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CHAPTER 18

ORGANIZATIONAL CULTURE AND CULTURAL DIVERSITY

LEARNING OBJECTIVES

1.
Describe the core elements of a culture.

2. 
Compare and contrast four types of organizational culture.

3.
Discuss several types of subcultures that may exist in organizations.

4.
Describe several activities for successfully managing diversity.

Learning Objective 1: Describe the Core Elements of a Culture.

A. The Elements Of A Culture

1. What is Culture?

a. unique pattern of shared assumptions, values, and norms that shape the socialization symbols, language, narratives, and practices of a group of people

B. Assumptions

1. What are Assumptions?

a. the underlying thoughts and feelings that members of a culture take for granted and believe to be true

C. Values and Norms

1. What are Values and Norms?

a. a value is a basic belief about something that has considerable importance and meaning to individuals and is stable over time

b. norms are rules that govern the behaviors of group members

· function is to regulate and standardize behavior

· members who violate norms can expect expressions of disapproval

D. Socialization 

1. What is Socialization?

a. a process by which new members are brought into a culture

b. most powerful way to socialize new members is through consistent role modeling, teaching, coaching and enforcement by others in the culture

· at societal level takes place within family, schools, religious organizations, and the media

· at industry level often occurs through organized activities conducted by industry associations

E. Symbols

1. What are Symbols?

a. anything visible that can be used to represent an abstract shared value or something having special meaning

· simplest and most basic observable form of cultural expression

· may be expressed through logos, architecture, uniforms, awards, and other tangible expressions

F. Language

1. What is Language?

a. shared system of vocal sounds, written signs, and/or gestures used to convey special meanings among members of a culture
G. Narratives

1. What are Narratives?

a. the unique stories, sagas, legends, and myths in a culture

b. they often describe unique accomplishments and beliefs of leaders

· usually in heroic and romantic terms

c. facts may be embellished with fictional details as the story gets retold
H. Practices

1. What are Practices?

a. the most complex but observable cultural element 

b. include taboos and ceremonies

· taboos are culturally forbidden behaviors

· ceremonies are elaborate and formal activities designed to generate strong feelings

· usually carried out as special events, recognitions, and honors

Learning Objective 2: Compare and Contrast Four Types of Organizational Culture.

A. Types of Organizational Cultures


B. Bureaucratic Culture

1. What is a Bureaucratic Culture?

a. the behavior of employees is governed by formal rules and standard operating procedures, and coordination is achieved through hierarchical reporting relationships

b. long-term concerns 

· predictability, efficiency, and stability

c. tasks, responsibilities, and authority are clearly spelled out for all employees

d. behavioral norms support formality over informality

e. often found in organizations that produce standardized goods and/or services

· e.g., Pizza Hut, local, state, and federal governments

f. employees believe that their duty is to “go by the book” 

C. Clan Culture

1. What is a Clan Culture?

a. the behaviors of employees are shaped by tradition, loyalty, personal commitment, extensive socialization, and self-management

b. members recognize an obligation beyond the simple exchange of labor for a salary

· they understand that contributions to the organization may exceed contractual agreements

c. achieves unity with a long and thorough socialization process

d. long-time employees serve as mentors and role models for newer members

e. members have a shared image of organization’s style and manner of conduct

· peer pressure is high

D. Entrepreneurial Culture

1. What is an Entrepreneurial Culture?

a. the external focus and flexibility create an environment that encourages risk taking, dynamism, and creativity

b. commitment to experimentation, innovation, and being on the edge

· fits well with the demands placed on employees who are seeking to create and develop new products within the environment of a larger company

c. rewards individual initiative, flexibility, and freedom

E. Market Culture

1. What is a Market Culture?

a. the values and norms reflect the importance of achieving measurable and demanding goals, especially those that are financial and market based 

· e.g., sales growth, profitability, and market share

· e.g., EDS, Frito-Lay, and Oracle

b. competitiveness and a profit orientation prevail

c. social relations among coworkers are not emphasized

d. managers are expected to cooperate with other managers only to the extent necessary to achieve their performance goals

F. Organizational Implications
1. What are the Organizational Implications?

a. organizational culture has the potential to enhance organizational performance and individual satisfaction

2. Building a Strong Culture

a. an organization has a strong culture when the more observable cultural elements project a single, consistent message

· managers and employees use the same basic approach to solve problems, meet goals, and deal with important customers, suppliers, and other stakeholders

· they share common norms that guide how they relate to one another

· results are measured the same way throughout the organization

b. results in predictable, well-specified behavior patterns

c. must be cultivated by management, learned and reinforced by employees, and passed on to new employees

3. Changing an Organizational Culture

a. one reason is to meld together the various subcultures in the organization to create a stronger, more consistent organizational culture

b. another reason is to respond to changes in the external environment

· in the 1980s, as a response to customer demands for quality and service

· in the 1990s, as a response to workforce expectations

· by 2002, as a response to sharp economic decline and revelations about unethical and illegal accounting practices

c. the first step is understanding the current culture

Learning Objective 3: Discuss Several Types of Subculture that May Exist in Organizations.

