
Copyright is owned by the Author of the thesis.  Permission is given for 
a copy to be downloaded by an individual for the purpose of research and 
private study only.  The thesis may not be reproduced elsewhere without 
the permission of the Author. 
 



THE MEANING 
AND MEASUREMENT OF 

ORGANIZATIONAL CULTURE 

PHILIP LIONEL RAMSEY 
1985 



THE MEANING AND MEASUREMENT OF ORGANIZATIONAL CULTURE 

A thesis presented in partial fulfilment of the requirements 

for the degree of Master of Business Studies in Management 

at Massey University. 

Philip Lionel Ramsey 

1985 



AC KNOWLEOCEMENTS 

I would 1 ike to thank the fol lowing people who have all made 

substantial contributions to this research: 

My wife Debbie, who gave me support and encouragement throughout 

the study. 

Doctor Mike Bebb, who supervised the thesis and provided ideas 

and criticism that ensured that the thesis took 6 months longer 

than intended. Lyn Bebb also acted as a valuable sounding board 

for ideas. 

Members of the Faculty of Business Studies at Massey University 

allowed me to draw on their knowledge and skills; in particular 

Tony Vitalis, Stuart Thompson, John Spicer, and Don Esslemont. 

Members of the New Zealand Disabilities Resource Centre, the 

Palmerston North Congregation of Jehovah's Witnesses, and the 

Palmerston North Office of Psychological Services, who enabled me 

the l:dsting of the survey, and especially S~ Mepham, Graeme 

Jones, and Bob Blair, who undertook to be interviewed for the 

thesis. 

My mother, who kept bugging me to get the thesis finished, 

Finally, our daughter Alexandra, who kindly waited to be born 

until Daddy had finished his thesis. 



ABSTRACT 

A means of providing a Diagnostic Data Base for the management 

of an organization's culture was developed and tested. 

The literature on organizational cultures was examined and two 

models of culture were presented. Shared values were central to 

both models. 

An instrument for measuring culture, based on shared values, was 

developed and tested in three organizations. The data from the 

instrument was analySed along with interviews with the heads of 

the organizations. The interviews were analySed using the 

models presented in the thesis and Vaill's Time-Feeling-Focus 

model of Purposing by leaders of high-performing systems. 

The data was able to differentiate between an organization dis

playing a high degree of integration, in terms of values, and 

the other organizations. It also provided other information 

which may be useful in the management of culture. There 

appeared to be a link between one of the models, the data 

prcduced by the instrument, and the interviews. 

The instrument was critiqued and revised. Implications for 

improving organizational effectiveness were examined and 

suggestions for futher research recorrmended. 
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l. 0 INTRODUCTION 

As a nation, New Zealand's economic performance has been p:::ior 

over the past few years. Many reasons have been given for. this 

poor performance, including our geographic position, our 

dependence on other countries, and the state of the world 

economy. These reasons do not, however, seem to account fully 

for our failure. 

New Zealand's economic performance may be related to the 

performance of the world econany, but we appear to be doing worse 

than many other comparable countries. The European Managenent 

Forum ranke:l New Zealand's industrial canpetitiveness as 20th of 

the 22 countries surveyed for 1983, after a ranking of 10th the 

~ar before (McPhee, 1983) . New Zealand's drop fran 10 to 20 was 

the largest move recorded. New Zealand ranked 22nd for 

inclustrial efficiency, 21st for dynamism of the econany, and 21st 

for the role of the state . These rankings were against 

countries in c011parison to whom we have traditionally performed 

well. 

The survey also suggested that our performance was not a result 

of our dependence on other countrie 's resources. New Zealand 

actually ranked higher than both Japan and Switzerland (the two 

highest ranked countries overall) for resources. New Zealand's 

productivity growth for the period 1972-1981 was 4.5%, whereas 

Singap:::ire, a country with few resources other than people, had a 



2. 

productivity improvement of 29.6% for the same period (Ng, 1983). 

Another reason given for New Zealand's poor performance is the 

countrie's geographical position. A survey by TIME Magazine's 

Pacific Board of Economists (Alexander, 1983) looked at the 

econanic performance of 12 pacific nations, includirg New Zealand 

and forecast that in general these countries were "roaring out of 

the doldrums". Of New Zealand the survey said "Of all the 

Pacific countries surveyed, only New Zealand seems to be in an 

intractable slump". New Zealand was the only country surveyed 

with a negative economic growth in 1983, and the only one 

forecast to have a negative econanic growth in 1984. So other 

countries with similar geographic positions are performing well 

At the same time New Zealand's geographic position is actually 

extremely competitive, being a neighbour of some of the fastest 

growing markets of the world, in Asia. 

Hugh Fletcher (1983) suggests that the reason for our failure is 

none of those previously mentioned, but rather is our people. 

That is, he believes we are lacking in terms of our ability to 

create organizations that have "cultures" which foster high 

performance. 

Whyte (1978) has suggested that clues to whether an organization, 

group, or even a nation will perform to a high standard can be 

seen in its culture and language. For example, Peru is a nation 

where Whyte found people to have very low levels of need for 
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achievenent, and this was reflected in the countrie's culture. 

For example they had no word that conveyed the concept of 

achievement. At the same time, people considered to be heroes 

in that culture tended to have been those who had tried valiently 

and fail ed . Thus, the values that predaninated were reflected 

in the culture. 

The same can be said about New Zealand's culture. As Fletcher 

pointed out New Zealanders have achieved notable success in 

fields other than business, in particular sport. Indeed most of 

the heroes in New Zealand are sportsmen rather than statesmen, 

businessmen, or from other fields. Consequently there are high 

standards of excellence in sports which are not seen in other 

fields. In business the acceptance of mediocrity is indicated 

by coomonl y used phrases such as "she' 11 be right". 

Another exception from this acceptance of mediocrity is in the 

field of agriculture, where Fletcher points out that sheep 

farmers have raised their productivity b',· ]00% over the last 

decade. However this standard of excellence does not seem to 'be 

appreciated by other sectors of New Zealand society, who may not 

recognize the improvements made by farmers and who tend to 

denigrate their achievements. 

The New Zealand culture (with regard to business) not only 

appears to accept mediocrity, but also appears to result in 

people being unable to distinguish mediocrity from excellence. 



4. 

An example of this is a recently published claim that New Zealand 

retail management is "as good as the best in the world" (Wiggs, 

1983). However, a recently con::lucted study showed that in 

retail stores in .central Auckland 60% of people entering were 

not approached by a salesperson, even though salespeople had 

opportunities to approach. When salespeople did approach 

custaners 75% of the approaches were saying "Can I help you?", 

which resulted in a negative response 90% of the time (Parker, 

1983). Other approaches (used less than 25% of the time) nearly 

always resulted in an initial p:)Sitive response. These findings, 

in what is one of New Zealand's most canpetitive retailing 

districts, show that New Zealand's retail management cannot be 

considered as excellent, contrary to Wiggs' article. 

Thanas Watson Jr. (1963) suggested that cultural issues may be of 

significant importance. He stated that "the basic philosophy, 

spirit, and drive of an organization have more to do with its 

relative achievement than do technology, econanic resources, 

organizational structure, innovation, and timing". Watson was 

the head of IBM, an organizati on that has consistently achieved 

success while focusing on its "philosophy, spirit, and drive". 

According to Wilkins (1983) concern for organizational cultures 

is presently high for two main reasons. Firstly, because of the 

dynamic environments organizations are presentl y in. There are 

important cultural implications for organizations where they are 

experiencing rapid growth, changes in strateg y, diversification, 
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conflict, or retrenchment, and to be successful managers need to 

be aware of these. Secondly, there is high concern because of 

the examples of successful canpanies, particularly Japanese ones, 

that have displayed a concern for management philosophy and 

cm,rany culture , and U'.:;ec'l t.h"is to :noti vate people and to help 

guic1e comr_:iany efforts. Wilkins also [X)ints out that the work 

of Peters and \vatermann (1 982) and Deal and Kennedy (1982) has 

been influential, by showing that organizations in the U.S.A. 

have experienced success where they have shown similar concern 

for these cultural issues. 

1.1 EXAMPLES OF EXCELLENCE 

Peters and Watermann (1982) and D:?al and Kennedy (1982) provide a 

large number of examples of exce llence for people wanting to . look 

at organizations. In both of the above books the authors found 

examples of U.S. canpanies who consistently performed in a 

superior fashion, and analysed what they were doing that made 

them different. 

As mentioned earlier these examples of excellence along with 

Japanese canpanies have been a major reason for the concern for 

organizational cultures. One interesting thing about these works 

is that much of the information has ca-ne from works p.iblished by 

manbers, and often the Chief Executives, of the organizations 

considered excellent. We have already mentioned Thanas Watson, 
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Jr., the Cf.0 of I 8M who wrote A BUSINESS AND ITS BELIEFS about 

IBM (1963). Other well-known examples of this are Alfred 

Sloan's MY YEARS WITH GENERAL MOTORS (1964), Ray Kroc's GRINDING 

IT OUT (1977) about McDonalds, and ~wlett and Packard's THE HP 

VJAY (1980). Through all of these the authors concern for the 

character of their organizations is evident, and the books have 

often been used within the respective canpanies as a means of 

affirming that character or culture. 

Japanese managers have also been very ready to express their 

philosophies and beliefs, and those of their companies, on paper 

for the benefit of both those in the organization and outsiders. 

It appears to be characteristic of excellent companies that they 

don't mind sharing their philosophies. Often the organizations 

themselves are an expression of the founder's philosophy and he 

has a desire to spread this to others, and instills it in those 

others making up the organization so that they too seek to spread 

it. 

For these reasons there are plenty of examples of excellent 

canpanies who have had a high concern for their cultures. These 

are not limited to Japan and the U.S.A. but can be found through-

out the world. However, as Fletcher (1983) says, there appears 

to be a lack of these sort of companies in ~ew Zealand. Where 

canpanies or groups do succeed, however, there tends to be a 

feeling that they shouldn't do so well. A common belief is that 

they are succeeding at the expense of someone else, as with the 
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farmers who are experi encing the prcductivity gains mentioned 

earlier. Where there are examples of excellence in New Zealand 

these need to be recognized and supported, to foster excellence. 

1.2 PURK.lSE OF THE STUDY 

Blake and Mouton (1969) ]X>int out that the culture of an organ-

ization can be a force to prevent needed change. They refer to 

this as "culture drag". If organization cultures can be managed 

then presumably this "drag" can be reduced, and an organization's 

culture could be a force which enables change. 

One of the requirements that managers need in order to change 

something is an ability to measure that which they want to change 

(Gilbert, 1978). Without this ability managers cannot set goals 

for change, determine where they are in relation to goals, or 

know when they have achieved them. For these reasons being able 

to measure culture is critical if managers want to manage it in 

their organizations. 

At the present time there has been relatively little information 

on the measurement of culture despite an increase in the concern 

being shown for the area, and the amount being written about it. 

What has been written tends to rely on fairly subjective, non- ' 

quantifiable data, such as the "culture audit" described by 

Wilkins (1983). This tends to rely on observations of 

behaviour in organizations that reveal assumptions people make 
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concerning their work, or "the way thin:Js are done around here", 

The pur[X)se of this thesis, then is to provide a means by which 

managers can measure culture, in order for them to be able to 

manage it. 

In order to do this the thesis will first of all examine the 

meaning of "culture" and the different definitions given to it 

and the synonjffis used for it in literature in the area. From 

there two models of culture were developed and these will be 

explored, to enable a better understanding of the concept and a 

basis for the measurement of culture. 

The models presented suggest that shared values are central of 

central importance in an organization's culture and that a 

culture can be measured by measuring the values held by people in 

the organization. The thesis will look at the developnent of an 

instrument for doing this. The instrument was tested by survey

ing three organizations. Interviews were also held with the 

leaders of these organizations and analysed to see whether these 

sup[X)rted the models and the validity of the instrument. The 

thesis re[.X)rts the r e sults of these surveys and interviews, and 

looks, finally, at the implications the findings have for those 

concerned with organizational effectiveness, and the areas where 

further research needs to take place. 
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2.0 CULTURE - ITS MEANING 

There is, to some degree, a lack of agreement on a definition of 

culture. Concepts similar to it have been discussed for a 

number of ~ars, and there have been a number of descriptive 

works relating to the cultures of particular organizations, but 

only recently has the area begun to be clearly defined. This 

defining process is by no means canplete, thus for the purpose of 

our study clarification of what is meant by organizational cult

ure is needed. 

2.1 SYNONYMS OF CULTURE 

Although the concept of organizational cultures has been 

addressed relatively rarely there have been a number of synon}ffis 

used for it or related phenomena in management literature. 

The writings in this area are characteristically vagoo, or 

"soft". 

One of the earliest synon}ffis used to describe this area of 

management was "espirit de corps", one of Henri Fayol's functions 

of management (1949). Fayol suggested that one of a manager's 

functions was to foster this feeling of belonging to the group 

arrong his subordinates. This can be thought of as creating a 

climate within the "corps", by ensuring that people share the 

same values or philosophy. This concept is still used, often 

with the terms "morale" or "job satisfaction" (Dessler, 1979) 

-. 
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though with the shift fran a "human relations" to a "human 

resources" approach to management it has lost popularity. 

Behavioural scientists have concluded that job satisfaction is 

not related to performance (Dessler, 1979). This may be 

because the organizational culture is a moderating variable in 

the relationship. 

2.1.1 CULTURE AND CLIMATE · The term "climate" is one that is 

often used in regard to this area as well. The term has been 

applied fairly broadly to try to capture the way people feel 

within the organization. It has been defined, also as they 

means by which organization members interpret the environment 

(Gordon and Cumnins, 1979), in much the same way as Pettigrew 

defines culture (1979). 

Douglas McGregor (1960) used the term ''managerial climate" to 

refer to the psychological "nature" of the relationship between a 

manager and subordinates resulting from the manager's underlying 

assumptions. McGregor provided two examples of possible sets of 

assumptions in his classic work THE HUMAN SIDE OF ENTERPRISE: 

Theory X arrl Theory Y. McGregor stated: 

"Underlying assumptions - theoretical considerations -

influence managerial behaviour not only with respect to 

policies and procedures and techniques, but with respect 

to everyday behaviour which determine the "climate" of 

human relationships. These daily manifestations of 

theory and attitude in turn affect the expectations of 
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subordinates concerning their ability to achieve goals 

and satisfy their needs through membership in the organ-

ization. Formal policies, programs, and procedures will 

be administered, and in turn perceived in the light of 

the managerial climate. Its importance is primary - the 

"machinery'' of administration is secondary." (pg 143) 

So McGregor, too, saw climate, or shared meanings, as the result 

of underlying assumptions, and we would suggest underlying 

values. These underlying assllllptions, or what McGregor (1967) 

termed "cosmologies" of managers, are a closer synon::rm of the 

concept of cul ture. 

2.1.2 CULTURE AND GROUP THEORY Organizations have been analysed 

by behavioural scientists in terms of "intergroup relations", 

thus providing a means of explaining organizational behaviour. 

This approach is very similar to the study of cultures, though 

culture is concerned particularly with seeing group behaviour as 

the result of the shared values within an organization. 

Alderfer (1983) has provided a definition of groups in organiza

tions that provides a basis for this study of behaviour: 

"A human group is a collection of individuals (1) who 

have significantly interdependent relations with each 

other, (2) who perceive themselves as a group, reliably 

distinguishing members from nol'JTlembers, (3) whose group 

identity is recognized by nonrnembers, (4) "*10, as group 

members acting alone or in concert, have significantly 
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independent relations with other groups, and (5) whose 

roles in the group are therefore a function of expect

ations fran themselves, from other group members, and 

from non-group members." (pg. 230) 

Group membership is an important determining factor of behaviour 

of individuals in organizations (Smith, 1983). According to 

&nith intergroup processes have three major impacts on behaviour: 

(1) they colour profoundly our perceptions of the world, and 

may help determine how we construct our personal sense 

of reality; 

(2) they help define our individual identities; and 

(3) they contribute significantly to the emergence of behav

ioural patterns that we traditionally label as leadership. 

These impacts on behaviour are very similar to those said to be 

the result of organizational or group culture (Deal and Kennedy, 

1982). Indeed, the study of organizational cultures, their 

effect on individuals, and conflicts between cultures, are all 

the study of Group Dynamics. The difference between the two 

areas of research appears to be that Group Dynamics is concerned 

with the process of these interactions, where cultural studies 

also take into account the content - the values and assumptions 

held by a group. 

Related to the study of group and intergroup dynamics is the 

study of what has been termed the "informal organization" 
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(Delbecq, 1972) • This, too, can be seen as the study of 

organization subcultures. 

2.1. 3 PSYOiOLCCICAL AND SOCIOLCCICAL SYNONYMS A number of 

synon}ffis of culture have their genesis in the disciplines of 

psychology or sociology. Sometimes these are terms borrowed 

fran these disciplines by people studying organizations, as 

indeed the term "culture" was borrowed. At other times they are 

used by people within those disciplines to describe the processes 

of organizations. 

An example of the psychological approach to this area is the 

study of "organizational citizenship behaviour" (Smith, Organ, 

and t-€ar, 1983) • Citizenship behaviour is defined by Smith 

et.al as altruism within the organization (helping specific 

persons), and "Generalized Compliance", which the authors use to 

expand on what Roethlisberger and Dickson (1964) refer to as 

"cooperation". Citizenship behaviours, according to Smith 

et.al "lubricate the social machinery of the organization". 

They found that the altruism dimension of citizenship behaviour 

was predictive of Job Satisfaction, though they did not relate it 

to performance of the organization. 

A synon~ that has been applied to organizational cultures having 

been borrowed from sociology is the concept of "Gemeinschaft". 

Takamiya (1981) stated that an essential element in the success 

of his organization was its Gerreinschaft character which facil-

/ 
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itates joint effort. The term Gemeinschaft was used by the 

German sociologist Tennies (1963) to describe the type of social 

organization characterized by closely knit groups of individuals 

who all know each other, and whose relationships are generally 

warm and expressive. Its opposite, Gesellschaft, was also 

described by Tennies and could also be used to characterize 

organizations. Gesellschaft is the type of social organization 

which is characterized by cold and unexpressive relationships and 

where people treat each other instrumentally. 

These synon:iffis show that there are a large number of related 

phenanena that can be considered along with the concept of 

culture. We still need to examine the concept of culture itself 

and the approaches and definitions that have been applied to it. 

2.2 ANTHROPOLOGICAL BACKGOUND 

Al though the term culture has been used only recently in relation 

to organizations, there has been much work on the concept in 

anthropological studies. Indeed, the term has been borrowed 

fran anthropology, though there are sane differences in its 

applications. In anthropology culture is often seen as a 

synonym of civilization (Tylor, 1958). Kroeber and Kluckholm 

provide the following definition of culture. 

"Culture consists of patterns explicit and implicit, 

of and for behaviour acquired and transmitted by S:iffi-

/ 
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bols, constituting the distinctive achievement of 

human groups, including their embodiments in artifacts; 

the essential core of culture consists of traditional 

(i.e. historically derived and selected) ideas and 

especially their attached values; culture systems may 

on the other hand, be conditioning elements of further 

action." (Cole, 1979). 

From an anthropological perspective, then, culture is the set of 

ideas that people in a social group are taught. The language 

used in the social group is an important element of culture , in 

that it is the means by which reality is defined and ideas are 

expressed in the group . Typically there are some sort of 

artifacts which help define the culture present in the group. 

Anthropologists also view values as being a significant part of 

culture; values being those things people are taught are right , 

and which they are taught to want according to Cole (1979). 

In many aspects , particularly those of language and values, this 

anthropological concept of culture is the same, or similar, to 

what is meant by organizational culture. The concept of cultur

al relativism shows the difference between the two orientations . 

Cultural relativism is the belief that any one culture cannot be 

construed as "better" than any other culture (Cole, 1979). 

Rappaport (1977) defines cultural relativism as being the 

viewpoint which "accepts the value of human diversity and the 

right of people to choose their own goals and life-styles while 

/ 
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still maintaining their fair share of society's material and 

psychological resources." (pg. 3) 

Because organizations exist to achieve some goal or to serve some 

purpose we can attempt to improve the culture. We can examine 

whether the existing culture selects appopriate goals, and 

whether it enables achievement of these; that is, whether the 

culture is effective and efficient. 

In this way organizational cultures are seen as parts of total 

organizational systems which contribute toward the purpose of the 

organization. Marvin Bower (1966) defined an organization's 

culture as "the way we do things around here." 

2.3 ORGANIZATIONAL BACKGROUND OF THE CULTURE CONCEPI' 

2.3.1 EARLY DESCRIPTIVE WORK Prior to the 1970s the majority of 

the material published on organizational cultures was descriptive 

of the cultures or characters of particular companies, such as 

IBM (Watson, 1963) am General Motors (Slo~1, 1964). Although 

these did not directly address the concept of culture or seek to 

define it, they did highlight the effect on the organization's 

performance of their "way of doing things". These works have 

also been used by more recent researchers to illustrate their 

concepts (Deal and Kennedy, 1982; Peters and Watermann, 1982). 
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Thomas Watson Jr. provided one of the best known examples of this 

with his book A BUSINESS AND ITS BELIEFS (1963) on IBM, which he 

wrote while he was Chairman of IBM. In it he explained how 

IBM's top management created a culture based on three basic 

beliefs, or values. These were that (1) all emplo:rees should be 

respected and treated with dignity, (2) the canpany should aim to 

accomplish every task in a superior way, and (3) the customer 

should be given the best service possible. 

These three shared beliefs became the basis for IBMs unique way 

of doing things. Their "open-door policy'', in which any worker 

could have an interview with the Chief Executive reflected their 

respect for individuals. Their advertising and slogans which 

emplo:rees identified with, such as "IBM means service" reflected 

their concern for the custaner. IBM is still operating in 

harmony with these beliefs according to its present Chief 

Executive, John Opel (Stacks, 1983). 

Alfred Sloan, in his book MY YEARS WITH GENERAL MOI'ORS (1964) 

also discussed that canpany' s unique way of doing things. He 

discussed the history of General Motors (Q·i) under the Chairman

ship of William Durant, Pierre duPont, and himself, and showed 

the different effects each had on the organization's culture. 

Of Durant and his conternpory Henry Ford, Sloan said: 
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"Both Mr Durant and Mr Ford had unusual vis ion, courage, 

daring, imagination, and foresight ••• they injected their 

personalities, their "genius" so to speak, as a subjective 

factor into their operations." 

Durant was succeeded by duPont who also had an effect on the 

culture of Q1 according to Sloan, who said: 

"Yet the mere fact that Mr duPont was there at the head 

of the enterprise changed the psychology of the whole 

operatioo ••• all of us in the corporation determined not 

only to carry on but to capitalize on the vast oppor

tunity inherent in the very nature of our business, and 

in this we were inspired in our faith in the •.. leadership 

of Mr duPont" 

~2t Sloan sa1s of his o~~ ti~c as Chairman reflects not only the 

influence he had on the organization's culture, but also how the 

culture was seen as Qvl's own way of operating. Sloan says: 

" ••• for us change meant opportunity. We were glad to bend 

our efforts to go with it and make the most of it. We 

were prepared, too, with the various business concepts, ••• , 

though I must say we saw them as merely our way of doing 

busines and not having any general application." 

Although both Watson and Sloan were managing the cultures of 

their organizations they were doing so without a clear concept of 

what culture was. The concept was not addressed in management 

literature until well after they, and others, began to manage 



19. 

their own cultures. 

2.3.2 DEVELOPMENT OF THE CULTURE CONCEPI' Philip Selznick (1957) 

wrote a landnark book, LEADERSHIP AND ACMINISTRATION, which 

introduced some major concepts involved in this area. He 

suggested that organizations becorr~ institutions as they are 

"infused with value 11
• Selznick is using the term institution to 

to describe organizations which have developed strong cultures. 

Selznick suggested that as an organization becomes an institution 

it develops its own unique "character". Thus Selznick's work 

laid a foundation for the consideration and study of the culture 

concept. 

In the mid-1960s Blake, Avis, and Mouton (1966) identified the 

negative effect that a culture can have on the perfonnance of an 

organization. They showed how a ''mechanistic" manager, rather 

than displaying risk-taking, or entreprenuerial behaviour will 

limit his actions to what has been done before. That is, he 

allows "tradition, precedent, and past practises" to establish 

the corporate direction. 

Blake, Avis, and Mouton suggested that a "dynamic" manager would 

stop treating tradition, precedent, and past practises as "sacred 

cows" in order to take advantage of opportunities available to 

him. 
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This recognized the limiting effect of a particular type of 

culture, but did not identify the potential that culture could 

have for encouraging people to take risks and opportunities. 

Blake and Mouton later applied the term culture to the organ

ization's predaninant mode of operating in relation to their 

concept of the Managerial Grid (1969). This suggests that there 

are five main cultures possible: the "escapist" culture, where 

people avoid making decisions (at position 1,1 on the Grid); 

a totally person-oriented culture designed to make people feel 

good by not being too demanding (1, 9); the "autocratic" culture 

(9,1); the canpranising culture (5,5); and the "consensus" 

culture which aims at achieving results by helping people to 

release their creative potential (9,9). 

Anthony Jay (1967; 1972) drew on a number of sociological 

concepts related to culture in order to explain the functioning 

of organizations and how some notable companies, such as 3M and 

Marks aoo Spencer, consistently achieved high performance. 

Among the concepts he used were the corporate tribe, the tribal 

chieftan, and corporate religion. 

Corporate tribes refer to social s:ysterns within the corporation. 

Jay refers to it as: 

"a rich network of scandal and gossip, friendship and feud, 

ranance and rivalry, aoo if our language was furnished with 

a word that was the exact opposite of loneliness, that would 
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be what the tribe offerred to all its members. 11 (1:XJ. 116). 

Elsewhere Jay refers to this tribe with the term 11comnuni ty''. 

One can belong to a large social system, such as living within a 

large city, without feeling you are an intergral part of that 

system. However, within a smaller comnuni ty or II tr ibe11 }'OU may 

be and feel that }'OU are an integral part. You would probably 

feel a greater attachment to your coomunity than to the larger 

system. 

So within the corporate system there may be tribes or comnunities 

which individual workers feel they have membership of; groups 

which the worker accepts and is accepted by. 

The tribal chieftan is a person accepted by this tribe as having 

leadership over them. Within an organization there may be 

several tribes each having a separate chieftan providing 

direction, and unity for the tribe. Jay suggests that this 

tribal structure is what makes the management of large corpora-

tions possible. For example in Marks and Spencer the tribes are 

the stores, according to Jay, and store managers becane tribal 

chiefs. Typically the tribal chief has absolute clarity about 

his tribal boundaries. The chief and the tribes members know 

what is within their tribe and can act autonomously: as a profit 

centre . 

The concept of religion that Jay puts forward is of particular 

interest in terms of the study of culture. He suggests that all 
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corporations need a faith (1967). He defines faith as the 

shared beliefs members of the corporation have about what they 

are working for, or trying to achieve. Typically, too, there 

are certain "doctrines" held by the members concerning how best 

to serve its purpose. Jay also suggests that a necessary part 

of the corporate religion is a "supreme being" or a leader who 

exemplifies the faith or the beliefs of the organizations. 

These ideas, although they may appear to be stretched in their 

application to organizations, are actually close to those 

suggested more recently in more, organizationally "appropriate" 

terms. This suggests that people may respond to cultures as 

enthusiastically as they do in order to satisfy what the Bible 

refers to as a "spiritual need" (Matthew 5:3, New World Transla

ion). 

2.3.3 ORGANIZATIONAL CHARACTER As mentioned earlier this term 

was used by Selznick (1957) to describe the result of institut-

ionalizing organizations. He suggested that as organizations 

beco-ne institutions they develop their own unique character and 

competence. Roger Harrison (1972) suggested that organizations 

have their own particular "characters", and that this 

"ideological orientation" affected the compatability of the 

organization's interests with those of its members, and the 

organization's abiltiy to deal with its external environment. 

Harrison postulated that there were four main II ideologies" or 
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systems of thought that were "central detenninants" of the 

organization's character. These were the Power, Role, Task, and 

Person orientations. T°h= Power orientation is one that attempts 

to dominate its environment and vanquish opposition. The Role 

orientation attempts to be as rational and orderly as possible, 

with a high concern for procedure and precedent. The Task 

orientation is concerned with the achievement of a superordinate 

goal. The Person orientation is primarily concerned with 

serving the needs of the organization's members. 

In many ways these four ideologies correspond with the Grid 

concepts of Blake and Mouton (excluding their "escapist" option). 

The Power orientation corresponds with the "autocratic" position 

(9,1); Role with the "canpranise" position (5,5); Person with the 

people ahead of performance position (1,9); and Task with the 

"consensus" position (9,9). These concepts are by no means 

exact, but do show similarities. 

Harrison also suggested what some of the effects or functions of 

this ideology were. In particular he noted six functions that 

are performed by this ideology: 

1. specifying the goals and values toward which the organiz

ation should be directed, 

2. prescribing the relationships between individuals and the 
/ 

organization: what the organization expects frcrn its people 

and vice versa, 

3. indicating how behaviour should be controlled in the organ-
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ization and what kinds of control are legitimate. 

4. depicting what qualities and characteristics of organization 

members should be valued, and how behaviour should be 

rewarded and punished, 

5. showing members how they should treat one another: competit

ively or collaboratively, and 

6. establishing appropriate methods of dealing with the 

external envirorrnent: aggressively, responsively, etc. 

Harrison has here identified what an organization's culture or 

character does, but he defined character simply as the organiz

ation's "s:Y5tems of thought". A number of writers have sought 

to define further what these s:Y5tems of thought are, and a 

number of different positions on this have been taken. 

2.4 DEFINITIONS GIVEN ID CULTURE 

A number of different positions have been taken in defining what 

culture is. Often the result of this is that the theorist 

defining culture touches on a part of the cultural S:Y5tem, rather 

than the whole. Consequently, even though some definitions may 

be rejected as such, they constitute important elements of the 

overall concept. 

/ 
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2.4.1 CULTURE AS SHARED GOALS Deal and Kennedy (1982) noted 

that organizations that had consistently outstanding performance 

tended to "believe in sanething". People in those organizations 

tended to share the same superordinate goals. This is a similar 

concept to the organizational "religion" or "faith" suggested by 

Jay (1967). Examples of these superordinate goals cited by Deal 

and Kennedy were: 

IBM: "IBM means service." 

GE: "Progress is our most important product" 

DuPont: "Better things for better living through chemistry." 

In these outstanding organizations there were readily recognis

able slogans, such as those listed above, with which f'!lal1bers of 

the organization could identify. In some organizations there 

are a number of these slogans. For example, Tandem Corporation 

has several slogans which emphasize people and technology workifB 

together, such as the following: 

"It takes two to Tandem." 

"Get the job done no matter what it takes." 

"Tandanize it - means make it work." 

Deal and Kennedy note that these goals reflect more than what the 

organization seeks to achieve. 

ization wants to achieve them. 

They also suggest why the organ

Consequently there is more to 

culture than people sharing the same goals. 
/ 

I 
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2.4.2 CULTURE AS SHARED MEANINGS A position taken by Pettigrew 

(1979) is that culture is the system of shared meanings in a 

social system. That is, culture refers to the conmon under-

standings we have of behaviour and social life. Pettigrew 

suggests that in organizations we create and manage meaning. 

According to Pettigrew these. meanings are conve~ through the 

s~ols, language, ideology, belief, ritual and myth that operate 

within organizations. Thus, a person understands what particular 

actions mean in an organization on the basis of his knowing the 

culture. We know we belong to the same culture as another 

person because we interpret sanething in the same way. 

In considering the definition of culture as being shared meanings 

it is interesting that Harrison (1972) considered this to be the 

result of culture rather than the cause. That is, we make the 

same interpretations of phenanena because we belong to the same 

culture, rather than belonging to the same culture because we 

make the same interpretations. This seems to be a more correct 

approach, as there are some aspects of culture which do not fit 

neatly into the shared meanings definition, such as the shared 

goals. Also there must be some cause of the shared nature of 

the meaning. 

reason. 

We must choose to share that meaning for some 
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Shared meaning must, however, remain an integral part of our 

concept of culture. 

2.4.3 CULTURE AS SHARED ASSUMPTIONS Schein (1983) suggests that 

an organizational culture depends for its existence upon a 

definable organization: people working together to achieve some 

purpose. The organization's culture develops as the organization 

faces and overcomes "crises of growth and survival", and it works 

out its own way of coping with problems of adapting to the 

external environment, and of finding a workable set of 

relationship rules to shape the internal envirorment. 

Schein defines culture, then, as: 

"the pattern of basic assumptions that a given group has 

invented, discovered, or developed in learning to cope 

with its problems of external adaptation and internal 

integration - a pattern of assumptions that has worked 

well enough to be considered valid and, therefore, to be 

taught to new members as the corrict way to perceive, 

think, and feel in relation to those problems." (pg. 14) 

Schein says that the ultimate culture will always reflect the 

canplex interaction between the assumptions the group's founders 

intially brought to the group, and what the group has subsequent

! y learned from its experience. 

This definitions appears to be a very valid one . An organiz

ation's actions are based on the assumptions people make about 
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what is the best way of doing things. This definition would 

certainly account for the shared meanings organization members 

take from the world around them, as described by Pettigrew 

(1979). However, it could be argued that assumptions are the 

result of values, rather than the converse, which Schein 

suggests. 

Defining culture as shared assumptions does not account for the 

motivational or emotive elements of cultures; it does not seem to 

account for the "religious faith" element of organizations ment

ioned by Jay (1967). 

2.4.4 CULTURE AS ORGANIZATIONAL PARADIQ1S OR PHILOSOPHIES Ouchi 

(1981) suggested a definition of culture that combines, in part, 

the concept of culture as shared assumptions with the religious 

faith concept. He suggests that Japanese firms and sare U.S.A. 

firms have distinctive characteristics which make them "Theory Z" 

companies . 

