture company based in
Shanghai. The numbers presented for each organizational culture dimension are
percentile scores based on comparisons with over 550 companies that have completed
the organizational culture measure. For example, the score of 59 on Team Orientation
indicates that 59% of the companies are lower and 41% of companies are higher than
this company on this particular dimension. The score of 14 on Capability
Development says that 14% of companies are lower and 86% of companies are higher

on this dimension.
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Figure 2: Organizational Culture Profile for a Global Office Furniture Company
in China

External Focus

Flexible

N=136

Perhaps a brief introduction of background information on this company will
help you understand the situation better and match it with the organizational culture
profile. This Shanghai based company is the Asia Pacific and China headquarters of a
major global manufacturer of office furniture, which has an aggressive global
expansion strategy of setting up and/or acquiring manufacturing facilities around the
world. The global company tries to leverage, across geographies, its various resources
such as global major accounts, product lines and procurement capabilities, to work in
a more integrative way rather than to have isolated product development and sourcing
in different locations.

Under this global strategy, many organizational changes initiatives were

happening in this company. Historically a manufacturing-driven company, they have
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shifted their focus to become customer-driven, and would like to collaborate with
architects and designers to define and provide satisfactory workspace solutions,
emphasizing on positive customer experience. Previously importing 70% of their
components from North America with products designed mainly in US and Europe,
they were stepping up on localized sourcing, production and product development.
This helped to both lower the cost and push down from the high-priced segment to the
medium-priced segment to meet the local customer’s price expectations, and to be
closer to Chinese customer’s specific needs.

An important decision was made to move the company’s Asia Pacific regional
headquarters from Hong Kong to Shanghai. There were two primary reasons behind
this move. Firstly, the centre of their business has been shifted to Shanghai as many of
their global clients are moving their Asia Pacific headquarters, R & D centres etc.
from Hong Kong, Singapore, Tokyo to Shanghai. Secondly, such a movement would
help it better integrate the Shanghai manufacturing plant into the big picture of their
Asia Pacific area; the China branch was previously largely neglected due to being
disjointed from the headquarters’ key decisions, especially on those issues regarding
marketing.

The regional top management team members were moved to Shanghai and a
sales office and the Shanghai plant were restructured... People in the Shanghai branch
(both plant and sales office) were motivated because it enhanced their ability to learn
by being closer to a regional team. However, integrating the marketing and operations
team in the Shanghai factory remained an issue. These two had some historical
frictions, but the situation was further compounded by the fact that marketing was
‘entering’ into the domain of operations, which required a sharing of power and a
willingness to integrate. Besides, with of the pace of change and the coming of a new
management team, scepticism emerged from both the former regional team and the
central corporate, being unsure of the possible impact by organizational change and
the future status after taking that strategic direction.

In summary, the company’s aspiration is to get control of their destiny and to be

an active contributor to the global strategy. Their primary objectives, after the move,
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are focused on following issues: seeking closer integration of marketing and
operations, initiating more proactive local design, sourcing and strategic alliances,
developing local talent, and building a cohesive leadership team with a high
performance organizational culture.

Examine the situation and match it with the culture profile. What are some of
the change management actions you would consider if you were the Managing
Director of this company? There are typically four steps in looking at the
organizational culture profile:

1. Look at the general profile and identify main strengths and weaknesses;

2. Look at key strengths;

3. Look at key weaknesses;

4. Put forward action steps.
What can we learn from this organizational culture profile? Among other things, you
can see that the dimensions associated with Vision, Team Orientation, Organizational
Learning and Agreement are above average. The high score on Vision may be
interpreted as people in the organization have a clear idea as to the Vision of this
company. Team Orientation and Agreement dimensions indicate that the employees
are aligned to work well in teams. The high score on Organizational Learning reflects
the changes that are happening in the industry and market, and that the company is
trying to learn about the external environment in order to better adapt to it.

The dimensions of Capability Development, Customer Focus, Creating Change
and Core Values are relatively low. Capability Development has the lowest score of
all dimensions: it may mean that the employees have not received adequate training
and development opportunities, or at least, would not think they have adequate
opportunities. Though transforming into a customer-driven company, the low score on
Customer Focus indicates that this transformation is not yet completely successful.
The low score on Creating Change, coupled with the changes that are taking place in
the organization, suggests that there is still some change resistance among the
employees and the leadership needs to make efforts to ensure buy-in for the change

and provide managers with change management skills.
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If we divide the figure into left and right parts, you may see that all scores on
the right side are at least in the second quartile (>25), while the lowest three scores are
all on the left side of the wheel. We would conclude that this company is more stable
than flexible; better at Mission and Consistency than Adaptability and Involvement.
With the rapidly changing external environment (fast growing business opportunities)
and the rearrangement of internal structure and processes, this company needs to build
more on Adaptability and Involvement to excel.

Would you be interested to know the actions considered by the Managing
Director and his leadership team of this company? With the help from Denison model,
they thought carefully about some of the key issues and came to the following agenda:

1. With regard to Capability Development dimension: give employees more
room for self-development. The company may consider implementing training
and development needs analysis and action plans with every employee and put
in place the processes for well developed, communicated and implemented
individual development planning and review.

2. As for the Customer Focus dimension: do real enhancement to the Customer
Focus mindset among all employees. The company will start customer focus
initiatives including team visits to customers; Customer Management System
(CMS) upgrade; communication, follow up, and outcome tracking on all
customer issues.

3. On the Core Values dimension: make sure all of the organization members
have shared core value. In achieving this, more communications will be
encouraged: they may conduct “Line of sight” workshops, communicating
around core values, strategic intent and vision.

4. To address change resistance and ensure buy-in of all, they would need to
strengthen coordination and integration among sales, marketing and
manufacturing. In addition, change management and coaching workshops will
be conducted.

Other steps may include:
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v’ Tracking costs and trends in employee turnover

v" Adding Organizational Culture to the Balanced Scorecard metrics

In the 18 months since the organizational culture measure was first taken, this
company has adopted a number of actions to strengthen its organizational culture and
has experienced significant increases in sales, profitability, customer satisfaction and
employee satisfaction. We expect a follow-up organizational culture measure later this
year will reveal significant improvement in the relevant organizational culture
dimensions that have been addressed by the company’s leadership over recent months.

We hope you could have developed some skill in interpreting the Denison
organizational culture model after reading all the above explanations and sample
illustrations. Here are some other organizational culture profiles from organizations
in China. What is your analysis of these situations?

Figure 3 shows the organizational culture profile of a Chinese insurance
company. It is one of the traditional small insurance companies with a hierarchical
structure. As you may know, the insurance industry in China is undergoing profound
changes. In addition, at the time when the survey was administered, this company has
just gone into a joint venture with a big international company, bringing about internal
changes and frictions. The profile well depicts such a problematic situation, which is
compounded by severe external competition and significant internal tensions. Do you
see some possible actions that would follow from this profile? What dimensions

would you think are the most urgent needs? Could you provide some suggestions?
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Figure 3. The Organizational Culture Profile for Chinese Insurance Company
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Figure 4 projects a completely different situation. Every cultural trait of this
profile is looking quite good, and 9 of the 12 dimensions are well above average. This
is the survey result of a global consumer products company in China. Sales driven and
task oriented, they are the market leader and out-perform almost all their competitors.
What action steps would you recommend for this company? Perhaps additional

attention to Customer Focus and to Individual Capability Development?
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Figure 4: The Organizational Culture Profile for a Global Consumer Products

Company in China
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Figure 5 is the cultural profile of a hospital. It used to be a typical example of
those traditional state-owned big hospitals, but was about to transform into
share-holding structure and to solve the redundancy problem by downsizing, at the
time of the survey. With pressure from the top to reform and discontent from
employees on downsizing, what action steps do you envision based on the cultural

diagnosis provided below?
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Figure 5. The Organizational Culture Profile for a China Hospital
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The last example is the graph in Figure 6 of the China sales units of a global
high-tech company. It faces severe market competition at the time of the survey and
its market share was shrinking. What would you suggest they do to fight back on their

competitors and rebuild they market position?
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Figure 6. The Organizational Culture Profile for a Global Hi-Tech Company in
China

External Focus

Flexible

N=122

Each of these organizations above finds the cultural data helpful to better know
about their organization and people, to identify necessary change initiatives and to
measure the effects of changes in their organizations. Would you find this a useful

diagnostic and change management measurement tool?

