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Chapter 02 - International and Organizational Culture

Chapter Two: International and Organizational Culture

Chapter Synopsis

Chapter 2 begins with a definition of Organizational Culture and then describes how it affects
individuals, groups, and organizational processes, how organizational cultures come into being, and
how culture can be influenced. The chapter explores Hofstede's work on the value dimensions of a
society, defined in terms of power distance, uncertainty avoidance, individualism, and masculinity.
It continues by defining socialization and how the socialization process influences individuals in
organizations as they go through three stages: anticipatory socialization, accommodation, and role
management.

The authors characterize effective socialization, explain how mentors can bolster it, and discuss
the challenges of socialization.

Learning Objectives
After completing this chapter, students should be able to:

1. Give examples of how culture and values influence workplace behavior

Describe the key components and lavels of organizational culture

Explain the various methods that managers use to influence culture change
Identify ways in which socialization sustains organizational culture
Compare the characteristics of effective socialization
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national culture—The sum total of the beliefs, rituals, rules, customs, artifacts, and institutions
that characterize the population of the nation.



values—The guidelines and beliefs that a person uses when confronted with a situation in which

a choice must be made.

supportive organizational climate—The amount of perceived support employees receive from their co-
workers, supervisor, and other departments that helps them successfully perform their job duties.
socialization processes—The activities by which an individual comes to appreciate the values,
abilities, expected behaviors, and social knowledge essential for assuming an organizational role
and for participating as an organization member.

person-organization fit—The extent to which a person’s values and personality are perceived to

fit the culture of the organization.
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Chapter 02 - International and Organizational Culture

Lecture Outline

The Chapter outline is organized to correspond with the PowerPoint slides.

The chapter title slide may be used as a background to introduce the class.

Learning objectives
Review the chapter learning objectives. These will be reviewed on the last slide of the pack.

Introduction 1 of 2

National culture is learned, it is shared, and it defines the boundaries of different groups
and various aspects of national culture (e.g., aesthetics, religion, attitudes, legal factors,
language, and education) that are interrelated.

Thus, a national culture is the sum total of the beliefs, rituals, rules, customs, artifacts,
and institutions that characterize the population of the nation.

Introduction 2 of 2

In order to succeed in an increasingly global economy, effective managers need to
understand that national and organizational cultures have a pronounced effect on
behavior within organizations.

Culture and Societal Values

In addition to national culture, the culture within an organization also exerts influence over
employee behavior. When a person moves from one firm to another or even from one
department to another in the same company, he or she senses and experiences differences
between the environments. Attempting to adjust to these different environments involves
learning new values, processing information in new ways, and working within an
established set of norms, customs, and rituals. The adaptation to new environments is
becoming a common occurrence and is likely to remain so well into the 21st century.
Although adaptation is difficult, it can be better understood by learning about
organizational culture.

Hofstede’s Cultural Dimensions

One useful framework for understanding the importance of values in organizational
behavior is provided by Hofstede. The result of his research on 116,000 people in 50
countries has been a four—value dimension framework. From this initial research, Hofstede
identified four value dimensions by which cultures can differ: (1) power distance, (2)
uncertainty avoidance, (3) individualism, and (4) masculinity. A fifth dimension, long-
term orientation, was added as a result of subsequent research.

Cultural Dimensions

A society’s values have an impact on organizational values because of the interactive nature of
work, leisure, family, and community. American culture has historically given work a central
place in the constellation of values. Work remains a source of self-respect and material reward
in the United States. Work also serves as a place to achieve personal growth and fulfillment. As
the demographics and makeup of the workforce become more culturally diverse, it will become
extremely important for managers to learn about the value system
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and orientations of the changing workforce.

Cultural Differences

The results of Hofstede’s research are shown in what he calls maps of the world. The maps
reveal at a glance the similarities and differences in work values across nations. Exhibit 2.1
presents a sample of Hofstede’s research findings. The five cultural value dimensions are
interdependent and complex. Consequently, the effects of values on workplace
productivity, attitudes, and effectiveness are difficult to determine. Managers must be
cautious about grossly overgeneralizing. For example, not all Americans value
individualism, masculinity, a low power distance, and moderate uncertainty avoidance.

Organizational Culture Defined

Despite being an important concept, organizational culture as a perspective to understand
the behavior of individuals and groups within organizations has its limitations. First, it is
not the only way to view organizations. We have already discussed the systems view
without even mentioning culture. Second, like so many concepts, organizational culture
is not defined the same way by any two popular theorists or researchers.