Ouchi suggests that these Theory z organizations have their own 

distinctive philosophies of management, which supplies them with 

the underlying premises for decision-making, or what Schein 

refers to as paradigms. This generates in the organization 

a sense of their uniqueness. Of this Ouchi says: 

" ••• the sense of uniqueness derives from an underlying, 

comnon understanding of both the purpose and the appro

riate methods of management that characterize the 

. i 
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organization. This is what I refer to as a philosophy 

of management ••• Where there is no philosophy of management, 

or where there is an amorphous but little understood 

philosophy, it is imp::>ssible to justify the making of 

decisions on any basis other than financial considerations." 

(P}. 40) 

Organizations which have a management philosophy, such as those 

Ouchi speaks of, rely on the internalization of this philosophy, 

or the values comprising it, by organization members for control 

rather than the tight measurement-based controls typically used 

by U.S. organizations. 

The problem with using this concept of management philosophy as a 

definition of organizational culture is that, as Ouchi sa:ys, only 

the Theory Z organizations have them. Organizations with weaker 

cultures may have philosophies that are "amorphous and little 

understood" but they still need to be covered by our definition 

of culture. 

2.4.5 CULTURE AS SHARED VALUES Peters and Waterrnann (1982) sug-

gest that a critical part of the cultural system of an 

organization is the system of shared values in that organization. 

This concept has been supported by other writers. One of the 
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earliest considerations of organizational character was by 

Philip Selznick (1957), who said: 

"Organizations become institutions (i.e., adaptive over 

the long haul) as they are infused with value. This 

infusion produces a distinct character and distinctive 

competence. When institutionalization is well advanced 

distinctive outlooks, habits, and other comnitrnents are 

infused, coloring all aspects of organizational life and 

lending it a social integration that goes well behond 

formal coordination and control." (pg .40) 

Thanas Peters (1980) describes the process of managing culture as 

"the process of shaping and maintaining values". Tichy (1982) 

also considers values to be the central elanent of culture, de

scribing management of the cultural system as the management of 

"values and philosophy". 

These writers suggest that cultures develop as people in the 

organization begin to share the same values, and these shared 

values result in members being driven toward the same goals, and 

sharing the same meanings. Peters (1980) suggests that the 

organization's "language", which Pettigrew (1979) describes as a 

means of arriving at shared meanings, not only carries the 

organization's values, and thus reinforces or helps infuse them, 

but is at the same time shaped by these values. 
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2. 5 INTEGRATING THE INDIVIDUAL AND THE ORGANIZATION 

Culture is a force for achieving the integration of the goals of 

individuals and the organization to which they belong. This 

concept of integration has been used in the literature on 

management under a number of terms. Argyris (1957) was one of 

the earliest writers on this subject, arguing that there is a 

fundamental opposition between the needs of the individual and 

those of the organization in which he works. Argyris claimed 

that all the problems of management were related to how people 

react to this dichotcxny. 

Other writers have felt that this integration is not necessarily 

impossible. For example , Porter, Lawler, ard Hackman (1975) 

suggest a number of solutions to the lack of integration or 

"congruence" between individual's career plans and the plans the 

organization has for the individual. This concept has also been 

addressed under the term "work adjustment" (Loftquist aoo Dawis, 

1981). 

The concept of organizational socialization (Schein, 1974) is 

also related to integration. Schein provides a link between the 

concepts of integration and culture, when he says of socializ

ation: 

"The concept refers to the process by which a new manber 



32. 

learns the value system, the norms, and the required 

behaviour patterns of the society, organization, or group 

which he is entering ... This learning is defined as the 

price of membership." (pg. 3) 

Schein goes on to soow that these values, norms, and behaviour 

patterns usually define for the individual the basic goals of 

the organization, the preferred means of achieving those goals, 

responsibilities of members, behaviour patterns required for 

effective performance, and rules pertaining to the ''maintenance 

of the identity and integrity of the organization". 

Walton (1978) refers to the lack of integration in organizations 

as "alienation". He suggests that this alienation is caused by 

expectations of workers changing while traditional organizational 

forms remain constant. For example, workers increasingly seek 

challenge and personal growth, while work is designed to minimize 

the skill required for the job. Alienation results in a fall in 

the quality of working life experienced by organization members, 

and in the produc tivity of the organization. Again, this is 

linked to the concept of organizational cultures because the 

alienation results from conflict between the values of the indiv

iduals in the organization and those of the organization itself. 

2.6 CULTURE AS A PART OF THE ORGANIZATION SYSTEM 

There are a number of influential systems operating within any 
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organization. Tichy (1983) states that organization effective-

ness requires alignment within and between these S'.:{Stems. He 

suggests that ) here are three main S'.:{Stems within organizations: 

the technical S'.:{Stem, the political S'.:{Sten, and the cultural 

S'.:{Stem. Tichy says: 

"The basic task for change managers is to ensure that 

there is alignment within each of the three S'.:{Stems and 

then between the S'.:{Stens. A well-designed organization 

should exhibit harmony between its cultural, political, 

and technical S'.:{Stems, and each of these S'.:{Stems should 

be internally aligned." (PJ. 137) 

It is important to see culture as a part of the total S'.:{Stem of 

the organization as any change made to one part of the S'.:{Stem, or 

to one subs'.:{Stem, such as culture, will affect the other S'.:{Stems. 

Often it is this cultural s'.:{Stem which is overlooked when changes 

are made to the technical system of a business. Tichy cites the 

Lordstown plant of General Motors as an example of this, where 

the plant was claimed to be the most technically efficient plant 

in the world. However performance of the plant was well below 

expectations because the organizational design ignored the 

psychological and sociological factors involved in the changes. 

In contrast Volvo's Kelmar plant was planned with a strong 

cultural, as well as technical orientation, demonstrating concern 

for the values and needs of the work force, and experienced a 

successful start up (Tichy, 1976). 
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This work by Tichy (1983) underscores the importance of being 

aware of the organization's culture, particularly when making 

changes to other parts of the organization system. It also shows 

the dynamic and complex relationships making up organizational 

systems. Both facts are critical in any culture managenent 

prograrrme or intervention.-

2.7 CULTURE AS A MEANS OF CONTROL 

Peters and Watermann (1982) noted that one of the factors which 

determined excellence in the organizations they studied was what 

they described as "simultaneous loose-tight properties." By 

this they meant that these "strong culture canpanies" had tight 

control systems which, at the same time provided workers with a 

high degree of freedan. The need to have tight control 1n 

order to effectively manage an organization is often seen to be 

in contrast to the recognition that people will be more effective 

where they can make their own choices, or govern their own work. 

Organization cultures provide a means of resolving this dilerrma. 

Kelman (1958) identified three influence processes: Compliance, 

Identification, and Internalization. Canpliance is the process 

whereby a "target" is influenced because the influencer has the 

ability to reward and punish the target's behaviour. This 

requires the influence agent to have a means of surveillance of 

the target, and to have the p)wer to reward and punish. 
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Identification is the process where a target is influenced 

because he expects his behaviour to help his relationship with 

the agent of influenc:e. Often this will 'be done by the target 

imitating the agent's 'behaviour, and requires the target to 'be 

attracted to the agent, and the 'behaviour to 'be relevant to the 

relationship, or "salient". 

Internalization is the process where a target is influenced 

because he perceives the required 'behaviour to 'be congruent with 

his personal value system (Reitz, 1977). In this case the agent 

has influenced the target by getting the target to accept the 

agent's values as his own. 

Internalization appears to 'be the more powerful of these three 

processes, as it requires no external monitor of behaviour. The 

target, having internalized the values of the agent will reward 

and punish his own behaviour. 

In an organization with a strong culture values are used to 

control the behaviour of the organization members. Douglas 

McGregor suggested that this was a superior form of control, 

because relying on reward systems to control behaviour (a process 

of compliance) reinforced not working, as one could only 'benefit 

from the rewards when one was off the job (McGregor, 1960). 

McGregor noted that control by authority required the ability to 

enforce it through the use of punishment. He pointed out that 

changes in society have made organizations far less able to 



36. 

punish their members. He suggested that: 

"the emplo~ent relationship involves substantially less 

dependence than it did a half century ago. Alternative 

relationships, alternative ways of satisfying needs and 

achieving goals are sufficiently available that a partic

ular emplo~ent relationship can be terminated with a 

relatively snaller loss. Moreover , the dependence is 

further reduced by the various negotiated limitations on 

management's freedcrn to exercise the authority to dis

charge ." (pp. 21-22) . 

/ 

This inability to exercise authority by discharge is particularly 

evident in New Zealand among unionized employees. The trend 

toward an informational society (Naisbitt, 1982) in which capital 

is no longer the limiting factor in starting a new enterprise , 

will reduce emplo}ees dependence on the organizations they 

belong to even further . Clearly, there is a need for a form of 

control that does not rely on the organization ' s ability to 

exercise authority and punish employees. 

McGregor suggests that control can be better achieved by inte

grating the goal of the organization and the individual, thus 

allowing self-control . In organizations with strong cultures 

this is achieved by enabling new emplo~s to internalize the 

values of the organization. Having made the organization's 

values their own people are more l ikely to monitor their own 

behaviour ; that is, exercise self-control . Organization ' s are 

I, 
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still faced with the need to dismiss employ?es where they do not 

internalize these values and may directly oppose them. Where 

this occurs other emplo~s do not see the organization ' s action 

as "management vs. workers" as they can recognize that the person 

being dismissed is opposing their values, not just the canpany' s. 

2. 8 CONCWSIONS 

Organizational cultures are an important part of any organiza1 

tional system, as they define "the way we do things around here" 

and provide an effective means of providing tight control without 

close supervision. Organization's cultures have been shown to 

have a significant effect on the performance of the organization . 

Culture is a concept originally borrowed fran the disciplines of 

sociology and anthropology, but which is being applied to the 

study of organizations . There has been, however, little agree-

ment on what cons titutes culture, or what the components of a 

culture are . Culture has been variously defined as shared goals, 

shared values, philosophy, shared assumptions, and shared 

meanings. The concept of culture has been shown, also, to be 

related to many organizational concepts , such as climate and 

worker alienation . 

I f culture does have such a signif icant effect on the effective

ness of organizations it is important for managers to be aware of 
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the cultural implications of their actions. It may be possible 

also to manage a culture. That is, where a culture is weak or 

inappropriate to the goals of the organization a manager may be 

able to change or strengthen the shared values of the organizat

ion to improve its effectiveness. 

We can conclude from this that there is a need to clarify the 

nature of organizational culture, to enable it to be manage::!. 

Managers need a model of culture so that they can understand the 

relationships involved in it. Because organization culture is a 

complex system, and a part of a more complex organizational 

system (Tichy, 1983), any change in the culture will have an 

impact on other parts of the system (Huse, 1980). Another 

requireinent for the management of a cultural system is some form 

of measurement. Managers need data to enable them to assess the 

need to change, to set goals for change strategies, and to assess 

the effectiveness and efficiency of their interventions (Mahler, 

1974). 

Marvin Bower (1966) sumnarized why managers should aim at 

managing culture as a part of the organizational system saying 

that: 

"People can always act more effectively when there are 

principles to guide them. Knowing what to do, they don't 

have to wait for instructions. And when principles are 

welded together by a clearly understood system, action 

becomes even more purposeful and productive." (pg. 258) 
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Bower went on to show that a management system focusing on these 

issues allows managers to "inspire" dedication to company goals, 

as well as making it easier to "require", by means of discipline, 

adherence to company philosophy, policy, and plans. He notes 

that such a system, by "inspiring" emplo~es would not only make 

"requiring" easier, but also less necessary. 

"The system frees people to to work on their own. It 

allows them a greater degree of self-direction and self-
I 

control. In other words, it promotes self-goverrrnent. 

The best source of energy for a management system, in fact, 

is the self-governing initiative of the people whose 

activities it guides. That is why able people like working 

under a system of programned management - and why they 

work with greater effectiveness and zest." (pg 262) 

We can conclude from what Bower says that such a management 

system (what he refers to as "programned management") would help 

enable the effective management of culture. However, it is 

first necessary to clarify the nature of organizational cultures. 
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3.0 MODELS OF CULTURE 

We have seen that there are a number of different definitions or 

conceptions of organizational culture. In order to manage a 

culture a manager needs an understanding of what culture is, and 

what factors are involved in it. For this reason we have had to 

formulate a model that seeks to explain the dynamics of organiz

ational culture and provides a basis for the measurement and 

management of the cultural system. 
\ 

3.1 THE NEED FOR MODELS 

Models explain the dynamics of a system and provide a basis for 

the measurement and management of that system. Bebb (1978) 

points out that models are important in the design or develop

ment of any project, as they force the designer to clarify and 

make known the components of his system and how these are inter-

related. This enables others to understand the assumptions made 

by the designer, and thus replicate, improve, or make use of the 

designer's system. 

Models usually differ greatly from scientific theories. Models 

generally try to provide a plan or a guide to the study of a 

complex or large system. Because of the complexity of systems 

they are applied to, models are usually kept general, as the 

model-builder recognizes that he cannot isolate and identify all 

the ccmponents or variables in the system. For this reason, 
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model-builders tend to judge their models- on how functional they 

are, rather than through verifying them using the scientific 

method. 

Dodd (1975) points out that the process of model-building high

lights the wide variety of decisions which underpin the design 

process, such as ''What is the goal of the system?" and ''What is 

the interaction between canponents?~. 

Another reason for the building of models has been suggested by 

Tichy (1983). He suggests that managers or researchers of an 

organizational system have m<:x:3els of that system "in their 

heads". In order to evaluate the effectiveness of these models 

and to examine the asswnptions underlying them it is beneficial 

to clarify them in sane form. The form of these models may vary 

depending on what best suits the thinking style of the model-

builder. Bebb (1978) points out that models are often expressed 

in symbolic terms. A model enables us to share our concept of 

"reality'' with others. To achieve that model-builders prefer to 

sacrifice scientific verifiability for a broader display of 

their own understanding. 

Bower (1966) points out that managing a system is easier if the 

managers understand the principles guiding the system, and how 

component processes work individually and as part of the system. 

Managers should understand how each part of a system not only 
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"gathers strength fran the other cani;x:inents but imparts strength 

to them as well". 

3.2 A MODEL OF CULTURE 

Culture is what Msrvin Bower (1966) desqribes as "the way we do 

things around here". There. is a clear behavioural implication 

evident in the definition given by Bower. The organization 

develops its own unique behaviour patterns. These behaviour 

patterns result, and at the sarre time modify, the values shared 

in the organization. In turn these both affect and are affected 

by the organization's perceptions of both its future and its 

past. All of these processes take place within an environment 

which the organization is required to monitor, and which also 

shapes the organizational processes. 

Our model, then suggests that there are four major elements of 

organizational cultures operating within an envirorunent. Each 

element has a dynamic relationship with the others. The four 

elements are What Is Reinforced, the organization's Perception of 

its Past, its Perception of its Future, and What is Valued. The 

model can be expressed graphically as in figure 1. 
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Figure 1. 

A Model Of The Elements Of Organizational Culture 
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I R 0 N M E N T 

Reinforcement Theory, or Operatant Conditioning, is a theoretical 

approach to understanding behaviour which does not rely on any 

concept of motivation (Hampton, et . al, 1982). Rather than 

looking at needs, expectancies , or other internal processes of a 

human psyche it seeks to explain behaviour by relating it to its 

consequences . Behaviourists suggest that the consequences of 

behaviour determine ways of behaving in the future. 

(1976) describes the process in the following way: 

Skinner 

"Many things in the environment, such as food and water, 
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sexual contact, and escape fran harm, are crucial for the 

survival of the individual and the species, and any behav

iour that proouces them therefore has survival value. 

Through the process of operant conditioning, behaviour 

having this kind of consequence becanes more likely to 

occur. The behaviour is said to be stn1mgthened by its 

consequences, and for that reason the consequences them

selves are called "reinforcers". Thus, when a hungry 

organism exhibits behaviour that proouces fooo. the 

behaviour is reinforced by that consequence and is therefore 

more likely to recur. Behaviour that reduces a potentially 

damaging condition, such as an extreme of temperature, is 

reinforced by that consequence and therefore tends to recur 

on similar occasions." (pg. 44) 

Much of the research on behavioural principles has been coooucted 

on animals, and in particular pigeons using "Skinner boxes". 

The principles have been shown to work also in modifying the 

behaviour of people, including people at work (Luthans, 1977). 

However many behavioural scientists believe that although 

behavioural principles do work in managing behaviour people still 

have sane internal motivational processes which also effect 

behaviour. For example Blanchard and Johnson (1982) in the 

lx?ok THE ONE MINUTE MANAGER warn: 

" ••• people are not pigeons. People are more complicated. 

They are aware, they think for themselves and they 
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shouldn't do (transgressions) and there is no 

aversive consequence to the model, the subject will 

tend to do more of the undesirable thi03s. 

Organizations with strong cultures often attempt to influence the 

behaviour of organization members by prpviding or creating models 

of behaviour desirable in terms of the organization's culture. 

As the principles of Behaviour Modelling suggest, an organiation 

needs to ensure that the consequences of the behaviour of the 

models it uses are also appropriate to the culture. 

Deal and Kennedy (1982) refer to the imp::)rtant models within 

organizations as "heroes". Interestingly they distinguish 

between heroes who are born and those who are made. Often 

organizations are created by those Deal and Kennedy term "born 

heroes". These are people who had a vision of what they were 

trying to achieve, and who established their organization's own 

"way of doing things" on their personal values. Often the 

founders of these strong culture canpanies are now dead, but 

their legends are still used to influence the culture as they 

still represent the values of the organization. 

At the same time organizations continue to create heroes, or to 

make heroes out of those who reflect the values of the culture. 

There are a variety of ways that this can be done. Many organiz

ations have in-house p...1blications which can be used to recognize 

outstanding achievement or some other behaviour which supports 

the culture. Another method of creating heroes is to have 
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certainly don't want to be manip.1lated by another person." 

(M. 76) 

Reinforcement of behaviour is requireyl to maintain the behaviour 

which supports the key organizational values. A strong culture 

would help its members internalize the values of that culture, 

and so allow them to exercise self-control. The theory of Cog

nitive Dissonance suggests that at times we define our attitudes 

on the basis of our behaviour (Festinger, 1957). For this reason 

it is necessary to ensure that the behaviour of organization 

members is not in conflict with the values of the organization. 

If they are then the values of the member could easily weaken. 

So despite the fact that the values organization members have 

' will enable them to exercise self-control over their own 

behaviour, the organization needs to protect those values. 

Kellogg (1968) suggested also that although internal satisfaction 

with achieveinent is necessary in order to have highly motivated 

subordinates who could exercise self-control, this needs to be 

supplemented by external reward and recognition. So reinforce-

ment is a means by which an organization can maintain behaviour 

associated with its strongly held values. At the same time many 

organizations use their reinforcement methods or actions as 

opportunities to clarify and comnunicate these values more fully 

to their menbers. 
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3.3.1 BEHAVIOUR SHAPING METHODS A number of methods are cornnon-
1 

ly used by organizations in reinforcing behaviour in line with 

the organization's culture, and to comnunicate the values of the 

culture. Deal and Kennedy (1982) clarified and illustrated a 

number of these in their book CORPORATE CULTURES. 

3.3.1.1 Heroes Bandura (1971) has suggested that a major 

influence on human behaviour is the behaviour of others. We 

are likely to imitate the behaviour of others under certain 

circumstances. This process of imitation is called Behaviour 

Modelling. Mager (1968) has surrrnarized the circumstances under 

which a subject's behaviour will be influenced by observing the 

behaviour of a model. 

1. Where a model has prestige from the standp:)int of 

the subject the subject will tend to imitate the models 

behaviour. 

2. Where the subject sees a model being reinforced 

rather than punished for a behaviour the subject 

will tend to perform that behaviour more. 

3. Where the subject sees a model being punished 

the subject will tend not to engage in the behaviour 

for which the model was punished. 

4. Where the subject sees a model doing things he 
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particular career paths for those considered to be the "caners" 

or the "high-risers". IBM creates heroes by allowing any 

salesnen who achieve their sales quotas to join the canpanie's 

"100% Club". IBM actually set sales quotas at a level that 

allows around 80% of the salesmen to achieve them, thus allowing 

a large number of people to be recognized and to consider them-

selves as heroes. There are many other means by which heroes 

can be made and organizations tend to create means of doing this 

wich are unique to them and reflect their way of doing things. 

In companies where the culture is not managed heroes tend to 

arise naturally out of the informal organization (Dessler, 1979) 

and may display behaviour which conflicts with the goals of the 

organization. Where this behaviour is not followed by sane sort 

of negative consequence for the hero the organization will 

develop a "subculture" whose values are in conflict with the 

organization's goals. 

3.3.1.2 Rites And Rituals Deal and Kennedy (1982) suggest that 

rites and rituals play an important part in comnunicating the way 

that people are expected to behave in corporate cultures. 

Anthropologists have also looked at the relationship between 

ritual and the values and beliefs of people belonging to a 
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culture. Herskovits (1955) smws that ritual or ceremony has a 

powerful role in relation to beliefs. 

"Ceremonialism is a JX)werful agent in uniting people. 

Whether as active participants in the worship or as 

spectators, the bonds that bind them to their fellows 

are strengthened by cerernonialism .•. Rituals ... are the 

implementation of belief ••. ritual is the instrument 

by which conviction is renewed and strengthened .•. Thus 

added to the sociological significance of ritual as a 

binding force for the group as a whole is its psycho

logical importance as the mechanism that validates 

belief."(pcJ. 230) 

The way that organizational values form the central focus of an 

organizational culture can be equated with the way that beliefs 

are central to a culture from an anthro!X)logical point of view 

(Jay, 1972). Rituals are a fXJWerful means of strengthening 

or reinforcing the beliefs in both types of culture. In an 

organization rituals are connected to a myth that symbolizes a 

central belief of the culture, which people within the culture 

recognize and understand (Deal and Kennedy, 1982). If there is 

no connection between a ceremony and a central belief then the 

ceremony serves no purpose in relation to the culture. 
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Ritual is also a means by which tensions can be released and 

conflicts between menbers can be resolved (Deal and Kennedy, 

1982). To achieve this sane organizations create opportunities 

for play or retreat from organizational pressures. 

Other rituals include socialization rituals, "rites of passage" 

or transition rituals (where someone is promoted, terminated, or 

retired)., or simply work rituals, where a job is done in a 

particular way in order to ensure it is .done right. Often the 

work ritual will be more involved and harder to change as the 

task it is related holds greater risk. If anything goes wrong 

the ritual ensures that the worker and the culture are protected 

from accusation. 

3.3.1.3 Myths Myths are a po~rful way of com:nunicating beliefs 

about ourselves and about organizations we belong to. Often 

they can go beyond what can be corrmunicated in a rational or 

logical way because of their "right-brain" nature (Koprowski, 

1983). Myths can communicate much about our hopes, fears, and 

aspirations. Koprowski (1983) points out that rather than weak

ening our need for myth, technological progress is creating a 

need for more. This is what Naisbitt (1982) refers to as the 

trend toward "High Tech, High Touch". 
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According to Herskovits (1955) myth is the "charter of belief" . 

That is, myth is an expression of the belief of the culture . It 

is myth around which rituals are based, and frcm which they get 

their EX)wer , as the ritual reinforces and celebrates the belief 

expressed in the myth . 

In organizations myths are often based on the exploits of heroes 

who showed how success could te achieved. The myth can help 

organization members to understand and relate current events to 

the beliefs or values of the culture , and therefore understand 

how to manage their performance. 

The term "myth" is often associated with fictitious events and 

people. In organizations this is not necessarily so. Myths 

tend to be based on actual happenings. If a myth is, in fact , a 

true account it is likely to be roore powerful in reinforcing 

the telief associated with it. At the same time it should be 

noted that cultural values will effect a myth. Values effect 

what ideas can be assimilated, stored , and tranS'llitted by people 

without distortion (McMurray, 1963). In this way the culture of 

an organization may exaggerate a myth or result in negative 

aspects of the event being dro~ from the account. 

3.3.1.4 Management Systems A significant part of a cultural 

system is the way that people within the culture share meaning 
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(Pettigrew, 1979). People interpret events similarly, and 

extract the same meaning from th~n. For this to take place the 

culture requires a shared language. Peters (1980) suggests that 

management systems are the carriers of the organization's 

language. As such they are naturally influenced by the culture, 

and at the same time affirm the values of the culture. 

Peters suggests that managenent systems can be very effective or 

very dysfunctional in supp::,rting the culture, and therefore the 

goal achievement, of the organization. Effective systems often 

invent excuses to "express or parade basic values". On the 

other hand if management systems are not managed they atrophy, 

and cause the organization likewise to atrophy. 

this: 

Peters sa:ys of 

"The essential variable in the deterioration process is 

often the management s:ystens. Visibly, they grow in nwnber 

and complexity. Invisibly, they perpetuate outdated value 

assumptions. Similarly, management systems are a critical 

variable in reversing a decline or spurring a new level of 

achievement. Even a dramatic strategic move, for1 instance, 

is likely to perturb the enterprise only briefly unless the 

old systems residues are attacked and remolded in paralled. 

(pg. 25) 



53. 

Peters defines systems as the framework for almost all important 

managerial action. He suggests that there are three main manag-

enent systens canponents: these are (1) Directional Signals, such 

as the business focus - whether people are concerned about 

internal or external matters; (2) Process Phases, or how the 

organization finds problems, solves them, executes decisions, and 

interprets outcanes; and (3) Management Tools, such as personal 

actions, rewards, and the structure of forums. How these 

are used and whether they conflict with stated goals and values 

indicate the culture and competence of the organization. 

A notable example of a management system that carries the values 

of the culture it is in is Management By Objectives. Peters 

differentiates between "real" and ''bureaucratic" MBO. Where 

the organization has atrophied or become introverted and bureau

cratized there tend to be many objectives for each job. With 

real MBO managers concentrate on a few important ones. The time 

frame for real MBO objectives are shorter, and they are reviewed 

informally frequently (weekly) and formally regularly (monthly or 

quarterly) . Bureaucratic MBO tends to leave review to the 

performance appraisal, either once or twice a year. In these 

ways the way MBO is implemented in the organization reflects the 

culture of the organization. 

• I 



54. 

The term ''management systans" also covers the pattern of reinfor

cements a nianager niakes at work. Managers are able to publicly 

reinforce behaviours which strengthen the culture of the c011pany. 

Peters (1979) notes that there are niany limitations on nianaganent 

work, such as the fragmented nature of problans the manager 

faces and the lack of tirne the manager can spend on any one task. 

Peters points out there are "silver linings" to each of the "sad 

facts" about managing. The positive aspect of the fragmented 

nature of management is that it gives a manager a myriad of 

OJ?l?Ortunities to reinforce the guiding principles or values of 

the organization. It allows the manager to show a consistent 

direction in solving problems he faces. For example, at IBM, 

where custaner service is an overriding principle, a manager can 

direct subordinates to solve problems they come to him with on 

the basis of what gives the best service. 

3.3.2 BEHAVIOUR CHANGE VS. CULTURE CHANGE Sathe (1983) says 

that shared behaviour in organizations is the result of, or is 

generated by the culture of the organization. However behaviour 

is not ccmpletely dependent on culture. An organization rnember 

may share the values of the culture, and ~tact in ways 

unacceptable to that culture, and likewise a member may behave 

like ever~ne else in the organization without sharing their 



55. 

values. 

Sathe suggested an analytical scheme for studying cultural non

conformity, and this has been adapted below. 

Figure 2 

Sathe's Analytical Scherre Of culture Nonconformity 
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Fran Figure 2 it can be seen that a change that is purely one of 

behaviour is a lateral move and can bring a person's actions into 

line with the organization's requirements. This sort of change 

will not bring the benefits that a strong culture offers, des

cribed earlier; that is, allowing members to control their own 

behaviour on the basis of their sharing the values of the 

culture. For this to occur a horizontal shift is required. 

A behaviour change without a horizontal shift, Sathe p:::>ints out, 

may result in canpliance with the system, or "doing things right" 

but without the "missionary zeal II that would make the change 

really effective. Of this sort of change Sathe says: 

"I am not arguing that managers should always strive to 

create culture change. There are times when only behaviour 

change is appropriate or is all that is p:::>ssible -

for instance, when culture change would take too 

long or when only a temp:::>rary change in behaviour 

is required to cope with a transient situation. 

Ho\.vever, be aware that behaviour change without 

culture change requires constant monitoring of 

behaviour to ensure compliance and the continued 

use of rewards and punishments to sustain it ..• This 

is not the case, however, when behaviour change is 

accanpanied by culture change. Although more 

difficult to accomplish, such change is also more 

erduring because it is self-sustaining. 11 (pg. 17) 
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This analytical scheme of Sathe's is closely related to the work 

done on leadership by Bass (1984). Bass has distingished 

between two types of leaders: Transactional ard Transformational. 

Transactional leaders negotiate performance on the basis of a 

transaction or an exchange. They identify their follower's 

needs and meet these needs in return for the follower's support. 

Bass believes that Transactional leadership doesn't proouce the 

best possible results as it is seldom used optimally, and because 

one can't always persuade people to act in their own self

interest. 

Bass says that we can get "quantum leaps" in performance when a 

leader provides "vision", thus acts as a Transformational leader. 

Transformational leaders raise other's levels of consciousness, 

and get followers to transcend their own self-interest for the 

sake of the team and its values. This concept relates to Sathe's 

work, in that a Transactional leader would concern himself mainly 

with lateral shifts (in behaviour) on Sathe's scheme, while a 

Transformational leader would focus on horizontal shifts, or 

changing values. 

3.3.3 BEHAVIOUR CHANGE AND THE ROLE OF VALUES There is a dynamic 

relationship between reinforcement and values that was mentioned 

briefly in the last section. Not only can reinforcement 
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influence values, by the means looked at above, but values 

influence what organization members will find reinforcing. 

A reinforcer is any consequence of behaviour which results in 

that behaviour being repeated. Values affect what things people 

consider to be of value, and also what information they can 

assimilate, stofe, and transmit without distortion according to 

M:::Murray (1963). Because of this if a manager attempts to 

reinforce a value that is in conflict with one already held by 

a subordinate, the consequence may not be a positive experience 

for the subordinate, and therefore not reinforcing. For example 

it would be difficult to establish a myth about saneone who dis

plays a particular value, if that value is not considered to be 

of worth in the organization. 

This creates a dilerrrna for the manager who is seeking to change 

the culture of an organization. This dilenma is faced in some 

organizations by their managing their members perceptions of the 

past. 

3.4 PERCEPTION OF THE PAST 

As mentioned above culture management, through the use of rein

forcement, can require the managenent of organization members' 

perceptions of the past. This is required because people tend to 
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form attachnents to the past in terms of tradition, ritual, and 

precedent (Blake and Mouton, 1967). If people see new values as 

being in conflict with traditional values they may resist change 

toward those new values, even when they see that change is 

needed. 

The reasons for people forming such strong attachments with the 

past, even when they are dysfunctional, appear to be largely 

unexplored in the behavioural sciences. There are a number of 

possible explanations for this. Frcxn a behaviourist perspective 

traditions are held strongly simply because of the consequences 

of displaying traditional behaviour. That is, there must be sore 

strong reinforcement for traditional behaviours. 

Harvey (1974) examined why groups often act in agreement when 

each individual privately believes that the decision is wrong. 

Harvey suggests that many groups are unable to manage agreement 

because group members disguise their true beliefs when they 

perceive these to be in conflict with other member's beliefs, 

even when they are not. Harvey suggested a number of reasons 

why a person might agree to an action he koows is inappropriate 

and which may in fact be damaging to his organization or group. 

Firstly, Harvey suggests that anxiety is created when a group 

manber thinks about acting in accordance with what he believes 

needs to be done. Disguising or ignoring one's beliefs is 
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therefore a reinforcer as it reduces this anxiety. 

This anxiety about action is supported by negative fantasies 

alx>ut what the consequences of acting in accordance with what 

these beliefs are. Harvey argues that these negative fantasies 

are mainly concerned with the fear of separation, or alienation 

from the group. Harvey says: 

"That fear of taking risks that may result in our 

separation from others is at the core of the paradox. 

It finds expression in ways of which we may be unaware 

and it is ultimately the cause of the self-defeating 

collective deception that leads to self-destructive 

decisions within organizations." (pg. 72) 

Harvey points out that there is still a dilemna within his own 

argument. This is, that people, by avoiding taking action due 

to their fear of separation, contribute in the long run to the 

failure of the organization and consequently assure themselves of · 

the separation they fear. Harvey suggests that this occurs 

because our culture of individualism and mobility assures that we 

frequently experience loneliness, and seldan experience comrade

ship. Thus we consider loneliness to be the natural way of 

things and strive to avoid it in the short-term at least. As 

Harvey says: 

"Consequently, though we have learned the reality of 

separation we have not had the opportunity to learn 

the reciprocal skills of connection, with the result 
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that, like the ancient dinosaurs, we are breeding 

organizations with self-destructive decision-making 

proclivities." (pg. 73) 

These sarre forces may be the cause of peoples' attachment to the 

past or to tradition. Often people will recognize that the way 

things have always been done is genuinely the best way of doing 

them based on what they have learnt in the past. However at 

other times people may recognize that the traditional ways are 

dysfunctional, but may continue to do them because of the anxiety 

caused by their fear of separation from others within the 

culture. 

Another possible reason for people's attachment to the past has 

been suggested by Rokeach (1973). He argues that often a 

person's self-identity comes from social systems to which he 

belongs. Thus, as suggested earlier by Jay (1968) the beliefs 

of organizations may represent for some individuals something 

like religious faith. people may need to contribute toward a 

"superordinate goal": that is, something that transcends their 

own self-interest. If this is the case then an attempt to 

enforce a change from tradition may be perceived by a person as 

an attack on their self-identity. 

Tied in with this is the individual's understanding of the world. 

A person may not wish to change from traditional ways of doing 

things because they are based on his understanding of the world. 
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If the person were to change it might mean that his understanding 

is incorrect and if there is no "world-view" or "cosmology" 

(McGregor, 1967) to substitute for the redundant one, he may have 

no means of understanding the canplex nature of what is happening 

around him. 

Another force that may result in an individual's attachment to 

tradition or the past, is the investment the individual has in 

that tradition (Sheldon, 1971). If an individual has done a lot 

to establish or maintain a tradition in the past, or if they 

develop specialized skills in order to work in the traditional 

way they will be less likely to change fran that tradition. 