Uses of Organizational Culture Measures in China

We believe there are a number of valuable uses for organizational culture
measures. Organizational culture measures can be a highly useful diagnostic tool for
visualizing the balance in your organization between Consistency and Adaptability,

between Mission focus and Involvement, between Stability and Flexibility, and
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between Internal and External focus. Each of the organizations profiled above is
doing just this. As already discussed, the organizational culture measure can be a
valuable tool to assess where you may want to focus your change management time
and attention. For China organizations that are merging, moving to shareholder status,
and/or adapting rapidly to the market economy, the organizational culture measure
can be a valuable input to the transformation process. The China hospital profiled
above is doing just this. Further, as more companies in China are adopting a rigorous
Balance Scorecard, the organizational culture measure can provide useful metric for
the people development, customer focus and other strategically important components
of your balanced scorecard. The consumer products company profiled above is doing
just this. By correlating some of your key effectiveness measures, e.g. sales versus
goal, employee satisfaction and turnover, leadership with unit organizational culture,
you can analyze not just descriptive differences among units but also the
organizational culture correlates of the effectiveness criteria. The high-tech company
profiled above is doing just that.

In summary, measuring organizational culture can provide you with important
information that will help guide your transformation and change processes. When
organizational culture is measured before, during and after change initiatives, it can be
one important change effectiveness metric. Organizational culture measure can be an
important addition to your balanced scorecard metrics. And most importantly, you can
demonstrate how organizational culture and changes in organizational culture are
related to changes in your organizational effectiveness. In short, measurement of
organizational culture can be a strategically important addition to your tool kit as you

continue to develop your competitive advantage.
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Caroline J. Fisher

o you think business culture doesn’t matter. Perhaps you

think it’s a passing fad, big in the 1980s and starting to show

its trendy head again—and this too shall pass. Or maybe you
are one of those who actually think culture matters, but you figure
you'll focus on it when “things slow down around here.” Well,
business culture does matter, and as an HR professional you really
can’t afford to wait to deal with it. You must make a compelling
case for top executives to take notice and focus on the true costs of
having an operational culture that leaves people feeling dispirited,
disenfranchised, and demotivated. It might be the most important
thing you can do to support sustainable bottom-line results.

WHY ARE WE SO CONFUSED ABOUT CULTURE?

The concept of organizational culture first appeared in the
historical record in 431 B.C. At that time, Pericles believed Athens
could win the Spartan war through strong, unified teamwork. But
theidea didn’t make a significantappearance in business literature
until the early 1980s, when the authors of In Search of Excellence'
presented a strong case that the key to excellent business perfor-
mance was to be found in the culture of an organization. Unfortu-
nately, problems with their research emerged over time, and
business leaders had a hard time moving these notions from the
bookshelf to the shop floor.

The academics entered the scene, and although the business
world seemed intrigued with the notion thatabusiness might have
a culture (not unlike a society, presumably), academia failed to
deliver a clear or consistent definition to work with. At one point,
there were 164 different definitions of culture, many of which
would make your eyes roll back.

Another problem with this thing called culture was the confu-
sion about where it comes from. Some argued that culture “hap-
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pens” with no particular rhyme or reason; others contended that
culture is an enduring manifestation of the founder’s leadership
style. (See Exhibit 1.) Just as unclear were the arguments about
how to change a culture. Viewpoints ranged from “impossible to
change a culture once it’s established” (the founding-father para-
digm) to “possible to change, butit requires years, even decades.”
Indeed, in those years, there was chaos on the culture front,
amounting to nothing short of “paradigm wars.”

Then there were the natural disagreements over how to mea-
sure a company’s culture. A powerful force in the academic
community insisted that the only way to truly understand your
business’s culture (that was viewed as utterly unique and not
comparable to any other’s) was to send in a team of researchers to

Exhibit 1
Business Culture: Myths and Truths

Myth: Culture is intangible, esoteric, and difficult to manage.
Truth: Culture is behavioral, measurable, and manageable. It takes
awareness. It takes attention. It takes leadership.

Myth: We still don’t understand how corporate culture works or how
it is directly linked to bottom-line business results. It’s too “squishy.”
Truth: Eighteen years of research involving 1,200 companies show us
clearly how culture works—and reveal a clear link between it and a
company’s profitability, sales/revenue growth, market share, quality,
innovation, and employee satisfaction.

Myth: Culture is solely embedded in the founder of the company or,
worse yet, “culture just happens.”

Truth: Effective cultures are almost always the result of thoughtful
leadership, involving the entire organization in a focused direction. As
a leader, by taking the right steps, you can rapidly change your
organization’s culture at any point in its evolution.

Myth: Culture is a luxury to be thought about when there is extra time
and resources.

Truth: Cultural issues have strategic impact that must be managed to
preserve business value and ensure success. There is probably nothing
you can do with your time and money that will have more long-term
leverage for your business success than focus on your culture.

Myth: Changing corporate culture is a cumbersome, difficult, and
painstakingly slow process.
Truth: By precisely targeting and developing behaviors that support
known results and applying lessons learned through others” experi-
ence, you can quickly achieve both culture change and its desired
performance improvements.




While it is true that
belief drives behavior,
it is equally true that
behavior drives
results.

Like It or Not...Culture Matters

spend months probing your organization’s symbolic and mytho-
logical underground. It was almost heresy to imply that culture
could be subject to any kind of quantitative assessment.

As long as culture stayed in the realm of qualitative, it was
almostimpossible tolink it to quantitative business performance—
things like profitability, market share, sales growth, etc. The
question “what does it affect?” was long left unanswered in basic
business terms.

So it is no mystery that discussions of culture have seemed
irrelevant to the business community. Although the concept con-
tinued to appear in business literature (with some claims of a
direct linkage with business performance), true understanding of
culture remained beyond the reach of common sense—let alone
business know-how. (After all, if I can’t define it, can’t measure it,
can’tchangeit,and am unclear how itlinks to results, why bother?
May as well dish up another program of the week!)

LOOKING AT CULTURE THROUGH A BUSINESS LENS

As the paradigm wars waged on, a small band of researchers
set out to establish a way to quantify and measure business
culture. One of these researchers was Daniel Denison?, now at the
University of Michigan business school. He was driven by the
conviction that, to make the concept of any use to business and to
draw a compelling link with bottom-line business performance
factors, there had to be a way to numerically measure “culture.”

For Denison, it was a matter of moving culture out of the
academicrealm and into the arena of everyday business realities.
The traditional view said culture is embedded in a set of assump-
tions and beliefs held by the business regarding customers,
competitors, employees, suppliers, shareholders, and others.
Denison’s view was that these assumptions and beliefs don’t
remain hidden, but are manifested in a set of outward behaviors
toward these groups—and that, since they are observable, these
behaviors are quantifiable.

It may well take an army of researchers to get a handle on
something like assumptions and beliefs, but behaviors are easy to
measure! And, after all, isn’t it people’s behavior that creates the
culture that everyone experiences? While it is true that belief
drives behavior, it is equally true that behavior drives results. So
when your interest is in the realm of results, Denison argued, it is
both practical and appropriate to approach culture via its most
obvious dimension ... the way people act!

Shifting the focus away from the intangible and esoteric to the
tangible and behavioral (and thus measurable) allowed break-
throughs in understanding business culture. Nine hundred and
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tifty businesses of all sizes and sectors participated in the develop-
ment of Denison’s culture model, which is rooted in workplace
behaviors and expressed in workplace language. It is a model
designed in the business context, developed by business leaders,
and understood from the business perspective—a far cry from
traditional culture models developed in the academic context,
described in academic language, and requiring a team of transla-
tors to make the perilous leap from the ivory tower to the corpo-
rate office. From Denison’s model, it was a short jump to a
quantitative culture assessment, which then opened the door to
examining the link between culture and things like profit, market
share, return on investment, sales growth, and more.