Schein’s Definition of Culture

Organizational culture is what the employees perceive and how this perception creates a
pattern of beliefs, values, and expectations Edgar Schein defined organization culture as:
A pattern of basic assumptions—invented, discovered, or developed by a given group as it
learns to cope with the problems of external adaptation and internal integration—that has
worked well enough to be considered valid and, therefore, to be taught to new members as
the correct way to perceive, think, and feel in relation to those problems.

Organizational Culture and Its Effects

Despite being an important concept, organizational culture as a perspective to understand
the behavior of individuals and groups within organizations has its limitations. First, it is not
the only way to view organizations. We have already discussed the systems view without
even mentioning culture. Second, like so many concepts, organizational culture is not
defined the same way by any two popular theorists or researchers. Some of the definitions
of culture are as follows:

Symbols, language, ideologies, rituals, and myths.

Organizational scripts derived from the personal scripts of the organization’s founder(s)
or dominant leader(s).

Is a product; is historical; is based upon symbols, and is an abstraction from behavior
and the products of behavior.

Exhibit 2.2 Three levels of Organizational Culture

Organizational culture is what the employees perceive and how this perception creates a
pattern of beliefs, values, and expectations. Edgar Schein defined organization culture as: A
pattern of basic assumptions—invented, discovered, or developed by a given group as it
learns to cope with the problems of external adaptation and internal integration—that has
worked well enough to be considered valid and, therefore, to be taught to new members as
the correct way to perceive, think, and feel in relation to those problems. The Schein
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definition points out that culture involves assumptions, adaptations, perceptions, and
learning. At layer two are values or the things that are important to people. Values are
conscious, affective desires or wants. In layer three are the basic assumptions people make
that guide their behavior. Included in this layer are assumptions that tell individuals how to
perceive, think about, and feel about work, performance goals, human relationships, and
the performance of colleagues. Exhibit 2.3 presents the Schein three-layer model of
organizational culture.

Organizational Culture and Its effects

Since organizational culture involves shared expectations, values, and attitudes, it exerts
influence on individuals, groups, and organizational processes. For example, members are
influenced to be good citizens and to go along. Thus, if quality customer service is important in
the culture, then individuals are expected to adopt this behavior, and if adhering to a specific set
of procedures in dealing with customers is the norm, then this type of behavior would be
expected, recognized, and rewarded. Researchers who have studied the impact of culture on
employees indicate that it provides and encourages a form of stability. Organizational identity
provided by an organization’s culture instills a feeling of stability.

Creating organizational Culture (1 of 2)

Many leaders and founders of organizations believe they can create specific types of
organizational cultures, including those focusing on customer service, ethical, and
diversity cultures.

Creating Organizational Culture (2 of 2)

Culture has been defined in numerous ways including customer service, ethical
and diversity.

Benefits of a positive culture are numerous including increased teamwork,
information sharing, and morale.

The text provides examples of these types of culture.

Influencing Culture change

Managers who are interested in producing cultural changes face a daunting challenge.
However, courageous managers can and do intervene and alter their organization’s culture.

Exhibit 2.3 Zappos’ Ten Core Values

Zappos is a continuing example in the text.

Tony Hsieh, CEO of Zappos (owned by Amazon), has created a positive, fun, and high
performance culture at the online retailer. Hsieh creates and maintains a positive culture by
hiring only those individuals who fit well with Zappos’ unique culture and by training all
new hires in a similar manner. As Exhibit 2-5 illustrates, Zappos’ culture is built on the
following ten core values.

Exhibit 2.4 A Mode of the Process of Organizational Socialization
A considerable body of knowledge suggests that one of the most effective ways of
changing people’s beliefs and values is to first change their behavior (intervention 1).
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However, behavior change does not necessarily produce culture change unless supported
by justification. Managers must get employees to see the inherent worth in behaving in a
new way, that is, justify the new behavior (intervention 2).

Typically, managers use communications (intervention 3) to motivate and justify the
new behaviors. Cultural communications can include announcements, memos, rituals,
stories, dress, and various other forms of communications.

Another set of interventions includes the socialization of new members (intervention 4) and
the removal of existing members who deviate from the culture (intervention 5). Each of
these interventions must be done after performing careful diagnoses.

Sustaining the Culture

Socialization is the process by which organizations bring new employees into their
culture. There is a transmittal of values, assumptions, and attitudes from the older to the
new employees.

Exhibit 2.4 A model of the Process of Organizational Socialization.