Whatever the cause of the strength tradition has on influencing 

behaviour, it is sanething that needs to be addressed in order to 

manage a culture. Because it plays such an im[X)rtant role in 

culture it also needs to be incor[X)rated into any model of 

culture that we put forward. We have mentioned earlier that 

shared meanings are an important part of the concept of culture. 

This is incor[X)rated into our model as well by considering the 

percpetions that organization members share as to the meaning of 

the past. 

3.4.1 USE OF THE PAST IN MANAGING BEHAVIOUR. The management of 

culture may require the management of meaning. In particular it 

may require that managers are able to influence organization 

members' perception or interpretation of the past. Attempts at 

• I 
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this can be seen in many canpanies with strong cultures who 

ensure that myths and stories about the past, which strengthen 

the canpany's culture, are brought to members' attention (Deal 

and Kennedy, 1982). On a more sinister level the book 1984 by 

George Orwell (1948) soows oow "Big Brother" recognized the need 

to manage people's understanding of the past by continuously 

rewriting history to suit his own p..irposes. 

Much has been written about Japan's economic success and how this 

is an outgrowth of the country's culture. What Peter Drucker 

(1981) says of the history of this performance-oriented culture 

is interesting in light of what has been said above about the 

need to manage perception of the past. Drucker writes: 

''What lies behind <Japan's> ••• success? ••• The most comnon 

answer given in Japan as well as in the West is that these 

rules represent uniquely Japanese traditions and values. 

But this is surely not the whole answer; in fact, it is 

largely the wrong answer. Of course, rules of social and 

political behaviour are part of a culture and have to fit 

it or at least be acceptable to it. How tre Japanese 

implement their rules is very Japanese indeed, but the 

rules themselves represent A rather than THE Japanese 

tradition. They represent a choice among widely different 

but equally traditional alternatives. 

Drucker points out that Japan's historical approach to labour 

relations prior to World War 2 is far bloodier than most other 
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countries. There were more than one peasant-labour revolution 

per ~ar in the 150 i€ars before what Drucker refers to as the 

birth of modern Japan in the Meiji Restoration of 1868. The 

concept that business leaders should take responsibility for the 

national interest and that conflict should be resolved by 

considering the comnon interest was put forward in the nine

teenth century by tre Japanese businessnan Eiichi Shibusawa, but 

his ideas were largely rejected until Japan was defeated and 

humiliated in World War 2, and had to rebuild their nation. 

Clearly a great variety of values have formed a large part of 

Japan's history, as could be said of almost any nation. Japan's 

success seems to have come from selecting those values which 

would best assure success in its modern environment and building 

these into its modern culture. Drucker points out that the same 

values that form the basis for Japan's success were equally 

available to Western nations. These values could legitimately 

be called traditional by many countries in that they were 

espoused by Western writers such as Walter Rathenau, Mark Hanna, 

Machiavelli, and Mary Parker Follet. 

At an organizational level Smith and Steadman (1981) discuss how 

tre U.S. canpany AT&T is currently facing a large change in 

in its operating environment and is consequently attempting to 

change its culture to a more marketing oriented one. To do this 

AT&T executives are examining the company's history. Smith and 

Steadnan say of this: 
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"The historical research on AT&T currently underway 

confirms what the company's executives intuitively 

grasp - namely, that the canpany's heritage supports 

alternative traditions. As it enters the less regulated, 

more technologically explosive world of the 1980s, AT&T's 

managers can look back at the company's risky and 

entreprenuerial beginnings in an ill-defined market 

with a novel technology." (pg. 169) 

The authors note that not only can the canpany use this heritage 

to manage its culture but it can also learn from the strategies 

it used in similar situations in the past. 

How then can an organization make use of its history or heritage 

in order to manage its culture? Snith and Steadnan (1981) list 

a number of opportunities that companies can take to do this. 

The canpany's history can be comnunicated to new ernplo~s as a 

part of their socialization (and often is informally comnunicated 

anyway). Training programnes and management seminars can 

contain historical content. Organizations can make use of in

house p..1blications to draw attention to historical values. IEM 

has gone further than this, with Chairman Thomas Watson Jr. 

writing a book on the canpany and its beliefs (1966). 

Along with these direct corrmunications management can show its 

concern for historical values by considering c011pany history in 

making major policy or strategy decisions. 



66. 

Deal and Kennedy (1982) put forward the view that various people 

in organizations take corrrnunicating roles that support the 

culture of the organization. They suggested that there are a 

wealth of these roles ranging from Storytellers and Priests t o 

Whisperers arrl Gossips, each of which they describe. They note 

that each of these roles plays a part in comnunicating the 

history and values of the organization, and that a perceptive 

manager can use these people to influence the culture of the 

organization. 

3.4.2 PAST VS. FUTURE LED ORGANIZATIONS The danger with the 

i;ower of the past, and people's attachnent to it is that in 

unmanaged cultures the past rather than the future will determine 

the direction of the organization. Where this occurs people may 

tend to become concerned with efficiency rather than effect-

iveness. The traditional procedures as well as the traditional 

values are carried over. 

It is interesting to note, however, that tradition still plays an 

imi;ortant role in managed or "future-led" organizations. The 

term "tradition" is derived from a future oriented source. The 

political scientist Friedrich (1972) sh::>ws this where he says: 

"The word tradition derives from the Latin "tradere" 

which means to transfer or deliver . The term has a 

religious or ecclesiastical root ••• The very words of 

the founder or leader must be transfered and delivered 

from one generation to another." (pg. 5) 
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This shows that an organization's perception of its past is 

closely linked with its perception of the future. In some 

organizations the perception of the past is simply based on the 

past while in others the traditions that comprise its perception 

of the past are based on the perceptions of the future gained 

frcm a visionary leader. It is important then that we look at 

organizations' perceptions of their future as a part of our model 

of culture, and at the role of leaders and "vision". 

3.5 PERCEPTION OF THE FUTURE 

Vaill (1982) has suggested that excellence of a human system is 

closely linked with the system's perception of its future. Vaill 

has also shown that this perception does not occur by chance, but 

rather by the deliberate management of the system. Vaill says: 

" ••• the definition and clarification of purposes is 

both a fundamental step in effective strategic manage

ment, and a prominent feature of every high-performing 

system I have ever investigated." (pg. 24) 

High-performing systems, that is human systems that rreet the 

criteria Vaill (1982) outlines as constituting excellent perform

ance, are characterized by the congruence of member's beliefs 

about why they ex ist and what they are seeking to achieve. This 

congruence is in large part brought about by the "purposing" done 

by the system's leader. Leadership, then, is a critical part of 
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the clarification of an .organization's purpose and future. 

3.5.1 LEADERSHIP AND FUI'URE PERCEPl'ION It has been suggested 

that leadership can be either transformational or transactional 

(Burns 1978). Transactional leaders tend to get things done 

through contractual relationships while transformational leaders 

raise people's level of consciousness or get things done through 

"inspiration". Transformational leadership has been associated 

with the term "vision" (Kiechel, 1983}. It has been suggested 

that transformational leaders clarify and comnunicate a vision of 

the organization's purpose to its members, forming the basis of 

the organization's culture. 

Early work in this area was done by Berlew (1974} in relation to 

emotions in organization. He has suggested that there are three 

stages of leadership in organizations. The first stage corres

ponds to Herzberg's (1966) h}giene factors and involves 

eliminating dissatisfaction and moving to a neutral state. 

Stage 2 leadership involves the introduction of managerial 

techniques such as job enrichment, participative mangement and so 

on, to move from the neutral emotional state to one of satisfact

ion. Stage 3 leadership involves moving from a satisfied state 

to a state of "organizational excitement". 

Berlow suggests that "vision" is a critical part of Stage 3 

leadership. He says: 
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"The first requirement for Stage 3 leadership is 

a comnon or shared vision of what the future could 

be. To provide meaning and generate excitement 

such a comnon vision must reflect goals or a future 

state of affairs that is valued by the organization's 

members and thus imp:,rtant to them to bring about ••• 

A vision, no matter how well articulated, will not 

excite or provide meaning for individuals whose 

values are different from those implied by the vision. 

Thus, the corporate executive who dreams only of 

higher return on investment and earnings per share 

may find his vision of the future rejected and even 

resented by members of his organization." (pg. 269) 

There are a number of factors determining the success of a leader 

in generating excitement toward this vision. The main factors 

are the clarity of the vision in the leader's mind, how well he 

comnunicates that vision, and the degree of comnitment that 

people have toward it (Truskie, 1984) Clearly the degree of 

clarity will help with the comnunication of the vision which in 

turn will enable follows to feel corrrnitment to it. 

Leadership and vision are closely related to change. Leaders 

who are transactional tend to deal with changes within the 

"status quo". They tend to negotiate for more or less of the 

same sort of performance. This type of change is termed "first 

order" change (Rappaport, 1977). Transformational leaders can 
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often achieve "quantum leaps" in perfonnance because they create 

"second order" changes. Rather than dealing with a problem in 

the expected way they redefine the problem. In this way they 

raise the level of aspirations of their followers. An early 

business example of this was Theodore Vail of A.T.&T., who 

redefined the organization's mission as providing "universal 

service" rather than simply profit-maximising (Drucker, 1977). 

At a number of learning institutions second order changes are 

taking place where they are moving fran a knowledge- or theory-

based system to one that is competency-based. Others are still 

making only first order changes where they increase the number 

of courses they offer or update the curriculun of existing 

courses. 

3.5.2 STRATEGIC PLANNING The organization's perception of its 

future is closely tied to strategic planni03. Peter Vaill says 

that strategic planning is the process of determining why an 

organization exists, and deciding on its desired character and 

identity. Peter Drucker has defined strategic planning in the 

following way: 

"Stategic planning prepares today's business for the 

future. It asks: what do we have to do today to 

deserve the future? Strategic planning requires risk

taking decisions. It requires an organized process of 

abandoning yesterday. It requires that the work to 

be done to produce the desired future be clearly 
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defined and clearly assigned. The aim of strategic 

planning is action now." (pg. 124) 

Drucker provides a case of an organization that has consistently 

engaged in strategic planning and as a result has experienced 

consistent success: Sears, Roebuck. Of Sears, Drucker says: 

"Sears, Roebuck has been more successful and has been 

successful longer than any other major American business. 

Yet when Julius Rosenwald, a Chicago clothing merchant 

without mail-order experience, bought out Richard Sears 

in 1895, the company was on the brink of bankruptcy. 

Rosenwald thought through what Sear's business was by 

asking: who are the customers? what do they need? what 

is of value to them? where and oow do they buy? ••• 

Rosenwald's successor ••• then asked the same questions 

again in the mid-1920s. He redefined Sears and made 

it into a very different business. Since Wood's 

retirement in 1954, a succession of Sears' top manage

ments has again redefined Sears' business by asking 

the same questions. Every time these questions were 

asked they yielded different answers. Every time, the 

answers flew in the face of what "eveq,one knew" at the 

time. And every time, the right answers were reached 

by hard systematic work rather than by "intuition"." 

(pg. 54) 

There is a very dynamic relationship between strategic planning 

and the values of the organization. The definition of strategic 

. ' 
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planning offered by Vaill suggests that a part of this planning 

is the deciding of what the character or identity of the business 

will be. Thus strategic planning must address what values will 

be necessary for success of the organization in the future. At 

the same time values clearly effect goal-setting and planning 

(Guth and Tagiuri, 1965). Thus the values of the planners will 

undoubtedly effect the planner's vision or perception of the 

future. For this reason both values and future perception must 

be a part of our model of an organization's culture. Strategic 

planning is important for organizational cultures because it 

enables leaders to gain clarity on their vision of the future. 

3.5.3 COl'-t1UNICATING FUTURE PERCEPTION Peter Vaill has found 

that High-Performi[B Systems are characterized by members being 

clear on their broad purposes and on "near-term objectives for 

fulfilling their purposes". He says that members of High-

Performing Systems have "pictures in their heads that are strik

ingly congruent" (1982). Clarifying the vision of the future by 

strategic planning enables purposing of the organization. Vaill 

defines purposing as: 

"that continuous stream of actions by an organization's 

formal leadership that has the effect of irrlucing clarity, 

consensus, and corrmitment regarding the organization's 

basic purposes." (pg. 29) 

Thus organizational leaders comnunicate their vision of the 

future by "purposing", in order to achieve an end-state where 
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rrembers of the organization have clarity and agreement on why the 

organization exists. Vaill says that the purposing of High

Performing Systems by leaders is characterized by three factors: 

(1) extraordinary amounts of time spent by the leader, (2) strong 

feelings held by the leader about the attairment of the system's 

purposes, and (3) the focus leaders have on key issues and 

variables in the system. 

Leaders of High-Performing Systems often stay in the system for 

long durations and invest long hours in the system. Often they 

are conscious and concerned about the system even when involved 

in sane other activity. In terms of Feeling, Vaill says that 

leaders care deeply about the system and its purposes. They 

care about its future, security, and the people involved in it, 

and involvement with the system becomes the person's life. 

Purposing of the system canes as a natural result of the leader's 

feelings for the system. Finally, Vaill states that leaders 

focus on the key variables of the system; they have a shortlist 

of priorities around which they operate. 

The means by which the leader's concept or perception of the 

future is often comnunicated is the planning that goes on within 

the organization, particularly strategic planning. According to 

Peter Drucker (1977) strategy answers the questions ''What is our 

business? What should it be? and What will it be?" Strategy 

determines the purpose of the orgnization and its structure, and 

the key activities of the business. 
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Again, there is a dynamic relationship between strategy and 

values. A manager's personal values will effect his choice of 

strategy, while strategy may determine which values are required 

within the organization for it to be effective. Thus changes in 

strategy may require changes in the organization's culture. 

In essence, clarifying one's perception of the future is 

strategic planni09. Purposing is the process of comnunicating 

this perception in order to get others in the organization to be 

comnitted to achieving that future. Strategic plans reflect the 

values of the leaders and managers in an organization (Guth and 

Tagiuri, 1965), and others in the organization can only 

internalize these values if they have been clearly comnunicated. 

3.5.4 GAINING COl'f1ITMENT TO ACHIEVING THE FUTURE In order to 

advance toward the future planned for, organization members need 

to beccxne conmitted to that future. As mentioned above, the 

prerequisites of this comnitment are that this concept of the 

future is clarified and has been conmunicated to organization 

merbers. Comnitment comes as members internalize the values 

that form the basis of this vision. 

A great deal of research has shown that participation by subord

inates in goal-setti09, the appraisal of performance, and other 

parts of the management process or system, generates corcmitment 

toward goals (Likert, 1961). As has been pointed out by 
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Drucker (1977) and others, sanetimes people are involved in 

decisions of a minor nature to give them a sense of participation 

and to gain their comnibnent, and as a result participative 

approaches often fail. Drucker shows that participation should 

be in terms of how the subordinate can contribute to the goals or 

purposes of the organization, thus increasing both the quality of 

the decisions made arid the subordinate's acceptance of them. 

Drucker says: 

"Each member of the enterprise contributes something 

different; but all must contribute towards a conmon 

goal, a coomon performance. Each should strive toward 

workmanship in his or her work. Yet professional 

excellence is a means towards a corrmon objective. 

By its very nature, the organization tends to misdirect 

away from the common objective. Organizations therefore 

require management by objectives so as to integrate 

individual efforts into corrmon performance. Manager's 

objectives need to be set by themselves. And they 

should be used for self-control. Management by objectives 

and self-control can truly be called a "philosophy of 

management for free men and wanen." (pg. 34 9) 

So Drucker suggests that the most effective form of participation 

is allowing managers to decide how best they can contribute to 

the goals of the organization. This process needs to be con

trolled by the manager's superior. It is each manager's respons

iblity to ensure that his subordinate's objectives do contribute 
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to the overall goals of the organization and that they represent 

the best that the subordinate can offer. 

Of course there are other ways that comnitment to organizational 

goals can be attained. Managing subordinate's perception of the 

past was shown earlier to have an effect on the values they were 

prepared to internalize, and there are clearly other methods. 

It appears, though, that people are prepared to comnit themselves 

to goals, and lack of coomitment is often due to the lack of a 

clear "vision", and a leader who asks for cornnitment. 

We can see that there is a dynamic relationship between an organ

ization's strategy and goals, and its values and culture. It is 

important now that we examine values as another critical part of 

our model of organizational culture. 

3. 6 WHAT IS VALUED 

Organizational culture can be seen as the system of shared values 

held by members of an organization or group (Peters, 1981). In 

our model of organizational culture this pre-eninence of values, 

as the core of culture, is suggested, but we have also seen that 

the values making up a culture are derived from what is rein

forced by the organization, along with member's perceptions of 

the past and the future, and the effect of the environment. 

Because values play such a critical part in our model we need to 
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examine what they are, and how they effect people's behaviour 

within organizations. 

3.6.1 DEFINING VALUES One of the most corrtprehensive definitions 

of a value has been given by Rokeach (1973), and it is: 

"A value is an enduring belief that a specific mode of 

conduct or end-state of existence is personally or 

socially preferable to an opposite or converse mode of 

conduct or end-state of existence." (pg. 5) 

Rokeach clarifies this definition in a number of areas. He 

describes values as enduring because they are relatively stable. 

They are able to be changed but need to be stable to allow for 

"continuity of personality and society". 

effects values have on their holder: 

He also discusses the 

"Values, like all beliefs, have cognitive, affective 

and behavioural components. (1) ••• To say that a person 

has a value is to say that cognitively he knows the 

correct way to behave, or the correct end-state to 

strive for. (2) A value is affective in the sense that 

he can feel emotional about it, be affectively for or 

against it, approve of those who exhibit positive 

instances, and disapprove of those who exhibit negative 

instances of it. (3) A value has a behavioural canponent 

in the sense that it is an intervening variable that 

leads to action when activated." (pg. 7) 
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Others have sort to define values as well. Allport (1961) says 

that a value is "a belief upon which a man acts by preference" 

(pg. 454). Senger (1971) defines a value structure as "A 

hierarchy of competing, fundamental life directions which act as 

the criteria for psychological behaviour" (pg. 416). 

The Values Clarification movement also provide a definition of 

"value". The Values Clarification movement has resulted fran 

the recognition that many of the traditional influences which 

helped people establish what they value are losing their 

influence (for example family, church, and school) or are 

becaning less unified in the values they protX)ur1d. This results 

in many people becoming confused and apathetic. Values Clarif

ication encourages people to spend time in value-related thought, 

in particular reflecting on their own values (Raths, HARMIN, And 

Simon, 1978). The definition of values provided by Raths, et. 

al (1978) is deliberately phrased to enable exercises to be 

devised to help people discover what values they hold, and to 

examine these. They set seven criteria for a value: 

It must be chosen freely 

It must be chosen from among alternatives 

The effects of the various alternatives must be considered. 

It must be acted upon by the person. 

It must be acted on repeatedly. 

It must help the person achieve his potential. 

It must be p.1blicly affirmed by the person. 



79. 

These criteria can be sumnarized into three general areas (Hall 

and Smith, 1972): choosing, acting and prizing. Values must be 

chosen consciously by the individual. If the value is not acted 

on then it is only a strong opinion. A full value is also some

thing we enjoy because it contributes to our developnent, and 

consequently we often want to share it with others. 

That this definition is constructed in order to foster Values 

Clarification is clear. Indeed based on these criteria it would 

appear that people are without values (that is ones that meet all 

seven criteria) until they have undergone some values clarific-

ation exercise. We can gain from this, though, that values are 

consciously held, and effect the holder's behaviour. 

3.6.2 CLASSIFICATIONS OF VALUES Spranger (1928) selected six 

"types of men" or classifications of personalities on the basis 

of values, and this classification has becane the basis for much 

of the research in the area of values (Allport, Vernon, and 

Lirrlzey, 1960; Guth arrl Tagiuri, 1965). Spranger classified 

value-types as: 

1. The Theoretical Man - whose dominant interest was the 

discovery of truth, arrl who is therefore empirical critical 

and rational. 

2. The F.conomic Man - who is characteristically interested in 

what is useful and practical, and in the accumulation of 

wealth. 
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3. Aesthetic man, who is concerned primarily with form and 

harmony. The aesthetic man will often reach for the 

beautiful and the channing ahead of seeking what is trre. 

4. Social man, for whan the highest value is the love of 

people. The social man tends to prize others, and is 

consequently selfless, altruistic, and kind. 

5. Political man, who is primarily interested in p:)wer. In 

all spheres of life the political man is concerned with 

aquiring and exercising personal p:)Wer and in influencing 

others. 

6. Religious man, is one who seeks unity: he seeks to find the 

relationship between himself and the universe, and desires 

to understand the cosmos. 

Spranger sets out these 6 types as "ideal types", not ex~ting 

that any person will be a pure type - no one will belong exclus

ively to one category. 

Rokeach (1973) classifies values into two groups: end-state 

values and mode-of-conduct values. An end-state refers to what 

goals an individual will think are worthy of pursuing. These 

may be personal, such as "Peace of Mind", or they can be social, 

such as ''World Peace". A rrode-of-conduct value is one that 

concerns the way that an individual should conduct himself. 
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These too can fall into two categories: moral and canpetence 

values. A moral mode of conduct is one that a person carries 

out because he believes that it is right to do so, such as 

"Honesty". A competence value is one that is held because it 

is desirable rather than right, such as "Creativity". 

Rokeach's classification is interesting for our study because it 

identifies the fact that values are closely tied to goals, indeed 

that they directly relate to the goals that an individual will 

pursue. 

England has also provided a classification of values that is of 

interest (1975). England classifies values on two parameters. 

Firstly, he considers an individual's Primary Value Orientation, 

similar to Spranger's classification of types of men. From this 

basis England classifies values in terms of their behavioural 

relevance to the individual. 

England suggests that there are three Primary Value Orientations, 

or modes of valuation. An individual may value sanething 

because of success-failure considerations. For instance, he may 

value "Canpetition" because he believes that it will lead to high 

achievement or success. This relates to Rokeach's Competence 

values, aoo England terms this the "Pragnatic rrode". 

The second mode of valuation is that based on ethical or moral 

considerations, which England refers to as the "Moralistic" rrode. 

Using this mode of valuation an individual's behaviour is 



82. 

influenced toward what he believes is right, and away from what 

is wrong. In some groups for example people may hold the value 

"Canpeti tion" because they believe it is morally right. Others 

of course may believe that it is morally wrong to be competitive, 

but this too is showing a moralistic rather than a pragmatic rnooe 

of valuation. 

The third mode of valuation that England puts forward is the 

"Affective" mode, where people hold a particular value because 

they believe it will be pleasurable to do so. It is a value 

orientation based on hedonism. England also suggested that 

some individuals may not have a single clear orientation, and 

that they may instead have a ''mixed" orientation. 

England then classified values on the basis of their likely 

affect on behaivour. He sa:ys: 

"All possible values which might be held by an individual 

or by a specific group constitute the total value space 

and are known as "potential values". The potential values 

are made up of two classes of values: "nonrelevant" and 

"weak" values for a specific group of individual (those 

that would have little or no impact on behaviour) and 

"conceived values" (those which may be translated from 

the intentional state into actual behaviour). Conceived 

values are made up of "operative" values (those which have 

relatively high probability of being translated ••• into 
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actual behaviour), "intended" values (those which are 

viewed as important but may have only a rroderate probability 

of being translated • • • into actual behaviour because of 

situational factors), and "adopted" values (those which are 

less a part of the personality structure of the individual 

and af feet behaviour largely because of situational factors)." 

(pg. 2) , 

Values are classified according to whether they are considered by 

the individual to be important, and whether they fit into the 

individual's Primary Value Orientation. 

All of these classifications are concerned with allowing for 

individual differences in values. Clearly values are held by 

all hunans, though confusion and disorder may result where these 

values have not been clarified by the individual (Raths, Harrnin, 

am Simon, 1966). Also it is clear that despite the fact that 

we all have values, the range of potential values and their 

relevance to the individual is great. 

3.6.3 A DEFINITION OF VALUES FOR OUR STUDY In our study we are 

primarily concerned with values within organizations: those 

which affect how individuals perform and how the individual 

relates to others in the work envirorrnent . At the same tirre, a 

value in the workplace will not be significantly different to a 

value held elsewhere. Consequently the definition we give has 

been clearly affected by definitions by authorities in this area, 
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who have been discussed earlier. 

For our study, we have defined values as: 

Errluring beliefs held by an individual, and acted upon by 

him, which influence his behaviour within organizations and 

how he expects the organization to operate. An individual's 

values have a dynamic relationship with the goals he pursues. 

His values will determine the goals he is prepared to work 

toward and the effort he is prepared to make to achieve them, 

and at the same time, the goals he chooses to pursue will 

influence his perception of what kind of person he needs to 

be, thus allowing him to shape his own values. 

Much of our definition is similar to that given by Rokeach (1973) 

discussed earlier. Like him we see values as beliefs, with 

cognitive, affective, and behavioural aspects, and which are of 

an errluring nature. We differ fran Rokeach in that we see 

values as separate entities, although they are affected by, goals 

or end-states. 

Drawing on the work of England (1975) and Raths et. al (1966) we 

aso note the need for values to have a behavioural consequence: 

values need to be acted upon. 

3.6.4 THE ORIGIN AND DEVELOPMENT OF VAWES We now need to 

consider where values originate, and how an individual canes to 
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have values. Also, having decided that values are errluring 

rather than permanent, we need to examine how they develop and 

change. 

3. 6. 4.1 Psychoanalytic Theory In Psychoanalytic Theory values 

are seen as arising out of a child's early confrontation with 

parental authority. Burns (1978) explains the developnent of 

values in the following manner: 

"In Freudian theory the superego develops as part of the 

resolution of Oedipal conflicts, as the child internalizes 

prohibitions expressed in the form of parental chidings 

and warni~s. In need of instant gratification, anxious 

to identify with the parents and gain their affection, the 

child learns to evade parental displeasure and punishment 

by repressing the behaviour that would invoke these penal

ties. Typically the superego manifested itself in feeli~s 

of conscience early in childhood. Jean Piaget noted that 

children internalized rules and standards so autanatically 

that they grew literal and absolutist about them; rules they 

saw as ends ••• in themselves ••• In scxne persons these moral

istic rigidities carried on into later years without adequate 

transformation of rule into values. In most cases they were 

altered by socializing forces. 

Out of these elemental but {X)werful influences of . the 

superego values emerge. The question is how the child makes 

the transition fran rules dictated by Oedipal and other 
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conflict, articulated and enforced by parents, and internal

ized by the child to the shaping of values. This question 

has divided the analysts." (pg. 35) 

Burns went on to show that Freud believed that the early 

conscience or values could not be substantially changed later 

in life. Others, such as Jung and Parsons believed that the 

develoµnent of the superego and of personality in general were 

not so mechanistic, but rather could be shaped by ends of aims as 

well as by past experience. 

Burns' concern was essentially for finding the roots of the 

values of leaders. His conclusion regarding the psychoanalytic 

theories, was: 

"Of these views on the origins of values, Freud's theory 

of Oedipal conflict, as applied to broader social processes, 

and Jung's concern with ends, or purposes, are together most 

useful to students of leadership, for they make possible a 

concept of values forged and hardened by conflict." (pg. 35) 

3.6.4.2 Developnental Theories Piaget (1965) has suggested that 

there are two major stages in the develoµnent of moral reasoning. 

The first stage is called the stage of ''moral realism". Here 

a child complies with rules because the rules are sacred and 

unalterable. Thi~s are either right or wrong. Piaget states 

that during middle to late childhood the child moves into the 

second, more mature, stage of "autonorrous morality''. Here the 
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child recognizes that rules are established and maintained by 

reciprocal agreement and are thus able to be modified in differ-

ent circunstances. Punishnent is therefore related to the 

misdeed given its circunstances. 

Kohlberg (1976) provided an extension and refinanent of this 

stage theory of moral developnent, suggesting that there were 6 

stages of developnent on 3 levels (2 per level). The first 

level is the "premoral" level, where the child sees the control 

of corrluct as caning from external sources such as parents. At 

the first stage within this level the child has a punishment and 

obedience orientation, while at the second stage the child seeks 

to compromise with the outside forces. The second level is the 

"conventional morality" level, where judganents are based firstly 

on the expectations of other individuals, then in the next stage 

on duty in order to maintain the social order. The final level 

of moral developnent is where people make moral judgements on the 

basis of self-accepted moral principles. In the first stage at 

this level moral principles are accepted by the individual 

because they represent the standards of others in the conmuni ty. 

At the final stage, the individual makes moral judgements on the 

basis of moral principles he has chosen to hold as his own, 

rather than because he risks losing the respect of others. 

Ault (1980) notes that neither Piaget nor Kohlberg detail how a 

child progresses from one level to another. Rather they suggest 

that they are developed as the person uses logical reasoni0:3, 
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puts himself in the role of others, and has social experiences 

which promote the developnent of these abilities. 

3.6.4.3 Operant Conditioning and Cognitive Social Learning The 

Operant Conditioning theorists suggest that behaviour is 

learned by the antecedent consequences. In this way "prosocial" 

behaviour is learned .• For example, a child may be praised as a 

result of a parent observing him share his toys with another 

child. The praise operates as a positive reinforcement, so that 

the child is more likely to share his toys in the future. 

Cognitive Social-Learning 'lbeory combines elements of cognitive 

psychology with learning theory. It also acknowledges that 

behaviour is shaped by its environment and that positive rein

forcements will result in the behaviour being repeated in the 

future. At the sarre tirre this theory stresses the impact the 

individual can have in shaping the enviromient, as well as the 

impact the environment can have on the individual. Thus when a 

person acts with kindness toward others, in the future those 

others are likely to enable him to show kindness again because of 

the climate that has been prcrluced. 

Cognitive Social-Learning theory also suggests that an individual 

can internalize particular values and thus can shape his own 

behaviour by reinforcing and punishing himself. 
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3.6.4.4 Biblical Explanation An alternative position is taken 

by the Bible which suggests that values are primarily a gift from 

God. This is evidenced by the fact that people with no Bible 

heritage follow moral standards similar to those of the Bible. 

The Christian apostle Paul wrote: 

"Whenever people of the nations that do not have law do 

by nature the things of the law, these people although 

not having law, are a law to themselves. They are the 

very ones who demonstrate the matter of the law to be 

written in their hearts, while their conscience is bearing 

witness with them arrl, between their own thoughts, they 

are being accused or even excused." {Romans 2:14, 15) 

At the same time the Bible notes that it is possible for a person 

to change from the values associated with the true worship of 

God, as Paul notes: 

"All things are clean to clean persons. But to persons 

defiled and faithless nothing is clean, but both their 

minds and their consciences are defiled" {Titus 1:15) 

For this reason and because of the impact of childhood experience 

in shaping values, as noted by secular theorists the Bible shows 

that parents have an obligation to shape the values of their 

children: 

"These words that I am coomanding :you today must prove 

to be on :your heart; and :you must inculcate them in :your 

son and speak of them when :you sit in :your house and when 



90. 

you walk on the road and when you 1 ie down and when }lOU 

get up." (Deuteronomy 6:6,7) 

Interestingly, the authoritative child-rearing practises advoc

ated in the Bible appear to have a very positive affect on the 

work values and behaviour of children. Baumrind (1966) found 

that children develop a strong work ethic when parents exert firm 

discipline, delegate work assignments, encourage personal resp

onisiblity, establish standards of personal con:luct, and 

encourage religious coomitments. Baumrind called this type of 
' 

parenting "Authoritative" parenting and noted that parents who 

are authoritative and emphasize discipline and self-control tend 

to have children who are socially responsible, self-reliant, and 

well behaved. 

3.6.5 CHANGING VALUES As noted above, some theorists, in 

particular Freud, did not believe that values could be changed 

later in life. David Cherrington (1980) suggests, however, that 

although values are primarily determined by developnental 

experiences, this does not mean that they cannot be changed. 

Cherrington says: 

"It is true that early developnental experiences have an 

enonrous influence on personal values, but there is sane

thing supervisors and managers can do ••• Believing in the 

dignity of laoour and taking pride in one's work are not 
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inherited characteristics; they are_ values an individual 

learns. While the work values of most people are developed 

in youth, they can also be influenced on the job. Most 

people who play the piano learned when they were between 

the ages of 6 and 16. But that does not mean an adult 

cannot learn to play the piano. Just as adults can learn 

new skills, so they can develop new values ••• These values 

can be taught through sound principles of management that 

contribute to the developnent of work values." (pg. 147). 

Cherrington goes on to point out the folly of many behavioural 

scientists in trying to change work values, and looks at how 

values can be taught. He says: 

"Behavioural scientists propose to restore the work ethic 

primarily by giving emplo~s "what they want". This 

includes more challenging jobs, flexible work hours,.more 

money, more benefits, and more vacations. According to 

this logic, if emplo~es get what they want, they will 

feel a greater comnitment to the canpany, and then manage

ment will get what it wants - motivated emplO}eeS. 

Emplo~s have certainly appreciated these rewards. Why 

shouldn't they? But the rewards have not led to greater 

job comnitment or to greater appreciation of the value of 

hard work. They do not strengthen work values for some 

very good reasons. These rewards do not teach the kind of 

discipline and self-control necessary for developing work 

values. Rather than focusing on the value of high-quality 
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work and the satisfaction of having done one's best, these 

rewards often focus on leisure pursuits ••• 

The work ethic is developed through good supervision. 

There is nothing mystical or magical about teaching the 

work ethic to new employees. Nor is the process faddish 

or popular ••• The principles of teaching work values on the 

job are simply good principles of supervision." (A? 151,152) 

Cherrington goes on to explain 8 principles for developing work 

values: 

1. Establish an organizational climate that fosters positive 

work values and a comnitment to excellence. 

2. Comnunicate clear expectations about productivity and 

high-quality craftsnanship. 

3. Teach and explain the value of work, the dignity of labour, 

and the joy of service. 

4. Establish individual accountability through effective 

delegation. 

5. Develop personal comnitment and involvement through indiv

idual choice and participation. 

6. Provide feedback on performance through effective perform

ance appraisal. 

7. Reward effective performance with pay and other social 

reinforcers. 