THE LINK BETWEEN CULTURE AND BOTTOM-LINE
RESULTS

Over the next few years, Denison’s model was applied to over
1,200 companies, ranging in size from 10 people to over 300,000,
and representing all ages, industries, and sectors. The findings are
compelling. They will enable you to understand in an entirely new
way why you are or are not achieving the results you want.

The model measures four basic business culture traits:

1. Mission—the degree to which the company knows why it
exists and what its direction is;

2. Involvement—the degree to which individuals at all levels
of the company are engaged in and hold that direction as
their own;

3. Adaptability—the ability of the company to know what
customers want, and the degree to which it can respond to
external forces and demands;

4. Consistency—the company’s systems and processes that
support efficiency and effectiveness in reaching goals.

This model does something that other culture models fail to do.
It embraces, rather than ignores, the basic paradoxes faced by busi-
nesses and their leaders. It accounts for the deep challenges of
leadership familiar to most business leaders today: “It’s not about
doing either this or that. To be successful Imust do this and that, even
if those two things are in direct conflict with each other!” You know
itwell, don’t you? You need both higher quality and lower cost. You
need both precision and speed. You need growth and efficiency. You
need to please both shareholders and employees; both regulators and
customers—even when serving one appears to hurt the other.

The cold hard reality is that you have to pay attention to the
inside and the outside of your business; to the short term and the
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long term; to things that provide focus and precision and to things
that offer flexibility and fluidity. Denison’s model reflects this
reality. Mission represents external focus and supports stability;
involvement represents internal focus and supports flexibility;
adaptability represents external focus and supports flexibility;
consistency represents internal focus and supports stability.

Denison’s research shows that the highest performing compa-
nies are those that show strength in all four areas. In other words,
they have developed cultures that fully address the paradoxical
demands facing them. They are crystal clear about why they exist
and where they are going (mission). Their people embrace this
defined direction, have line of sight from job to company goals,
and bring the full complement of their skills to their work (involve-
ment). They hear what their customers want or understand cus-
tomer needs enough to lead their customers to new products/
services, and they are able to learn what is needed to respond to
changing marketplace demands (adaptability). And they have
systems, structures, and processes in place to help align them as a
company, while being both efficient and effective in their pursuit
of results (consistency).

As a business leader, you might be saying, “Yeah right, if we
were strong in all those areas, we’d be turning good results, too.”
But, wait—the findings tell us more. Sure, they show us that the
highest performing companies are strong in all areas simulta-
neously (for example, showing 31 percent return oninvestment or
more). The findings also show us that there are relationships
between individual culture traits and specific performance mea-
sures. Denison’s findings are summarized in Exhibit 2.

Revenue growth and market share (both externally oriented
performance measures) are supported by the externally oriented
cultural traits of mission and adaptability. Quality and employee

Exhibit 2

Denison’s Findings
Profitability/ | Revenue Growth/ | Market Innovation Quality of Employee
Return on Sales Growth Share Products & Satisfaction
Assests Services
supported by supported by supported by supported by supported by supported by
Mission Mission Mission [Mission]
Involvement Involvement Involvement Involvement
Adaptability Adaptability Adaptability Adaptability [Adaptability]
Consistency Consistency Consistency

Source: Denison, D.R., & Neale, W.S. (1996). Denison organizational culture survey: Facilitators guide. Ann Arbor, MI: Aviat.
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satisfaction (internally oriented performance measures) are sup-
ported by the internally oriented culture traits of involvement and
consistency.

Innovation (a performance measure related to flexibility) is
supported by the flexibility-enhancing culture traits of involve-
ment and adaptability. The performance measure of profitability,
by far the most comprehensive and complex measure of business
performance, is supported by strength in all four cultural areas.

In 1997, I conducted a second phase of research at the Califor-
nia School of Professional Psychology. These findings confirm
Denison’s and extend them down the path of understanding what
creates success in today’s businesses.

These research findings revealed that mission alone, as a single
cultural factor, affects the greatest number of bottom-line perfor-
mance measures in a company. (Of Denison’s list, all except
innovation were affected.) Thus, if a company is simply clear on
why it exists and has a vision, goals, and strategies that are
embraced throughout the company, five of the six performance
factors can be affected. The fact that innovation is not affected by
mission alone is logical—a singular focus runs counter to the
diverse thinking required for innovation and creativity.

Involvement is the second most important culture trait, affect-
ing four of the six performance measures (all except market share
and sales growth). Adaptability affects three of the six (sales growth;
market share; and innovation); consistency affects two of the six
(quality and employee satisfaction).

There are two critical messages here. First, as abusiness leader,
when you're facing a crisis or trying to produce a step change in
results, do not focus on consistency alone. Ironically, when leaders
tace such challenges, they usually impose a new system or process
or structure—an attempt to gain control. But when this is done
without an accompanying emphasis on mission and involvement,
you'rebound to miss your mark. Atbest, youmightincrementally
improve product quality or employee attitudes. It’s equally likely
that you’ll end up worse off than before, having increased the
levels of cynicism and resistance to any future changes that really
will become necessary.

The second message is perhaps more important. If you want to
produce breakthrough results (not just incremental change, but a
whole new level of performance), look to mission and involvement.
Between these two culture traits, all six performance measures can
be affected. The other two culture traits (adaptability and consis-
tency) count, of course, for full and sustainable performance over
the long run—but without mission and involvement they won't get
very far.
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The corporate world
has spent trillions of
dollars attempting to
change over the last

15 years.

With regard to employee satisfaction, my research shows
that like profitability in Denison’s research, it is supported by
strength in all four culture traits. It is becoming clear that
employees are not only looking for things associated with in-
volvement (having a say) and consistency (effective support sys-
tems), but they are also demanding mission (being part of
companies doing positive things and with a clear path) and
adaptability (providing customers with what they want, and
having flexibility in learning and changing to meet new de-
mands).

SO WHY IS ALL THIS SO IMPORTANT?

The corporate world has spent trillions of dollars attempt-
ing to change over the last 15 years. Training programs, con-
sulting services, process improvements—the list goes on. By
one estimate, customers as well as employees rate the effective-
ness of these programs at 10-20 percent.* And that might be
optimistic!

There are many reasons for this rate of failure. Often, the
desired outcome or result wasnot clearly defined up front, with
an initiative applied to clearly match that result. Often a leader
desires to see a broad range of performance improvement and
applies the latest management fad, hoping somehow it’s the
answer. Alas, usually it’s not.

Sometimes, such initiatives can create meaningful change
over time. For example, even though an employee survey has
never changed a company, we have slowly learned that em-
ployee input is important, and its value has, in many cases,
elevated surveys to far more than just another check-off item in
a manager’s list of “things I gotta do.” The problem with an
evolutionary approach, however, is that companies don’t have
the time, energy, or resources for that anymore.

Companies today can’t mess around. They need results—
and they need to precisely target their changes to hit those
results on the nose! If a leader first defines a very specific result
(i.e., increased sales growth or increased innovation) and then
intervenes at a cultural level to achieve that result (adaptability
and mission for sales growth; adaptability and involvement for
innovation, etc.), they would be far more likely to get the result
they want, not to mention getting it faster!

Another benefit of the cultural approach to getting results:
A company can monitor and gauge how wellitis developing its
baseline sustainability—its ability to perform for the long haul.
After all, companies with strength in all four culture categories
win consistently over time.
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Viewing an organization through the cultural lens is useful for
other reasons as well. If a company is weak in all areas of culture,
the best place to start is with mission and involvement (remember,
you can ultimately affect all six performance measures through
these two traits). This can be true of start-up ventures (do you
know why you’re doing what you're doing and do your people
see your vision?); merging companies (creating a common “third
point” of focus to help each group take their eyes off each other
and put them on the goal); or companies in decline (that once
thrived even without a clear understanding of why they existed;
competition no longer allows this luxury).