A. Organizational Subculture

1. What is an Organizational Subculture?

a. exists when assumptions, values, and norms are shared by some—but not all—organizational members

b. reasons subcultures occur

· as a result of a merger or acquisition

· departments or divisions have their own subcultures

· diverse workforce creates subcultures

B. Subcultures Due to Mergers and Acquisitions

1. Mergers and Acquisitions

a. each firm has its own culture 

b. a merger or acquisition brings the two cultures together within the same company

· incompatible cultures is the most frequently cited reason for why mergers fail

c. chances of successful mergers, acquisitions, joint ventures, and other strategic alliances increase when firms involved have similar cultures 

C. Departmental and Divisional Subcultures 

1. What are Departmental and Divisional Subcultures?

a. subcultures that reflect departmental specialties, regional locations, or that are created by departmental managers

2. Occupational Subcultures

a. subcultures that reflect departmental specialties

b. occupational socialization practices can be strong sources of cultural indoctrination

· most often among professionals

· professional associations have their own mission statements, codes of ethics, and standards for professional practice

· values and norms create a shared world within the profession that is largely unknown to outsiders

3. Geographically Based Subcultures

a. common in global organizations

b. societal culture combines with the organization’s culture to create distinct subcultures at each location

c. domestic firms also have regional subcultures

4. Subcultures Created by Managers

a. result from differences in personalities and leadership styles

b. managers can create positive cultures by doing certain things

· recognizing personal milestones, such as birthdays and employment anniversaries

· holding public celebrations for professional achievements

· sponsoring picnics and parties

· listening to their employees and recognizing the efforts they put into work

D. Subcultures Due to Workforce Demographics

1. What are Workforce Demographics?

a. workforce demographics describe employee characteristics such as ethnicity, age, and gender

2. Ethnicity

a. 1 in 10 workers in the U.S. is foreign born

b. for some people, ethnic origins strongly influence their daily experiences

· for others, their ethnic origins are less important than their “American” identity

c. the identity of many people is influenced by more than one ethnic group

d. ethnic subcultures can have a significant impact on an organization

3. Age

a. employees of each generation tend to share experiences and values that differ from those of other generations

· they often have different slang and different symbols

b. age-based subcultures are found in may societies around the world

4. Gender and Other Demographics

a. differences in the ways men and women are socialized create organizational subcultures

b. differences in the experiences men and women have at work create organizational subcultures

c. other demographics that contribute to the creation of organizational subcultures include

· marital status

· family status

· sexual orientation

· physical abilities

d. demographic similarity provides a basis for building personal relationships

E. Implications of Organizational Subcultures

1. What are the Implications of Organizational Subcultures?

a. some organizational subcultures coexist peacefully; others are a major source of continuing conflict

2. Benefits

a. organizational subcultures can increase creativity

b. organizational subcultures can increase customer representation and awareness

3. Disadvantages

a. the drive to consolidate subcultures in a merger or acquisition can cause managers who are being asked to give up their old culture to feel that their status and influence have been reduced

b. members of demographic minority groups may feel that their subculture is not valued or that a glass ceiling limits their career opportunities

c. many organizations are transforming themselves into multicultural organizations to reduce the negative consequences of clashes between subcultures

· a multicultural organization

· has a workforce representing the full mix of cultures found in the population at large and is committed to fully utilizing these human resources

· strives to permit many subcultures to coexist while ensuring that no one subculture dominates the others

Learning Objective 4:  Describe Several Activities for Successfully Managing Diversity.

A. Managing Cultural Diversity

1. Cultural Diversity

a. encompasses the full mix of cultures and subcultures to which members of the workforce belong

b. evolution of diversity

· 1960s – 1970s, focused on eliminating race and sex discrimination

· 1980s, focused on proactively increasing number of women and minority employees

· 1990s, increased understanding of importance of creating a positive workplace for all—regardless of their backgrounds 

B. Organizational Goals for Managing Cultural Diversity

1. Three Major Goals

a. complying with laws and regulations

b. creating a positive culture for employees

c. creating economic value

2. Legal Compliance

a. complying with laws and regulations such as Title VII of the Civil Rights Act

· basic premise is that employment decisions should be based on job-related qualifications, not membership in a demographic group

b. affirmative action policies and practices 

· workforce should reflect the demographics of the qualified labor force locally

· employers generally assess various employment numbers and ratios

· female and minority hiring numbers

· offer/acceptance ratios

· turnover and retention rates

· promotion patterns

· downsizing decisions

· compensation levels

c. recent controversies over affirmative action

· e.g., University of Michigan admissions procedures that took ethnic background into account when making admissions decisions

· supporters argued that universities must provide education to a diverse group of students to ensure the future success of businesses