8. Continually encourage emplo}ees in their personal growth 

and skill developnent. 
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As mentioned earlier, many writers are suggesting that transform

ational leaders can "infuse values" in others by clarifying a 

vision of the future and comnunicating this in a meaniN]ful way 

to others, thus gaining their comnitment (Burns, 1980; Bass, 

1984; Peters and Watermann, 1982; Bennis, 1984). 

Warren Bennis (1984) carried out a study of leadership 

canpetencies involving 90 successful leaders, and identifiErl 4 

comnon areas of competence. These relate to what leaders have 

that enables them to "infuse value" in those they leoo. The 

first was the management of attention. Successful leaders 

comnunicate an "extraordinary focus of conmibnent, which attracts 

people to them (pg.17). Leaders focus on goals or outcomes that 

people are prepared to join them in achieviNJ. 

The second area of competence was the management of meaning. 

This involves the coomunication of the vision the leader has and 

requires the leader to help followers integrate meaning from 

all the confusing information they have. Bennis suggests that 

this comnunication is from the "whole person" rather than being 

sariething a leader can achieve by hiring a good speech writer or 

using good public relations. 

The third area of competence was the management of trust. Lead

ers could be trusted by their followers to be consistent and to 

stand firm. 
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The fourth area was the management of self. Leaders knew their 

own skills and weaknesses and ensured that they used the skills 

they had effectively. 

These areas of competence, and in particular the first two, 

encourage followers to alter their own values to bring them into 

line with those of the leader. 

3.6.6 THE EFFECT OF VALUES ON ORGANIZATIONS Values, as we have 

mentioned in our definition effect the actions or behaviour of 

the holder. These behavioural effects have significant impacts 

on organizations, which we should consider. 

3.6.6.1 Values and Corporate Strategy One of the most notable 

studies of the effect of values in organizations was one 

conducted by Guth and Tagiuri (1965). They suggested that 

values effect strategy by acting as a criteria for the selection 

arrong alternative strategies. In this regard they say: 

"The process by which an individual's concept of feel 

for his company's strategy is formulated includes 

assessment of envirorrnental opportunities and risks and 

of company resources. Such an assessment results in 

reasoned or intuitive judgements as to what the canpany 

might achieve and become over some period of tirre if it 

operates in certain particular wa}"S. The individual's 

system of values is then applied to these judgements, and 
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a choice among the alternative corporate strategies is made. 

Until this last step is taken, the man is not really 

engaged with strategy. He remains uncomnitted, uninvolved 

in the key choices affecting the cClllpany's future and 

determining its basic character. Since his personal values 

are such an intrinsic part of his life and behaviour, how

ever, he will eventually have to use them as criteria in 

making his conscious choices. If he is not very conscious 

or articulate about his personal values, they will impose 

themselves no less forcefully on his actual choices, i.e., 

those evidenced by his behaviour." (pg. 109) 

Guth arrl Tagiuri showed the balance that is needed in examining 

the influence of values on strategy. They recognized that 

people often have other-than-ecomonic values which they seek to 

fulfill in their work, and yet most organizations depend on 

ecomonic values for survival. They say: 

"In dealing with conflicts between personal values and 

and the maximization of econauic opportunity, managers 

should keep in mind that corporate strategy must ult

imately inspire personal comnitment or else it will not 

be implemented. At the same time, of course, the corp

oration must remain viable as an econanic institution." 

(pg. 114) 

Guth and Tagiuri's work has been supported by Sikula (1971) \>who 

found that personal goals are a function of personal value 
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systems. Also England {1973) found that personal values of 

managers influenced their behaviour and selection among alter

natives in decision-making. 

3.6.6.2 Values and Interpersonal Behaviour Values, as has been 

noted, have cognitive, behavioural, and affective influences on 

us. For this reason they effect how we relate to others in 

organizations. Values have a part in determining what we select 

perceptually frcxn the environment around us {Postman, Bruner, and 

l"k::Ginnes, 1948). 

The different influences values have on our behaviour have been 

sumTiarized by i"'k::Murray {1963). He suggests that values have a 

powerful influence on an individual's behaivour because: 

"{l) They principally determine what he regards as right 

good, worthy, ••• (Thus establishing his life goals and 

many of his motivations ••• ) 

(2) They also provide the standards and norms by which he 

guides his day to day behaviour. 

(3) They chiefly determine his attitudes toward the causes 

and issues with which he canes into contact daily. 

(4) They exert a powerful influence on the kinds and types 

of persons with whcm he can be personally canpatible and 

the kinds of social activities in which he can engage. 

(5) They largely detennine which ideas, principles, aoo 

concepts he can accept, assimilate, remember, and transmit 

without distortion. 
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(6) They provide him with an almost unlimited number and 

variety of moral principles which can be emplo}ed to 

rationalize and justify any action he has taken or is 

contemplating (If his stand is totally unrealistic, 

ludicrous, or even harmful, he can still defend it "on 

principle")" (P:J .131) 

McMurray points out that much organizational conflict is 

primarily the result of conflicts of values. He suggests that 

this is a result of the nature of values: 

"The more important a value is to us, the more likely 

we are to believe it is indisputably the right one ••• 

More often than not the manager ••• believes that all 

values which are inconsistent or in conflict with his 

are wrong." (P:J. 134) 

We can see that values operate as a central force behind the 

behaviour of people at work.Ie- organizations. These values will 

effect the energy they are prepared to use to achieve the goals 

of that organization, and the way they will interact with others 

who are also concerned with the operation of that organization. 

We need, now, to look at a fifth part of this model of culture, 

the environment within which the organization, and the culture, 

operates. 
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3.7 THE ENVIRONMENT 

The environment in which the organization is operating will 

effect the culture of the organization in two main ways: it will 

influence the goals that the organization needs to pursue in 

order to survive, and thus the values that will be required for 

success, and secondly it will effect the values that predominate 

in those people constituting the organization. This second 

impact is of particular interest with those newly joining the 

organization; the envirorment will effect the raw material the 

organization has to work with. 

3.7.1 DETERMINING GOALS The environment is a critical factor in 

determining what is required for success. In seeking to achieve 

success we have a large number of people or groups in the envir

orJnent who make demands on our organizations. Some of these 

demands are of little importance to our survival, while others 

may be critical. 

Often these influences force us to work in areas where we know we 

shouldn't. For example Keith Crane (1984), the chairman of 

Colgate-Palmolive suggests that the financial comnunity can be a 

major force in misdirecting business. He says: 

"In the scramble for growth to meet the expectations of 

the financial comnunity - the shareholders - management 

is often diverted from the need for excellence, and greed 
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and short term pressures make canpanies stray into un

charted and unknown waters. It is the res[X)nsibility 

of management to have the vision and the courage to lead 

organizations toward and through change, and to· thus strive 

for the excellence that is within ream." (PJ. 45) 

John Naisbi tt (1982) identi_fied ten "Megatrends" which are 

changing the way we live, and consequently change the envirorrnent 

that organizations are required to operate within. 

these trends are: 

1. From Industrial Society to Informational Society. 

Briefly, 

Over 60% 

of Americans work in informational jobs (such as teaching, manag

ing, programning, etc.) with only 17% in manufacturing and 3% in 

farming. The source of p:>wer is more and more becaning inform-

ation rather than capital, with many new organizations developing 

and achieving fast growth with relatively little capital. 

2. From Forced Technology to High Tech/High Touch. In the past 

technology has been forced upon people, causing alienation. The 

trend is becoming one of High Tech/High Touch, where when tech

nology is introduced there is a counterbalancing hunan res[X)nse, 

otherwise the technology is rejected. Naibitt suggests that the 

more technology we have the greater our need to be with people 

wi 11 become. 

MASSEY UNIVERS ITY 
LIBRARY 
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3. From a National to a World Econany. Naisbitt suggests that 

it is no longer practical for nations to value independence 

because of increasing global interdependence. Countries such as 

the U.S.A. and New Zealand will have to adjust structurally in 

order to survive. 

4. From Short Term to Long Term. Countries such as Japan and 

Gennany who have a longer term perspective, have been outperform

ing countries such as the U.S.A where there is pressure frorn 

shareholders for short-term results. Naisbitt says that this 

short-term perspective has inhibited innovation and use of tech

nology, and there is growing pressure for a long term orientation 

to performance. 

5. From Centralization to Decentralization. In the U.S.A. 

there is an increasing shift from large centralized institutions 

to smaller more specialized ones. This is seen in professional 

associations, in the increase in specialty stores at the expense 

of large department stores. 

6. From Institutional Help to Self Help. People are becoming 

increasingly disillusioned with institutional help in areas such 

as health and education. People are more likely now to view 

their health as their own responsibility, rather than their 

doctors, and are showing more concern for their fitness and diet. 

7. Fran Representative Democracy to Participative Democracy. In 
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th:? U. S.A. people are demanding a greater say in matters that 

affect them, both in government and organizations, rather than 

leaving this to their representatives. Naisbitt suggests that 

people are increasingly confident of their own ability to make 

decisions and are becaning less confident about the ability of 

their representatives. This extends to a greater desire for 

participation in the work place. 

8. From Hierarchies to Networking. The move toward an informa-

tional society has meant that people are becaning more frustrated 

with the ineffectiveness of the hierarchical structure and are 

seeking a structure that allows for faster flow of information. 

For this reason people are increasingly using "networks": groups 

of people who cane together in an unstructured way to exchange 

information and ideas, such as in a Q.lalityCircle. 

9. Fran North to South. The ninth megatrend that Naisbitt notes 

is the pop.1lation move in the U.S.A. from the North-East to the 

South-West and to Florida. Naisbitt suggests that this is due 

to the other trends mentioned above. 

10. Fran Either/Or to Multiple Option. People no longer are 

limited to a choice between two or three alternatives. Naisbitt 

notes a trend toward individualism, so that businesses and organ

izations can no longer be mass producers of one or two products, 

but rather have to deal with large numbers of markets, or 

clusters of people. 
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As mentioned earlier, these trends have an impact on the denarrls 

that are placed on organizations, thus influencing their 

cultures. They require that an organization examine its role 

in the environment and the values that its members hold. A 

classic example of an organization doing this is Sears, Roebuck. 

Peter Drucker (1977) says of Sears: 

"Sears again and again changed the definition of its market 

in line with the shifting patterns of the American pop..ilation. 

Rosenwald made available mass goods to a new, emerging mass 

market. Wood made available to this mass market what earlier 

had been class-market goods, for example, kitchen appliances. 

Sears now operates on the assumption that the American middle 

class is, in its econanic behaviour, actually an upper class. 

Sears has thus widened its product scope ••• Sears has also 

becane the world's biggest diamond merchant, one of the 

country's biggest booksellers, and a large bu}er and seller 

of original art objects, such as drawings, prints and 

paintings." (pp 51,52) 

Clearly then, the environment will shape what is required of an 

organization and that the goals that it will need to achieve in 

order to achieve its mission. Successful organizations will 

monitor the envirorment and adjust itself accordingly. 

3. 7.2 SHAPING VALUES John Miner (1973) predicted that there 

would, by the early 1980s, be a "crunch" in the managerial 

manpower situations of U.S. and Western organizations. This 
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prediction is based on research he did into the "motivation to 

manage". Miner has found that there are certain attitudes and 

motives that are particularly likely to contribute to the choice 

of a managerial career, to success in a given managerial position 

at any level, and to promotion. These attitudes are: 

1. A favourable attitude toward authority 

2. The desire to canpete 

3. Assertive motivation 

4. The desire to exercise !X)wer 

5. A desire to capture the attention of others through 

distinctive kirrls of behaviour, and 

6. A sense of responsibility. 

Miner's research shows a trend away fran these attitudes and 

motives. He says: 

"Among students, there has been a notable shift away from the 

types of motivation characterizing those who typically seek 

managerial careers in large corporations and who succeed in 

those careers. This implies that an increasingly high 

proportion of individuals who are hired for management 

positions will perform poorly in them unless some adjustments 

are made - either within corporations or in the groups of 

new personnel they hire or both ••• It is possible, of course, 

that a spontaneous reversal will occur and that the motiv

ational threat to the present managerial - and econanic -

system will be short-lived. However, my own data (through 

early 1973) show no evidence of such a trend as :ret. What 

they do show is that the motivation to manage has been 
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declining steadily among students for the last ten :rears." 

(pp. 147,148} 

Researchers at the large U.S. corporation American Telephone and 

Telegraph (AT&T) have provided data that has shown Miner's pre

dictions to have been accurate (Howard and Wilson, 1982). Data 

was collected in a longitudinal study, looking at motivational 

differences between AT&T managers in the 1950s and 1970s. The 

researchers used assessment centres, which included interviews, 

and a variety of scales and projective techniques. They 

described their data as "extensive and canprehensi ve". 

On the basis of this data Howard and Wilson say: 

"In the last decade, as the baby boan generation has 

entered adulthood, one fact has emerged. This post-war 

generation, born in the joy of victory and a surge of 

unprecedented affluence, represents a sharp change in the 

social fabric of American life. In stark contrast to the 

overly ambitious hopes of their parents the babyboomers 

are less motivated toward success, less optimistic, and 

certainly less cornnitted to the large institutions that 

make up this society than any previous generation of 

Americans ••• 

Ability measures used in the study brought good news: the 

new generation did indeed match the former managerial 

group. But when it came to measures of motivation, the 

research data delivered a shock. By and large the new 
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recruits were inclined neither to push their way up the 

organizational hierarchy nor to lead others. In short, new 

managers weren't motivated to act like managers ••• 

The organizational hierarchy seems to have been attacked 

frcrn both flanks. The new managers neither aspire to higher

level jobs nor defer to those who have them. To paraphrase 

Shakespeare's Polonious, the philosophy of this generation 

might be "Neither a follower nor a leader be." 

One reading of these data could be that a dispirited oow 

generation of managers, unsure of future direction, wants 

primarily an interesting job and emotional sustenance frcrn 

peers, with no heavy ccmnitment to the organization. With 

little desire to advance, pessimism about organizational 

rewards, little inclination to assume leadership and equal 

disdain for following others, these new college gra::!uates 

may not be well suited to managing a large, traditional, 

hierarchical organization ••• " (W 33, 37, 38). 

Other research cited by the authors suggests that this change 

isn't limited to either AT&T or the U.S.A •• The data does show, 

however, that organizations will have to cope with a changing 

labour market, which no longer offers the motivational character

istics that contributed to success in the past. Organizations 

will need to find ways of either adjusting their own structures 

and methods to cope with this, or of changing the values of those 

they bring in. Selection of people with traditional values is 

another alternative, though this will become harder and harder if 
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the trend continues. 

3.8 A DYNAMIC MOOEL OF CULTURE 

The previous model of culture that we presented was designed to 

be a universal model. It should apply equally well t o organiz

ations which have strong cultures, and those with weak cultures. 

Differences in the relationship between the different parts of 

the model would account for the effectiveness of different 

organizations. For instance, an effective organization might be 

led by a clear perception of a better future, while in a less 

effective organization the perception of the future might simply 

be a continuation of the past. The model did allow us to look 

at the elements of culture in sane detail. 

What the model doesn ' t do fully is provide clear direction for 

the manager who seeks to change a culture. Neither does it go 

very far in looking at the critical relationship between the 

goals and the values of the organization. 

important things another model is required. 

To achieve these 

In this model we try to concentrate on what makes strong 

cultures effective. As mentioned above we concentrate on the 

two areas of Values aoo Goals (or the organization's perception 

of its future). 
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The organizational system can be represented as a spaceship, to 

enable us to illustrate the various concepts involved. The 

figure below is a graphic representation of these relationships 

which we will explain in more detail. 

e 

FIGURE 3: THE "SPACESHIP" MODEL OF CULTURE 
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This model suggests that the organization achieves excellence by 

having a clear sense of purpose, or a clear reason for being in 

existence: its mission. This mission is one that organization 

members are prepared to expend large arrounts of energy in working 

for: the mission is one that actuates their values. Consequently 

they are prepared to strive toward goals set by organization 

leaders which are clearly aligned with fulfilling the mission of 

the organization. The tight bond between the goals and the 

values of organization members .is maintained by a high degree of 

Motivation to Manage, both in the followers and the managers. 

Constant assessment of its environment allows the organization to 

maintain the alignment of goals and mission, and to avoid any 

obstacles that exist. 

3.8.1 VALUES AS AN ENERGY SOURCE Allport (1961) defined values 

as beliefs one acts upon by choice. Values then have a strong 

behavioural aspect. A person will feel compelled to act on the 

basis of his values when they are actuatro. In this way values 

in organizations can be seen as the store of energy that the 

organization has on harrl, because to activate the values will 

release energy. 

One way that we can view the collective values of a members of an 

organization, then, is as a bag of energy, or of individual 

energies. Values are a preference for a mode of conduct or an 

end-state of existence, over an opposite mode of conduct or end-
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state of existence (Rokeach, 1973). So, values are directional. 

Energy fr~n one organization member may not enhance energy from 

another; their values may be conflicting so they may cancel one 

another out . To achieve value-thrust, then, values need to be 

shared. This is illustrated in Figure 4 below. 

FIGURE 4. DIFFERING ORGANIZATIONAL VALUE SYSTEMS 

Figure 4A shows an organization in which values are not managed, 

and consequently there is no thrust in any particular direction. 

This is often the case in organizations where the importance on 

values is not recognized, or where there is management that will 

allow people to go in what ever direction they choose . The 

importance of the motivation to manage will be discussed later in 

ioore detail, but this is the situation that can arise when this 

is low. Managers allow suocultures to develop within the organ

ization. 
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Often people will enjoy working within such an organization 

because it allows them to work in accordance with their own 

strongly held values, but the organization does not meet its 

potential for excellence. Particularly when it comes to change 

efforts, the organization will suffer, because there is little 

sharing of values, so change is sure to be in conflict with 

saneone's values and their social relationship with the organiz

ation (Lawrence, 1969). For this reason, change toward a 

daninant system of values in the organization will be blocked. 

Alternatives for coping with, or changing this type of value 

system are: (1) select and promote only those with a particular 

value direction, establishing a dominant coalition (Kotter, 1978) 

(2) weed out those that are not facing in the desired direction, 

so that only a particular group are left (3) change the values of 

the people within the organization by Transformational leadership 

and, to a lesser extent, a combination of the first two alter

natives. 

Figure 4B shows a value system where, again, there is little 

value thrust. In this organizational value system the lack of 

thrust is due to people's values not being actuated. People 

will work in order to achieve job satisfaction rather than 

organizational excitement (Berlew, 1973). That is, people may 

be working for the varying rewards that they get from work, and 

not because they see the work as an expression of their strongly 

. I 
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held values. A rrore ineffective system, of course, is a combin

ation of A and B: weak values going in many different directions. 

This seems to represent many organization's within New Zealand, 

where business may be characterized by people not being overly 

concerned about work. Consequently productivity levels have 

fallen consistently, even when other canparative countries have 

been experiencing growth (Alexander, 1983). 

Figure 4C represents the value system of an organization where 

values are shared by members and they are strongly held. In an 

organization with a value system such as this there is a strong 

thrust in the direction of the values. People will monitor 

their own behaviour in working toward fulfilling their values. 

This does not necessarily mean that the organization will achieve 

excellence. As we shall see there are other variables that 

influence this. This "bag of energy", the value system of the 

organization, though, provides the thrust that is necessary for 

excellence. 

3.8.2 THE ORGANIZATION'S MISSION. The organization's mission is 

its concept of what it will be in the future: it is really the 

organization's self-concept and this sets it apart from all other 

organizations. Peter Drucker (1964) says that this is the basis 

for entrepreneurial work. He defines this as: 

"Imposing on the as yet unborn future a new ideal which 
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tries to give direction and shape to what is to care. This 

might be called making the future happen." (w. 200) 

Drucker discusses how organizations can't know what the future 

will be but they can work at making the future what they want it 

to be. He says: 

"It is futile to try to guess what products and processes 

the future will want. But it is possible to make up one's 

mind what idea one wants to make a reality in the future, 

and to build a different business on such an idea." (pg. 211) 

Robert Townsend, former Chairman of Avis Rent-a~ar, says that 

one of the critical functions of a leader is to make the organiz

ation concentrate on its objectives. Avis defined its purpose 

as being " ••• to becane the fastest growing canpany with the 

highest profit margins in the business of renting and leas~ng 

vehicles without drivers". Townsend says : 

"That objective was simple enough so that we didn't have 

write it down. We could put it in every speech and talk 

about it wherever we went. And it had some social sign

igicance, because up to that time Hertz had a crushingly 

large share of the market and was thinking and acting like 

General Motors ••• 

Once these ••• are agreed on, the leader must be merciless on 

himself and on his people. If an idea that pops into his 

head or out of their mouths is outside the objective of the 

ccmpany, he kills it without trial." (pp. 118, 119) 
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A classic example of an organization that created a mission for 

itself which has formed the basis of its self-concept, and is a 

major force in actuating and directing the values of its members 

is IBM. IBM's former chairman Thomas Watson, Jr., delivered a 

series of lectures at Columbia University in 1962, in which he 

surrrnarized his beliefs in this area. In part, he said: 

"I firmly believe that any organization , in order to 

survive and achieve success, must have a sound set of 

beliefs on which it premises all its policies and 

actions. 

Next, I believe that the irost important single factor 

in corporate success is faithful adherence to those 

beliefs. And finally, I believe that if an organization 

is to meet the challenges of a changing world, it must 

be prepared to change everything about itself, except 

those beliefs, as it moves through corporate life." 

(Jackson, 1984, pg. 53) 

The organization's mission is its purpose in existing, and it is 

this that has the [X)wer to engage, and even change a person's 

values. our model of the spaceship suggests that the mission is 

where the organization hopes to be in the fut~re. In fact, it 

is often more than that, as it describes also how the organiz

ation believes it should. travel to get there. The mission has a 

bearing on people's conduct, as well as the end-state they strive 

for. 
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Warren Bennis (1984) in his study of leadership ccmpetencies, 

found that effective leaders were charact~rized be what he called 

the managenent of attention. He suggests that managers attract 

people to them by conmunicating a comnitment to a vision: 

"So, the first leadership canpetency is the managE!llent 

of attention through a set of intentions or a vision, not 

in the mystical or religious sense, but in the sense of 

outcome, goal, or direction ••• 

To make dreams apparent to others, and to align people 

with them, leaders must conmunicate their vision. 

Conmunication and alignment work together." 

So we can say, then, that for an organization to be a high

performing systen it needs a leader who can clarify and coomun

icate a vision of the future that will actuate peoples values in 

the direction of that vision. In our model we call this vision 

the organization's mission. Bennis points out that people won't 

"enroll" in just any vision. He says: 

''Where there are leaders, work is stimulating, challenging 

fascinating and fun. An essential ingredient in organiz

ational leadership is pulling rather than pushing people 

toward a goal. A "p.111" style of influence attracts and 

energizes people to enroll in an exciting vision of the 

future. It motivates through identification, rather than 

through rewards and punishments. Leaders articulate and 

embody the ideals toward which the organization strives. 

People cannot be expected to enroll in just any exciting 
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vision. Some visions and concepts have more staying power 

and are rooted more deeply in our hLITlan needs than others. 

I believe the lack of two such concepts in modern organiz

ational life is largely responsible for the alienation and 

lack of meaning so many experience in their work. 

One of these is the concept of quality. Most irrlustrial 

society has been oriented toward guantity ••• Feelings of 

quality are connected intimately with our experience of 

me:ining, beauty, and value in our lives. 

Closely linked to the concept of quality is that of 

dedication, even love, of our work. This dedication 

is evoked by quality and is the force that energizes 

high-performing systems. When we love our work, we 

need not be managed by hopes of reward or fears of 

punishment. We can create systems that facilitate our 

work, rather than being preoccupied with checks and 

controls of people who want to beat or exploit the 

System. II (pg • 19) 

3. 8.3 THE ROLE OF GOALS Goals are the basis for action in 

organizations. Raia (1974) believes that establishing long

range goals of the organization is the first major step in the 

MBO process. Raia states that goals are statements of intent . 

They represent what the organization intends to achieve in the 

long-range future , and describes how the organization plans to 
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cope with its total environnent. 

Goals are also the basis for individual's objectives. An 

objective is a statement of the results an individual intends to 

contribute in order for the organization to achieve its goals. 

It should be noted that many writers in the area of management 

treat the terms "goals" and "objectives" interchangeably, but for 

our purposes they are not. Organizations have goals, while 

individuals have objectives. 

The basis for goals is the organization's self-concept or mission 

according to Raia. As mentioned earlier by Townsend (1970) the 

leader in an organization should kill any idea that will distract 

the organization from its "primary objective" (its mission). It 

is critical from a cultural perspective in particular that this 

is the case. Leaders are concerned alx>ut enrolling people in 

their vision of the future. People's coomitrnent to the organiz

ation will not be maintained if the goals the organization is 

pursuing are seem as being divorced from the vision or mission it 

is purporting to fulfill. 

An example of this might be the World Council of Churches. An 

individual may feel conmited to this organization because he 

believes its mission is to enable mankind to give acceptable 

worship to God. However he may find that arno0:3st its goals is 
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to achieve the overthrow of the white South African goverrment by 

supporting black liberation movements in southern Africa. As a 

consequence his comnitment to the organization may vanish. 

The concern for goals and the concern for values in management 

need to be viewed as cClTlplementary, though they are clearly 

separate. The relationship between the two concerns can be 

expressed on a grid, using the Grid technique of Blake and Mouton 

(1964). 

The grid (Figure 5) is arrived at by combining two scales: 

concern for goals and concern for values. A ranking of nine is 

possible on each of these scales, which are independent of one 

another. This means that there are a 81 possible coordinates 

showing a manager's orientation toward the two concerns. Blake 

and Mouton worked originally in using this grid to examine 

managerial styles using the scales: concern for production, and 

concern for people. In order to examine the different possible 

styles on the grid they looked at 5 styles that represented the 

daninant management styles. These are represented on the grid 

by the coordinates 1,1; 9,1; 1,9; 5,5; and 9,9. Of course, any 

combination of the two concerns is possible; these 5 highlight 

the important differences among managers. 

focus on the same 5 coordinates. 

Consequently, we will 
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I I 

I (1,9) 
MYSTICAL LEADER 

The lead er allows people 
to clarify and fulfill their 
values in a non-demanding 

atmosphere. 

I (9,9) I 
TRANSFORMATIONAL LEADER 
The leader enables people 
to commit themselves to a -
vision: to achieve goals 
because they represent 
their strongly held values 

~6 
tX1 
::,::, 
z 
">j 

(5,5) 
POLITICAL LEADER 

~ 5 The leader appeals to what he 
of 

~ 
!)> 
t""' 
C: 

perceives to be the values 
the majority, balancing a desire 

to 
~ 4 

to remain popular with a need 
achieve something. 

3 

2 

(9 ., l) (1,1) 
TRANSACTIONAL LEADER IMPOVERISHED LEADER 

The leader negotiates for !The leader avoids commit ting 
goal-achievement on the -himself to specific goals or 

1 acknowledging his own or others basis of rewards and of 

1 'values .
1 

1 2 
I I I 

3 4 ) b 

CONCERN FOR GOALS 

FIGURE 5. THE LFADERSHIP GRID 

reprtmands .
1 

J l:S 

F.ach of these styles or coordinates can be examined in more 

depth. 

y 

THE 9,1 LEADER In the lower right hand corner of the Grid the 

leader has a maximum concern for goals and a minimum concern for 

values. This position represents the professional manager, 

rather than the leader. This manager operates on the basis of 

contingent rewards to motivate performance rather than people's 

values. The professional manager is exemplified by the One 

Minute Manager (Blanchard and Johnson, 1982). Drucker (1979) 
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points to Alfred Sloan, ex-Chairman of General Motors, as the 

exemplary professional manager. He says of Sloan: 

"a "professional" to him was not a man without interests, 

without convictions, without a personal life. He was a 

man who separated his interests, his convictions, and his 

personal life from the task. Anything that to Sloan was 

personally important was by that very fact professionally 

suspect." (pg. 291) 

THE 1,9 LEADER This leader occupies the top left-hand corner of 

too Grid, and has a maximum concern for values and a minimum 

concern for goals. To this leader it is not critical that the 

organization achieves anything, so long as the people within it 

can fulfil their values. This is not to be confused with the 

same position on the Managerial Grid, which is a concern for 

people. Although the 1,9 leader may be primarily concerned with 

humanistic values this does not have to be the case. For 

example the leader may be concerned in allowing people to work in 

an enviroonent that is structured and stable (perhaps bureau

cratic) because this represents their values, and sacrifice 

concern for goals that way. 

THE 1,1 LEADER This leader occupies the lower left corner, and 

has a minimum concern for both goals and values. The leader is 

primarily concerned with avoiding leadership. Consequently, 

although the leader may go through the motions of leading he does 

not coomit himself to achieving specific goals, and doesn't seek 

to fulfil the values of either himself or others. 
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THE 5,5 LEADER This leader occupies the centre of the Grid. 

The leader in this position is primarily concerned with belonging 

to the group, so leads the group where it wants to go. Often, 

the 5,5 leader's convictions are superficial only, and only 

represent what he perceives others to have convictions aoout. 

The leader will use prevailing values to gain acceptance, while 

he recognizes that he must achieve sanething in terms of goals. 

Again, goals will be based on the desires of others, rather than 

a personal "vision" of what the future could be. 

The Leader of the Opposition in the New Zealand Parliament, 

Mr. Jim McLay, stated his view of what leadership is aoout, and 

surrmarized what we mean by the Political Leader, when he said: 

"The skill for a leader is to ensure that your appeal 

is sufficiently broad to ensure electoral success without 

cClllpranising your principles." 

The pressure to adopt this leadership approach is strong in any 

derrocratic system. It may be that democracies do not pranote 

transformational leadership. This is a point which needs to be 

looked into in greater depth, but if it were true the literature 

exploring democracy in the workplace would also need to be 

examined. 

THE 9,9 LEADER This leader occupies the top right corner of the 

Grid and assumes that there is a connection between achieving 

goals and actuating people's values. The leader spends his time 
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and his energies in work related to a vision of what the future 

could 1::B. He is continually concerned with clarifying this 

vision (a goal-related process), and with gaining corrmitment of 

others to the vision (based on values). 

The implication of the Grid for organizations is that people 

within these can identify where they are on the Grid and whether 

or not this is an appropriate place to be. It also clarifies 

for them how they may need to change in order to be effective. 

3.8.4 THE MITTIVATION TO MANAGE John Miner (1973) has identified 

six factors that are closely related to success in management. 

These factors were mentioned earlier in relation to the changing 

environment within which organizations are required to operate. 

It appears that this motivation has a critical role in the 

cultures of organizations. 

There is no natural bond between the values of people in an 

organization and the organization's structure, managers, or 

goals. Values are actuated by the organization's mission, or 

the vision that a leader presents. For this reason managers 

within the organization need the attitudes and motives that make 

up the motivation to manage. They are required to influence 

people to adopt the organization's goals as expressions of the 

missions and of their own values. Managers and leaders will 

need to act to protect the organization from 1::Bing distracted 
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fran its goals or fran having its values undermined. Managers 

need to act to ensure that other means of influence in the 

organization are canpatible with the culture they are trying to 

maintain. 

The motivation to manage is a term which covers the following 

characteristics: desire to influence others, a sense of 

res[X)nsibility, an assertive motivation, and a favourable 

attitude toward authority. For an organization's culture not to 

be undergo atrophy managers need these characteristics so that 

they will act to sup[X)rt the culture. Managers will be required 

to discipline subordinates, provide [X)Sitive feedback on perform

anre, and take other actions requiring a sense of res[X)nsibility 

a desire to influence others, assertiveness and so on. So along 

with the vision of the future that gains people's comnitment 

must go the "nuts and bolts" of managing. Otherwise, the unity 

fostered by the vision may be lost as people form into subcult

ures, or different schools of thought as to how the vision is to 

be achieved. A manager with a high motivation to manage gets 

things done to ensure the survival of the organization. 

In organizations where there is a low level of motivation to 

manage dissention will be left alone, rather than dealt with, 

thus undermining the culture. Within strong cultures there is 

often life-long employnent (or the equivalent in non-business 

organizations) for those who strongiy hold the values of the 

culture. However, those who are a threat to the culture are not 
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allowed to renain: either they change or they leave. 

3.8.5 IMPLICATIONS FOR MANAGERS From the foregoing model we can 

arrive at sane equations concernin:1 Organizational cultures. 

It was mentioned earlier that culture was often a "drag" on 

change within an organization, and suggested that, if managed, 

culture could provide a "thrust" instead. This ''Values Thrust" 

is a part of our model, and we can, to sane extent, state the 

conditions required for it to be maximized, on the basis of the 

model. The equation we suggest is: 

VALUE THRUST= C x Ix M 

where: C is Comnitment to the organization's mission 

I is Belief in the Instrumentality of Goals, and 
. 

Mis the Motivation to Manage 

Instrumentality refers to the degree to which one outcome will 

lead to another outcane. In this case, it is a belief that the 

achievement of goals will lead to a fulfilment of the mission. 

Comnibnent can also be further defined: 

COr-t1ITMENT = 
Cy x Cn 

DPV 
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where: Cy is the clarity of the mission to organization members 

Cn is the degree to which the mission is coomunicated 

DPV is the Divergence between the mission and the 

personal values of the organization member. 

This leads to a number of implications for managers and leaders. 

To achieve excellence there needs to be a vision put forward by 

the leader of what the future could be, or which defines the 

organization's purpose in existing. The leaders role is to gain 

people's coomitrnent to this vision: that is to actuate their 
w 

values. 

In order to achieve this the leader needs to engage in what Vaill 

(1982) refers to as purposing. The leader needs to constantly 

be clarifying what the vision is: getting it into clearer and 

clearer focus in his own mind. The second part of purposing is 

to comnunicate this vision constantly to allow them to get the 

same clarity on why they are doing what they are doing. This 

involves gaining insight into the envirorunent, and explaining its 

opportunities and threats in tenns of their relationship to the 

mission. 

The leader also needs to ensure that the level of motivation to 

manage within the organization is being maintained or strength-

ened. Values that are identified as those that will lead to 

success must be reinforced, and the organization must be kept 

free from contamination of these. 
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Finally, the leader needs to ensure that goals are continually 

being honed, so that they are directed at the organization's 

mission. The leader and managers must be prepared to scrap good 

ideas that don't contribute toward that end, and promote and 

reinforce those that do. The organization's mission must be 

used as a yardstick against which all activity is judged. 