Thelinks between individual culture traits and specific perfor-
mance indicators let you precisely target your organization’s
culture to meet specific results and to consciously build and
monitor the organization’s culture to ensure sustainable success.
Remember, hope is not a strategy. If you truly understand some-
thing, you can make the right choices to do something about it.

WHAT BUSINESS LEADERS OFTEN DON’T WANT TO
ADMIT

There are four ways to avoid dealing with your corporate
culture:

1. Argue that the research is flawed and you need more proof.

2. Contend that your company is different, and the usual rules
don’t apply to you.

3. Acknowledge thatit’s something the company should think
about—then delegate it.

4. Getreally mad about last quarter’s results and hire another
marketing guy.

It's easier to tell yourself that culture doesn’t matter or ... even
if it does, it can’t be managed. But if you are convinced that culture
is a strategic lever for success, you've cleared one of the biggest
hurdles between you and getting the results you want.

So figure it out. What results do you want from your business?
Improved profitability? Increased innovation? Then:

_] Take alonghard look: Determine what your culture really
looks like right now. Profile it; sharpen your understand-
ing of its dynamics and implications. This is no time for
“amateur nightat the Lodge” —engage the experience and
perspective of professionals.

Focus on what matters most: Identify those factors that
directly support the results you want. Consider their impli-
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cationsin the context of your industry and the marketplace.
Again, this is where the right expertise can really pay for
itself.

_l Prepare for the change: Clarify your expectations, check
your commitment, enroll key teammates, identify critical
support resources for the long haul.

_l Make it happen: And hold on tight.

Ashard asitmay be to deal with, culture is the work of today’s
HR professionals and management. And the behavior changes
needed to shape a business culture must start at the top, and be
constantly reinforced by HR. These changes must weave through
every level and every function and be consistently led and strate-
gically managed. You can’t just talk about it—you have to do it.

ANSWERING THE HARD QUESTIONS

So, you ask, why aren’t the “change programs” you've initi-
ated having more impact? Why aren’t the dollars you've invested
in training your people paying off? Whatis it going to take tomove
this company to the next level of performance and beyond?

The answer to these questions can be found in what may be the
last place you’d normally care to look: your business culture. Those
“hard” results you've dreamed so much about have now been
discovered smack-dab in the middle of “soft stuff.” Yes, culture
matters—and it matters in a big way. When all is said and done, it
matters as much as profits and market share and sales growth.

With therighttools, information, and support, you can quickly
understand the essence of your business culture—see exactly how
it’s supporting or hindering your company’s performance. You
can then zero-in on those aspects of your culture that lead to the
specific results you long for. It's about understanding the true
relationship between culture and bottom-line results—then using
this understanding in a very deliberate and pragmatic way to get
what you want.

Properly led, resourced, and managed, it doesn’t even have to
be a long, drawn-out process. If you take your stand, engage the
very best of yourself and your people, and take advantage of the
resources now available through the hard work, study, and expe-
rience of others, things can happen more quickly than you might
ever have imagined possible. ¢

NOTES

1. Peters, T.J., & Waterman, R.H. (1982). In search of excellence: Lessons from America’s
best run companies. New York: Harper & Row.
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2. ARCbegan working with Dr. Denison a few years ago and added his tools to the firm’s
consulting and facilitation repertoire.

3. Ashkenas, R.N. (1995). Beyond the fads: How leaders drive change with results. In C.E.
Scheiner, ed., Managing strategic and cultural change in organizations. New York: The
Human Resource Planning Society.
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RESEARCH IN ACTION

Corporate Culture and Organizational
Effectiveness:

Is Asia Different From the
Rest of the World?

DANIEL R. DENISON

O ne of the most difficult challenges for
the field of international management
is the application of theories and models
developed in one part of the world to under-
stand phenomena that occur in another part
of the world. Much of the early concern about
this issue concentrated on the relevance of
American theories abroad. But more recently,
the same problem has been faced by Japanese
theories of quality control and knowledge
creation; or by European theories of joint
ventures or organizational design. The goal
of these efforts is to develop a useful general
frame of reference, but also allow for the
needed sensitivity to local variation.

Some of the biggest challenges for devel-
oping theories with cross-cultural relevance

STEPHANIE HAALAND

PAULO GOELZER

come in the area of organizational studies.
Differences in behavior, work values, and
culture have been studied by many research-
ersin many different countries. Several frame-
works have proven useful for understanding
cultural differences (e.g., Trompenaars and
Hofstede) and have helped to establish some
relatively universal dimensions (e.g., indivi-
dualism, power distance) that can be useful in
understanding differences across national
cultures. But few researchers have attempted
to understand the impacts these behavioral
differences have in different national contexts.

The logic of cross-cultural comparison
and validation has been discussed at length
by several authors. In most areas of the lit-
erature, however, the biggest challenge is the

Acknowledgments: The authors would like to thank the International Institute for Management
Development for their support of this research. In addition, we are grateful for the involvement
of all the managers and executives who participated in this study.
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almost total absence of comparative data.
Our literature review found very few studies
that offered a comparison of the effectiveness
of organizations across several countries that
could be linked to differences in organiza-
tional culture, work values, and behavior.
The evidence global leaders need in order
to understand the impact of the organiza-
tional cultures they are creating is usually
unavailable.

This paper takes a bold but risky
approach to these challenges by examining
the link between organizational culture and
effectiveness with two separate studies. The
first study examines this link with data from
230 organizations in Europe, North America
or Asia, and reveals a surprising level of
similarity in the results across these regions.
The second study examines the same topic
using data from 218 organizations from
seven countries: Canada, Australia, Brazil,
US.A,, Japan, Jamaica, and South Africa.
The second study focuses on samples of
supermarkets that were part of an indepen-
dent cooperative operating in a similar fash-
ion in each country. The results show a high
level of similarity in five of the countries, but
a divergent pattern of findings from Japan
and Jamaica. These two studies constitute a
preliminary and exploratory step rather than
a comprehensive study, but they do illustrate
that a general theory about organizational
culture can be applied in multiple contexts,
with results that highlight both similarities
and differences across regions.

The paper begins by describing a model
of organizational culture used in this study
and discusses some of the research, con-
ducted primarily in the U.S.A., that has
established a link between culture and effec-
tiveness. We then pose several general
research questions that guided our study.
After that, we describe our samples, the data
collection and analysis strategies, and report
our results for both of the studies. Our dis-
cussion at the end of this paper summarizes
our findings, reflects upon their implications
for cross-national research and then consid-
ers some of the approaches that might facil-
itate future research in this area.

CORPORATE CULTURE AND
ORGANIZATIONAL
EFFECTIVENESS

A number of scholars have developed inte-
grative frameworks of organizational cul-
ture, but little consensus exists with regard
to a general theory. Since culture is a complex
phenomenon ranging from underlying beliefs
and assumptions to visible structures and
practices, healthy skepticism also exists as
to whether organizational culture can actually
be “measured” in a comparative sense.
Research on the link between organizational
culture and effectiveness is also limited by
lack of agreement about the appropriate mea-
sures of effectiveness. Despite these chal-
lenges, better understanding of this topic
remains critical to the development of orga-
nizational studies.

The current literature has its roots in the
early 1980s and focused attention on the stra-
tegic importance of organizational culture.
Kotter and Heskett expanded on this by explo-
ring the importance of adaptability and the
“fit” between an organization and its en-
vironment. This paper applies the culture
framework developed by Denison and his
colleagues. This stream of research has devel-
oped an explicit model of organizational cul-
ture and effectiveness and a validated method
of measurement. Using data from 764 organi-
zations, Denison and colleagues showed that
four different cultural traits (mission, consis-
tency, adaptability and involvement) were
related to different criteria of effectiveness.
Their research found that the traits of mission
and consistency were the best predictors of
profitability, the traits of involvement and
adaptability were the best predictors of inno-
vation, and the traits of adaptability and mis-
sion were the best predictors of sales growth.
Later research has linked the elements of the
model to differences in customer satisfaction
in two industries, and others have presented
an application of this model to foreign-owned
firms operating in Russia.