Employees are more likely to adjust to the new

job and be accepted socially if they take a proactive approach to learning about how things
work, who makes the decisions, what the organization values, and so on. Also, new
employees benefit from a well-organized company-sponsored socialization program.
There are several ways in which organizations can structure the socialization.

Socialization: The Process Model

Two ways of analyzing how socialization works in organizations are the process and
career stage models. The process model of organizational socialization presented.

A new employee, through a combination of seeking information and experiencing
socialization tactics from the organization, can adjust to his or her role and gain social
acceptance. Once adjustment and acceptance are achieved, the new employee may
experience a variety of positive outcomes such as better job performance and perceived fit
with the organization, high commitment, and job satisfaction, and lower intentions to leave
the organization. Employees are more likely to adjust to the new job and be accepted
socially if they take a proactive approach to learning about how things work, who makes
the decisions, what the organization values, and so on. Also, new employees benefit from a
well-organized company-sponsored socialization program.

Career Stage Model of Socialization

There are several ways in which organizations can structure the socialization process for
new employees, including exposing them to a common set of experiences (e.g., luncheons,
orientations, speakers, facility tours, etc.); establishing a fixed sequence of steps or
timetable before the employee can begin the new job; and, assigning an experienced
employee to serve as a role model or mentor for the newcomer.

Exhibit 2.5 A Checklist of Effective Socialization Practices.
Organizational socialization processes vary in form and content from organization to
organization. Even within the same organization, various individuals experience different
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socialization processes.

Mentoring

In work organizations, a mentor can provide coaching, friendship, sponsorship, and role
modeling to a younger, less-experienced protége. In working with younger or new
employees, a mentor can satisfy his or her need to have an influence on another
employee’s career. Some organizations use mentoring as a means of developing leaders.

Mentoring Function

Although mentoring functions can be important in socializing a person, it is not clear that a
single individual must play all of these roles. New employees can obtain valuable career
and psychosocial influences from a variety of individuals—managers, peers, trainers, and
personal friends.

Exhibit 2.6 Phases of the Mentoring Relationship

Most mentor-mentee relationships develop over time. There appear to be several distinct
phases of mentor—mentee relationships. A four-phase model proposed by Kram. The
reasons that cause movement in the relationship are described as turning points. Initiation,
cultivation, separation, and redefinition cover general time periods of six months to more
than five years.

Ways to Be a Great Mentor
Mentoring is a set of skills for a special relationship, sometimes more honest and
more intense than a marriage.

Spirituality and Culture

Over the past decade, theory and research in organizational behavior and ethics have
begun to pay more attention to workplace spirituality. Although spirituality has been
described as “soft” or “nonstrategic” by many academics, there is growing interest among
many researchers and practitioners to explain, study, and analyze the role of spirituality in
organizations.

There is a long tradition in the United States of keeping religion and government separate.
From this traditional separation, it is a logical step to keeping religion and nongovernment
organizations separate too. Although workplace spirituality is certainly not a religion,
many observers use the terms synonymously and loosely.

The Person and Spirituality

Research has found that:

Employees who are more spiritually involved achieve better results.

» There was near-unanimous agreement about the meaning of spirituality: “the desire
to find ultimate meaning and purpose in one’s life and to live an integrated life.”

* Few respondents feel they can act on their spirituality in the workplace.

» Employees do not want to fragment their lives. They want to be acknowledged as
whole persons in the workplace.

» People differentiate strongly between religion and spirituality.
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Spirituality and Work Dimensions Research
Spirituality is believed to have a number of benefits.

In Review, Did We...
Review progress against objectives.
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Summary of Key Points

» Organizational culture is a pattern of assumptions and values that are invented,
discovered, or developed to cope with organizational life. Socialization is the process by
which organizations bring new employees into the culture.

« Simply declaring that “this will be the culture” is not realistic. Culture evolves over time.
Organizational cultures can be influenced by powerful individuals such as Ray Kroc at
McDonald’s, Walt Disney, or John Nordstrom. Typically, an organizational culture
evolves and becomes real when people interact and work together to create one.

» Organizations can achieve effectiveness only when employees share values. The values of an
increasingly diverse workforce are shaped long before a person enters an organization. Thus, it
is important to recruit, select, and retain employees whose values best fit those of the firm.

» Spirituality in the workplace is beginning to be empirically studied and discussed. By
spirituality most practitioners and researchers mean that employees have a personal concept
or inner life that can be strengthened and nourished at work. Currently, most studies of
spirituality use surveys and research designs that are being improved, but much work needs
to be done in this area.