3.9 COOCLUSIONS 

In this chapter we have aimed at examining and analysing organiz

ational cultures by looking at two models of culture. The first 

of these models suggested that culture was the relationship 

between the organization's perception of its future, its percep

tion of its past, what is reinforced in the organization, and 

what is valued by people in the organization. 

A number of conclusions can be drawn from this model. Excellent 

organizations are characterized by congruence between these four 

between these elements of culture. Thus, what is reinforced in 

the organization will represent what is valued by people, which 

in turn reflects the organization's perception of its future. 

The meaning that ·people take from the past reflects what they 

believe the organization needs to achieve in the future. 

Another conclusion we can draw fran this model of culture is that 

an organization will be more effective if it bases its culture on 
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what it believes the future can be, rather than basing culture on 

the past. Many organizations appear to believe that the future 

will simply be an extension of the past. Because of the nature 

of values the existing culture will tend to work toward perpet

uating the past. 

The second model presented represented culture as. a combination 

of goals and values, bonded by the motivation to manage, and 

directed at a mission that defines the organization's puri;x:,se in 

existing. This model obligates leaders to act in a transform

ational manner: actuating people's values to achieve goals. It 

means that leaders must spend time clarifying the organization's 

mission and communicating this to people in the organization. 

A major conclusion that we have made from this chapter is that 

values are the critical element of culture, and the element that 

defines the culture. This tenet means that, in order to change 

culture we need to measure and change values. The next chapter 

will be primarily concerned with measuring and analysing values. 
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4.0 MEASURING CULTURE 

The literature on organizational cultures has been largely 

descriptive of organizations with either highly effective or 

ineffective cultures (Peters and Watermann, 1982; Deal and 

Kennedy, 1982). The purpose of this study is to develop a 

model which would enable an organization to manage its culture. 

Blake and Mouton (1969) des·cribed the phenanena of "culture 

drag", where the values of an organization held it back from 

needed change. By managing its culture an organization may be 

able to create a "culture thrust" for change. 

Shared values appear to be the critical element of a culture 

(Peters, 1983; Harrison, 1972; Ouchi and Price, 1978), and 

consequently are central to the study of culture management. 

In the rncx:lels presented in the preceding chapter, values were 

central canponents of culture. 

In order to manage culture a manager requires needs some form of 

diagnostic data base (Mahler, 1974). Using Blake and Mouton's 

(1970) Systematic D:?velopnent Model of change a diagnostic data 

base will allow a manager to identify the ideal position of the 

organization's values and measure the actual position, so that 

effective change can be made to close the gap between the two. 

The measurement also allows for interventions to be evaluated. 

Consequently a major part of this study involves the developnent 
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of a means by which values can be measured; to provide a diag

nostic data base for measuring culture. 

4.1 DIAGNOSTIC DATA BASE 

Mahler speaks of diagnostic data as being the basis of an ana

lytic process aimed at improving the effectiveness of personnel 

work, and making sure the organization is well managed (1974). 

For any values measurement to be successful it must generate data 

that enables an organization to procede with an analytical 

process of improvement. 

Mahler suggested five tenets to guide the design and conduct of 

diagnostic studies. These are: 

1. A manager i~ a problem-solver under pressure. Data must 

effective in fulfilling two basic obligations at the same 

time: to obtain results and to meet the needs of personnel . 

2. The way for a manager to be effective is to be experimental 

minded. 

3. A felt need to change is a prerequisite for experimentation 

4. Data can be a p:,werful stimulant for an individual to 

change. 

5. More experimentation will occur in an organization if a 

cc:mpetent staff person who is concerned about change is 

available within the organization. 
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Each of these tenets effects the use of diagnostic data. 

4.1.1 THE MANAGER AS A PROBLEM-SOLVER Mahler (1974) defines 

management as utilizing available resources for achieving the 

objectives of organizations. It is the nature of business that 

this takes place in pressure situations. Both resources and 

objectives may be changing continuously, and the manager often 

has to deal with a variety of problans at any given tirre. 

Managers achieve results through resources, and in particular 

through the human resources. On this basis Mahler says that 

managers are obliged to meet the needs of personnel as well as 

achieving results. 

Many behavioural scientists have looked at the relationship 

between these two obligations. Sane have suggested that 

managers should vary the concern for each depending on the 

characteristics of the situation (Fiedler, 1967). This is 

corrrnonly termed the situational or contingency approach. A 

number of difficulties with this approach have been pointed out 

(Blake and Mouton, 1969), but for our study the fact remains that 

the manager is obliged to both achieve results and meet the neerls 

of personnel no matter what the situation (Mahler, 1974). As a 

consequence some behavioural scientists suggest that managers 

will be most effective if they have a high concern for both 

obligations (Blake et. al, 1964). 



130. 

Diagnostic studies therefore need to provide data that will help 

managers deal with both obligations at the same tiire, in dynamic 

situations. Mahler points out that, because of pressure, 

managers would like to deal with them serially (leaving needs 

until results have been achieved) or to delegate needs to the 

Personnel staff. This tenet forces diagnostic studies to provide 

data on the needs that exist, their intensity, and any changes in 

needs. 

4.1.2 THE EXPERIMENTAL-MINDED MANAGER Mahler defines exp:ri

mental-rnindedness with the phrase "trial and success" rather 

than "trial and error". This approach requires a manager to 

determine the assumptions he makes before the trial so that 

whatever the outcome he learns something and is more likely t o 

succeed in the future. An experimentally-minded manager will 

use this approach to get results and meet the needs of personnel. 

Mahler identifies ther experimental process as having e ight 

phases : 

1. Becoming more sensitive to a problem or opportunity 

2. Attaining a better understanding of the problem or 

opportunity 

3. Defining a problem or opportunity more precisely or 

accurately 

4. Placing proper priority on a problem or opportunity 

5. Giving consideration to a variety of possible solutions 

or alternative action plans 
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6. Deciding on appropriate action 

7. Taking necessary action, i.e. implementation 

8. Measuring the result of the action 

Diagnostic data should enable these phases to be worked through 

effectively. It should allow data to be analysed to show up 

problems or opportunities, enable understanding of these, allow 

managers to set goals and measure the result of action. 

4.1.3 NEED TO CHANGE Mahler says that a basic tenet is that a 

felt need to change is a prerequisite for experimentation and 

that there are six sources of pressure for change. Managers 

need to feel the need to change thanselves before they are 

prepared to make a change. Staff specialists or consultants 

feeling the need is not sufficient. 

Pressure can be brought to bear on the manager to make him feel 

the need. Pressure can cane fran any of these six sources: 

1. the manager's superior 

2. the manager's peers or colleagues 

3. staff 

4. the manager's subordinates 

5. forces outside the organization, such as canpetition 

6. the manager himself. 

Diagnostic studies can be a force for change by providing 

pressure fran these sources. The following tenet suggests h:>w 
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this is so. 

4.1.4 DATA ARE POWERFUL Data provide a stimulant for an indi

vidual change. Knowles (1970) suggests that people recognize a 

need to change when they see a difference between their desired 

result or position, and their actual position. Data is a power-

ful way of making variances observable for individuals. 

For data to have this effect there needs to be a variance. This 

requires that an ideal or desired position is identified before a 

manager's actual position is measured. 

Davis (1979) distinguishes between "not knowing what :you don't 

know", "knowing what :you don't know", and "knowing". Data can 

provide the information for a manager to move from the first to 

the second position, and the discanfort generated there provides 

motivation for the manager to move to the third position. 

4.1~5 INTERNAL STAFF Mahler suggests as a final tenet, that 

more experimentation and change will occur where a competent 

staff person, who is concerned aoout change, is available within 

the organization. Staff will benefit from diagnostic data by 

seeing the areas in which they can assist experimentation and 

change. Diagnostic data should, therefore provide information 

on those areas where the organization most needs change. 

Where staff exist in an organization and no experimentation or 
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change is taking place, this suggests that they are not fulfill

ing their role, or that they are not canpetent. 

4.2 MEASUREMENT OF VALUES 

Attempts to measure attitudes have had a large part in the study 

of social psychology, since Thurstone proposed that no objective 

ph}'Sical comparison was needed for attitudes (Dawes, 1972). 

Rather, Thurstone measured attitudes by placing stimuli along a 

continuum. He proposed that on a psychological continuum a 

subject's responses involving a judgement of an attitude would 

have a normal distribution (Edwards, 1957) This allows for the 

construction of attitude scales. If statements of attitude 

about an attribute are placed on a continuum in terms of their 

magnitude and assigned a value by subjects, values of the 

statements that subjects agree with provide a measure of their 

attitudes. Other attitude measurements have been developed by 

Likert, Guttman, and others (Newcomb, Turner, and Converse, 

1965). These writers support Thurstone's view that an objective 

comparison is not needed against which to measure attitudes. 

Values measurement differs fran attitude measurement due to the 

difference between the two concepts. Katz (1960) defines an 

attitude as "a predisposition of the individual to evaluate sane 

s}fflbol or object of his world in a favourable or unfavourable 

manner" (p 168). Newcomb et. al (1965) suggest that over time 
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general attitudes becane integrated into a few broad patterns, so 

that certain attitudes or groups of attitudes become dominant 

over others. Values are the cornnon objects of these attitudes. 

NeYA:::Omb et. al define values as "extremely inclusive goals around 

which many attitude patterns may be organized." In values 

measurement we are interested in finding which of these patterns 

of attitudes are daninant in organizing a person's attitudes. 

Much of the work in the area of values has focused on their 

clarification rather than their measurement (Kirschenbaum, 1977; 

Raths, HaDllin, and Siroon, 1978). Values clarification ·differs 

fran measurement in that it seeks to have subjects acknowledge or 

clarify their own values without any quantitative or qualitative 

measure being necessary. There have been a number of studies 

that have involved the measurement of values, however. We can 

examine some of the approaches that researchers have taken to the 

measurement of values. 

4.2.1 THURSTONES'S APPROACH Thurstone (1959) used a method of 

canparative judgement to measure values. That is, he asked 

subjects to make a series of judgements between pairs of alter

natives, thus indicating the values on which they made their 

choices. One example of this was to present subjects with a 

list of offenses presented in pairs. Subjects were asked to 

indicate which of the offenses they considered to be the more 

serious. 
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This approach is among the first attempts at rneasurin:J values in 

a scientific manner. It recognizes the subjective nature of 

values and highlights the concept of forced choice to give an 

idea of the relationship between values. Thurstone also made a 

significant impact in the area of psychophysics, as he called it, 

by showing that values and attitudes could be measured. 

4.2.2 THE STUDY OF VALUES Another early and widely used 

instrument is the Study Of Values, prepared by Allp:)rt, Vernon, 

and Lindzey. This is based on Spranger's TYPES OF MEN (1928), 

mentioned in an earlier chapter. The six basic types of values 

that were looked at were: Theoretical, Econanic, Aesthetic, 

Social, Political, and Religious. In the Study Of Values items 

were designed in which resp:)ndents were asked to state prefer

ences between statements reflecting these different orientations. 

For example, a number of newspaper headlines might be presented 

and the rep:)ndent would be asked which article they would likely 

read first, secorrl, etc. (Anastasi, 1976) 

Again, this study represented a significant step in the measure

ment of values, because it was one of the original studies, and 

because of the amount of research it inspired. Its reliability 

and validity have been extensively researched along with correl

ations to various academic and occupational groups, academic 

achievement, and so on (Anastasi, 1976) 
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4. 2. 3 ROKEAQ-1 'S APPROAOi Rokeach (1973) used a ranking 

approach to measuring values. He defined values as enduring 

beliefs "that a specific mode of conduct or end-state of 

existence is personally or socially preferable to an opposite or 

converse mode of cooouct or end-state of existence." 

To measure values, or define which of these were dominant, 

Rokeach asked subjects to place a list of ''modes of conduct" 

(such as Honesty) and a list of "end-states of existence" (such 

as World Peace, or Personal Salvation) in rank order of 

importance. 

Rokeach's approach shows that values can be measured 

in terms of their relative importance, or their daninance over 

other values. It also showed how a canprehensive list of values 

may be used for subjects to respond to, rather than allowing them 

to define their own values. 

4.2.4 ENGLAND'S APPROACH England developed an approach for 

measuring values that has been used in a number of studies 

(England, 1967; 1975; Da Silva and Gemnill, 1971). This 

combines a rating and a ranking technique. Subjects were asked 

to rate a given value as being of either high, medium, or low 

importance, and also to rank-order the "meaning" of the value to 

them in terms of being successful, right, or pleasant. So a 
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subject could indicate that he thought a value was of high 

importance because it was pleasant. 

If subjects tended to rank "successful" highest over a number of 

values, England defined their Primary Value Orientation (PVO) as 

being Pragnatic. Likewise if being "right" predaninated, their 

PVO was Moralistic, and if being pleasant predominated, their WO 

was Affect. 

England defined "Operative" values as being those concepts 

subjects rated as high in irnfX)rtance, and which were consistent 

with their WO. Values could also be "Intended", "Adopted", or 

"Weak" depending on the rating in irnfX)rtance, and whether they 

were consistent with the subject's WO. 

This approach does not allow organizations to detennine the 

dominance of any particular values over others where there are a 

number of operative values. However it is interesting in the 

implications it has for changing values in organizations. It 

shows that for a person to internalize a value it needs to be 

seen to be part of his Primary Value Orientation (England, 1975). 

4.2.5 SUPER'S APPROAOI Super (1970) sees values as funda-

mental to career choice, in that they are the qualities sought by 

people in undertaking work (Hesketh, 1982). Super developed the 



138. 

Work Values Inventory, where he used 45 itans measuring 15 

different work values. Each item related to a work value, and 

was rated in terms of importance by the respondents (on a 5 point 

scale). 

The values Super defined included such things as Achievement, 

Altruism, Supervisory Relations, Security, Creativity, and 

Aesthetics. 

4.2.6 WORK ADJUSTMENT THEORY Loftquist and Dawis (1981) have 

looked at values in relation to their theory of Work Adjusbl'lent. 

This theory, basically, is that there is a mutual responsiveness 

required of both the worker and the work envirorrnent for the 

requirements of each to be met. The work environment must , 

provide reinforcers for the worker's needs and the worker must 

provide abilities required by the work environment. 

Loftquist and Dawis view values as a higher order of need, or as 

general areas around which specific needs are clustered. For 

example, the worker might value canfort, in which case he would 

have needs for such -things as security, compensation, and 

variety. In order to measure values they use paired canparisons 

or statements in the same manner as Thurstone. These reflect 

each of the 20 needs their theory proposes (which are clustered 

around 6 values). 

Although this concept of values fits neatly into the behavioural 
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theory of work adjustment they propose it is very debatable 

whether values are simply generalized needs. Values appear to 

be more concerned with principle than with needs (in particular 

with lower order needs such as physiological needs). 

4.2.7 VAILL'S APPROAOI Vaill (1983) has used an approach for 

measuring values using a ranking technique with a comprehensive 

list, in much the same way as Rokeach (1973). The values used 

by Vaill differ fran Rokeach in that they are related to the mode 

of corrluct of organizations rather than individuals. Vaill asks 

"What I value in organizations I belong to is for the organiza

tion to be:", rather than being concerned, as Rokeach is, with 

how the individuals believe they should personally conduct them-

selves. Vaill does not not deal with values relating to 

"end-states of existence" as Rokeach does. Presumably this is 

because organizations will develop their own missions, which will 

be unique to them. 

This list of values used by Vaill was adopted for this study and 

will be considered later. 

4.2.8 POTENTIAL APPROACHES TO MEASUREMENT Although attitude 

arrl values measurement is typically done using instruments such 

as those rrentioned above, there are other rrethods that are 

potential means of measuring values in organizations. These 
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may, in fact, prove more valid than approaches using instruments. 

A great deal of study has been done in recent times in the area 

of brain function. In particular this has looked at the 

different functions of the right and left hemispheres and the 

implications these have for management (Bero, 1984). Generally 

it appears that the left hemisphere controls analytical, verbal, 

and logical thinking. The right henisphere controls emotional, 

visual, and spiritual thinking. Many people tend to specialize 

in the use of one henisphere, and this is reinforced by 

educational systems which may stress use of only one, usually the 

left. The ideal is considered to be what is termed "whole-

brained thinking"; that is, the ability to use both hemispheres 

and shift easily fran one to another. 

This appears to be related to the subject of our study. It 

appears that the perception and consideration of cultures would 

be a right hemisphere of "right-brain" function, as it concerns 

feelings as well as logic. At the same time the use of 

instruments requiring analytical thinking about a subject would 

require a subject to operate with the left-brain. Although sane 

subjects may be able to do this without problem, others who have 

specialized in using one or other henisphere may not be able to 

do so. Consequently, methods using a more "right-brain" 

approach may be appropriate for the measurement of values. 

One potential method of measuring values using the right-brain 
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would be using visual rather than verbal data. Psychanetric 

testing has used projective techniques in personality tests using 

visual stimulus. For example the Thematic Apperception Test 

used by McClelland and the Rorschach ink-blot test ask people to 

interpret or react to ambiguous visual stimuli (Tyler and Walsh, 

1979). To measure values it may be possible to get people to 

create pictures, collages, or some other visual representation of 

what their organization means to them. Values may then be able 

to be extracted frcm these. 

There are a number of obvious difficulties with an approach like 

this. The values of those interpreting the representations may 

affect their judgements, and extensive research would have to be 

done into the meaning of themes. Interpreters would need 

extensive training. Perhaps the major the problem would be one 

of face validity; that is, managers may have difficulty in 

accepting conclusions made from data collected in this way. For 

a number of reasons, then, an approach like the one described 

above does not appear to be practical at this tirre. Further 

research may change this at some time in the future. 

A strategy that may be more acceptable in organizations is to 

analyz:e what values are manifest in various parts of the 

organization. O'Sullivan (1975) says that, in literature, short 

stories affirm the values of the culture frcm which they are 

taken, and that the characteristic New Zealand short story is 

humanistically centred. Deal and Kennedy (1982) note that in 

organizations the culture is reflected in the stories or myths 
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told within it, and the people considered to be heroes. So this 

pattern of values being manifest in literature may hold true for 

organizations, as well. If so, the measurerrent of values could 

be done via a content anal:ysis of organization myths and heroes. 

In the same way, values could be measured by looking at the 

response of the culture's members to different words and concepts 

involved with them. For example, one could look at whether 

people in the culture respond more readily to the concept of 

"cost" or the concept of "value". This is a variation on an 

idea of Thurstone's (1959) who suggested that it would be inter

esting to look at the difference in affective intensity of words 

having the equivalent cognitive meaning, such as "farrous" and 

"notorious". 

Another approach to the measurement of values using semantics 

has been suggested by Jay (1967) who proposed asking organization 

me:nbers to think of the biggest blasphemy they could with regard 

to the organization. This would indicate just what is of real 

concern to that organization. This is similar to Thurstone's 

(1957) idea of having subjects indicate which of a pair of 

offenses was the most serious, and doing this over a number of 

pairs. The basis for choice would again indicate the respond

ents values. 

Peters (1980) suggests that management s:ystems such as MBO, along 

with meeting agendas, annual reports, and the time spent by 
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managers carry the language of the organization's culture. Thus 

these both reflect and affirm the values of the organization. 

MBO is a system which has been evaluated by a great number of 

studies, many of which have considered to be of great value while 

others have considered it to be of little worth. Schuster and 

Kindall (1974) in a survey of Fortune 500 companies note that 

many canpanies use the term freely, including in their canpany 

publications, where in fact no real MBO system is in use. 

There can also be differences in the focus of MBO programnes 

which reflect the culture of the organization they are in. In 

scxre organizations the emphasis is on management, using 

objectives as a tool to aid this. In others, however, the system 

of managing by objectives is used as a means of planning and 

resource allocation while performance negotiation, review, and 

developnent are ignored. In other organizations MBO is used 

almost entirely "bureaucratically', as a record-keeping system. 

These different emphases are a reflection of the culture .of the 

organization so information on culture can be extracted from the 

systems the organization has. Other systems which could carry 

the language of the organization's culture, according to Peters 

(1980) are the areas in which the managers spend their tirre, 

items on meeting agendas, and so on. 
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4.3 DEVELOPMENT OF THE INSTRUMENT 

There were a number of criteria that needed to be met by any 

instrument that was used to measure the culture of organizations. 

Firstly, because we were looking at the cultures of organizations 

rather than simply surveying individual's values the instrument 

needed to look at values specifically concerned with the values 

upon which people wanted their organization to operate, rather 

than values concerned with the individual's total "life-space". 

We wanted the instrument to be universal for organizations. 

A second requirement was that the instrument had to provide data 

that enabled the values in the organization to be ''mapped". We 

were concerned with comparing the values shared in different 

systems within organizations, and the strength, or the behav

ioural relevance of the values. That is , for the instrument 

to be effective it had to be able to indicate differences between 

the values of different organizational units . 

A third requirement was for the instrument to represent the main 

different value systems that could relate to organizations . We 

did not want the instrument to be only awlicable to certain 

types of organizations. 

Fourthly, we required the instrument to allow managers in the 

organization to identify the ideal values of organization members 
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and thus allow the measurement of difference between this and 

their actual values. This follows the Systematic Cevelopnent 

model of change (Blake and Mouton, 1973). 

None of the instruments available met all of these criteria. 

The majority of them were unrelated to values concerned with the 

operation of organizations. They were generally concerned with 

measuring individual's values with regard to life in general. 

At the same time the scoring systems of most instrurnents did not 

allow for the value ''mapping" described above. For example, a 

ranking technique does not indicate the relative strengths of a 

particular value, and because of this it makes the combining of 

several scores difficult. On the other hand a rating scale 

involving no forced choice allows repondents to appraise all 

values highly. This is not appropriate in a survey of this type 

where many items are likely to be of a highly positive nature. 

For these reasons it was decided that we needed to design our own 

instrument which would meet these criteria. 

4.3.1 INSTRUMENT ITF11S The items used (see Appendix I) 

are those used by Vaill (1982). These were selected because 

they were designed to investigate values related to organiza

tions. Also, these appeared to be a canprehensive list of 

organizational values. 
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The items will be critiqued later in this chapter. They 

appeared to meet all the criteria that had been set for the 

instrument. Each item consisted of a label that encapsulated 

the value, followed by a definition of what was meant by the 

label. In sane cases these definitions were changed to canply 

with New Zealand usage. 

It was interesting that some instruments used for the study of 

values did not use definitions, but rather only used labels such 

as Honesty, Achievement, and so on. We felt that peoples' 

individual interpretations of labels like this would seriously 

effect the validity of an instrument. 

4.3.2 SCORING THE INSTRUMENT As mentioned earlier, a number of 

methods have been used in measuring values, involving ranking 

and rating techniques. Those examined earlier were rejected 

for our study, because they did not meet the criteria we had set 

for the instrument. 

An alternative form of indicating strengths of values has been 

suggested by Simon et. al (1972). Their work involved gener

ating a number of different strategies which enabled people to 

explore their own values. One strate:JY they used was call.ed the 

"Pie Of Life". This involved students dividing up 24 hours 

(represented as a pie) in terms of the hours they spent each day 

in various activities. Students could then draw another pie to 
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represent their "ideal pie": how they would ideally use the 

resources, in terms of time, that they have. This seems to be 

a very realistic way of measuring values. It recognizes that we 

all have a limited arrount of resources, and that we utilize these 

on the basis of what we value. 

We adopted a variation of this methoo of measuring values for our 

instrt.nnent. Rather than using a pie, however, we asked respond

ents to divide 100 points between the 18 different values. We 

told respondents that they could imagine that they had $100 to 

spend, and they could indicate how much they could spend on each 

item. They could spend as much or as little as they liked on 

each item so long as they used all of their allotment and no 

more. 

The figure of 100 points was used to enable respondents to 

distinguish between different values in sane detail, while not 

making the mathematics of the process too complex. 

Having a fixed resource (100 points) also ensured that repond

ents had to make a number of forced choices among alternatives. 

The instrument was designed to do this in order to determine 

which were the values of high behavioural relevance to the 

respondents. This was important, because all of the itEffis 

could be viewed as socially highly desirable. 

This scoring system also allowed easily for the value mapping 
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mentioned in the above criteria. This could be done by combin

ing (by adding) p::,ints allocated for each item for resE'.X)ndents 

making up the system or systans which are being studied. 

also easy to examine the degree to which values are shared 

within a system, and so forth. 

4.3.3 ANALYSIS All respondents were asked to complete the 

It is 

exercise twice: once soowing their own values, and a second time 

showing what they perceived their organization as a whole to 

value. 

items. 

In each case repondents divided 100 points between the 

The instrument had two coll..!llns, which enabled respon-

dents to do this. 

Leaders of organizations were asked to also complete the exercise 

in terms of what would be ideal for the organization. They were 

asked what values people would need to have for the organization 

to be its most effective over the next two y12ars. 

Having these three sets of measures allowed us to do our analysis 

of the organization. Figure 6 represents the model used for the 

analysis. The model allows comparisons of any of the five 

variables. Sane of these are more useful than others. For 

example, important comparisons are the personal values of subord

inates versus ideals (C vs. A), manager's perceptions versus 

subordinate's values (D vs. C), and manager's values versus 

ideals (B vs. A). 
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FIGURE 6: MODBL FOR THE ANALYSIS OF VALUES IN ORGANIZATIONS 
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As well as canparisons, statistical analysis of canponents 

provided usedful information. Comparisons of the different 

elements of the model (Figure 6) were done on the basis of the 

mean score given for a group of respondents. As a part of our 

model of culture we suggested that in effective organizations 

values needed to be shared. Consequently, we also analysed the 

degree that values were shared among organization rrembers, using 

the coefficient of variance (standard deviation divided by the 

mean). Using this coefficient we can also see the degree to 

which perceptions of the organization's values are shared. 

Finally, it is important to note one canparison in particular. 

By looking at the difference between individual's values and 

their perceptions of the organization ·. ~ values we q-::>:.: a measure 

of their identification with organization. Converse! y, the 

difference presumably represents the degree of what Walton (1978) 

refers to as alienation, felt by the individual. 

4.4 SURVEYING AND ANALYSIS OF ORGANIZATIONS 

Three organizations were survejed using the instrument. These 

were: the New Zealard Disabilities Resource Centre; the Palmer

ston North Congregation of Jehovah's Witnesses; and 'Ihe Palmer

ston North office of PsyChological Services. 

These three groups represented a varied range of organizations, 
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with a variety of goals. They were all interested in examining 

their organizational effectiveness, and they were all accessible 

to the researcher. They also appeared to represent different 

degrees of effectiveness according to our model, particularly in 

terms of shared values. The congregation of Jehovah's Witnesses 

was chosen principally because Jehovah's tvitnesses are well known 

for their unity of belief. They view this unity as an important 

part of their worship, and p..iblicize the unity that they have 

(Watchtower Bible and Tract Society, 1985). The goals and 

organization of these three groups will be discussed later. 

The three organizations were surve)ed using the values survey 

(Appendix II). Along with this, the leaders of each organiz

ation were interviewed regarding their organization's culture and 

their personal roles in supporting this culture. The interviews 

were structured around the models of culture that we presented 

earlier and Vaill' s (1982) "Time-Feeling- Focus" model of how 

leaders go about purposing in their organizations. 

The interviews give us additional information about the effect-

iveness of these organizations . This way we can also examine 

the validity of the findings frcxn the values survey. 

4.4.1 SURVEY ADMINISTRATION The survey itself explained how 

the respondent was to cOTiplete it (see Appendix II). Along with 

this, the survey administrator was able to clarify the rreaning of 
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itens for respondents. 

Some people had difficulty in allocating points to get the 

correct relationships between items, while at the same time 

getting the columns to total 100 points. In these cases the 

adninistrator suggested that an effective strategy was to 

initially give points only in terms of each item's relative 

importance, and once this had been established, to get the column 

to total 100, rather than trying to do both at the one time. 

4.4.2 INTERVIEW METHOD The interview was relatively highly 

structured, so that each organization leader received the same 

questions. This ensured that the interviews were able to be 

examined using the models mentioned earlier. Organization 

leaders were given the interview questions in advance, and the 

interviewer explained at this time that the purpose of the inter

view was to gain further information on their organizations to 

allow the interviewer to examine our models of culture. The 

interviews all took place after the organizations had been 

surve~ and the leaders had received a report on the findings. 

Consequently, th~ leaders were familiar with the research area. 

The interview questions were designed to be as "open-ended" as 

possible. That is, they were designed to make "Yes" or "no" 

answers impossible, and to get the leader to describe his organ-

ization in depth. The interviewer occasionally asked questions 



153. 

other than those given to the leaders in order to clarify their 

statements further, or to get additional information in an area 

that had been covered or where the leader had not answered the 

question originally asked. Occasionally answers given to one 

question made later questions redundant, in which case they 

were not asked. Where the interview scripts are presented it 

will be noted in the margin whether a question was structured 

(using the sj,mbol S), or whether it was a question probing the 

area further (sj,mbol P). 

4.4.3 NE'W ZEALAND DISABILITIES RESOURCE CENTRE This organiz

ation works in the area of health-care for the disabled. In 

particular they design and engineer equipnent, such as wheel

chairs, for the disabled. One group of the Resource Centre was 

survejed, with 12 people, including the Group Manager, completing 

the survey. There were three main sections within tre Group: 

Administration, Engineering, and Cesign. 

4.4.3.1 Ideals The ideals identified by tre Group manager 

shoWE.'Cl a high concern for task variables: those concerned with 

achievanent of particular goals. The items Achieving, Purp:>se

ful, and Successful accounted for 45 of the 100 p:>ints. Items 

which were more "person-oriented", such as being Warm, balanced, 

Humanistic, and Fulfilling, accounted for another 50 p:,ints. 

The remaining item considered ideal was being Structured (5 

p:,ints). 
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Guth ard Tagiuri (1965) suggest that the personal values of 

managers have a profound influence on their strategic decisions. 

The results of the survey supported that statement. The values 

that the manager considered to be ideal - ones that the organiz

ation would need to hold in the future in order to be effective 

were similar to his personal values. Figure 7a reflects this 

closeness. Items which the Group manager valued highly were 

being Achieving, Balanced, Successful, and Warm, and these made 

up 70 of the 100 points of the ideals. 

4.4.3.2 Ideals and Group Values Where being Achieving, 

Successful, and Purposeful made up 45 points of the ideals, they 

accounted for only 14.2 £X)ints of the Group's actual values. 

They were all in the lower half of the items (ranked 12, 11, and 

14, respectively, out of 18 items). 

The items which had the highest mean scores amongst the Group's 

actual values were Fulfilling (9.5 out of 100), Free (7.8), 

Secure (7.5), Harmonious (7.2), and Supportive (7.1). 

There also seemed to be differences between departrrents making up 

the group. Highest valued items in the Design section were 

being Balanced, Successful, Fulfilling, and Pur£X)seful. In the 

Workshop section the highest valued items were being Fulfilling, 

Free, Secure, and Egalitarian. In the Administration unit items 

that were valued highly were being Warm, Secure, Harmonious, 

Free, and Comfortable. 
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The Group's values suggested a concern for themselves rather than 

for what the Group was trying to achieve . This seemed partic

ularly true in the Workshop and Adninis tration units. 

4.4.3.3 Manager's Values and Group Perceptions Group members 

were asked to indicate what they thought the Group valued. In 

general, they took this to rrean 11'\vhat did the Group management 

value?11
• The scores on the Values Survey suggest that rrembers 

were quite accurate in their perception of the manager's personal 

values (see Figure 7c). 

On only three items the mean group score for their perception 

of the organization's values differed by more than 5 points fran 

the manager's personal values, and on 12 items the difference was 

three points or less. 

The similarity is interesting when we consider the difference 

between the Group ' s actual values and the ideals, which in turn 

were closely related to the manager's personal values . This 

suggest that the difference between the Group ' s values and the 

manager's values (and the ideals) couldn 't be accounted for by 

the Group not knowing what the manager valued . Rather , this 

suggests that the Group had a fairly accurate knowledge of the 

manager 's values, but still did not value those thirqs 

themselves. Given that the manager had been with the Centre a 

relatively short time (9 months) it may have indicated that 

people recognized that he wanted to make changes, and knew what 

he valued, but had not comnitted themselves to those changes yet. 
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Because we have only the one measure we cannot tell whether 

people are getting closer or further away fran the manager's 

values and the ideals. 

We need to note, however, that the coefficient of variance for 

Group member's perceptions of the organizational values was 

relatively high. This will be discussed later, but it suggests 

that perceptions were not highly shared but rather that the 

similarity between the manager's values and the Group's percep

tions is the result of averaging relatively widely varying scores 

rather than each Group member having an accurate perception of 

the manager's values. 

4.4.3.4 The Groups Values and '!he Manager's Perceptions The 

Group manager tried to predict what Group members would value. 

He perceived that people valued highly the items: being Success

ful, Achieving, Humanistic, and Fulfilling. They actually 

vallk..-=-d most highly being Fulfilling , Free, Secure, and F.galitar

ian. Achieving, Successful, and Humanistic were actually ranked 

12, 14, and 16. 

Some of the difference between the manager's perceptions and the 

group's scores can be accounted for by the manager's unfamiliar

ity with the instrument. His perceptions tended to be extreme 

{he gave 5 scores of 10 or over, and 11 scores of 0). Because 

the Group scores were calculated by finding the mean it was 
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unlikely that these extremes would be · found. On the other hand 

the areas that the manager perceived would be highly valued 

tended not to be what was valued highly by the Group. 

4.4.3.5 Group Values ard Group Perceptions The difference 

between what individuals value and what they perceive the organ

ization to value represents the degree to which people identify 

with the organization, or conyersely the degree of alienation 

they feel frcxn the organization. With the Disabilities 

Resource Centre, because people saw the question as asking for 

their perception of the manager's values, the difference may 

represent alienation or identification with the manager. 

This difference was calculated by totalling the difference 

beL·, ,~n the two '".--.:ores on each item for each individual. From 

this we calculated the mean total difference (on all items) 

for Group marbers, and, by dividing by the ntmlber of items, the 

mean difference per item. 