3. Creating a Positive Culture

a. a positive organizational culture is one in which everyone feels equally integrated into the larger organization

· both majority and minority subcultures feel respected

· everyone has an equal chance to express views and influence decisions

· everyone has similar access to formal and informal networks within the organization 

b. most commonly assessed with employee surveys and focus groups

c. many companies conduct cultural audits to evaluate

· language used in organizational documents and advertising

· visible symbols that decorate public spaces

· types of awards given to employees

· types and quality of food available in the company cafeteria

· policies regarding holidays and absences

· types of social activity sponsored by the organization 

4. Creating Economic Value

a. a diverse workforce and a positive organizational culture allow firms to

· develop products and services for new markets

· attract a broader range of customers

· improve customer satisfaction and increase business from repeat customers

· reduce costs, including those associated with litigation

b. little research is available to document economic benefits of diversity

· anecdotal evidence suggests that it improves success in business relations

c. there is high risk associated with discrimination 

· lawsuits, settlements, and negative publicity can be very costly

C. The Process for Change

1. Diagnosis

a. first step is understanding how current practices affect the amount and nature of diversity

b. traditional organizational practices tend to minimize diversity

· recruiting practices find candidates from “reliable” sources

· interviews screen out candidates who “don’t fit”

· socialization and training practices increase uniformity in thinking and behavior

c. some types of homogeneity may be appropriate, or essential, to effective operations and should be retained

2. Vision

a. articulating and communicating a clear vision of the future is essential to generate enthusiasm and resources for change

b. the CEO is the key

· must be a tireless advocate and exemplar of the new culture

· may need to make a persuasive business case for changing the culture

3. Involvement

a. effectiveness requires “buy in” by those affected

· best way to accomplish this is through early involvement

4. Timing

a. planned organizational change usually follows an evolutionary path

b. realistic expectations about how quickly change will occur are important to long-term success

c. not all useful initiatives require decades to implement

d. the list of methods for managing cultural diversity is long and varied

D. Diversity Training

1. What is Diversity Training?

a. diversity training provides basic information about cultural differences and similarities and sensitize participants to the powerful role that culture plays in determining their work behavior

2. Awareness Training

a. designed to provide accurate information about the many subcultures present in the organization

b. activities may include

· information sharing intended to education employees about differences among subcultures

· educating employees about the negative consequences of stereotypes

· helping employees understand their own subculture’s unique perspective

c. may also include informal learning opportunities to focus on a group’s history and cultural traditions

d. goal is to eliminate unwanted employee behaviors and encourage behaviors that are consistent with a positive organizational culture

3. Harassment Training

a. aimed at ensuring that employees understand the meaning of harassment and the actions the company will take when someone complains of being harassed

· some things heard outside work may be unacceptable to repeat at work

· employees should understand how to inform the company when they see harassment occur

· employees need to understand what the company’s response will be if they engage in harassment

b. training programs alone do little to create positive change

· employees and managers need practical tools for managing diversity

· training entire teams and work units to manage and leverage their own diversity may increase effectiveness

E. Creating Family-Friendly Workplaces

1. What is a Family-Friendly Workplace?

a. a workplace that offers a variety of options designed to meet employees’ family needs, such as financial assistance, benefits, flexible schedules, or child/elder care services 

b. employers should be prepared for a limited backlash from employees who resent progressive policies designed to assist families because they feel they are not able to benefit from such policies

· the benefits and services associated with child-care initiatives may outweigh the disadvantages

c. child care and elder care will become increasingly important as a recruiting, productivity, and retention issue

F. Holding Managers Accountable

1. Accountability for Diversity Management

a. the success of diversity training initiatives is greater in organizations that evaluate the effectiveness of the training and offer rewards to managers who make diversity-related improvements

b. some managers may not accept the idea of holding managers accountable by tying pay to achieving diversity objectives

G. Challenges

1. Unanticipated Problems

a. cultural awareness programs may backfire in some cases

· if they seem to reinforce stereotypes

b. if they highlight cultural differences that employees have tried to erasespecial skill-building programs offered to only some subgroups can feed negative stereotyping or may be viewed as giving an unfair advantage

c. affirmative action programs may create a stigma for targeted groups

d. networking or caucus groups may lead to increased segregation and fragmentation

2. Difficult Challenges Companies Face

a. managing the reactions of members of the dominant culture, who may feel that they have lost some of the power they had previously held and exercised

b. synthesizing the diversity of opinions from individuals and using them as the basis for reaching meaningful agreement on issues

c. avoiding real and perceived tokenism and quota systems that can help the organization achieve its quantitative goals but can be destructive to developing a positive culture

3. Organizational Consequences of Cultural Diversity

a. can enhance a team’s ability to solve problems creatively

· the price of such creativity may be heightened conflict within the team

b. changing the mix of men and women toward a 50-50 split may improve women’s attitudes

· doing so may irritate men

c. managers should be prepared to weigh carefully which costs they are willing to incur in order to achieve which gains
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