The Denison model is based on four
cultural traits of effective organizations that
are described below. Suggested references
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are included in the subsequent bibliography
section.

Involvement

Effective organizations empower their peo-
ple, build their organizations around teams,
and develop human capability at all levels.
Executives, managers, and employees are
committed to their work and feel that they
own a piece of the organization. People at all
levels feel that they have at least some input
into decisions that will affect their work, and
that their work is directly connected to the
goals of the organization.

Consistency

Organizations also tend to be effective
because they have “‘strong’ cultures that are
highly consistent, well coordinated, and well
integrated. Behavior is rooted in a set of core
values, and leaders and followers are skilled
at reaching agreement even when there are
diverse points of view. This type of consis-
tency is a powerful source of stability and
internal integration that results from a com-
mon mindset and a high degree of conformity.

Adaptability

Ironically, organizations that are well inte-
grated are often the most difficult ones to
change. Internal integration and external
adaptation can often be at odds. Adaptable
organizations are driven by their customers,
take risks and learn from their mistakes, and
have capability and experience at creating
change. They are continuously changing
the system so that they are improving the
organizations’ collective abilities to provide
value for their customers.

Mission

Successful organizations have a clear sense of
purpose and direction that defines organiza-
tional goals and strategic objectives and
expresses a vision of how the organization
willlook in the future. When an organization’s
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underlying mission changes, changes also
occur in other aspects of the organization’s
culture.

Like many contemporary models of lea-
dership and organizational effectiveness, this
model focuses on the contradictions that occur
as organizations try to achieve internal inte-
gration and external adaptation. For example,
organizations that are market-focused and
opportunistic often have problems with inter-
nal integration. On the other hand, organiza-
tions that are well-integrated and over-
controlled usually have a hard time adapting
to their environment. Organizations with a
top-down vision often find it difficult to focus
on the empowerment and the “bottom-up”
dynamics needed toimplement that vision. At
the same time, organizations with strong par-
ticipation often have difficulty establishing
direction. Effective organizations are those
that are able to resolve these contradictions
without relying on simple trade-offs.

At the core of this model are underlying
beliefs and assumptions. The ““deeper” levels
of organizational culture are typically quite
unique to each firm and are thus difficult to
measure and harder to generalize about.
They are often best understood from a qua-
litative perspective. Nonetheless, they pro-
vide the foundation from which behavior
and action spring. The four traits of organi-
zational culture presented by Denison and
Mishra have been expanded upon to include
three sub-dimensions for each trait, for a total
of 12 dimensions. This version of the model is
presented in Fig. 1.

This model is often used as part of a
diagnostic process to profile specific organi-
zations in order to highlight the strengths
and weaknesses of their cultures and to sug-
gest ways in which the organization’s culture
may influence its effectiveness. The follow-
ing example helps illustrate the application
of the model.

Example of a Japanese Consumer
Electronics Company

This section of the paper illustrates the appli-
cation of the culture model by presenting a



FIGURE 1

THE DENISON ORGANIZATIONAL CULTURE MODEL

External Focus

Flexible

brief example of the globalization of a major
Japanese consumer electronics company.
Like most, this company began by designing
and producing their products in Japan, and
developing extensive sales organizations and
dealer networks in Europe, the U.S.A., and
other markets. As the company evolved
through the 1980s and 1990s, they gradually
moved some low-end production out of
Japan, primarily to other, lower-cost produc-
tion locations in Asia. The strength of the
company’s products and technology, and
their established global brands and market-
ing presence allowed them to continue suc-
cessfully throughout the 1990s despite the
decline in the Japanese economy.

Stable

By the late 1990s, however, they began to
consider a different model of globalization.
Growing emphasis on the Internet in busi-
ness and consumer applications led to
increasing demand for their products to be
integrated with more general information
technology solutions. Selling discrete pro-
ducts (“boxes”) was still the core of their
business, but they experienced growing
demand for both integration and for the
customization of their products to meet the
needs of local and regional markets. These
changes led the company to begin planning
that the next stage of their evolution would
involve the creation of more fully-integrated
operations in each of the major geographic
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FIGURE 2 PROFILE OF a JAPANESE CONSUMER ELECTRONICS COMPANY

External Focus

Flexible

regions. Research and product development,
as well as production, needed to be estab-
lished in each of the regions outside of Japan.

The culture profile for a top management
sample of this organization is presented in
Fig. 2. The data for this profile came from a
survey of 75 executives who were two to
three levels from the top of the organization,
represented all geographic regions, and
included both expats and locals. Each of
the 12 indexes are measured by five survey
items, using a five-point Likert scale, which
are averaged to produce an index score. The
results are presented here in terms of per-
centile scores, indicating the percentage of
organizations in the benchmark database of
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Stable

over 700 organizations that scored lower
than the organization being profiled.
Examination of this culture profile
reveals some key organizational issues.
Overall, the highest scores are only slightly
above average, pointing to the many chal-
lenges that face management. Two of the
indexes, creating change (21st percentile)
and coordination and integration (16th per-
centile) are particularly low, pointing to the
challenges the organization faces in reacting
to the demands in the marketplace. When
both adaptability and consistency scores are
low, this usually points to an organization
that is struggling with the logic of their value
chain or trying to reinvent their value chain.



Both are true in this case. Another area that
presents a major challenge is capability
development (31st percentile). Creating a
more fully integrated organization in each
major region of the world will require a
significant change in the competencies and
capabilities of executives and employees. In
the past, investment in career development
was primarily targeted at Japanese employ-
ees who were on foreign assignment.

As our brief example shows, this
approach was useful in helping to highlight
several key cultural issues that are critical to
the company’s future evolution. The survey
and model has been translated into 14 lan-
guages and used with organizations in over
30 countries. In practice, the model has
worked well in many different national con-
texts. As we noted in our literature review, a
number of studies have examined the
empirical link between culture and effective-
ness in North America, but very few have
attempted to examine this link across cul-
tures. That is the purpose of this paper.

EXPLORING CROSS-
CULTURAL DIFFERENCES

This study explores one basic research ques-
tion: Are there cross-cultural differences in the
relationship between organizational culture and
effectiveness? The general research question
has many facets, but in this paper, we focus
on whether the pattern identified in the ori-
ginal research in North America is similar to
the pattern in other parts of the world, and
whether there are distinctive patterns that
are unique to specific countries. This ques-
tion also requires us to see whether the cul-
ture data itself varies significantly across
different regions of the world. A final ques-
tion concerns the explanation for the pattern
of findings—which factors account for the
observed differences or similarities? These
are the general research questions that
guided the research presented in this chap-
ter.

The sample for the first study reported in
this chapter was drawn from the archive of

organizations that have completed the Deni-
son Organizational Culture Survey over the
past five years. The sample comprised
36,820 individuals from 230 organizations
drawn from different industries, and includ-
ing organizations of all sizes and stages of
growth. In order to be part of the study, firms
had to have at least 25 respondents from a
representative population of employees in
the firm. On average, the response rate for
each of these organizations was around 60
percent, from internal samples that varied
from management teams to a complete census
of the organization. The majority of compa-
nies in the sample are based in North America.
Eight of the companies are based in Asia, and
34 are from Europe/Middle East/Africa
(EMEA). Global companies headquartered
in all regions typically have many respon-
dents from outside of the region.

Of the companies in this sample, 48 per-
cent are listed in the Forbes Global 1,000 List
for 2001. Approximately 20 percent are from
the consumer cyclical industry—including
automotive sales and dealerships, home
building companies, publishing, and retail.
Another 13 percent come from the consumer
staples industry, including restaurants, bev-
erage manufacturers, personal care products,
food, and tobacco sectors. Companies in the
technology sector account for 13 percent of
the companies in this sample, and the health
care sector, basic materials sector, and finan-
cials sector each account for 11 percent.
Seven percent of the companies come from
the capital goods sector, 3 percent each from
the utilities sector and the communications
sector, and 1 percent from the transportation
sector. The remaining 7 percent come from
public or non-profit organizations such as
schools and government agencies.