For the New Zealand Disabilities Resource Centre the mean 

total difference was 86.36. This was an mean difference -r;er 

item of 4.80 points. So for each item there was a difference of 

4.80 points between the scores they gave for what they valued and 

what the organization valued. There was a range of 7.78 points 

per i tern (between 8. 56 and 0. 78 points -r;er i tern). The median 

difference 5.11 p:>ints -r;er item (see Appendix IV). 

These differences were the greatest of the three organizations 
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that were surveyed in the study. However , only three organiz-

ations were survejed so there are no "norms" for organizations . 

4.4.3. 6 Degree Values Were Shared So far we have discussed 

what values people in the Group shared based on the mean of their 

responses. This does not indicate whether people really shared 

values, as we have had no indication of the variance in their 

responses. To determine the degree to which values were shared 

we used the coefficient of variance; that is, the standard 

deviation of a group of scores divided by the mean. The smaller 

the coefficient of variance , then, the greater the degree of 

sharing of values (see Appendix III). 

The mean coefficient of variance for Group member's personal 

values was 0.85, and for member's perception of the organiz

ational values the coefficient was 0.93. The range of 

coefficients for individual items of personal values was frcxn 

0. 50 to 1. 49. Items where the variance was least, and thus 

sharing was highest, were on bein::.3 Spontaneous (0.50), Structured 

(0.55) , Harmonious (0 . 55), Free (0.58), Purposeful (0 . 65), and 

Humanistic (0.69). Among these were items ranked amon::.3st 

highest in the group in terms of mean points given out of 100 

(Free and Harmonious) and items ranked arnon::.3st the lowest 

(Structured and Humanistic). Finding the item with the highest 

mean score, then, doesn't give the whole picture as to what the 

group values. We need to look also at the degree to which the 

values were shared. 
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With perceived organizational values the range was from 0.61 to 

1.37. Items with a small variance were Beautiful (0.61), 

Caring (0.61), Egalitarian (0.63), and Achieving (0.66). With 

the exception of being Beautiful, these items were neither ranked 

amongst the highest or the lowest items. 

These coefficients were the second highest of the three organiz-

ations surveyed. They were closer to the high-coefficient 

organization than the low-coefficient organization. However, 

because we surve~ only three organizations we cannot canpare 

these with any norms. We need to use the survey on a lot more 

organizations before we could say what coefficients constitute a 

high or low degree of sharing of values. 

4~4.3.6 Swnnary The organization had a manager with strong 

values, who felt that these were ideal for the organization as a 

whole. The values held by the manager showed a mainly external 

concern: for the organization to be purposeful and successful, 

while still meeting the needs of staff. 

Other members of the organization did not share these values. 

Members appeared not to share values with each other to any great 

degree. Values that were held highly were those of wanting the 

organization to be free, egalitarian, and fulfilling. This 

could suggest that people were more concerned that their own 

needs were met than those of the organization or its clients. 

In general, Merrners of the organization did not see their values 

as being similar to those held by the organization as a whole. 
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This suggests that they may have felt alienated fran the 

organization, or its rnanag~nt: they did not value what manage

ment did. 

If this is correct and the model of culture proposed earlier is 

valid, it suggests that the organization will not be being very 

effective. Although the manager of the organization is setting 

a strong lead in terms of values, peoples values are not 

aligned to these. Thus there is no "value thrust". The survey 

does not examine the clarity of the organization's mission and 

goals, so we cannot conment here on this aspect of our model. 

This will be examined in the interview with the Group manager. 

The survey, being administered only once, does not tell us 

whether the values of Group members are in the process of change. 

4.4.3.8 Disabilities Resource Centre Manager Interview This 

interview took place nearly 12 months after the survey of the 

organization. Consequently there had been a number of changes 

and the results of the survey could not be taken to represent the 

state of the organization at the time of the interview. The 

nature of the changes are discussed in the interview. 



Can you describe the organization? 

Well, the organization is still pre
dominantly a rehabilitation research 
unit. It is involved - perhaps in a 
wider sense now - we are interacting 
a lot more with what we term clients, 
that is the disabled community. And 
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we are literally providing a clinical 
service in that, for example with 
driving we are now more involved, we 
have sought and received quite consid
erable sums of money to enable us to 
expand into the area of assessing 
disabled drivers by very sophisticated 
types of electronic equipment with a 
view to be able to better produce 
adaptations for vehicles. At the 
noment we're looking for a better 
relationship -symbiotic, I guess -
relationship between machine and human. 
In other words we're trying to blend 
the two together, in fact its quite 
frightening in some respects: where 
one looks at this machine-humanity 
relationship. But anyway, that's a 
philosophical argument. 

What's happening is that we're 
Jpening up a whole new range of 
approaches and responses to needs of 
jisabled drivers, and that's one area . 
vocational aids is a particular area 
Nhere we are spending more time too 
~ow. We're creating new environments 
- work environments, employment 
=nvironments - so there's a better 
relationship being developed between 
=mployer, employee, and the workplace. 
So there are directions which are 
taking place now. And they are spread
Jver into seating, because seating 
relates to both of these areas; seating 
3upport, posture supports and so on. 
So this is having quite a considerable 
impact on the number of people we deal 
Nith and so on, so there's a re-shifting 
Jf resources and finance, so next year, 
following on from what we've done 
;ince we've moved in here - which is 
12 months ago - the shift has been 
toward clients quite steadily and 
iuite perceptibly. Next year there'll 
Je a greater shift as a consequence 
Jf what we've been doing. 

There's another change too in the 
narketing side of things where my plans 
~ave really started to gel now quite 
firmly. And what we're involved with 
~ow is on three different fronts in 
the marketing process, and we've 
nade decisions relating to where we 
stand in terms of · what we're going to 

ANALYSIS 

This was by far the longest (most words 
spoken) of the three interviews 
conducted. As can be seen by this 
answer the manager did not try to be 
concise, which could indicate a lack 
of real clarity concerning the 
basic purposes, etc., of the organiz- , 
ation. Alternatively, it may be that 
the manager simply enjoys talking 
about the organization and related 
subjects . 



do as a part of our mission; what we 
will do in relation to others - in 
other words we are now establishing 
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a situation where we are involved in 
providing technical back-up and so on 
to a manufacturer, and then on the 
other hand we've now opened up a third 
line where we completely dispose of all 
our range of our products to a person 
who both manufactures, markets, dist
ributes, and does the whole thing. 
So we're seeking out three areas where 
we act as the producer, wholesaler, 
distributor of a line of goods. We 
give technical advice and are involved 
in a three-legged arrangement with 
outside organizations. The third one 
is a straight royalty-licensing 
agreement. So, in other words, what 
I've been trying to do is to spread 
tbe net as wide as we can so that under 
any circumstances we've hedged our 
bets all the way through. 

It means that we've moved away from 
the Workshop concept of having produced 
goods here, we are now actively prom
oting subcontract networks, so that 
virtually all that we're doing is 
being done outside. The only thing 
that's being done in the Workshop area 
now is work in the client service 
function, and prototype work for 
research and also for product develop
ment. 

Information - we've made some distinct 
moves in that area with the Information 
Bureau. We're now probably leading 
New Zealand in terms of our data base 
of technical information for disabled 
people. We probab~y now have been 
able to identify far more clearly the 
needs of the disabled in this area 
and so we've now got a whole series of 
publications that we've produced in 
this area as well. 

There's another area too in that 
we've made some political moves. What 
we've done is to move out and encompass 
with our resources and with our skills 
a whole range of regional information 
centres. These can now operate with 
support from us - not finacial support 
but all the other sorts of support we 
can give them, in terms of human 
resources and expertise and facilities. 
And we're helping to bring those people 
together and give them an identity in 
their own right, by giving them access 
to the information that we've got, and 
obviously them giving us access to the 
information they've got. We're working 
toward computerizing all this, and so 

The organization is clearly involved 
in major change, moving toward a 
more market oriented approach. 

The manager communicated a great sense 
of excitement about the change the 
organization was going through. 
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setting up a total computer network. 
And hopefully this network will en
compass all the main hospital boards 
in the country . There are quite a 
few exciting things happening on that 
side of things as well. 

And last, but by no means least is 
our resource side , which again has been 
relatively quiet up until a few months 
ago. But again its been a matter of 
consolidating goals, objectives, and 
directions. And we ' ve gone through 
most of that basic thinking process 
and we're planning to get involved 
quite deeply - coordinating with DSIR 
and with a number of private companies 
a series of projects that are unique 
in many ways. They're the sort of 
projects that are going to spin-off 
madly into all sorts of subsidiary 
research areas and products . 

So in that sense we're once again 
girding our loins for the big thrust 
although that's been building up since 
we've moved into this place . I think 
one of the major fact©rs, too, is that 
when we discussed things with you last 
time we were in cramped conditions, 
we were spread over three parts of 
the city. We now are all together 
and I think the personnel, and the 
psychological, and the morale aspects 
of the whole deal have made a great 
difference. So there a great many 
things that are going to influence the 
findings that you had last time. 

What would you say was the organization 
purpose in existing? 

We've got down to the stage now where 
we believe our purpose is to provide 
solutions and appliances for physically 
disabled people. We must add to that: 
we're looking at the more bizarre 
disability - the more difficult cases . 

As a part of our training we provide 
an education programme for the various 
regions - hospital boards, physiother
apists - and as a consequence of that 
there's so much of what we call the 
"normal" abnormalities are being treated 
in the regional areas, and the more 
abnormal abnormalities are coming to us. 

So there's that exchange of informa
tion and educational role g©ing on, 
but we are really looking to provide 
that facility for the more grossly 
deformed. We provide the service and 
we provide the appliances. 

The phrasing of this answer ("f'le 've got 
to the stage now . .. ") suggests that 
the organization ' s purpose has evolved 
rather than being deliberately mapped 
out before the change process began. 
The statement of purpose_ given doesn't 
seem to account for the more-market 
orientation the manager had been talk
ing about earlier, either. This 
suggests that the change may be value 
driven rather than a conscious change 
in direction. 



fs that what the mission statement 
you mentioned earlier says? 
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Basically, yes. That sums it up fairly 
accurately 

To what extent would people in the 
organization be likely to agree with 
you? 

[Laughs] I think we all basically 
agree on that as a broad principle. 
But there is obviously disagreement 
on how its achieved, and so on. 
One of the people we would immediately 
look at is the person who heads up 
Research and Development. The research 
is quite different - there goals are, 
I won't say "tunnel-vision", but 
11 g b 1 • • II 1 b un- arre -vision a most, ecause 
they're looking toward a focal point 
at the end which is the resolution of 
a particular situation which needs to 
be attended to. 

Fr6llmy point of view of course becaus 
I look at finance, I look at administ
ration, and I look at marketing, I 
tend to have a bias toward marketing 
because that's where things happen 
beyond just the day-to-day administrat
ion. And it gives us a return ultimate 
ly. Also it allows us to attend to 
a wider audience. So instead of a 
solution being found, as in the case 
of the research people for one person, 
what I'm looking at is what hundreds, 
thousands maybe, of people out there 
who have a similar condition for which 
our solution is directly applicable. 
Now again you have a difference in 
interpretation fro~ the likes of the 
person who looks after education. But 
its only a matter of degree. We all 
basically accept the mission statement. 

How important is agreement on that? 

Obviously it has to be important. 
Although there are differences in degre 
and the way in which we cooperate with 
and operate through that statement or 
objective, its obviously a very import
ant component - stating where· we're 
going and what our main function and 
purpose is. We basically agree with 
that and there is no problem with that, 
in broad terms. I think its just the 
manner in which the individual bias 
and interest and so on really applies 
to it. 

Harrison suggests that there are 
four possible types of organization 
character: Task, People, Power, and 
Role orientations. These appear to 
be "ideal types" of orientation, and 
it is unlikely that an organization 
could be found that displays only one 
of these. However, organizations will 
probably have one or two dominant 
orientations. 
The manager, when talking about the 
organization's mission seems to 
say that the organization tries to 
allow people to work toward what they 
feel is important rather than imposing 
a mission on them. If this is the 
case it would suggest a predominan.tl y 
People orientated organization, where 
the organization tries primarily to 
satisfy member's needs rather than 
achi~ve some $Uperordinate goal 
At the same tiroo, the manager raises 
an important issue for any culture 
change attempt, which is How does one 
allow for the necessary differences 
in values and purposes in differing 
organizational units, such as Rand D. 

Allowance is made, here, for the 
differences in individual's interest 
when considerJng the mission. 
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Vo you have any strategies for getting 
agreement on purpose? 

Yes, we have our goal setting. We've 
started off - we've got a series of 
meetings that take place now, At this 
stage its been a work down - it starts 
from the top. There are four of us 
who look after specific areas in the 
centre and form what is called the 
Executive, or the Executive Management 
Group. It helps to clearly identify 
roles within the centre in terms of 
organizational structure and so on. 
So the Executive Management Group has 
been looking recently at a whole series 
of goals and directions and mission 
statements and this sort of thing, and 
having arrived at that we've now got 
agreement after a lot of debate. We've 
got agreement which touches on virtuall 
all our particular interests and 
directions and thrusts, and the needs 
of the people out there which of course 
are a very important component. We 
now have started a process of seeking 
the goals of the next strata within 
the organization. And that has been 
applied, and that has now come back. 
We're in the process now of analysing 
all those individual goals and again 
we're going to have to continue the 
debate once we've got this. We'll 
also, then, open up into an area which 
we now have set up a meeting structure 
where once a month senior staff meet. 

And below that again, say once :a month 
we have an all-staff meeting. So we 
now have a structure that's virtually 
in three tiers: the Executive Management 
Group, Senior staff, and All staff. 
And those meetings enable communication 
up and down, backwards and forwards, 
and they also enable a debating. 

And I think that as a concept its 
going quite nicely. We'we had a few 
horrendous experiences of course with 
a bit of "bloody-mindedness" and stuff 
like that. But OK, its still communic
ation, whether its anger-making or 
frustrating. But otherwise it ·seems 
to be working quite well. And we 
of course will apply communications in 
from the goals once the debate has sort 
of started and starts working through 
and the whole mission - the result 
comes through. You what I think we're 
going to do is get general agreement 
on what is predominantly our mission 
statement anyway. But the way that 
that's going to be achieved and the 
different areas - and the allegiance 

This, again suggests that the direction 
of the organization is determined by 
the needs, interests of people in the 
organization. It is an interesting 
strategy for determining the purpose 
of the organization - it appears that 
goals percolate upward, rather than 
the organization clarifying its mission 
and goals and having members identify 
what results they can contribute toward 
these. This appears to be in line 
with what Harrison says about People 
oriented organizations: 

"Consensus methods of decision making 
are preferred; people are generally 
not expected to do things that are 
incongruent with their own goals and 
values. Thus roles are assigned on 
the basis of personal preference and 
the need for learning and growth. " 
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to it. 

But anyway, its quite an interesting 
time. 

Are there any principles or beliefs 
that people need to hold for your 
organization to be effective? 

I always have believed that one has 
to believe the overriding principle or 
philosophy of what we're here for. It 
seems to me that the main mission 
statement, and belief and acceptance 
Jf that has to be important. It gives 
$uidance and direction to everything 
1nd obviously if you have people 
,elieving that it gives them more than 
;imply guidance; It gives them some
:hing very concrete from which they. 
:an pin down and evaluate their own 
:uccess and failures. "Have I achieved 
:oday something that says ... ". And 
Llthough they may not consciously apply 
:hat as a ,verbal criteria they' re 
ertainly in a position to apply it 
rom a subconscious point of view. 

re there any beliefs you think its 
mportant people hold about how they 
hould act in order to achieve the 
ission? 

guess we've jumped up and down here 
Ja large extent over what we call 
nofessionalism". Professionalism 
, defined in our terms as those qual
:ies that all the staff need to present 
1 terms of their relationship with the 
!Ople we deal with. The way in which 
~ handle ourselves in relation to set 
1ties and our understanding of what 
Le main issue is. 
There's always the danger of over
~action and over-simplification of this 
·ofessionalism, or it could even be 
way of hiding from responsibility at 
me stage. But we haven't really 
fined it clearly, other than to say 
at we believe that there's a certain 
ofessional manner in which we all 
ed to relate to the client and that 
all need to acquire. And all really 

unces back to that mission statement. 
e reason why we're here, and because 
that, . how we must always react with 

Jple that we're dealing with. 
Jne of the things about disabilities 
that often its people who have been 

,abled by accidents or what have you 
l have been whole people and who have 
:ome disabled, and are so conscious 
their disability. And there is a 

The concern expressed here, does 
indicate strongly held values -
Humanistic values - which are support
ive of the organization's mission 
described earlier. 



need for us to see them, not as dis
~bled people, but people with a disab
ility. And the distinction is quite 
important. 
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And the same really applies to people 
with a congenital problem - in their 
terms they feel normal, but of course 
that is not the case. And we're const
antly having to look at ourselves and 
say "Are we behaving in the best poss
ible way? Are we professional in a 
situation where the person is just a 
vegetable - with no possible future. 
We mustn't let that interfere in any 
way with our relations to these people, 
and with our efforts to do something 
about their quality of life. So its 
all wrapped up in that whole process. 

What strategies do you have to ensure 
that people have this same concern 
for professionalism? 

At this time we haven't set into place 
any formal structure - it's certainly 
been discussed quite considerably. 
In fact, we're goingi to use the State 
to provide us with a PEP worker -
hopefully we can find one with suffic
ient skills - to put together much of 
the material which we've gathered to 
form part of an in-house training 
programme. 

I guess what we do most at this stage 
is exposure. We do encourage people 
to go on clinics. We do encourage 
people to be involved with our clients. 
We do encourage people to be involved 
in "extra-curricula" disability 
organizations such as the Arthritic and 
Rheumatism Foundation, Mobility, 
Crippled Children, and so on. A lot 
of the staff who have moved into these 
areas act on committees and in that way 
there's that exposure which identifies 
very clearly their needs, and the need 
to react in a particular way. 

So what you could say we're trying 
to do at the present time until we've 
got a formal in-house training programme 
set up, is to provide the right example 
and exposure to the people to whom 
professionalism needs to be directed. 

Do you have strategies for reacting to 
people who act in a very nonprofessional 
way? 

Yes, its known as peer pressure. What 
we tend to do here is - I think its 
more instinctive rather than deliberate 
at this stage - we tend to have these 
sessions, these staff meetings. We 

Of the strategies listed the exposure 
to clients through participation in 
groups such as Crippled Children would 
appear to be the most effective. An 
in-house training programme would not 
give the same on-going support to the 
needed values. On the other hand, 
participation in groups such as those 
mentioned ensures members are close 
to the customer (a la Peters and 
Watermann) and are more likely to take 
on or have humanistically oriented 
values reinforced 



use these, for example to get some 
ideas across. And there have been 
times when there have been red faces 
to comments being made and things like 
that. But the message is being made 
usually quite clear and the peer press
ure does show itself to be quite a 
consQstent and a very good educator. 
For example, we believe that a certain 
standard of dress is required in terms 
of this image of professionalism, so 
that when a person comes at least they 
are assured that there's a certain 
degree of care and attention taken 
personally. So if a person can see 
that individuals are taking care of 
themselves then the message we're trying 
to portray is that they too will be 
subjected to the same care. So if 
someone comes in looking a bit scruffy 
we do have awards for the scruffiest 
person, and this sort of thing. Its 
a sort of semi-serious thing, of course 
- there's a bit of light-heartedness 
its still making the point ... 

Its pretty difficult - I have some 
sort of antipathy to sort of screwing 
people down, and sort of corning on 
heavy. And I think that to large extent 
if one becomes too formal and lays down 
too many rules and regulations one then 
begins to obey the letter of the law 
rather than the spirit of the law. 
The spirit of the law is far more 
important, in that you involve people, 
the other. is more a coercive approach 
and I'm not really in favour of that. 

You've talked mainly about minor offense 
What would you do in the case of a gross 
unprofessional act? 

Well in that case we obviously have to 
act fairly quickly. What would happen 
is a basic procedure. If someone steps 
out of line, for example, in any way 
and the client is placed at risk or the 
client is really embarrassed by what
ever the situation is quite frankly, 
its either myself, the Director, or 
the Deputy Director call the person in 
and we open the whole situation up, 
face to face. We point out in no uncer
tain terms if there's been a gross 
negligence then they are acquainted with 
that ver~ quickly. 

Its a matter of degree of course -
this is the top of the scale, and if 
it was to continue we would ask for 
that person's resignation, or we would 
obtain it. But that's the hard-nosed 
way. 

The organization would need to find 
a humanistic way of disciplining 
those who violate the strongly held 
values, and this suggests that they 
have done so. These values will 
probably account for the manager's 
"antipathy to ... screwing people down 
and ... coming on heavy". 



Obviously we want t6 rehabilitate, 
because that's the name of the game 
for us. One obtains a better response 
rather than to lay down the law. But 
that is the option. 

How do new people in the organization 
learn the way we do things around 
here? 

Again, we're in the process of now 
putting together - with this mythical 
creature who's going to start with us 
soon - we've already got raw material 
at hand and we propose setting up 
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an induction programme directly related 
to the operation of the Centre. There 
is an induction programme in terms of 
our relationship with the Hospital 
Board. A person in the Department will 
take them across there and show them 
how to fill out an IR 13 and various 
other bits and pieces which relate to 
the Hospital Boards requirements. 
~ut that's nothing to do with on the 
job. For on the job, we propose an 
induction, and I run a bit of an 
induction system which simply explains 
how things are done - administrative 
systems, financial systems and so on. 
The person that looks after them - the 
person they're directly responsible 
to takes them on a conducted tour right 
through the whole Centre and they're 
introduced to all staff right from the 
very start. No one is missed out. 

Then there's a work-in period within 
the Department. Now that's as far as 
it goes at the moment. What we are 
proposing is that with the induction 
system that I've got here we're going 
to add to that with some printed 
material and then to that again will 
be, hopefully, a period of say an 
hour or so working within an area so 
they get an acquaintance - more than 
a nodding acquanitance - with what 
happens in d~fferent areas. So it may 
take place only over about 2 days. 
But its an induction programme that 
gives them a broad picture, and that's 
something that we can do. 

One of things we insist upon is staff 
morning teas. Everyone has to go, and 
there's a lot of socializing goes on 
there. We talk, and we criticize. On 
the other hand there's a shared exchange 
o~ ideas. There are times I think we 
have too many meetings and I'm wondering 
just how valid some of them are. But 
on the other hand we have meetings which 
involve individuals coming in and saying 

Here the manager shows that it would 
be directly against the values of the 
organization to use other than Human
istic strategies for discipline. 

Again this on-going support is more 
likely to be effective in introducing 
people to the organization's values -
what people consider important about 
their work, rather than how to fill out 
necessary forms, etc. 



"Look we've got some good ideas, lets 
talk about them." And from my side 
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of things with the product development 
and the marketing, of course ideas, no 
matter how crazy they are, are the life
olood. What I tend to do - I have a 
structure where a few of us will get 
together and start up a private brain
storming session. And again, I'm 
finding that a new person coming in is 
a good person to look at what we're 
Joing and to throw in something which 
is totally new and at the same time 
builds them in. That's a spin-off 
effect. They are involved right from 
the start. 

The only problem with this is that 
I have to keep feeding back what's the 
result of all these brainstorming sess
ions. So while it creates a bit of w 
work its involving, and that's about 
the level at this stage - its still 
pretty informal - but again I think that 
because we exchange a lot of ideas, and 
there's a lot of sharing of what goes 
Jn here I think there's quite a strong 
:ommunal process. You can't formalize 
it too much, apart from the induction 
process where the person is really 
:old ... 

?hat would you say is the biggest 
problem that you've faced over the past 
2 years? 

Nell I suppose really that the biggest 
problem we had was the separation of 
staff. And the difficult environment. 
\s I said before we were spread over 
three different areas of town and · .this 
:ame to a crunch two years ago, because 
Ne found that there were communication 
Jreak downs, the Director himself was 
2 miles away, the Information side of 
the outfit was 2 miles away. We had 
people moving backwards and forwards 
to the hospital, and there were people 
Nandering around town, and there was 
a general breakdown, not only in terms 
of communications, but in terms of 
people's roles, their responsibilities. 
And .1 things got to a critical stage. 

That was one of the main things that 
coincided with my arrival. You may 
remember that the area that I was trying 
to work in - we were sharing a space 
of about this size [his office] with 
about four people. 

There was that problem. The space 
or enviornmental requirements really 
created difficulties. The morale was 
going [down], the work output was 

This separation of staff is mentioned 
by Peters and Watermann as having a 
destructive effect on an organization's 
culture. How this happens is well 
dd:splayed here. 
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following it ruther rapidly. We had 
people who were drifting off. There 
were a whole lot of bad things happening 
at that stage. There hadn't been an 
organizational structure set in place. 
We had no financial backing - well we 
had backing but there · ·was no direction 
on how finance should be controlled. 
It got to the stage where the Board 
sent in a hatchet man just prior to my 
arrival with a view to swinging the 
axe in all directions ... That was basic
ally the job given to me when they 
appointed me over here. I was to 
straig~n the thing out within ~2 months 
The whole climate was one that was very 
negative and obviously the first thing 
that had to happen was a total look at 
the whole picture and that really was 
quite bad. · We were in real serious 
strife ... 

Your next question is What was the 
greatest success? Well the greatest 
success today was the bringing of that 
together, and creating what I beldeve 
now to be a very unified and a very 
creative and hardworking outfit. 
111 You see the comments we made earlier 
about establishing our goals, and our 
mission, ~nd the processes for getting 
together. The fact that we're now in 
a position of strength is because of 
this new morale and this new spirit in 
the place . . We're catching interest 
from all sorts of people, like the 
Accident Compensation Commission who 
are giving us thousands of dollars for 
us .to expand in the area of disabled 
drivers ... We have organizations outside 
the country who are coming to us now. 
Theresa whole raft of things which 
have developed and are developing . so 
that we're almost being forced to run 
to soon. But immediately we attended 
to the difficulties that we had - it's 
all go. It really is. The prospects in 
terms of an exciting future are really 
something. That has to be our big 
success. 

How do people feel about what's been 
achieved? 

There's really a positive outlook. Peopl 
have taken a real pride in what they 
do. There's one of our chaps who's 
done such a tremendous job we've put 
him in for the New Zealand inventors 
award for ]985, and we believe he's got 
a very good chance of getting it. 

We've also been able to take on a 
number of innovative schemes for 
disabled people, and in doing so we've 

• 

The change appears to have been in 
terms of values mainly, with direction 
to follow. This appears to also be 
the case with Psychological Services, 
which will .be discussed later. Whether 
it is most effective to change values 
first, or instead to get the direction 
first is a matter for further research. 
Presumably, if you can get your 
direction right initially you can then 
aim for values which support that. 
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broken many of the basic ground rules 
in that we now have the ACC the Social 
Welfare Department and the Labour Depart 
ment, believe it or not, working in a 
very positive way as a unified team, to 
allow us to break the rules - to employ 
someone who is on a benefit. And this 
person is actully doing a training 
programme to complete a trade certificat 
We've got another guy ... And these people 
are on pensions and are now being expose 
to trade training - it's never been 
done. That's the sort of degree of 
positive feeling or attitude that's not 
only in the Centre itself, but its 
sort of spread out and come back. 

rvhat would you say is the biggest 
challenge that you face? 

The biggest challenge I think we have 
as a Centre is to determine our goal 
within the next five years. We're 
moving in so many directions so quickly 
that I believe that we've got to ask 
some basic questions - Who are we? 
What are we doing? and Are we doing it 
right? 

We're part of the Hospital Board 
structure at the moment, in that they 
administer us with funds granted to 
the Health Department. We are moving 
in such directions at the moment that 
we do not truly fit within those accepte 
fields. It may be that what we're going 
to be faced with is a joint-typ~ _relat
ionship with Social Welfare. We have 
already forged a very strong relation
ship with the ACC, and with our vocat
ional aids we're tying in very closely 
with the Labour Department. Now it 
may be that what we'll be faced with 
a rethink of our structure and our 
relationship with all these agencies. 
And this is going to have a real effect 
on the answer we come up with to the 
question Who are we? But those are the 
sort of questions we'll have to answer 
in terms of the clients we deal with. 

I think we've got to start looking 
beyond just the range of people we'.ve 
been dealing with. There's such a 
range of people out there - we have 
the resources, we have the technical 
ability, we have the caring. We have 
the organization to be able to deal 
With an increasing range Of people, and 
I think because no one else in New 
Zealand, or even Australia, or the 
South Pacific, I think we have to extend 
that too, to beyond New Zealand. 

~'-,- . 

It is good to see that the manager 
recognizes the need for a better, 
clearer sense of direction for the 
future. It appears that this will 
need to be based on the values that 
have already been established in the 
organization. Whether setting goals 
that are in line with memberts 
values will enable members to move 
from a People orientation (concern 
for their own needs, interests, etc.) 
to a Task orientation (concern for 
goal-achievement) is an interesting 
question. 



To some extent that may be a more 
difficult area because we're crossing 
all sorts of political boundaries. 

So I think the biggest challenge is 
finding out who we are in relation to 
all those things. 

What do you see as your personal role 
in the organization? 

To some extent I suppose I see myself 
as - its a terrible term - a facilit
ator, or a resource-person. One of 
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the things that I can do, because of 
the nature of the jobs that I'm doing 
at the moment, is identify resources 
and people, and being able to put ones 
finger on that individual or resource, 
or even combined resource which is 
going to become increasingly more 
important, I believe. 

There is a direction I see that is 
going to grow, and that will be the 
marketing aspect. The conditions that 
are existing now and are going to 
get worse in the future is our financial 
base and that has to be secure and able 
to do so much more. We've been 
advised by Government that there is no 
way they are going to increase the 
basic funds to the Centre, so therefor 
we must attract funds by means of 
needs. So to a large extent, the 
purely research and client-related 
work that we've been doing has to now 
move into another direction - it has 
to be income-producing. And I believe 
the best way to do that, rather than 
simply charging something for our 

-service, is that we must take the 
products that resulted from our research 
and resulted from our client solutions 
and we must market and sell them for 
what we can; not just in New Zealand 
but internationally. 

One thing I've been very heartened 
by is the level of skill arid ingenuity 
that has been very evident in the work 
that's been produced here. There's 
some very innovative work that isn't 
being duplicated anywhere in the world. 
And whether we sell the information -
the software if you like - or whether 
we sell the product, there is a market. 

But equally, of course, there are some 
problems; that as you progress down one 
road there's an imbalance. So my . role 
will have to remain as a facilitator. 
Looking at directions, finding resources 
for other people to take up and follow 
on. 

Vaill suggested a Time-Feeling-Focus 
model of effective leadership, suggest
ing that a leader needed all three 
to help his system achieve high levels 
Qf ~rformance. 
1'ne manager aoes appear to have a 
clear Focus on what his contribution 
is to the organization, and it appears 
to be on helping others develop their 
creative ideas. This could form a 
sound basis for effective purposing 
(directing people to the basic purposes 
and beliefs of the organization) if 
the necessary Feelings and Time are 
there. As we have seen, though, 
the organization seems to be going in 
multiple directions, rather than this 
one, so the manager would need to 
clarify for himself that this is what 
is import~t for the organization. 



Do you try to separate this work from 
other parts of your life? 

For my sanities sake there are times 
when its very necessary [laughs]. 
There are times its necessary to take 
work home. There are always deadlines 
and because ... I really work for two 
masters; I work for the Centre and I 
also work for the Hospital Board. The 
Hospital Board has its own deadlines 
timetables and requirements, and the 
Centre has its own ... 
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You probably saw the "Do Not Disturb" 
sign on my door, and my phone can 
switch across [have calls redirected to 
someone else]. Well that's enabled 
me from time to time - I don't use it 
all the time as a ploy - there's a . 
need to separate from people from time 
to time. On~ of the things I've tried 
to maintain is an open-door. At any 
time someone can come in. It has its 
hazards, in that obviously there are 
times when I need to concentrate on 
somethd.ng and someone will knock on 
the door. So I use that as a means 
to shut away from time to time. 

But as for my personal life, I believe 
that with the mission statement, that 
if you really believe in it - which I 
do - its going to influence things 
that I do. But the mechanics of work 
they get in the way from time to time 
but I try to keep them separate as 
much as possible, though I always carry 
the place with me. 

How much time would you spend talking 
to people in the organization about 
its purpose and its beliefs, as opposed 
to doing administrative work? 

I guess it happens quite automatically 
often. For example at morning tea 
break we got discussing certain princi
ples and philosophies and so on. That 
happens constantly, and I think its 
one of the good things about this place. 
We're peopled by generally an interest
ing and interested bunch of people, who 
are intellectually alert, and there's 
considerable "to and fro". Ideas and 
discussion. There's no question that 
we come back, time and again, to what 
we are and what we do. In fact its 
this sort of general comment that 
enables us to get some of our ideas 
and communication through to people. 
I think that in most cases you'll find 
that most people are aware of our missio 
most people are aware of the basic 

The manager does seem prepared to 
invest his time in the organization 
though he also sees the need for 
balance. 

It needs to be clarified whether what 
is talked about is the basic direction 
of the organization - its purposes and 
its beliefs, or whether there is 
simply talk about work problems. The 
ma.nager suggests that they come back 
"time and again, to what we are and 
what we do".' What is important is 
whether they always come back to the 
same answer.· 



philosophies and care about them. At 
any time of the day we'll go out to the 
workshop, and they'll say "Oh, not 

Mepham [the manager's name] 
again!" But that's fair enough, in fact 
it's good. The very fact that they're 
objecting to it means that they've 
heard and its going through. But its 
not - its never been a delberate thing 
but its arisen out of one's general 
enthusiasm. And often things I say 
come back to me from another source. 
So it indicates that there's a certain 
amount of picking up, and bandying 
around of ideas. 

But the good thing that happens is 
not when I ... do things on an organized 
basis. But when one hears, for example 
Paul's comment when he left the lunch
room this morning. We'd been talking 
about some principles involved with 
the direction of the Centre in the 
marketing side of it. Now he'd made 
an effort to go down and see this guy 
down the road in order to follow up a 
thought we'd had in the discussion, and 
also to have some further thinking 
about it. Now its the sort of process 
which is taking place in response to a 
discussion and its good, because its 
self generating and it gives feedback 
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to everyone; and the whole teams invol
ved. But I must stress, its not 
organized. But I think it relates very 
closely to the fact that people are 
interested and generally very enthusias
tic about what they do. 