Review and Discussion Questions

1. Organizational culture is a difficult concept to grasp. How would you discribe the culture of
an office or a manufacturing plant?

Ans: Asking employees about their culture will probably reveal only a partial glimpse, because
many feelings and perceptions most pertinent to culture may be subconscious. What is called for in
both the manufacturing setting and the office setting is keen observation and active listening. The
aim of both would be to reveal cultural details that are organized into three groups: Layer I—
artifacts and creations, which are visible but difficult to interpret, such as annual reports,

newsletters, office furnishing, etc. Layer Il—values or the things about which people care most.
Layer Ill—basic assumptions that guide people's behavior in the organization.

2. A growing number of Americans work for foreign-owned firms in the United States. Do you
think these American employees are being influenced by the approach to management and the
culture of the country that owns the firm? Explain.

Ans: The world is becoming increasingly globalized through markets, the Internet, media, travel, and a
host of other medium. Although not be one village, it is closer together than in the last century. We all
know more about each other than we used to. So, employees in this country who work for a foreign firm
will have many reactions. Given our immigrant and first-generation families, they may be very
comfortable if they end up in a firm that is owned by a company that is from their origins. For example,

if you have come from Mexico and the firm is based in the U.S. but is owned by Mexican nationals, you
would probably feel more comfortable than a New Englander who had never heard Spanish. We are such
as diverse nation that the influence and comfort with management would very much depend on the
person and the company’s management. For example, Swedish firms have great benefits and a history of
participatory management that might be very welcome to employees
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accustomed to the traditional top-down, somewhat autocratic, American approach.

3. ldentify the three socialization stages. Which of these stages is most important for
developing high-performing employees? Explain.

Ans: The three stages of socialization are (a) anticipatory socialization; (b) accommodation; and (c)
role management. Some students will suggest that anticipatory socialization is the most important stage
for developing high-performing employees since it represents the worker's first view of the
organization and it sets the stage for all subsequent phases. Successful socialization in all three stages,
however, is probably necessary to create and maintain highly functioning employees.

4. Do you believe diversity plays a significant role in an organization's culture? Why or why
not?

Ans:While answers will vary, students should acknowledge that diversity will impact the
homogeneity of culture and should be anticipated to impact culture. This impact should be seen

as positive as it may lead to greater inclusion and problem solving. .

5. How can a leader or founder help create a strong culture in an organization? Can a

leader eliminate culture? Explain.

Ans: Student answers will vary. Sample answer: A leader or founder can help create a strong culture
through their words and actions. In other words, by the stories they tell, the behavior they reward,
the people they hire, and the way they treat people in the organization. A good example is Herb
Kelleher, former founder and now ex-CEO of Southwest Airlines, who was famous for pitching in to
help employees as he traveled around doing business. Can a leader eliminate culture? No.
Organizational culture is what the employees perceive and the pattern of beliefs, values, and
expectations that this perception creates.

6. Hofstede's research indicates that national cultures exist. Do you believe that in a
heterogeneous nation, such as the United States, a national culture that is shared by society
does exist?

Ans: Student answers will vary, as this question asks only what they “believe." Sample answer:
According to the text, most nations contain a dominant culture and multiple sub-cultures. As people
immigrate to a new society, organizational position, or country, they must learn new values, process
information in different ways, and learn to live and work within the dominant culture’s established
norms, customs, and rituals. This is a process that takes time. So in the beginning, the individual’s
current culture would be dominant. Over time however, they would adapt to the prevailing culture.
Therefore, | believe that a national (dominant) culture does exist in the United States.

7. To what degree do you believe that workplace spirituality can enhance employee
performance?

Ans: Although spirituality is deeply personal and varies from employee to employee, managers should
know that employees who are more spiritually involved typically achieve better results. It is
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believed that spirituality can improve performance as it encourages trust, work/life balance,
empathy and compassion about others, the valuing of human assets, the full development and self-
actualization of people, and ethical behavior.

8. Point out three assumptions about the culture of the last (or current) firm by which
you were employed.

Ans: Student answers will vary, but should touch on the aspects of individualism/collectivism,
power distance, uncertainty avoidance, and masculinity/femininity.

9. What can a leader do to promote cultural change that helps improve the

overall effectiveness of an organization?