The sample for the second study reported
in this chapter included 2,162 employees of
independently-owned local grocery stores
within seven countries. The number of parti-
cipants and stores per country are as follows:
749 respondents from 92 stores in Australia,
326 respondents were from 17 stores in Brazil,
197 respondents from 13 stores in Canada, 306
respondents from 18 stores in Jamaica, 96
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respondents from 20 stores in Japan, 185
respondents from 20 stores in South African,
and 255 respondents from 38 stores in the
United States. All respondents were full-time
employees with positions ranging from non-
management to management to store owner.

In total, 6,736 surveys were mailed out
worldwide. Total response rate was 42 per-
cent, but 658 of the surveys could not be used
because respondents didn’t complete enough
of the questions or could not be linked back to
the appropriate store. This resulted in a usable
response rate of 32 percent.

The stores participating in this study are
part of the International Grocers Alliance
(IGA). IGA, headquartered in Chicago, IL,
was founded in 1926 and today is a global
alliance of more than 4,000 licensed stores,
with aggregate annual sales of $21 billion.
IGA currently has operations in 40 countries,
commonwealths, and territories. Retailers
who choose to join IGA, a voluntary non-
profit supermarket network, acquire the size
and strength to compete in the marketplace,
while maintaining their flexibility and auton-
omy as small business operators. IGA is
owned by a set of wholesalers and retailers.
The system is made up of supermarkets
affiliated with IGA wholesalers and distribu-
tors in each country. There are two types of
affiliation that supermarkets may have with
IGA: (1) as a corporate store, where the whole-
saler is the owner of the store, or (2) through a
““sponsorship,” where the owner-operator
joins the IGA system as a licensed store.

Countries selected to participate in this
study contained a minimum of 15 IGA-
affiliated stores. All stores in Brazil and
Jamaica were surveyed because a smaller
number of total stores exist in these two coun-
tries. In Canada, Australia, and South Africa,
supermarkets were randomly selected to par-
ticipate in the study. In the United States and
Japan, surveys were sent directly to a sample
of high and low performing stores. The U.S.
sample was chosen from a balanced sample of
stores with high and low ratings on an annual
store assessment processed by an indepen-
dent third party inspector. In Japan, an inde-
pendent “retail counselor” identified high
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and low performing stores. Stores in Japan
were surveyed in Japanese, and stores in Bra-
zil were surveyed in Portuguese. All other
stores were surveyed in English.

The survey items for this study were
taken from The Denison Organizational Culture
Survey. This survey measures twelve indices
of organizational culture using five questions
each for a total of 60 questions. All items used
a five-point Likert scale with response cate-
gories ranging from strongly disagree to
strongly agree. These twelve indices are used
to measure the four main cultural traits
defined by the model—involvement, consis-
tency, adaptability, and mission. The survey
also assesses employees’ perceptions of store
performance on variables including: sales
growth, profitability, quality of products
and services, employee satisfaction, and over-
all organizational performance. All measures
were aggregated to the organizational level
for this analysis. A complete listing of all
items used in this available from the authors.

RESULTS

The results from both studies are reported in
the same way. First, we report the simple
associations between the 12 indexes of orga-
nizational culture and ratings of overall
effectiveness. Next, we examine whether
there are significant differences in scores
from each of the countries and regions.

Denison Organizational
Culture Database

The relationships between the 12 culture
indices and performance for the three regions,
North America, Asia, and Europe, Mid-East,
Africa (EMEA) are presented in Table 1. All
correlations between overall performance and
culture indices were significant for North
America and EMEA. None of the correlations
were significant for the Asian companies.
Similar results were also found for four other
subjective indicators of performance: sales
growth, profitability, quality, and employee
satisfaction.



TABLE 1 CORRELATIONS BETWEEN DIMENSIONS OF CORPORATE CULTURE
AND OVERALL EFFECTIVENESS BY REGION

NORTH AMERICA Asia EMEA
Empowerment 65 57 60
Team orientation 61 71 53"
Capability development 70" 48 50"
Core values 61 .65 69
Agreement 58 .62 73
Coordination and integration 69 .62 74
Creating change 48 .87 68
Customer focus 36" .19 62"
Organizational learning 50 .82 52
Strategic direction and intent 55" .66 79"
Goals and objectives 60" .54 62"
Vision 53" 71 67"
Number of organizations 169 7 34

“p < .05

TaABLE 2 AVERAGE CULTURE
TRAIT SCORES BY REGION

REGION
CULTURE NORTH
TRAIT AMERICA AsiA EMEA
Mission 3.32 3.39 3.35
Adaptability 3.25 3.28 3.26
Involvement 3.43 3.42 3.45
Consistency 3.28 3.21 3.26

We also tested to see if there were differ-
ences between the culture scores for the three
regions. Interestingly enough, the three
regions did not differ significantly from each
other on any of the four organizational cul-
ture traits measured in this study. The mean
scores for each region are presented in Table 2
and show that the differences are very small.
The Asian companies in the sample had
slightly stronger scores on mission compared
with companies from North America or
EMEA, and slightly lower scores on consis-

TABLE 3 CORRELATION BETWEEN PERFORMANCE AND
THE 12 INDICES BY COUNTRY

SOUTH AFRICA CANADA

JAMAICA AUSTRALIA UNITED STATES BRAZIL JAPAN

Empowerment 60 38 .08 27 68 84 .08
Team orientation 61 43 —.06 32 60" 86" 11
Capability development 70" —.06 26 23" 56" 81 14
Core values 54" 34 34 39" 63 83 47
Agreement 63 37 20 34 54 78 28
Coordination and integration 54" 45 18 37 56" 88 23
Creating change 82" 34 .00 35" 63" 75" 23
Customer focus 45" .06 25 24" 45 62 24
Organizational learning 12 13 11 33 67" 76" —.10
Strategic direction and intent 69" 77 44 38 57 79" 55"
Goals and objectives 76" 58 22 42" 68 81 25
Vision 45" 43 26 36" 61 79" 29
Number of stores 20 13 18 92 38 17 20
“p < .05
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TaBLE4 RANK ORDER oF CULTURE TRAITS BY COUNTRY

CULTURE TRAIT RANK

COUNTRY MISSION ADAPTABILITY INVOLVEMENT CONSISTENCY
Jamaica 1st 1st 2nd 2nd
Brazil 2nd 3rd 5th 5th
Australia 3rd 2nd Ist Ist
Canada 4th 5th 3rd 3rd
South Africa 5th 4th 4th 4th
United States 6th 6th 7th 6th
Japan 7th 7th 6th 7th

tency. Overall, however, these differences are
very small.

Grocery Stores

The relationships between the 12 cultural
indices and performance ratings for each
country are presented in Table 3. All 12 culture
indices were significantly correlated with
overall performance ratings in Australia
(mean r = .33), the United States (mean
r = .60), and Brazil (mean r = .79). All indices
except organizational learning were signifi-
cantly correlated with overall performance
ratings in South Africa. In Canada, however,
only strategic direction and intent (r = .77)
and goals and objectives (r = .58) were sig-
nificantly correlated with overall performance
ratings. For Japanese stores, only core values
(r = .47) and strategic direction and intent
(r = .55) were significantly correlated with
overall performance. Finally, no significant
correlations between culture indices and over-
all performance ratings emerged for Jamaica.

We also tested to see whether there were
differences in the organizational culture rat-
ings across countries in this second study.
In general, Jamaica, Brazil and Australia
received the highest scores, while Japan,
U.S.A. and South Africa received the lowest
scores. As shown in Table 4, these patterns
were quite consistent across the four culture
traits, although Brazil did depart from this
pattern by having high scores on the external
traits of mission and adaptability combined
with relatively low scores on the internal traits
of involvement and consistency. Canada
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showed the opposite pattern: the internal
traits of involvement and consistency
received the highest scores, while the external
traits of mission and adaptability received
lower scores.