Is there any one thing you try to get 
people to focus on in order for the 
organization to achieve its purpose? 

I can't think of anything . . I think -
again I hark back to the fact that we're 
a small group and beccause we're a 
small group we meet together, we have 
our meeting structures, we have our 
whole debate and discussion and constant 
"mish-mash" of social intercourse. 
I couldn't point to any one thing, but 
the process, which is active, meets all 
our needs. Perhaps, at some stage, we 
may have to look at ourselves quite 
critically and see whether or not we're 
just stroking one another's egos, or 
patting one another's backs and giving 
a good feeling. I think it may be 
necessary to get a more objective view
point as to how other people see us. 
Because its so easy to become a sort 
of friendly - giving one another "warm 
fuzzies" all the time without really 

This suggests that the sense of role 
and direction mentioned earlier doesn't 
translate into actual purposing of 
the organization by the manager. 



knowing if we're other than inward 
looking. I guess we'd have to look 
at this and expect to critically 
examine and analyse at some stage. 

But I can't think of any one thing 
that we actively do. 

f'\ How important is it to you personally 
:,I that the organization achieves its 

purpose? 

Well I guess now, after two years from 
being transferred I fintl myself really 
bound up in it. I'm locked into the 
system - I guess I've invested myself 
in it quite significantly. 

I cannot visualize myself outside 
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of it at this stage. There are many 
challenges left to me, and as a person 
I enjoy challenge, I enjoy the people, 
and I enjoy the innovation. It excites 
me and it keeps me motivated. I guess 
I~~ caught up in the sort of feedback 
system. The more I do, the more opens 
up, the more excites me. I guess to 
that extent it is important that I'm 
continually involved. It is important 
that I enjoy work. If I wasn't I'd 
get far less satisfaction and I'd lose 
the feeling that I'm actually doing 
something for one of those disabled 
people. And I guess there is the 
other aspect; and that is - its excitin 
It really is exciting. And because 
of that it adds colour to my life. I 
believe I have an exciting life anyway 
outside of my work. I'm involved in 
other areas which are very interesting. 
I believe I've cultivated certain taste 
and interests and so on, which for me 
are good because they excite me and 
I enjoy doing them. Add to this the 
sort of excitement and challenge I have 
in the job, I think I am one of life's 
more fortunate people. 

The managers answer to this question 
suggests that he is not commited to 
the organization in terms of what 
Vaill calls "macro-time". That is, 
he will stay with the organization 
as long as it is meeting his needs 
(again suggesting a People orientation 
This may be because the organization 
does not have the clear sense of 
mission mentioned earlier, so people 
can not commit themselves to helping 
the o_rganization achieve some super
ordinate -goal. 
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4.4.4 PALMERSTON NORTH CONGRFGATION OF JEHOVAH'S WITNESSES 

Jehovah's Witnesses are a religious organization primarily known 

for their door-to-door preaching work. They operate on an 

international basis, being represented in 203 lands. They 

app?ar to be a very effective organization, reporting a 7% 

increase in the number of active Witnesses (those taking part in 

their preaching work) in 1984. In New Zealand there was an 

increase of 9% for 1984. 

Jehovah' s Witnesses have no "clergy", in that all members of the 

religion are recognized as ministers. Consequently members view 

each other as "brothers" of equal status, though some are given 

responsibilities within congregations and the organization as a 

whole. Because of this much of the analysis used for organiza

tions such as the others surveyed for our study are r€<lundant. 

For example, we did not look at management's perception of 

members values or vice versa, because there was no ''management" 

as such: all saw themselves as manbers. 

For these reasons our survey of tre Palmerston North congregation 

concentrated on examining the shared values of congregation 

members and oow these differed fran their perceptions of the 

organization's values. 

1\le were particularly interested in surveying this organization 

because of its reputation for unity. Jehovah's Witnesses 

believe that, in order for their worship to be acceptable to God, 

they must practise what the Bible says at 1 Corinthians 1.10: 

" ••• yQu should all speak in agreement, and there should be no 
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divisions among y0u, that y0u may be fitly united in the same 

mind and in the same line of thought". Jehovah' s Witnesses 

claim that they have achieved this unity (Watchtower, 1985), 

so for this reason, it could be exp?Cted that our survey would 

show a greater degree of sharing of values, and a smaller 

difference between personal values and perceived organizational 

values than in other organizations. 

4.4.4.1 Congregati~n Values Highly valued items. in the survey 

tended to be ones which reflected the unity of the organization 

and the sense of purpose they have. The highest ranking item 

was being Purposeful (averaging 9.8 points out of 100). This 

was followed by being Integrated (8.5), Harmonious (7.4), and 

Fulfilling (7.2). 

Items which ranked lowest were being Secure (3.0), Beautiful 

(3.3), and Free (3.9). 

4.4.4.2 Degree To Which Values Were Shared Again, the degree to 

which values were shared was measured using the coefficient of 

variance (standard deviation divided by the rrean). For personal 

values the mean coefficient of variance was 0.59. There was 

a range of coefficients from 0.18 to 1.02, with the median 

coefficient being 0.59. 

The personal values items with the lowest coefficients of 

variance tended to be those which were ranked highest in the 

congregation. Being Purposeful had a coefficient of 0.18. 

This was by far the lowest coefficient of any found in the three 
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organizations surveyed, meaning that there was greatest agreement 

on this item. The next lowest coefficient was 0.30 for being 

Humanistic (the lowest coefficient for either of the other 

organizations was 0.50). Other low coefficients were for being 

Harmonious (0.33), Integrated (0.35), and Canfortable (0.38). 

The mean coefficient of variance for perceptions of the 

organization's values was 0.55. The range was fran 0.29 to 

0.90, and the median was 0.495. Again, the lowest coefficients 

were amonst those items which were ranked highest by the 

congregation. They were: being Purr:oseful (0.29), Integrated 

(0.30), Structured (0.38), and Fulfilling (0.40). 

This organization had by far the lowest coefficients of variance 

of the three organizations surveyed . In fact, for coefficients 

of personal values this congregation of Jehovah's l~itnesses had 

six items with lower coefficients than the lowest coefficient of 

any item of the other two organizations. With coefficients of 

perceived organizational values the difference was even greater 

with 11 items having smaller coefficients than the l owest coeff

icient of either of the other organizations. 

Given that we selected the congregation of Jehovah's Witnesses 

because they are known for their unity, these results suggest 

that our survey did show the degree to which values were shared 

in oiganizations. We were able to differentiate between 

organizations where values were shared to a large degree, and 

organizations where they were shared less strongly. 
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4.4.4.3 Personal Values and Perceivro Organizational Values 

Again, we examined the degree to which organization member's 

personal values differed fr001 what they P2rceived the organiz

ation to value. With the Witnesses we would expect this 

difference to be small. We would expect that the reason for 

members sharing values is that they take on the values of the 

organization as a whole. 

As with the Disabilities Resource Centre this was examined by 

calculating the difference between personal values and perceived 

organi zatio.~~1 values fr:. each i tern for each individual. This 

way we were able to calculate the total difference on the 18 

items for each individual, the mean total difference, and the 

mean difference per item. 

The mean total difference for this congregation of Jehovah's 

Witnesses was 20.79 points. This was an mean difference per 

item of 1.15 points. The range of mean differences per item 

was fran 0. 0 to 4. 56, and the median difference was 1. 06 points 

per i tern. 

The Witnesses had much smaller differences than either of the 

other organizations surveyed. The largest total difference for 

an individual Witness (82 points) was close to the mean total 

differences of the other organizations (86.4 and 72.7). Only 

two Witnesses (11% of those sampled) had total differences 

greater than 50 points, while only three members of other 

organizations (17.6%) had total differences under 50, despite the 
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Witnesses having the larger sample size. Seven Witnesses (38.9%) 

had total differences of 0 points. That is, they could see no 

difference between what they valued (regarding the items on the 

survey) and the organization's values. 

4.4.4.4 Sunmary Of the three organizations that we surveyed the 

Palmerston North Congregation of Jehovah's Witnesses apr,eared to 

be the greatest degree of value sharing. According to the model 

we presented earlier, because irembers shared the same values to 

such a high degree they could exr:-ect the . greatest amount of 

"values-thrust", which we consider a necessary requirement for 

excellence in organizations. 

This sharing of values appears to be achieved by individual 

rrembers taking on the values of the organization, rather than the 

organization changing to suit the values of the members. We 

conclude this frcxn the very low differences between personal 

values and perceptions of the organization's values. 

4.4.4.5 Interview With Jehovah's Witnesses Presidirq Overseer 

As mentioned earlier Witnesses do not recognize any members of 

their faith as having hierarchical superiority according to the 

traditional model of organizations. However, some members are 

given responsibility within the congregations. Within each 

congregation there is a Presiding Overseer who has oversight of 

matters within the congregation, such as ensuring that people 

within the territory assigned to the congregation are preached to 

regularly. 
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Th? Palmerston North congregation split into two congregations 

shortly after the survey was conducted and before the interview, 

because of the growth the congregation had experienced in its 

numbers. This interview is with the Presiding Overseer of the 

Palmerston North ''West" congregation. 
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s) Could you describe your organization? 

;) 

..!. 

We would call it a "Theocratic" 
organization - theocratic meaning 
"God rules". It operates in the 
sense that we have a . Governing Body 
which basically controls the operat
ions of the organization, and they 
operate and deal through 93 Branch 
offices, throughout the world, which 
basically control countries under 
them, and they deal through Districts, 
and in turn Circuits, and right down 
to the individual congregations. 
Its an international organization 
made up of some 200 lands. Basically, 
it has a legal agency, the Watchtower 
Bible and Tract Society, which is 
used to print and distribute Bibles 
and Bible-study aids. These in turn 
are used by the Witnesses in their 
internationally known door-to-door 
preaching work. 

We have a Body of Elders for each 
congregation, and their primary 
responsibility is to care for the 
spiritual interests of the congreg
ation, to promote the door-to-door 
preaching work, and to make sure 
the congregation keeps itself morally 
and spiritually clean. We don't have 
any paid clergy, as it were, but each 
individual witness has a responsibilit 
as fat as the door-to-door preaching 
work is concerned. Its not left µp 
to any particular individuals . 

What would you say is the organization 
purpose for existing? 

Basically, to publicize God's name, 
and his government or his Kingdom -
this is what Jesus drew attention to 
in the Lord's Prayer at Matthew 6:9,10. 
Secondly to give a witness to the 
nations about God's purpose. This 
is a two-fold work: 1. it is a warning 
work. We are living in the ''last days" 
and people have to be warned about 
the impending destruction of this 
old system, and 2. that we can make 
fellow disciples, which was a command 
that Jesus gave. 

To what extent would you say that 
people in the organiza.tion share that 
purpose? 

I would say 100% - that is among those 
who are active witnesses • 

This definition of the role of the 
Elders is very clear, and based on 
the organization's mission. 

Several times during the interview the 
Presiding Overseer (P.O.) used the 
Bible to define the organization's 
purpose, or to back up the organizatio; 
way of doing things. This is a very 
effective way of purposing where 
members accept the Bible as the Word 
of God. It is this way that the 
organization can claim to be ruled by 
God, or "Theocratic" 

~ I 

The conciseness of the P.O.'s answer 
is probably an indication of his 
belief that the organization has been 
effective in purposing. 
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How important is agreement on this? 

Very important, because this is the 
sole reason that the organization 
exists, to do this preaching work 
in these last days, we believe. 
Having this common goal contributes 
toward great unity of purpose - it 
has a unifying effect on us as well. 

What strategies do you have for 
getting agreement? 
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Well, we have the Watchtower magazine, 
which is our principal journal. It 
is a multi-language magazine, so this 
means that we can stay together on 
any particular subject. On a world
wide basis there is something like 
2 and a half million witnesses that 
can study one particular topic a,tr 
any one particular time. So this 
contributes towari agreement. 

Again it gets back to the arrange
ment in the ·~ongregation. Our 
meetings are based on the Bible - we 
believe it is God's word - and any 
decisions that are made are based on 
what the Bible says. So this contrib
utes greatly toward unity. 

As well as that we have a Body of 
Elders who are also dedicated to 
the preaching of God's word and this 
helps to get agreement. We have 
travelling overseers who visit the 
congregation regularly. Every 6 
months we have what we call a Circuit 
Overseer visit the congregation, and 
his purpose is to encourage the 
congregation in the door-to-door 
preaching activity. Again getting 
back to this issue of agreement, if 
there is any disagreement in the 
congregation his job is to help the 
elders solve the problem and work out 
a solution. 

Are there any principles or beliefs 
that people need to hold in the 
organization to be effective? 

Yes, there are a number of principles. 
One of the main ones is that we 
encourage a love of God and neighbour. 
This makes the organization effective 
because if someone has a genuine love 
for God and they want to please him 
this contributes to unity and oneness 
of purpose. And if one has a genuine 
love of neighbour this contributes 
toward wanting to help our neighbours 
and this gets back to our door-to-door 

Harrison describes Task oriented 
organizations as making the achieve
ment of a superordinate goal the mos.t 
important thing. Structure, activitie 
etc., are all evaluated in terms of 
their contribution to the goal. The 
statement that achieving the previousl 
mentioned purpose is "the sole reason 
that (it) exists", is extremely Task 
oriented. As noted earlier, of course 
no organization will belong solely 
within one of the orientations Hairiso. 
described, but will probably be a mix
ture of several. 

Again, because the Bible is viewed as 
the word of God itcan produce unity, 
and is an authority for defining the 
direction the organization needs to 
take. 
The concern for unity is seen by the 
number of times it is mentioned during 
the interview, and through the high 
score given to the item: being 
Integrated - possessing unity. These 
different facilities all contribute 
toward their unity 

This answer suggests that the organiz
ation manages values rather than 
managing behaviour. By having people 
accept the importance of love of God 
and neighbour as a value (so that they 
will act on it by choice) people will 
act t6 ensure that the organization 
achieves or fulfills its purpose. 
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preaching work, which gets back to 
the command Jesus gave Christians to 
preach the good news of the Kingdom. 
So, we feel love of God and of neigh
bour is an important principle that 
makes our work effective. 

Another thing is that we believe 
in the infallibility of the Bible. 
We're not fundamentalists but we do 
believe that God's word is correct 
and its prophecies are being fulfilled 
today. Its principles on marriage, 
family life, disciplining children, 
are effective . They benefit us as 
individuals, as families and as an 
organization. 

Another thing too, we all firmly 
believe that since we are living in 
the last days we are facing a life 
or death situation . Not only are our 
own lives involved, but also the lives 
of the people that we speak to. And 
because we are so concerned for t heir 
everlasting welfare this promotes us 
to want to reach them with our Kingdom 
message. It promotes us to want to 
become more effective at presenting 
the Kingdom message so they can under
stand it as clearly as possible, and 
then make an intelligent decision as 
to what they are going to do in their 
lives : whether they are going to go 
on with this old system , or whether 
they will accept God ' s Kingdom as a 
solution. 

How important is it that each member 
of your organization holds these? 

Utmost importance, because if we look 
in the world - its a very materialistic 
world, and if we were to get away from 
doing God's will its so easy to get 
ensnared in a materialistic outlook on 
life - to be turned aside from what 
is the real purpose of our existence. 
And this is also connected to our 
faith. If we don ' t hold to these 
beliefs its going to result in a lack 
of faith, and also perhaps a good 
conscience - we could lose our good 
conscience.8ecause ·even though we 
should be helping our neighbours, but 
if we 're not doing it this can r esult 
in a bad conscience. 

We believe that there are certain 
beliefs in God's word that are black 
and white. However, in other areas 
it comes in t o the realms of conscience. 
There could be a principle in the 
Bible that covers a certain course of 
conduct but~~e live in such a complex 
society today different individuals 
may apply that principle differently. 

Throughout the interview the P.O . 
stresses that b~haviour that is 
desirable from the organization ' s 
point of view is prompted by the 
individual's values or conscience . 

From this statement we can see that 
the members believe that the doing of 
God's will by contributing to the work 
of his organization is the central part 
of their lives or the "purpose of our 
existence" as the P .O. says. 
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If it is a matter of conscience we 
feel it is up to the individual to do 
what their conscience dictates. How
ever we feel that a person could have 
a badly trained conscience or a well 
trained conscience. So thats what we 
are trying to do: to help our indiv
idual members understand clearly Bible 
principles so that they in turn can 
make a wise decision for themselves 
and their families. 

What strategies do you use to ensure 
that people hold these beliefs? 

Well, in our organization we have 5 
meetings each week. Perhaps I could 
briefly outline them, On a Tuesday 
evening in most congregations we meet 
in a private home and consider a 
publication that's printed by the 
Watchtower Bible and Tract Society. 
The one we are currently studying 
is to do with family life. This part
icular publication has been invaluable 
helping us to solve problems related 
to marriage and so on. This lasts for 
one hour - its rather an informal 
meeting. 

Then on a Thursday evening, for our 
congregation here in Palmerston North 
(others might have it on a different 
day), we have first of all our 
Theocratic Ministry School. As the 
name suggests this is a school, where 
we train. Its designed to help us 
become more effective ministers of 
the good news, to be more effective 
at public speaking. We have a school 
instructor who offers counsel on a 
number of matters from our speech 
training book - different aspects of 
speech and we're encouraged to work 
on these every time we give a talk. 
If a person does well on one aspect 
then they move on to another aspect 
of speech. Eventually one works 
right through the whole list and is 
given appropriate counsel each time. 
This is a great way - we're also 
encouraged to research the material 
that's covered each week, so this build· 
up our knowledge and in turn our faith. 

The second meeting on a Thursday 
evening is the Service Meeting. This 
is primarily designed to make us more 
effective in our preaching. It could 
involve demonstrations, interviews. 
It could involve practical talks on 
the effective way that Jesus carried 
out his ministry and application of 
how we can benefit from his methods . 

This statement shows that the Elders 
recognize the need to manage values 
(conscience) and aim at influencing 
these. 

The organization sets aside specific 
meetings designed to give members 
skills necessary for them to be 
effective in helping fulfill the 
organization's mission: "to publicize 
God's name, and his government .•. and 
making fellow disciples." 



And then on a Sunday we have a 
Public address - we encourage the 
public to attend this. That again 
is on a Bible subject - virtually 
from A to Z, .covering all aspects of 
our faith. 
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That's followed by our principal 
meeting of the week - our discussion 
of the Watchtower. This again design
ed to give us this unity of thought 
and purpose. The Governing Body w~o 

put together the information will 
discern what matters need discussion 
and that will be covered in the 
Watchtower study. 

Besides these S meetings we encour
age personal study at home. This is 
very important because its been 
proved that listening to a meeting or 
any information at a meeting the mind 
retains quite a small percentage of 
that information. So by personally 
studying God's word at home there's 
more chance of it sticking, and being 
able to make personal application. 
Also if a matter comes up that 
requires research it can be done in 
the privacy of the home. 

Another strategy that we use is to 
encourage our followers to exercise 
the faith they have on public witness
ing: to make a public declaration of 
their faith. 

What do you do when someone violates 
these beliefs? 

Well it depends on the seriousness of 
what is involved. If someone violates 
these principles it would indicate to 
us that that ~rson has a problem with 
their faith, or some other related 
problem. And so this gets back to 
the primary responsibility of the 
elders in the congregation. They will 
endeavour to help that person and try 
to rebuild that one's faith, perhaps 
giving personal attention over a period 
of time. Hopefully that one will 
respond, with loving attention. 

However, if the violation was one of 
gravity, and a very important Bible 
principle was violated such as the 
Bible principles on morals again the 
)erson would be helped, but if it was 
1pparent that the person didn't want 
1elp and if he was going to pursue that 
:ourse then he would be disfellowshipped 
,r removed from the congregation. 

The reason why is first of all to 
~ep the bad influence out of the con
regation. Perhaps there are three 
easons here - that's the first one. 
he second reason would he thAt hv 

In order to ensure unity and a 
culture that is international the 
study material is prepared centrally 
(in New York), although the work is 
very decentralized (geographically, 
as noted earlier). 

Encouraging the public declaration of 
one's faith would be a powerful way 
of helping ensure· that members hold 
the beliefs of the organizatio~. 

It is an interesting contrast with 
the other organizations surveyed and 
leaders interviewed that the Witnesses 
have such a clear way of dealing with 
violations of beliefs. This again 
suggests a Task orientation - it 
ensures that the organization's goals 
will be achieved where other organiz
ations may have sacrificed these in 
order to help meet member's needs, etc. 
Also, because the organization has this 
clarity of belief and direction, it is 
more likely to have to deal with 
violations. In other organizations it 
would be difficult to violate 
principles because they are so nebulous. 
At the same time the organization has 
to find a way of dealing with violations 
that holds to the principles of love 
of God and neighboui: that it works 

on. 
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Jehovah's holy spirit would not be 
impeded. And thirdly, this is a very 
severe form of discipline, that hope
fully in the future would help the 
individual to come to his senses and 
come back to the organization, and to 
a good relationship with his brothers 
and sisters. 
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Could you clarify what you mean by the 
flow of Jehovah's holy spirit? 

We believe that we couldn't function 
as an organization without divine help. 
The Bible shows that that divine help 
is extended to us through Jehovah Gods 
holy spirit or his active force. The 
Bible indicates that his is something 
that is invisible but very powerful. 
It was something that was most appar
ent in the days of Jesus and his 
apostles. It enabled them to perform 
miraculous gifts and so on, and the 
same today. The way Jehovah's organ
ization has grown over the years, and 
the way it has been able to withstand 
tremendous pressures and persecution 
indicates that they must have had 
this divine spirit or help. 

So the elders have the responsibility 
of making sure that nothing impedes the 
flow of that holy spirit. Again we 
have Bible precedents that indicate 
that if an individual willfully violates 
Bible principles, and the congregation 
does nothing to have him removed, or 
the matter resolved, then this holy 
spirit could be withheld or restrained 
in some way. 

How do new people in the organization 
learn how things are done around here? 

Well, as I've mentioned we have our 5 
meetings, which are designed so that 
they can learn how our organization 
functions. We also have a personal 
training programme - we call it a 
Home Bible study programme. Individ
uals are called on in their own homes, 
and we spend approximately one hour a 
week with them. We study a Bible study 
aid - the one we study is called You 
Can Live Forever in Paradise On Earth. 
This is a very practical personal 
teaching programme. About each week 
a different subject is covered - there 
something li~e 24 subjects that are 
covered eventually. This way the 
individuals receive personal help, and 
their questions can be answered on the 
spot. We encourage them to do research. 

It is interesting that individual 
witnesses take responsibility for 
interested people, in order to ensure 
that they find out how the organizatio1 
functions, what its beliefs are, and 
what i:ts purpose is. 



So this i s one way we can help them 
l ea rn what ' s going on in the or ganiz
ation. 
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)) Who conducts these Home Bibles Studies? 

Any one of J ehovah's Witnesses wh o 
goes on the door-to-door preaching 
work. We actually encourage this as 
a goal to r each out f or: f or the 
individual publisher, or door-to-door 
proclaimer, t o have their own Bible 
Study. We believe that this is the 
cream of our work. Its of ten the 
result o f many hours of door - t o- ddor 
work, and ca lling back on interest 
shown, and even tually when a pers on 
is motivated to i take advantage of a 
Home Bible study this r eally helps 
t hem t o understand what Jehovah ''s 
Witnesses are all about, and for them 
to unders tand the true function of the 
organi zation. 

?) So the individual Witness t akes 
responsibility for that Bible Study? 

Yes , exactly. We encourage that 
individual to at tend the meetings that 
we have each week . However, we feel 
tha t its a combined effort by the 
whole congre gation, because that 
individual witness could not r eally 
teach that individual everything there 
was to know . So when we invite these 
newly interes t ed ones along to t he 
meetings, we make it a point of , first 
of al l the e lders getting know these 
new ones - t o be personally acquainted 
with them and know them by name - and 
a l so the rest of the congrega tion to 
warmly welcome them along, to trea t 
them as potential brothers and sis t ers. 

Wha t would yo u say was the . biggest 
problem your con grega tion has faced 
over the past two years? 

Well , perhaps we could go back three 
year s . Our biggest problem was s pace . 
We had a very inadequate meeting place 
or Kingdom Hall as we call i t . So we 
saw the need to build a bigge r one. 
So over the l as t three years there' s 
been a great deal of e ffort gone in t o 
building this Kingdom Ha ll, all 
financed by the brothers and s i s t er s 
a nd all built in a voluntary way . 

We were s hort of skilled labour , 
but we managed t o overcome the prob l em 
and e nded up with a very pleasant 
Hal l t o meet in. 

Perhaps this reflects the probl_em 
we have on a worldwide basis with our 

Jehovah ' s Witnesses refer to one 
another as brothers and s i s t e r s ; in 
order to emphasize t he unity of t he 
organization . 

Since building the Kingdom Hall the 
Palmerston North congregation has had 
to split into two congrega t ions -
East and West Palmerston North - whict. 
shows that they continue to have growt 
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organization, and that's keeping up 
with the increase. That is the 
increase of new members in the organ
ization. There's always a need to 
build new branches offices - the 
different facilities for overseeing 
different countries. For example 
in New Zealand the facilities have 
been stretched to the maximum and a 
new bra-i::h is being built at the 
moment, as well as in many other 
countries. This will probably be an 
on-going problem because of the great 
increase. 

The Bible encourages people to put 
on a new personality. In other words 
when a newly interested person starts 
attending the meetings they come from 
varied backgrounds. Most don't have 
a Bible trained conscience, and a 
big problem that the organization has 
to face is to encourage these ones to 
put behind them perhaps other bad 
personality traits, and other bad 
habits, such as gambling. That could 
have been a problem they had - or 
smoking, or a life of immorality. 
And it is a big problem to aid these 
ones to change their lifestyle - to 
bring them into harmony with the 
principles contained in the Bible. 

(' 

) What do you think was your greatest 
success over the last 2 years? 

Probably there are two things here. 
1. To quote a couple of figures in 
1982 we had approximately 2.3 million 
inividuals involved in our door-to
door preaching work, and in just two 
years that has increased to something 
like 2.8 million in 1984. And accord
ing to statistics we have available 
it seems that over the next few years 
that increase will continue. To give 
an indication of the potential that 
we have for further increase: annually 
we hold a celebration of the Lord's 
Evening Meal - the one celebration 
that Jesus encouraged Christians to 
commemorate. Here in New Zealand 
about 18,000 attended while there are 
only about 8,000 publishers. So we 
have a great potential there: that 
indicates success. On a worldwide 
basis there was about 7 million (in 
1984). So this indicates that the 
success that we've enjoyed over the 
last two or three years in helping 
people to become proclaimers of 
Jehovah's Kingdom will continue to 
grow in the future. 

Again, the need to change, or help 
people to change their own values 
is mentioned. With its mission, in 
part, being to make disciples the 
organization is' in the business of 
changi_ng values, as opposed to an 
organization that influences values in 
order to achieve a different, primary 
goal. 

It is noteworthy that the Witnesses 
keep detailed records of numbers 
involved in the door-to-door activity 
and attendances at meetings, as a 
measure of their success at fulfilling 
thier mission. It is also interesting 
that they measure those actively 
engaged in the preaching work, rather 
than simply numbers "on the books". 
Where there is a large number who may 
attend, though they are not actively 
preaching, this is seen as potential 
for growth. That suggests that they 
don't consider themselves as having 
achieved the result until the person 
is actively preaching. · 
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What is the biggest challenge you face 

in the next few years? 

The biggest challenge I face personally 
is keeping my responsibilities balan
ced. When you're a family man you've 
got an obligation to your family to 
make sure that they're cared for 
spiritually and materially. As well 
as that if you're involved in promoting 
the organization itself that will take 
up a great deal of your time as well. 
So I think that will be a big challenge 
To care for both responsibilities well. 
For example, it would be a bit of a 
waste of time if I was calling on 
people in the door-to-door activity 
and my family was being neglected, It 
would seem like the whole purpose was 
being defeated. 

Internationally the biggest challenge 
I guess is to cope with the great 
increase. For example, to help meet 
this change the organization has 
now made use of computers so that the 
literature can be translated into 
many different languages. As well 
as this we have some of the most 
modern and up-to-date printing facilit
ies in the world to cope with this 
challenge - the increasing witnesses. 

Also, another challenge that we 
face and will continue to face, is 
that we believe that this world is 
under the control of an unseen wicked 
spirit, Satan the Devil. His primary 
"job" is to try to break down our faith 
and this poses a real challenge to 
keep the faith of our fellow believers 
strong so that they can face any 
trial that he brings on them, be it 
through political governments or other 
things such as materialism. 

What do you see as your personal role 
in the organization? 

As an elder in the local congregation 
I'm quite involved in the teaching 
programme that's carried out. As a 
Presiding Overseer, its my personal 
responsibility to make sure that things 
run smoothly, without too many hitches. 
This requires a lot: we have meetings 
to organize~ we have visits of travel
ing overseers to organize~ we have 
conventions to organize for the 
brothers to attend and enjoy. 

Another area that I see as a personal 
role is to continue to promote the 
door-to-door activity. As an elder 

This answer suggests that the P.O. 
sees the possible danger in investing 
too much feeling and time at the 
expense of other areas of life. The 
organization helps members get this 
balance by showing that caring for 
their families and other commitments 
are important parts of their service 
to God, so can't be sacrificed for 
other, possibly pressing concerns. 

As Pettigrew suggests a major element 
of an organization's culture is share 
meanings. Witnesses have a shared 
menaing regarding the state of the 
world, opposition to their work, etc. 
which is linked to thei r mission, 
making for an effective orgnanizatior 



this is perhaps the main aspect of 
our work, and we can't lose sight of 
that. 
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Do you try to separate this work from 
other parts of your life? 

Mostly no, because our whole way of 
life is dedicated to serving God. 
What we do as far as the organization 
ds concerned involves other aspects 
of our life as well. Then again there 
is a need for balance, as I mentioned 
earlier spending time with the family. 
And of course there are times when 
we get away and have a bit of recreat
ion~ perhaps a few days away by our
selves, away from people. 

Some people find that they are 
worriers. If they have a problem that 
they're dealing with in the congreg
ation it follows them home. But I've 
been able to overcome this by switching 
off, as it were, because I realize that 
if I were to take problems home with 
me then this would affect my family 
life. So on this area, ies, I do 
try to make a separation. Between 
my life at home, and pressures and 
problems that may come up from time to 
t~me, related to the congregation. 

How much time would you spend talking 
to people about the organization's 
purposes and beliefs, as opposed to 
administration? 

This is a bit of a hard one. Well, 
probably 50/50, as a very rough 
figure. The publishers - the individ
ual witnesses - may see the elders 
giving talks at the congregation meet
ings, but there's a great deal of 
other work involved as well.Probably 
the average elder would spend about 
an hour or two each week speaking to 
the brothers and sisters about these 
things, such as during the Watchtower 
study, then during the week on the 
Service meeting, and the Ministry 
School. It could vary depending on 
the individual responsibility that 
that elder has. So when you look at 
it that way, perhaps there could be 
more work involved on the administrat
ion side. Again it depends on the 
individual elder. With myself, as 
Presiding Overseer, it could be as 
much as 60/40. 

Because the organization is so 

Task oriented the Elders are able to 
get focus on what is important for 
goal achievement. This fulfills a 
part of the Time-Feeling-Focus rrr:>del 
of Vaill's. This model suggests that 
these three things are needed for 
leaders to be effective at purposing 
in their organizations. 
What the P.O. says about one's whole 
life being dedicated to serving God 
suggests that, as a leader he has 
invested what Vaill refers to as 
"macro-time" to the organization. 
However he tries to separate his 
organizational work from his homelife 
at times, to get the balance he spoke 
of earlier. 

The P.O.'s answer shows that the 
meetings the Witnesses have are designed 
to allow for purposing - directing 
member's attention to the organization's 
mission, goals, and values. 
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Ar e there any other opportunities 
for talking about the organization's 
purposes and its beliefs? 
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We encourage what we call a "shepherd-
· ing"work, which is carried ou t by the 
elders - its a very important r espon
sibility that they have. We realize 
that only so much can be accomplished 
at the ac tual meetings - sometime s 
there needs t o be a personal contact 
with individual members of the con
grega tion . So individual elders 
have a programme where they try and 
visit each family within their Book
s tudy group every 6 months; that is 
the meeting that is held on a Tueday 
evening. In each Bookstudy group 
there may be 20 or so publishers who 
attend that group. 

So in 6 months they endeavour t o 
personally meet with these ones and 
discuss a specific subject, such as 
our faith. And sometimes during these 
visits a problem may surface, which 
the elders will be able to talk to th e 
individual about. This has proved a 
very success ful way of "nipping 
problems in the bud" as it were . 

As well as that of course we have 
good times toge ther in recreation. 
We all need relaxation, especially our 
younger ones, so we all get together 
and have a good time. And at these 
we have time to talk about up-building 
spiri tual things . 

Is there anything in particular that 
you try to get people to focus on in 
the organization? 

Perhaps the most important thing would 
be their personal relationship with 
their God, Jehovah. Because if this 
is strong and close then other matters 
seem to fall into place. For example 
if they have a closerelationship with 
God then they'll want to please him 
and they wouldn't want to do things 
that would bring any dishonour on his 
name . And they'll promote a good 
spirit within the congregation. 

This is absolutely imperative -
everything else is of a secondary 
nature. Also if they have a close 
relationship with Jehovah they'll want 
to do his will, and they'll want to 
share that relationship and the ir 
knowledge of him with others. 

Again the Witnesses ensur e that there 
is an arrangement for meeting personal 
with individual members to give them 
encouragemen t regarding the mission 
and values of the organization , and tc 
deal with problems the member might 
have . 

Again, there is the emphasis on 
managing people's values, and getting 
members to act on the basis of their 
feelings toward God, rather than 
as a result of some transactional 
arrangement. 
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How important is it to you that the 
organization achieves its purpose? 