Ans: Researchers have thus far been unable to show that a specific culture contributes to positive
effectiveness. One study, however, did show that having company policies and behaviors that
differed from the company’s written and promoted ““guiding principles” created problems; in
particular, decreased morale, increased turnover, and poorer financial performance. Therefore, it
seems that management’s best bet for improving overall effectiveness would be to “practice
what they preach.”

10. As millions of baby boomers retire, to what extent will mentoring programs become

more popular in organizations?

Ans: The retirement of the baby boomers will create opportunities for newer workers to move into
their positions place these new workers in need of mentoring. Formal mentoring programs may also
become more important as the baby boomers, who had been mentoring, will cease to do so after
their retirement.

EXERCISE 2.1: Assessing and Considering Organizational Culture

Purpose

To sensitize students to the complex nature of culture in general, and of organizational culture in
particular. The exercise gives them an opportunity to play anthropologist, while at the same time,
examining an organization with which they are familiar using a technique that will be new and
different for some students.

The Exercise in Class

The instructor can expect some students to be much quicker at getting into this exercise than other
students. The temptation for students will be to move quickly through list of manifestations of culture
rather quickly-with frequent laughter, no doubt. They will struggle harder with applying the
manifestations of culture to Harley-Davidson, Merck, Nike, et al, because as outsiders in these
organizations they will not be privy to some of the more subtle manifestations like folktales and
language. In reviewing the work of the groups, give students time to talk about the examples of
cultural manifestations they developed. Early in the course, this gives them an opportunity for success
in a group activity and in giving feedback to the instructor and class. Positive and energetic
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execution of this "rite," of debriefing student groups can set the stage for enthusiastic discussions
in the future.

EXERCISE 2.1: Determining Your Diversity Quotient (DQ)

The Diversity Questionnaire can be used by the instructor as a discussion starter in class. The more
true responses that students mark on their questionnaires, the more adaptable and open to diversity
those students will tend to be. For example, a student with five or more responses is more likely to
find value in cross-cultural and diverse experiences (e.g., trying ethnic foods, going to a party with
people of different races, etc.).

For those students with less than five true responses, it is possible that these students haven’t had
much exposure to diverse individuals and groups and/or are resistant to interacting with people
who are different from themselves. If that’s the case, then students may find that they could
become better (future) managers from spending time with and learning more about fellow students
(and co-workers) who may be different from them in terms of origin, race, gender, etc.

Case 2.1 — Organizational Culture Can Help Reduce Burnout in Hospitals

This case introduces the stress associated with organizational life in hospitals and three
organizations that have deployed successful socialization processes to introduce new and support
current employees.

1. Assume you are in charge of socializing the newly hired nurses at a local hospital. What steps
would you take to ensure that they understand the hospital’s organizational culture? How would
you help them understand how to manage stress on a daily basis so as to prevent burnout later in
their careers? Explain.

While student answers will vary, they may present the intervention points discussed in the chapter.
They may also refer directly to Exhibit 2.4, A Model of the Process of Organizational
Socialization, and Exhibit 2.5, A Checklist of Effective Socialization Practices, expanding on the
points in the graphics.

2. Hospital environments are more stressful in nature than the work environments found in many
other organizations. What are some of the unique challenges that hospitals face when attempting
to create a supportive organizational culture that helps employees reduce and manage their stress
levels?

Students may key on the life and death nature of the setting, how some people regardless of effort
will not be saved and the long hours associated with hospital work. Students may also point out
that shift work may induce stress, and that shift work may produce feelings of isolation (for off-
shift workers) and make socialization challenging.
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3. Think about your university or an organization for which you have worked. Using the
intervention points in Exhibit 2.6, provide examples of how the university or organization attempted
to create a certain type of organizational culture. Was it successful (or unsuccessful) in creating the
desired culture? Explain.

Students may reflect upon the instructor as an example of effective hiring and socialization and
continue to use the instructor as exhibiting the behavior appropriate for the culture. Students
may also observe postings, building / room layout etc. as communicators of culture.

Lecture ldeas

1.

To enhance student understanding of the concept of socialization, ask them to describe the
process by which they were socialized into a new institution (e.g. college/university; living
group; sports team, etc.). Encourage students to describe in detail the three socialization
stages (anticipatory socialization, accommodation, and role management), how the
socialization process was managed, their reactions to each stage, and the level of congruence
and realism they experienced. How was the process they described similar or dissimilar to
what one would experience entering a new job?