DISCUSSION

The two studies reported here help us under-
stand one of the fundamental challenges of
leadership in a global environment. The first
study presents a summary of a large empiri-
cal database on organizational culture and
effectiveness. Despite everything that we
know about the importance of cross-cultural
differences, these results show a very similar
pattern across these major regions of the
world. The link between company culture
and effectiveness appears to be both strong
and consistent. In addition, the scores for the
culture measures are essentially the same for
the samples of organizations in each of these
three regions.

How can this be? Almost every article or
discussion on the topic focuses on the impor-
tance of cultural differences. Yet, in one of the
few comparative examinations of the issue,
we see almost no difference. After scratching
our heads for a while, we offer several expla-
nations for this unexpected outcome.

First, the purpose of the model used for
this study was to help understand the impact
that organizational culture has on organiza-
tional effectiveness. Thus, the purpose of the
concepts is to build an organizational-level
model that elaborates the cultural factors that



help distinguish effective and ineffective
organizations. It is designed to be general
enough to apply to a wide range of organiza-
tions and to predict one narrow, but impor-
tant outcome. The intent of the model is quite
different from those that are specifically
designed to describe the differences that exist
between national cultures.

Even though these results provide sup-
port for the usefulness of these organiza-
tional characteristics and measures for
predicting the effectiveness of firms in dif-
ferent national contexts, we would not argue
that the characteristics are expressed in the
same way in each of these contexts. Nor
would we argue that the same meaning
would be attached to the same behaviors
in different national contexts. On the con-
trary, we would take these results to mean
that a concept like empowerment is impor-
tant around the world, but we would not
argue that this means the same behaviors
would necessarily constitute empowerment
in different national contexts. Thus, the
model probably says much more about the
presence of a desirable set of traits than it
does about how those traits are expressed.

Examples help to illustrate this dilemma
for all of the concepts in the model. But some
of the most vivid examples concern the
expression of involvement and empower-
ment in high power distance countries.
One career ex-patriot Citibank executive told
this story about taking a new job in Riyadh to
help revitalize a Saudi-Pakistani joint ven-
ture bank:

Each day, when I went in, everyone who
was working in the area outside my office
would stand up and salute. The first day I
was honored, but it soon became annoy-
ing. One day, I left something in my car
and had to go back out to get it, and then
come back in. Each time they stood up and
saluted! Up, down, up, down—how were
we supposed to get anything done? When
I told them not to stand up and salute
when I came in, they obeyed, but I
had hurt their feelings. They saw this
as conveying respect, not subservience,

and were a bit insulted that their attempt
to honor me had been rebuffed. It took me
some time to recover. My admonition that
we were “‘all working together as a team”’
was confusing to them—I was moving
too far too fast. Only then did I under-
stand the true challenge that I faced.

Expressing regard for cultural diversity
itself can also vary across cultures. A Dutch-
man who ran Hewlett-Packard Tech Support
call centers in Amsterdam that operated in 38
languages contributed this story about visit-
ing corporate headquarters:

When 1 first went to work in California, I
would describe the way that we worked in
Amsterdam, by saying things like, “"well
the Italians did it this way, and the Ger-
mans did it that way, and the French did it
their own way—what a mess,” and then
we would laugh and sort things out. But
before long, one of the American man-
agers pulled me aside and said, “Stop
saying that—it is offensive to all of
us.” Iwas really confused until I realized
that Europeans naturally explain every-
thing in terms of nationality, whereas
Americans rarely speak directly about
national differences at work.

Considering the results from these two
studies does help to identify future targets
for research. A focus on industries such as
retail or hospitality that have comparable
operating units in many locations and com-
parable measures of their performance
would offer several advantages. It would
offer a point of reference for understanding
differences between countries, plus a way to
move beyond the subjective measures of
effectiveness used in the studies reported
in this chapter. Choosing several multina-
tional corporations with different national
origins, but a common presence in different
national contexts, would also provide an
important point of comparison.

For global leaders, these studies pro-
vide an interesting point of reference for
the choices they make about building their
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organizations and their cultures. The find-
ings suggest that a common perspective on
organizational culture may indeed be possi-
ble in multinational corporations. Further-
more, these characteristics can be measured
and tracked and appear to have a somewhat
predictable impact on effectiveness. None-
theless, the discussion of these results also
emphasizes that the way in which these traits
are expressed varies greatly across national
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cultures. This additional complexity paints
a clear, yet challenging picture of the chal-
lenges facing a global leader—attempting to
create a common set of organizational traits
that are expressed in different ways in dif-
ferent national contexts.

ﬁ To order reprints of this article, please call
\—0 +1(212)633-3813 or e-mail reprints@elsevier.com
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1. Introduccioén

El presente documento muestra en primer lugar los elementos basicos del proyecto sobre
cultura organizacional, desempefio e innovacion en empresas bogotanas. En especial, se
incluye una sintesis del modelo tedrico que sustenta la encuesta de cultura organizacional de
Denison (Organizacional Culture Survey). Este instrumento se utliza para obtener la
informacién cuyo analisis e interpretacion permite construir el perfil cultural organizacional. En
segundo lugar, aparece la descripcion del perfil cultural de OSP, que se obtuvo a partir de la
aplicacion de la encuesta de cultura organizacional de Denison.

2. Resumen del Proyecto

e La cultura es un factor determinante y explicativo, entre otros, del desempefio
organizacional, y en especial, de los procesos y resultados de los esfuerzos de
innovacion.

e La cultura es compartida, y por ello puede utilizarse para la comprension y la
interpretacion de los fendémenos colectivos organizacionales, tales como el desempefio.

e La cultura influye en el comportamiento de los miembros, y por lo tanto en el
desempefio de las organizaciones. Al respecto, la literatura ha documentado
empiricamente una variedad de resultados de desempefio organizacional que se
relacionan con la cultura.

« Las anteriores consideraciones llevan a plantear la conveniencia de realizar el
diagnostico cientifico de las culturas de las organizaciones colombianas en aras de
conocer su influencia en el comportamiento de sus miembros y en su desempefio en
funcién de los resultados esperados, y en especial de los procesos y de los resultados
en innovacion.

« El diagnoéstico cientifico de las culturas organizacionales es fundamental para una
correcta administracién de dichas culturas.

e La administracion de la cultura en funcion del alto desempefio organizacional se ha
convertido en una competencia gerencial critica para alcanzar mayor competitividad en
el entorno de la globalizacion.

3. Objetivos

El presente proyecto busca los siguientes objetivos:

3.1. Objetivo General

Estudiar la cultura en las organizaciones bogotanas, identificar su impacto en el desempefio y
la innovacién, y formular recomendaciones para la administraciéon de la cultura en las
organizaciones.

3.2. Objetivos Especificos

e Identificar los perfiles culturales existentes en una muestra de organizaciones
bogotanas a partir de la aplicacion de una encuesta sobre cultura organizacional de
Denison (Denison Organizational Culture Survey).

e Verificar de acuerdo al modelo de Denison la existencia de las caracteristicas
bésicas de la cultura organizacional en una muestra de empresas bogotanas.

e Evaluar el impacto de las caracteristicas de los perfiles culturales de las empresas
de dicha muestra en un conjunto de variables criticas que miden el desempefio
organizacional.



e Proponer y sustentar principios y recomendaciones para la Administracion de
Culturas Corporativas en el ambito de las empresas bogotanas, que propicien el
mejoramiento del desempefio organizacional, y en especial de los procesos de
innovacion y sus resultados.

4. Propositos
Con la realizacion de este proyecto se pretende contribuir a:

1. Al mejoramiento de la administracion de la cultura en las organizaciones colombianas en pro
de su mejor desemperio.

2. Al avance de la teoria organizacional y de la teoria administrativa.

3. Al mejoramiento de la ensefianza y del aprendizaje de la teoria organizacional y de la teoria
administrativa en los programas de formacion de administradores.

4. A la formacion de futuros docentes e investigadores.

5. Al desarrollo académico de La Universidad de La Sabana y de la Escuela Internacional de
Ciencias Economicas y Administrativas.