To emphasize the links between much of the substantive material presented, remind students
about Maslow's hierarchy of needs, in particular, those related to belongingness, esteem, and
self-actualization. Then invite students to speculate on how motivation and culture are linked.
For example, should one expect someone from Japan or China to experience self-actualization
through the same kinds of experiences as an American? Why or why not? How do religion,
economics, and societal values affect individuals' motivation? How do individual motivations
affect organizational culture? You might want to point out that Maslow’s Hierarchy was a
product of a middle-class American scholar and based on American values in terms of how the
hierarchy is ordered. As research has noted, Maslow’s terms, such as achievement, do not
translate into other languages. Also, for a Japanese person, security is on top. Depending on
the nation and its culture, one rank orders the hierarchy quite differently, if at all.

Review a basic Marketing text, or better yet, a text designed for International Marketing, to get
ideas on how culture affects specific management decisions, e.g., how to market a product. Most
marketing texts have illustrations of embarrassing failures when corporations failed to recognize
the cultural preferences of their intended markets. But also seek examples of how management
made the "right"” choices. Did management in these cases learn from past mistakes? Did they hire
cultural specialists or nationals to help them through the process? What did management learn from
the mistakes of the past that can be used to do better in the future?

Poll the class in terms of 1) how many people have traveled, and to where and 2) how many
foreign students, immigrants, or naturalized citizens are in the class and university. Have a
class discussion about cultures and compare and contrast American culture to the
experiences your students have. You might have them interview 10-15 people on campus
who come from different nations and have them rank order the Hierarchy and then report
back to class their results. Compare all the class results.
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5.  Have students describe American culture from the West to the South, from the North to the
Midwest, and from the Southwest to the Northwest and the East Coast. See what
differences there are and how they might impact management in organizations.
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Project Ideas and Suggested Class Speakers

1.

Invite a student who has recently returned from a study abroad experience to visit the class and
talk about what he/she learned through the experience. Try to focus on the cultural differences and
similarities that became obvious to the student. Ask how well prepared that student had been for
living in a foreign environment, and what he or she would do differently next time.

Perhaps a foreign student in the class would be willing to tell the class about his or her
home country and answer questions about culture from the class at large.

Invite the director of human resources from a local company to lecture on their recruitment
and socialization process. How many of the socialization stages can the students identify?
After the speaker has left, encourage the students to critically analyze the company's approach
to identify its strengths and weaknesses. Pose the following question: What, if anything, would
you change about the process? Encourage the students to thoroughly explain their answers.

Assign students to groups and give each group the same set of topics (listed below). Then, ask
each group to choose a different organization, which will be the subject of their research. Students
should interview three or four people from the organization, preferably from different areas or
levels, asking them to describe how they think their organization as a whole views these factors:
time, personal relationships, the nature of work, the nature of the workplace, creativity, authority,
decision-making, and rewards. Students should prepare a brief presentation for the class
explaining what they learned, accounting for any differences in views that might have been
expressed by the subjects in their interviews. This the exercise should help students experience the
richness and variety of culture in different work environments.

Term Paper Topics

1.
2.

© 0o N o Ok

An Anthropological Look at (selected organization): A Profile of Organizational Culture

Heroes, Myths, and Tradition: A Look at the Organizational Culture of (your
university) or organization you work for or have worked for
How to Choose a Mentor

How to be an Effective Mentoree

The Ten Best Companies to Work For: What Makes Them So Good?
Planning a Career in International Business: How to Set the Stage for Success
Diversity: A Rich Resource for Any Organization, but Why?

Equal Employment and Affirmative Action: Legal Developments and Trends
Socialization Stages and Their Impact on Productivity

2-14
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Y Learning Objectives

1. Give examples of how national culture
and values influence workplace behavior

2. Describe the key components and layers
of organizational culture

3. Explain the various methods that managers
use to influence culture change

4. |dentify ways in which socialization
sustains organizational culture

5. Compare the characteristics of
effective socialization

Copyright © 2018 McGraw-Hill Education. All rights reserved. No reproduction or distribution without the prior written consent of McGraw-Hill Education. 2-2
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Hill Introduction

Anthropologists propose that culture...

— |Is learned and shared

— Defines the boundaries of different groups
A national culture is the sum total of...

— The beliefs, rituals, rules, customs, artifacts, and
institutions that characterize the population of a nation

Values are...
— The guidelines and believes that a person uses when
confronted with a situation in which a choice must
be made

[=fBecause learning changes everything.™
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Hill Introduction

Managers must understand national
and organizational cultures
— Both affect how transactions are conducted
Adaptation to new environments involves...
— Learning new values
— Processing information in new ways

— Working within established normes,
customs, and rituals

ErfBecause learning changes everything.™
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# Culture and Societal Value Systems

 QOrganizations operate efficiently only when

shared values exist among the employees
 Values are the conscious, affective desires
or wants of people that guide behavior
* Values are a society’s ideas about what
iIs right or wrong
 Passed along through education systems,
religions, families, communities, organizations

E-Because learning changes everything.™
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* Culture
* Power Distance
 Uncertainty Avoidance
 Masculinity-Femininity
* Individualism
* Short/Long Orientation

[t Because learning changes everythlng
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Hill Cultural Dimensions

Society’s values impact organizational
values because of the interactive nature of
work, leisure, family, and community.

[t Because learning changes everything.”
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i EXHIBIT 2.1 Sample of Hofstede’s
Research on Cultural Values

Hofstede Dimension High Medium Low
Individualism United States Austria Indonesia
Power distance Malaysia Italy Israel
Uncertainty avoidance Argentina Australia Hong Kong
Masculinity Japan Brazil Sweden
Long-term orientation China Netherlands Philippines

BfBecause learning changes everything.”
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## Organizational Culture Defined

e Culture can be sensed or felt, but not seen

— Consists of attitudes, emotions, perceptions
— Influences behavior, attitudes, and effectiveness

e There is no single definition of culture
— Involves assumptions, adaptations,
perceptions, and learning
— Includes symbols, language, ideologies,
rituals, and myths
— Creates pattern of beliefs, values, expectations

[=}Because learning changes everything.™
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" Schein’s Definition of Culture

% A pattern of basic assumptions
* |nvented, discovered, or developed by a group
 Asitlearnsto cope with the problems of

external adaptation and internal integration
 Has worked well enough to be considered valid

* |staught to new members as the correct way
to perceive, think, and feel in relation to those

problems

[=}Because learning changes everything.™
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#M8rganizational Culture and Its Effects

e QOrganizational culture involves
shared expectations, values, and

attitudes, so it exerts influence on...
 Individuals

* Groups
* Organizational processes

e Influence can be positive or negative, weak
or strong

BfBecause learning changes everything.™
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Education

NEED NEW EXHIBIT 2.2 WITH
ALT TEXT
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## Organizational Culture and Its
Effects

Culture Motivation Efficiency

Culture provides and encourages stability

— The more employees share and accept the
core values, the stronger the culture and the
more influential it is on behavior

[=FBecause learning changes everything.™

Copyright © 2018 McGraw-Hill Education. All rights reserved. No reproduction or distribution without the prior written consent of McGraw-Hill Education.. 2-13



Graw

#¥ Creating Organizational Culture

> Can culture be created and imposed?
— It is difficult to simply create core values
— Imposed values are often met with resistance

— Disparity between reality and a stated set of
values creates confusion, irritation, skepticism

— Cultures take time to evolve

[=FBecause learning changes everything.™
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#¥ Creating Organizational Culture

o Types of cultures

— Customer-Service
— Ethical

— Diversity
o Benefits of a positive culture

— Increased teamwork

— Information sharing

— Better employee morale

EfBecause learning changes everything.™
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# Influencing Culture Change

Themes that appear in research...

— Cultures are elusive and hidden, so they
are hard to diagnose, manage, and change
— Deliberate attempts to change culture are
not really practical
— Cultures sustain people through periods
of difficulty and ward off anxiety
— People naturally resist change to a new culture

5Because learning changes everything.™
t H ducation. All ri

018 McGraw-Hi



Mc
Graw

Hill Exhibit 2-3 Zappos’ Ten Core Values

Education

1. Deliver WOW through service. 6. Build open and honest relationships.
2. Embrace and drive change. 7. Build a positive team and family spirit.
3. Create fun and a little weirdness. 8. Do more with less.

4. Be adventurous, creative, and open-minded. 9. Be passionate and determined.

5. Pursue growth and learning. 10. Be humble.

[ Because learning changes everythmg
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Hill Socialization: The Process
Model

> Ways to Structure Socialization
* Collective
 Formal
 Sequential
* Investiture
e Serial
* Fixed

[—iBecause learning changes everything.™
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il Career Stage Model of
Socialization

e Socialization stages coincide with...
* Anticipatory Socialization
e Accommodation
* Role Management

EBecause learning changes everything.™

Copyright © 2018 McGraw-Hill Education. All rights reserved. No reproduction or distribution without the prior written consent of McGraw-Hill Education.. 2-21



Mc
Graw

Hill EXHIBIT 2.5 A Checklist of Effective Socialization Practices

Education

Socialization Stage Practices

Anticipatory socialization 1. Recruitment using realistic job previews
2. Selection and placement using realistic career paths
3. Provide detailed information about the organization:
history, founders, milestones, success stories

Accommodation socialization Tailor-made and individualized orientation programs
Social as well as social skills training

Supportive and accurate feedback

Challenging work assignments

Demanding but fair supervisors

ATl A

—
.