5. Metodologia

Esta investigacion de tipo descriptivo corrrelacional se realizard con un grupo de 50 empresas
de la ciudad de Bogota, consideradas como empresas medianas y pequenias.

En tales empresas se aplicard la encuesta cerrada de cultura organizacional elaborada por
Daniel Denison y asociados (la versidon en espafiol del OCS: Organizational Culture Survey) a
una muestra representativa de los miembros de cada organizacién participante en el estudio.

La encuesta de Denison ha sido disefiada para generar un andlisis directo, sistémico y
comprensible de la cultura organizacional por medio de la evaluacién de los comportamientos o
practicas que influyen en el desempefio. Se entiende por evaluacion el método sistematico que
se aplica para obtener evidencias por medio de pruebas, exadmenes, cuestionarios, encuestas
y otras fuentes colaterales que permitan establecer inferencias sobre las caracteristicas de un
objeto o fendmeno en funcion de un propdsito especifico. Para el caso de esta investigacion,
la encuesta registra las percepciones de cada miembro sobre 60 comportamientos o practicas
especificos que manifiestan los indices constituyentes de las caracteristicas béasicas del perfil
cultural de su organizacion.

De acuerdo con las ciencias cognitivas, se define la percepcion como el proceso mental de
adquisicion, interpretacion, seleccion y organizacion de informacion sensorial. La percepcion de
un individuo particular recibe las influencias de una variedad de factores que incluyen la
intensidad y las dimensiones fisicas de los estimulos, las experiencias pasadas, y factores de
atencién tales como la disponibilidad para responder a los estimulos, y la motivacion y el
estado emocional. Esta encuesta no solo se enfoca en los comportamientos o practicas
internos, sino que también examina los comportamientos o practicas que definen las
interacciones de la organizacion con el entorno.

Para cada una de las cuatro caracteristicas culturales basicas el modelo define tres indices, y
posteriormente mide cada uno de los doce indices resultantes con cinco items o preguntas.
Cada item evallda un comportamiento o practica especifico para un total de 60. Una vez
tabulada la informacion, se obtuvieron los promedios de los puntajes recogidos en las
encuestas que respondieron los miembros de las empresas de la muestra, por caracteristicas
culturales, indices, items e indicadores de desempefio

Los directivos de OSP aceptaron que su empresa participara en el presente estudio. Para el
efecto, se aplico la encuesta a todos sus 74 miembros. Su base de datos sera incorporada a la
gran base de datos de la muestra de empresas bogotanas sin mostrar la informacion
especifica por empresa. Una vez descrito el modelo de Denison, se presenta el perfil cultural
de OPEN CARD S.A.



6. El Modelo de Denison para el Diagnostico Cientifico de la Cultura Organizacional en
Funcion del Desempefio

La vision tradicional afirma que la cultura estd compuesta por una serie de supuestos y
creencias compartidas por los miembros organizacionales sobre los clientes, competidores,
empleados, proveedores, accionistas y otros. Segun Denison, esos supuestos y creencias no
permanecen ocultos, sino que se manifiestan en una serie de comportamientos visibles hacia
esos grupos. Dado que son observables, esos comportamientos pueden ser medidos,
cuantificados y correlacionados con variables de resultados criticos para el desempefio
organizacional.

Por las razones anteriores, Denison ha desarrollado, en sus propias palabras, un modelo de
cultura organizacional basado en el comportamiento; disefiado y creado dentro del entorno de
los negocios; expuesto en el lenguaje que se utiliza en el manejo de asuntos de negocios;
articulado a los resultados de gestion; rapido y facil de aplicar; y aplicable a todos los niveles de
cualquier organizacion. En sintesis, el modelo describe y aplica una teoria de la cultura
organizacional que se articula al desempefio de la empresa desde una perspectiva gerencial
orientada, naturalmente, a resultados criticos para la supervivencia y viabilidad de las
organizaciones.

El modelo de cultura organizacional de Denison se basa en cuatro caracteristicas culturales
que han mostrado tener una fuerte influencia sobre el desempefio organizacional:
involucramiento (involvement), consistencia, adaptabilidad, y misiébn. Denison enfatiza la
asociacion positiva entre  estas caracteristicas culturales y el desempefio total de las
empresas. Cada una de estas caracteristicas se mide a través de tres indices, y cada uno de
estos indices se mide a través de cinco items de cuestionario. De esta manera, el cuestionario
abarca un total de 60 items. Este modelo se ha desarrollado a partir de investigaciones
realizadas durante mas de 15 afios en mas de 3,000 organizaciones y con mas de 100,000
personas encuestadas

External Focus

Flexible Stable




Overview of the Denison Model

The Denison Model is based on four key concepts:

Adaptability

Patterns...Trends...Marketplace

Mission
Direction...Purpose...Blueprint

Translating the demands of the
business environment into action.

Defining meaningful long-term
direction for the organization.

“Do we know where we are
going?”

“Are we listening to the
marketplace?”

Flexible Stable

Consistency
Systems...Structures...Processes

Involvement
Commitment...Ownership...Responsibility

Defining values and systems that

Building human capability, -
d P Y are the basis of a strong culture.

ownership and responsibility.

_ “ o
“Are our people aligned and Does our system create leverage?

engaged?”

El modelo de Denison primero recoge informacion de miembros de varios niveles de la
organizacion sobre sus percepciones de la cultura organizacional, tal como se manifiesta a
través de sus acciones y actividades. Posteriormente, los datos se describen por medio de un
modelo bidimensional que destaca los asuntos cruciales del enfoque interno versus el enfoque
externo y de la flexibilidad versus la estabilidad y sus impactos en el desempefio y viabilidad de
la organizacion. Estas dos dimensiones deben verse mas como transacciones (tradeoffs)
relativas antes que opciones radicales, dado que tanto un enfoque interno como un enfoque
externo son necesarios para el éxito de los negocios, al igual que tanto la flexibilidad como la
estabilidad. Este modelo de cultura organizacional es un mecanismo que facilita la
generalizacion, sin descartar la peculiaridad de cada organizacion. De esta manera se pueden
establecer comparaciones entre diversas organizaciones.

Una vez una organizacion aplica el cuestionario de diagnéstico cultural, puede identificar areas
de mejoramiento y disefiar un curso de accién que le ayude a corregir debilidades y a acentuar
sus fortalezas culturales. Dado el caso, por ejemplo, se puede disefiar un plan de accién que
fortalezca aquellas caracteristicas que fomentan la innovacion y la respuesta agil y efectiva a
los cambios en el entorno organizacional.

A continuacién se describen esas cuatro caracteristicas culturales:



Adaptability Mission

Patterns...Trends... Market Place Direction...Purpose...Blueprint

Translating the demands of the business Defining a meaningful long-term
environment into action direction for the organization
“Are we listening to the marketplace?” “Do we know where we are going?”

Indices: Indices:

eCreating Change eStrategic Direction and Intent

eCustomer Focus eGoals and Objectives

eOrganizational Learning eVision

Involvement Consistency

Commitment...Ownership...Responsibility Systems...Structures...Processes
Building human capability, ownership and Defining values and systems that are
responsibility. the basis of strong culture
“Are our people aligned and engaged?” “Does our system create leverage?”

Indices: Indices:

eEmpowerment Core Values

eTeam Orientation Agreement

eCapability Development Coordination and Integration

6.1. Involucramiento (Involvement)

Las organizaciones efectivas facultan a su gente, se construyen a si mismas alrededor de los
equipos, y desarrollan la capacidad humana a todos los niveles. Los miembros de la
organizacion estan comprometidos con su trabajo y sienten que poseen una parte de la
organizacion. Las personas, a todos los niveles, sienten que tienen al menos alguna influencia
en las decisiones que afectan sus trabajos y que estos estan directamente conectados con los
objetivos de la organizacion. Esta caracteristica se mide con tres indices:

Facultamiento (Empowerment). Los individuos tienen autoridad, iniciativa y habilidad para
administrar su propio trabajo. Esto crea un sentido d