Role management socialization Provision of professional counseling

2. Adaptive and flexible work assignments

BJBecause learning changes everything.™
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RIS Mentoring

Mentor — a friend, coach, advisor or
sponsor who supports, encourages, and
helps a less experienced protégé.

E—:Because learning changes everything.”
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Mentoring Function

e Career Functions * Psychological
Functions

— Sponsorship
— Role modeling

— Exposure
and visibility — Acceptance
— Coaching — Confirmation
— Production — Counseling
— Challenging — Friendship

assignments
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EXHIBIT 2.6 Phases of the Mentoring Relationship

Phases
* [nitiation
e Cultivation
* Separation
* Redefinition

Phase
Initiation

Cultivation

Saparation

Radafinition

Definition

A period of six months to a year during which time
tha relationship gets started and begins to have
importance for both managers.

A period of two to fiva years during which tme tha
range of caraer and psychosocial functions provided
expanis to a maximum.

A period of six months to two years aftara
significant changa in the structural role
relationship and/or in the emational
exparienca of tha relationship.

An indefinite perod after the separation
phase, during which time the relationship
is anded or takes on significantly differant
charactaristics, making it a more

paedike friendship.

Tuming Points*

Fantasies bacome concrete expectations.
Expectations are mat; senior manager provides
coaching, challanging work, visibility; junior
manager provides technical assistance, respect,
and desire to ba coached,

Thara ara opportunitias for intaraction around
work tasks.

Bath indviduals continua to banafit from the refationship.

Opportunities for maaningful and more fraguent
intaraction incraase.

Emotional bond deepens and intimacy incraases.

Junior manager no fonger wants guidance
but rather the opportunity to work more
autonomously.

Senior managar faces midlife crisis and is
less avaitable ta provide mentoning functions.

Job rotation or promotion imits opportunities

for continued interaction; caraer and psychosecial
functions can no longer be provided.

Blocked opportunity creatas resantment and
hostility that disrupt positive interaction.
Stresses of saparation diminish and new
relationships are formed.

The mantor ralationship is no longer neadad in its
previous form.

Resentment and anger diminish; gratitude and
appraciation increase.

Paor status is achieved.

Br'Because learning changes everything.™
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M  \Ways to Be a Great Mentor

— Determine the most valuable technique

— Don’t be afraid to be honest

— Get a mentor yourself

— Get mentorees to agree with your style of intervention
— Don’t keep your feelings bottled up

— Understand that mentoring is an important
relationship, for both of you

— Work at building trust and at feeling it yourself

— Realize that this process will change both of you

[=FBecause learning changes everything.”
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“ Employees have a personal or inner life

« It nourishes and is nourished by performing
relevant, meaningful, challenging work

% Spirituality is not the same as religion

e Spirituality... a personal, private path that
contains religious elements and points to a
person’s self-inquiry

* Religion... a system of thought, set of doctrines
and beliefs, prescribed code of conduct, product
of a time/place

[=}Because learning changes everything.”
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4%  The Person and Spirituality

e Spirituality has not been given much

research attention
— Considered “soft” or “non-strategic”

e There is a long tradition in the U.S. of

separating religion and government
— It is logical to keep religion separate from
non-government organizations as well

EfBecause learning changes everything.”
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i Spirituality and Work Dimensions
Research

Spirituality encourages...

— Trust
— Work/life balance
— Empathy and compassion for others

— The value of human assets

— Development and self-actualization of people
— Ethical behavior

— Better results

EfBecause learning changes everything.”

Copyright © 2018 McGraw-Hill Education. All rights reserved. No reproduction or distribution without the prior written consent of McGraw-Hill Education.. 2-29



Mc
Graw

IN REVIEW, DID WE...

1. Give examples of how national culture and
values influence workplace behavior

2. Describe the key components and layers
of organizational culture
3. Explain the various methods that managers use
to influence culture change
4. ldentify ways in which socialization
sustains organizational culture
5. Compare the characteristics of effective socialization

EfBecause learning changes everything.”
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