Well, I guess my whole life is invol
ved to that end. We don't view our
selves as just a religion as many do; 
many people view their religion or 
their worship of God as a once a week 
affair. Myself, personally, and I'm 
sure I represent Jehovah's Witnesses 
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as a whole, believe that being involved 
in the organization - to serve God -
is an integral part of their lives. 

When we dedicate our lives to serve 
God what we're really saying is that 
our lives are not really ours to do 
what we want with them. But we're 
really dedicating our lives to do 
God's will, and we recognize that he 
has an organization which he's using 
to accomplish his will, so we'll sup
port it, and promote any directives 
we receive from it. 

This answer summarizes the commitment 
the P.O. feels toward the organizatio1 
and its mission, which is a result 
of his desire to serve God - that is 
his strongly held values. As a 
consequence, enabling the organizatior 
to achieve its mission is a key 
concern of his - his "whole life is 
involved" as he says. 
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4.4.5 PALMERSTON NORTH OFFICE OF PSYCHOLCGICAL SERVICES Psych-

ological Services is a part of the Department of Education which 

provides a psychological service to schools and school-age 

children. The Palmerston Nor t h office serves the city and 

surrounding areas. The office is staffed by psychologists who 

tend to work separately on individual cases, though they consult 

one another often. 

4.4.5.1 Ideals The District Psychologi_st identified ideals for 

tre Palmerston North office; ideals being those values he 

considered people in the office would need to have for the 

organization to be effective in the future. 

Interestingly, the District Psychologist did not distinguish 

between different items to a very great extent. The range of 

points (out of 100) g i ven to the different items was only from 3 

to 10, with only 3 items scoring over 6. These three were being 

Caring (10), Humanistic (10), and Harmonious (9). 

The results also supported the suggestion by Guth and Tagiuri 

(1965) that the goals, or in this case ideals, that a manager 

sets will be effected by his personal values . . The ideals were 

very close to the District Psychologists personal values (see 

Figure 9a). One item had a difference of 3 points, and 3 items 

had a difference of 2 E=Qints. The remaining 13 items, though, 

all had differences of either 1 or 0 points. This also meant 

that the District Psychologist's personal values were all closely 
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grouped. 

points. 

In his case all but 4 items were given between 3 and 7 

4.4.5.2 Ideals and Actual Values The actual values of the group 

were, on average, quite similar to the ideals identified by the 

District Psychologist. The items which members valued highest 

were being Humanistic (16.l points out of 100), Spontaneous 

(8.9), Warm (8.6), Fulfilling (7.5), and Caring (7.0). Of 

these, Humanistic and Caring were given the highest points in the 

ideals. Being Spontaneous, on the other hand, received the 

lowest score given in the ideals. Being Fulfilling and Warm did 

not feature in the ideals, rerr.embering that in these a large 

number of items were grouped together around the same scores (see 

Figure 9b). 

4.4.5.3 Manager's Perceptions and Actual Values Again, the 

District Psychologist's perceptions, like his personal values and 

the ideals he set, did not distinguish greatly between items. 

His perceptions ranged fran 3 points to 9 points, with 7 items 

being given 5 points. 

There were only two items where there were notable differences 

between tre District Psychologist's perceptions of what the 

organization's members would value, and what they actually did. 

These were on the itens being Secure, and Spontaneous. With 

being Secure, the District Psychologist expected that it would be 
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valued relatively highly, where it was actually one of the least 

valued items. With beinJ Spontaneous the manager did not 

perceive it to be highly valued, where it was actually one of the 

most highly valued i terns. Being secure may not have been valued 

highly by rrernbers of the organization because it is not a threat 

to them. Interestingly members perceived the organization to 

value being Secure highly - more highly than they did themselves. 

There was an mean score of 1.9 points on member's personal 

values, and 7.6 points on their perception of whether the 

organization valued it. 

With being Spontaneous it is interesting to note that the 

District Psychologist gave a low score to this in terms of his 

personal values, what he perceived the organization to value, and 

the ideals for the organization. However, in the interview he 

talks of the need to be more flexible and responsive to the needs 

of clients, which are mentioned in the definition of being 

Spontaneous. 

survey. 

The interview was done several months after the 

The only other large gap was on the i tern "being Humanistic". 

This was, however, the highest ranking item for both the actual 

values of members and the manager's perceptions. The gap was 

probably caused by the relative conservatism of the District 

Psychologist. 
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4.4.5.4 The Degree To v/hich Values ~\lere Shared Again, the 

coefficient of variance was used to examine this. With personal 

values the mean coefficient of variance was 0.94, and for 

perceived organizational values the mean was 1.10. 

With personal values coefficients ranged frorn 0.50 to 1.62. 

With perceived organizational values the range was fran 0.64 to 

l. 79. These were the highest coefficients of variance of the 

three groups we survejed, indicating the least sharing of values. 

Coefficients were particularly high for perceptions of the organ-

ization's values. Psychological Services had 52% of their items 

with coefficients of 1.0 or greater, canpared with 36% for the 

Disabilities Resource Centre, and 3% for Jehovah's Witnesses. 

4.4.5.5 Actual Values and Perceived Values We also examined the 

difference between individual member's personal values and what 

they perceived the organization to value. As with the other 

organizations we did this by calculating this difference for each 

item. From this we calculated the total difference for each 

individual, the mean difference per item for each individual, and 

the mean difference per item for the whole group. 

Total differences ranged fran 38 to 100 points, with a mean of 

72. 6. This is a mean difference per item of 4.04 points. The 

median difference per item was 4.11. 

This represents the smallest range of the organizations we 
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surveyed. 'I'he mean and median were both slightly less than the 

Disabilities Resource Centre (with a mean of 4. 8 points per item 

and median of 5.11), and greater than Jehovah's Witnesses (mean 

of 1. 15 and median of 1.05 - see Appendix IV) . 

4.4 . 5.6 Sumnary Members of the organization appeared to value 

mainly humanistically oriented items on the survey, though there 

was a relatively low degree of sharing of values . The manager 

of the organization, the District Psychologist, did not appear to 

have a clear , easily discernable set of strongly held values. 

For these reasons the survey suggests that the organization 

probably lacked the "value- thrust" our model suggests is 

necessary for effectiveness . 

4.4.5.7 Palmerston North Psychological Services Manager Interview 

The District Psychologist was inte rviewed several months af ter 

the survey was carried out. This organization, according to the 

District Psychologist, was also in the process of change , and the 

interview examines this. The changes in staff which the 

District Psychologist mentions had taken place before the survey 

was done. At the time of the survey he had only recently been 

appointed as District Psychologist . 

within the Palmerston North office. 

He had been promoted from 



Can you start by describing the 
organization? 

Well, we are part of the Department 
of Education, under the immediate 
direction of a Director in Head 
Office. We have a Chief Psych
ologist, who has the task of giving 
professional leadership and guidance 
to all the offices of Psychological 
Services around the country, whereas 
the Director is more occupied with 
the administrative function that 
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comes down through the three regions 
of the Education Department, and in 
pctrticular the Central Region th:lt 
we're in, and the Wanganui Education 
Board. So that we've got dual 
structure, ~o that administratiori 
comes from one source and protessional 
guidan~e anddleadership comes from 
another. Now those, of course, are. 
not.exclusive from each other in any 
way but we do get administrative 
instructions from the Chief Psych
ologist and professional guidance 
from the Inspectorate in Wanganui, 
but those are the two channels. 

When it comes to our office, in my 
situation as District Psychologist 
I have the administrative directions 
coming from the District Senoir 
Inspecto~, from the Chief Psychologist 
Those ones then are part of my duty 
to pass those on in a hierarchical 
fashion to the Seniors in the Wanganui 
Office and the Seniors in this Office. 

But on professional matters the 
Psychologists are in a different 
situation from many Public Service 
organizations that are more an 
administrative one, where the total 
way of thinking is prescribed for 
them. P~h Service doesn't attempt 
to do that same close prescribing of 
what they will do, because the 
Psychologists are qualified profess
ional people, so as qualified profess
ionals the profess · ionol development 
and view of their jobs is inherent in 
them rather than in the structure. 

We have brought in a new system in 
the last few years whereby each Senior 
is concerned with an area, and within 
that area there is a Grade 1 psych
ologist with a Senior. So each 
Senior will operate professionally 
with a partner within a geographical 
area. 

Now the responsibility for those 
people is again a very diffic4lt one 
to clearly delineate, where it stops 

ANALYSIS 

The · District Psycholoc;/ist (D.P.) shows 
here a high concern for bein~ seen as 
"professionals". This concern is 
repeated later in the interview . 
Harrison suggested that in Role-orientE 
organizations respectability is often 
valued as highly as competence. 

Harrison's four types of organization 
character (Power, Role, People, and 
Task) are clearly "ideal types", and 
no organization will be purely of one 
type. It is interesting to note, thou g 
the orientations that appear dominant 
or which are the major influences on 
behaviour. 

Where the structure doesn't allotv for 
pe ople to be held accountable for 
results, which this might suggest, a 
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and starts, because the responsibility 
for a person working in a certain 
patch will fall to the senior who's 
in charge of that patch, but the 
responsibility will also fall for the 
for example with the work they do in 
Special Education, to the senior who 
is in charge of Special Education. 
So in part they will have to defer to 
his wish~s as well, and then the 
overall supervision falls to the 
District Psychologist to ensure that 
the policy and public relations, and 
other aspects are carried out through
out. 

What would you say is your organiz
ations purpose in existing? 

I think that's a very straightforward 
one. I'd say its to serve children 
with special needs. That's our prim
ary function. From that there are a 
number of different organizations and 
groups of people who are care-givers, 
that we must help in their care of 
children with special needs. 

To what e.rtent would people in the 
organization be likely to agree with 
you? 

I wouldn't think that there would be 
any exception to that. The only 
possible exception to it would be that 
some may feel that the emphasis in 
helping a child will be to a greater 
extent be placed on the shoulders of 
the care-giver, and to a lesser extent 
in difect contact. The how its carrie 
out may be very slightly different, 
but not the view of what we do. 

({) How important is agreement on this? 

(~) 

Well, I think its absolutely essential 
Its to me very much the same as the 
Hypocratic oath is to a doctor, but 
I couldn't imagine someone operating 
in Psych Service without feeling that. 
Its just that important. 

So what strategies can you use to ~t 
agreement on this purpose? 

I think that that's a hypothetical 
one. The strategies that we've had to 
use, I suppose have been on the "How 
are we going to carry it out" not on 
any argument about what we are here 
to achieve. It seems that a lot of 
that is done when the selection panels 

meet to select psychologists for the 
training courses and for the jobs. 

non-Task oriented organization is 
suggested. In the Task oriented 
organization the achievement of a 
"superordinate 9·oal" is the highes t 
value, according to Harrison. It is 
interesting to note that the D.P. 
defines the results that he must 
ensure are achieved are the carrying 
out of policy and puclic relati ons. 

There appears to be some dissention 
over 1-1hether children or care- givers 
are the organization's clients. This 
can't be miniwized, according t o our 
model, as it will determine the 
dd.re ction of the organization . 

It is interesting here that the D.P. 
sug gests that selection ensures that 
peo ple have clarity about the mission 
of the organization. In fact, it can't 
ensure this, though it can ensure that 
people hold the values of the organiz
ation , which is probably what the 
D.P. is meaning here. 
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Certainly, there.would be no way that 
they would take a person who didn't 
show that same basic concern for 
special needs of kids. I think that, 
when we look at the majority of people 
and the backgrounds they've got, the 
selection committees don't often fail. 
I think we get a very concerned 
group. 

Are there any principles or beliefs 
you think people need to hold for the 
orqanization to be effective? 

Over and beyond what we've alreAdy 
said I don't know. I think its 
encapsulated in what we've 'already 
said . I don't think we need ~ny 
subheadings of that concern. 

I feel that there is the difficulty 
that the psychologist has in this. 
in that we wouldn't expect the psych
ologist to be told or guided or to 
be "brainwashed" - though that's 
probably too strong - into the way 
that they should invariably work 
within the service. Rather would we 
hope that they would receive a whole 
host of alternative ways of approach
ing their work, find the ones that 
work with them, and providing that 
they carry those out within the total 
framework of our policy and our 
philosophy then good. We don't really 
need them to take up beliefs other 
than the ones they come in with. 

I believe that we have the few 
common beliefs that are necessary for 
our job and that coming into this 
people may bring a whole host of 
other beliefs that are useful to them 
and are certainly not detrimental 
to the job in anyway, and that those 
beliefs are what make the person what 
they are. We accept them and are 
happy to have them with those partic
ular beliefs. 

Can you clarify what you mean by the 
common beliefs that people come in 
with? 

I think the general beJ .iefs about 
child development. The general belief 
about the things which are a childs 
basic needs, and the things then, or 
the conditions which are around the 
child which assist his normal devel-
opmental patterns ~r which may tend 
to hinder them.We have our beliefs 
then not as a generalized belief, 
for example as to what the structure 
of the family should be, but we have 
a common belief that a child must have, 

A "basic concern for the special needt 
of kids" is value-related. 

As the D.P. notes, here, what we have 
looked at earlier tvas really values 
and beliefs, rather than the purpose 
or mission of the organization. 

What the D.P. says here concerning his 
unwillingness to influence the beliefs 
of organization members, and the 
difficulty he had throughout the inter 
view, in being concise, suggested to 
the interviewer that he had a relative 
low motivation to Ranage. 

In organizations ~,i th strong cultures 
that do influence members beliefs, 
people with greatly differing beliefs 
or values are given the option of not 
changing these aspects which help defi 
who they are - they can leave. 
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someone who will go in to bat for 
them, or wlto will care (or them, and 
so on. So when we find families that 
are falling apart we would all be 
concerned that somewhere in that 
family we can do all we can to bring 
about some security for the kid, or 
within a new structure or whatever. 
that's an example that different 
people will have different ideas about 
what is an acceptable family pattern. 
Some will believe that the family 
pattern needs to be completely stable 
all . the time and the bitth- murn and 
dad there and so on, but some , I'm 
not talking about psychologists in 
our office, but some psychologists 
througho ut the country, may be ex
ceedingly liberal people who have 
quite a different set of expectations. 
I don't believe that that has weakened 
their ability as psychologists. I 
believe that at the end of it they 
have come back to the same point, of 
the childs basic needs for effective 
nurturing. 

How do new people in the organization 
learn "how tlihgs are done around here" 

We have quite a number of things that 
are built in, like all Public Servants 
I guess . There are things like the 
Public Service and Teacher's hand
books that you can turn to when in 
doubt . Secondly, there those that 
Psych. Service produce that are more 
directly relevant to our work, and the 
Psych Service handbook can give us 
the support, though only in an 
administrative sense. Nuts and bolts 
things . 
The next one is the various national 
and regional seminars. The philosophy 
and the various innovations that are 
brought in from head office come 
down to us in various publications, 
or from visits from people from head 
office. 

That's the formal structure I suppos 
But the informal one probably has a 
great deal more to do with it. If 
we look at Palmerston North, until 
promotions occurred rapidly over the 
last couple of years for a number of 
members of staff Palmerston North 
had a remarkable stability in staffing. 
It would have been one of the most 
stable offices in Psych Service. 
People used to very rapidly - and 
even outsiders coming in - would pick 
up the spirit of the way the office 

This is a good descripti'0n of how·:·: ····:·: 
value-thrust develops in an organiza
tion. It tends to suggest, though, 
as we read on, that it can become 
self-governing. That is , rather than 
the direction being managed, it is 
determined by the momentum that has 
been built up in the organization. 
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functions. So that a Social Worker 
wouldn't take very many weeks of 
working in the office to have felt 
the pulse of Psych. Service from 
straight absorption of the tradition 
that's been established for a long 
time. If I can use a rugby analogy 
they've often said that the All Blacks 
and the Manawatu team have learned 
their rugby not from the coach but 
from the sort on-going rolling pattern 
of what is Manawatu rugby, and that 
has been, when new-comers come in 
there has been a solid core there, 
and you just fit in and absorb from 
the solid core that's around you. 
You become part of that, and the 
Manawatu rugby team did that very 
successfully for so many years. It 
was only when sufficient numbers of 
the core disappeared that they had 
to rebuild Manawatu consciously, and 
they've gone through a coupLe of 
years of struggling. 

I think the analogy is relevant. 
While the organization was changing 
staff very little, there was far 
less need for a structured social
ization. 

What happens if someone comes into 
(P) the organization and doesn't take 

on this pattern? 

I think that we would be judging 
the results rather than the person. 
We wouldn't be expecting the person 
necessarily to be operating in 
exactly the same way, as we do. In 
fact over the years there have been 
occasional psychologists who have 
been here who have operated in quite 
a different fashion within the area 
of schools that they were in. We 
didn't have any means of bringing 
them into line, and we didn't ever 
feel that it was necessary to have 
one. 

I suppose that we have been fort
unate there, that had we had the need 
when someone was departing from 
principles that were very important 
to us we would have been forced to 
look at them in the same way as we've 
been forced to look at the nuts and 
bolts of servicing. If someone had 
come in and had been operating 
completely differently from what we 
could accept-I guess an example of 
this would be the Whangarei psych
ologist ... where there was a discrep
anc3/ between the way he worked and 
the way head office wanted him to work. 

This analogy is a good one. It shows 
how this momentum does provide a 
driving force in the organization, 
but it needs to be managed. It may 
be that organization's can only afforc 
to develop this momentum in very stab] 
environments when they have identifiec 
correctly the direction they need to 
take for success. 

If the organization does lack the sens. 
of direction that our model suggests 
is needed for effectiveness, then the 
lack of "mavericks" may be the result 
of people being able to go freely in 
almost any direction. 

A psychologist in Whangared. publicly 
called for the legalization of marij
uana, causing some public outcry, and 
reaction from the Education Department 
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Once you've got something like that 
you've got to begin thinking of a 
structured way of handling the 
situation, but fortunately for us 
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it just hasn't happened. Maybe we've 
been lucky, but I'd say the majority 
of psychological offices have been 
pretty lucky. 

The only thing that would be likely 
to arise would be such a personal 
thing. The only way I would see it 
happenning would be if it was so 
strong in their beliefs, and then I'd 
have to look at their beliefs and 
them as a person and the result it 
was having on our success with kids, 
because I think every time would be 
different. I'm not evading the issue 
by saying that: it would be a persona 
thing to be decided seriously between 
two people rather than a structural 
issue. 

I think this has been brought out 
as part of the District Psychologists 
role that is there all the time. 
Whether its a personal need of a 
member of staff - the District Psych
ologist must be ready and flexible to 
work with and handle that. He's the 
person that carries the can for all 
of those things. 

What is the biggest problem that 
Psych. Service has faced over the 
past 2 years? 

I think that we had got into a way 
of thinking that rolle<)6n with the 
same staff and that the problem came 
when the natural rolling motion of 
our organization was broken by our 
District Psychologist going, and 
another psychologist who'd been 
around for a long time getting prom
otion ... by us losing an assistant 
psychologist who had been pretty much 
available - the position of assistant 
had been available. People who were 
together then and able to keep that 
momentum going and were giving good 
service and were answering the ex
pectations of care-givers in the area 
in the way they had always expected, 
and that rolling motion suddenly 
stopped. 

I think from our point of view 
that's been the biggest challenge 
and problem we've had to face up to. 
Last year was a very difficult year 
for us, in that we had to operate 
in the same way as we had for so 
many years, with so many changes. 

A number of statements of the D.P. 
suggest a strong Person orientation, 
according to Harrison's model. Where 
an organization has a strong Person 
orientation Harrison says that rather 
than people serving as a ~eans forth 
organization to achieve its goals, 
the organization becomes a means for 
the people to meet their needs'. Wher 
the D.P. says he would need to look 
at "them as a person and ... at their 
beliefs" a Person orientation is 
suggested. 

It is interesting that the loss of 
important organization members meant 
a reduction in the value-thrust we 
have discussed, so that the "rolling 
motion" stopped. 
It is also interesting that it is afte: 
the momentum is gone that the organ
ization can examine the direction it 
has been going in. This may mean 
that direction needs to be decided in 
advance of developing strong value 
thrust. 
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The rolling effect wasn't possible. 
Its only this year that we've been 

able to rebuild. 

Are you rebuilding with the same 
pattern as before? 
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No. I suppose that you could say 
that our problem was bringing us in 
to a compulsory rethink, and in doing 
so we believe we will come out of it 
with a better organization. Things 
feel that they are going along very 
nicely. All concerned are happy with 
it, but that doesn't mean that its 
the most effi~ient or best way. To 
some extent we have now begun to 
welcome the changes. 

How will you be able to tell if what 
you develop is better than what you 
had? 

I don't think we'll ever be able to 
that, quite. I think that the only 
way within our service is to say OK 
we have changed the way we expect to 
make our contacts with children and 
caregivers - we've changed that quite 
drastically. We have put out our 
new objectives - we we'll be able to 
see if we're fulfilling those object
ives. After a term we should have a 
pretty good idea. After a year we 
should have a very good idea of wheth
er we're meeting the objectives that 
we've set. I find it very difficult 
to say at the end of that year that 
our new objectives are better than 
our previous ones. 

We couldn't stick with our old 
objectives - we had to look at it 
afresh. We came up with new ones 
which we believe are better ones. We 
sincerely believe we have a better 
structure and better objectives to 
work towards. 

Whether all children and caregivers 
would be able to look at the objective 
of the past, I don't know. I dare 
say that there will be adherents of 
the old system who would stick by 
that even if the new one is a success 
but they will still say that the old 
one was better. And it will be hard 
for us to determine whether the ob
jectives are better, I suppose. 

Again, the fact that people are happ~ 
with the organization is a criteria c 

success, suggesting a Person orientat 
ion. In this case "people" presumabl 
means organization members. 

This is an interesting answer because 
it shows the dilemma of not have clea : 
goals by which to measure the perform· 
ance of the organization. The D.P. 
appears to be in two minds as to 
whether he'd be able to say that the 
new system was better than the old. 
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P) Could you tell me what the old object
ives were, and what it was that 
needed to be changed? 

The old objectives were really the 
same ones of serving children with 
special needs, but the difference 
was in how we did that. Psychological 
Service started off with Special 

£ducation; it had started off with 
evolving from just working with Spec
ial Education to working with child 
with special needs, and psychologists 
had come through years of being 
primarily psychometricians. Certainly 
a tremendous amount of the early 
training of psychologists was around 
the administering of tests. We tended 
to have a child .recommended to us, 
and we then moved in with a battery 
of tests, took the child off and 
assessed the child thoroughly, assem
bled the results and reported back 
to the person that referred. Then, 
OK, we were available to talk it over 
further, or whatever. 

But gradually we changed, and knew 
we had to change the whole service, 
to one where they were directly look
ing at the question of "Are we helping 
the teacher? Are we helping the parent 
Are we helping Social Welfare, the 
Courts, or whoever?" to cope with 
the situation. More in more, in hon
esty, we had to say "We don't believe 
that a report which follows after the 
fact is going to be as useful as 
approaching those people in a cooper
ative, consultative role and working 
toward helping them to help themselves 
and help the child within the setting 
that they find themselves. We would 
tend to find as much information as 
we can, and to expect them and their 
Principal to meet us with a contract
ual obligation that we will do this, 
or help with this programme, or this 
type of intervention if you undertake 
to work along with us as we do so. 
That's the new way. It didn't just 
happen over night. The transition 
toward the consultative model has 
been going on gradually. The present 
one was precipitated by saying "The 
old must go if we are going to be 
effective with the new:" Instead of 
the rolling motion moving toward the 
consultative model, and not always 
successfully - there were many blocks 
in the way of the rolling motion. 
Those ones, we said, had to go, and 
that's why the new objectives became 
the caregiver, confrontation inform
ation, rather than clinical festing, 
ASSPSSmPnt- 1nrl ~ " " " ·-•· , .. . 

These questions appear to be clearly 
identifying care-divers as the 
clients, rather than the children with 
special needs as stated earlier. If 
the new direction being spoken of 
does involve a change in who is seen 
as the client, then the organization 
requires a great deal more clarity 
for it to be effective. 
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Palmerston North office is adapting 
to those new objectives? 
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I'm very happy indeed. I think that 
it was hard for me, because having 
been with that rolling machine which 
I know was very successful and very 
accepted in its time - its been a 
very remarkable machine in the 
Palmerston North office - its hard 
when you have seen that and been with 
it to abandon that and wholeheartedly 
endorse a new one. But I feel the 
impetus that's been given that by the 
Seniors here, and the way its been 
taken up by other psychologists and 
others that have been helping us -
and when we have talked with other 
offices ... New Plymouth is another 
office that's helped us a great deal 
They've had to "grasp the nettle" 
many · yea~s ago, because they've been 
far shorter staffed, and have had 
far less stable staff ... so they've 
given us some good advice too. 

When I look at the support and the 
thinking that has been poured in and 
has been assembled from all those 
sources I'm pretty pleased with what 
we've got. 

(s) What was the greatest success you've 
had over the last 2 years, as an 
organization? 

When I look back at Psych Service in 
Palmerston North, and look at the 
sort of leadership we had with John 
Foot and then Dave Page, there were 
many firsts for New Zealand that came 
through. So when I look back, I think 
that a lot of these firsts, like the 
first assessment class anywhere, the 
first Intellectually Handicapped group 
to be set up in an ordinary school -
those sort of things show that there 
have been a lot of innovative things 
happenning within that "rolling 
machine". The rolling machine didn't 
mean that you rolled down the same 
groove every time - I think that the 
innovative things were happenning then. 
However over the last couple of years 
I'm not being completely faceious to . 
say 'survival' has been an achievement. 
I think probably the biggest success 
hasn't been shown yet, in that it has 
been the grasping of the nettle that 
we could no longer provide the service 
that we want to provide without a 
drastic change and revision. 

The phrase "grasp the nettle" shows 
that a change in direction like this 
is quite a painful process. This 
would be particularly so if the 
organization, as 1ve suggested earlier 
that it might be, was predominantly 
Person and Role oriented. 



The fact that we grasped that nettle 
and changed our organization accord
ingly I feel is going to be our big
gest success during that time. 

There are scores of other things, 
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as well. I think the computer work 
that is being done by one of our 
Seniors is outstanding, and has posit
iVely inspired us .. . 

(s) What's the biggest challenge you face 
in the future? 

I think the biggest challenge is to 
become an extremely efficient office, 
and to provide a service to our care
givers and our children that is much 
more prompt, without the delays and 
blocks of the past. If we achieve 
this I can see that there will be 
many many opportunities to do very 
exciting things. 

You see, in the past we have not 
had time to sit and think and to 
work through ... Maybe, in the past we 
would have expended effort on 6 kids, 
say, going to the teacher and saying 
virtually the same thing to them, and 
going to the home or having the parent 
in here, and telling them the same 
thing. What we'd prefer to do is go 
to a teacher and say "we'd like to 
do a video of support reading, on how 
parents can help their kids read. 
We've got these children in the class 
who's parents would be keen to come 
in with this. What say we bring them 
into school with a teacher and video 
a session where the teacher is show
ing them a method of helping the 
child to read", and the parents can 
be given some material to explain 
what the parent is trying to do . .. 

What it would boil down to is that 
we would have a preventive service i 

that could be used again. This is 
where we see our future, that if we 
are able to provide a lot of resources 
which are reusable, then we . .. could 
get into schools to observe and 
discuss with teachers that we can keep 
those programmes and initiatives 
rolling again. Instead of our organ
ization rolling along its way the 
programmes and interventions that 
have been made with care givers and 
with children will change according 
to the changing needs of kids. 

Until last year a lot of us had 
become quite under stress, and we 
weren't having an opportunity at all 
to work out the way we wanted to plan 

If the organization is primarily 
concerned with stability and meet in< 
the needs of me~rs (or even if th: 
is the D.P.'s major concern) then 
grasping the nettle certainly has bt 
an achievement of note. 
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an intervention. Instead we came in 
running, grabbed a referall, continue 
running, and when we finished a ref
erall frantically ran to the next one 
but we hadn't written up the report 
for the last. There was paperwork 
piling up, there were referals piling 
up, and when people put in new refer
als we would say "is this an urgent 
one, because we already have 6 of 
your ones in here". We were always 
either responding to a crisis refera 
which we'll still have to do, or 
hammering away at referals that were 
a few months old ... 

(S) What do you see as your personal role 
in the organization? 

My contributiion is to be the person 
that brings down the policy and to 
pass on the directives that come 
from the Chief Psychologist or the 
District Senior Inspector. So I gues 
that's my number one. 
I would see the District Psychologist 
going beyond that and becoming a 
coordinator of th e various things 
that are being put into action around 
the area. But to also be the motiv
ator I guess ... we have to use the 
tremendous skills of those who come 
in. So I see that the District 
Psychologist has a job to see that 
when you have someone who is trem
endously enthusiastic about computers 
and has a tremendous knowledge and 
ability on them that within our area 
that person must continue to have an 
opportunity to spread his influence 
and develop those ideas. The Dis tric 
Psychologist has to look at strengths 
in our whole area ... and bring those 
strengths in here for us to use ... 
Its ex tremely important that whoever 
is in the District Psychologist's 
chair sees that those people get 
opportunities. That would be the 
worst possible mark against him if 
he stifles any of the talent and 
enthusiasm that he already has. 

It may be that in his administrativ 
role the District Psychologist keeps 
his eyes open for others ideas and 
sees that they don't die a sudden 
death, but that they all get a place. 
He should also be looking for the 
finance and the equipment ... to carry 
out those programmes. 

The D.P.s role, as he sees it, appea . 
to be primarily concerned with helpi; 
people discover their own talents 
and needs, etc., and giving them the 
opportunity to fulfill these needs. 
This is a 1,9 position on the 
Leadership Grid presented earlier. 
It shows a primary concern for values 
- in this case People oriented values 
rather than purposing: directing peop 
toward the purpose of the organizatio 
and gaining their commitment (and the 
contribution) to that. 
According to Vaill's Time-Feeling-Foe 
model of leadership this suggests a 
lack of focus. The leader may not ye1 
have identified the key issues that 
are critical for success of the 
organization, so tries to concern 
himself with many different issues. 
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other parts of your life? 

That's something that after all these 
years I've still got to learn. I 
find it almost impossible to separate 
the two. If I don't take work home 
and I usually do, I find myself 
uneasy, because something has to be 
done and I should be doing it. When 
I have my family all together and 
when I should _be enjoying my time 
with all the family I shouldn~t be 
sitting there thinking about what I'm 
not doing in the way of work. 

It becomes more difficult because 
holidays are difficult for me too. 
Its hard to go away and to leave. 
On the weekends you fit your lawns 
in with looking at something you were 
going to look at the following week 
I'd almost forgotten that I have a 
boat, and yet during the surmner hol
idays - being away for a month - its 
hard to realize that this life exists 
once I've made that break ... 

I don't believe though that it 
should be different. I believe that 
if your work is worth doing that then 
it is worth being part of your life. 
I think it should be part of your 
life. I believe it has a right to 
demand that of you. 

~) How much time would you spend talking 
to people in Psych Services about 
your purposes and your beliefs, as 
opposed to administration? 

We spend a great deal of time talking 
here. I'm not sure what is the opt
imum amount of your time that you 
should use in that way. Palmerston 
North office has always talked at 
length about the work that we're 
doing, the hopes that we have, the 
anxieties that we have over kids. 
Its never been a case of people just 
getting on with their work away from 
everyone else. 

We look at some other offices and 
those people only seem to be brought 
together or come together when it is 
an official meeting of some sort. 
As far as we're concerned morning 
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and afternoon teas and lunches -
people may well ignore those completel 
and go right through and keep on 
working - on other occasions a morn
ing tea may go on for half an hour. 
It would be hard to recall a morning 
tea where we didn't discuss how we 
felt about some aspect of our work. 

The D.P. does appear to invest a 
great deal of time and feeling int 
the organization. It appears to L 
a major part of his life. Vaill 
points out that this can be a 
dangerous situation without Focus 
on the right things to be concerne, 
with. Often the leader may see 
suggestions that he needs help in 
understanding the system, as meani1 
that he should invest less feeling 
or time in what is a central part c 
his life. Vaill says that helping 
such a person learn to focus withou 
cutting back on time of feeling is 
one of the major challenges for 
students of executive development. 
On a macro scale, it may be a simil, 
situation to this organization; whe : 
its momentum had to stop before it 
could reassess its direction. The 
challenge is bed:ng able to get the 
correct direction without losing the 
driving force. 

This question was aimed at finding 
whether time was spent in "purposing". 
The answer shows that time is 
ceratinly spent in talking about work 
and cases, but doesn't really show 
whether these discussions are used 
to help organization members better 
understand the organization and its 
purpose and direction. 
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So that often when a morning tea goes 
on far beyond the normal time, it is 
a very deep and sincere need that 
someone has to talk about what is 
happenning with a kiddy ... We could 
look at it and ~ay, OK, beyond a 
certain point it wastes time but if 
you've got to err on the side of 
efficient noncommunicative work and 
slightly less efficient but fully 
communicative the latter is always 
better ... Ideally, of course, there's 
the very efficient and fully commun
icative. 

(~) Is there any one thing that you try 
to get people to focus on in their 
work? 

I'm not sure that it isn't a personal 
predeliction I suppose, but I feel 
that it is extremely important the 
area of PR and of the personal image 
that each and every one of us puts 
across to the people we're dealing 
with. 

I have difficulty in saying "No", 
and sometimes I realize I cause 
difficulties in the smooth and effic
ient running by accepting more cont
acts and cases from people when they 
ask it of us, but I think that its 
something that is central to an 
organization such as ours. I often 
get a reminder of that by poor Public 
relations by medical experts. I've 
seen these where very very busy 
doctors don't have time to really looo 
at the needs of the person but treat 
the symptoms, and I would hate to 
think that Psychological Service ever 
fell into that trap: being able to 
get through 20 people a day, and lost 
the ability to look at them as people 
in need and are we really answering 
their need . . . 

(r) How important is it to you personally 
that your organization achieves its 
p.u1;posed?. 

Its probably one of the very i~port
ant things in my life. I don't think 
that other people would realize that. 
Its not from an ambition - I don't 
wish to built an empire and I don't 
want to get gold medals or a silver 
watch, but I think that it is part 
of a necessity for me to feel that 
what I'm doing has some purpose in 
life, and that is one of the very 
central things in my life - helping 
kids with needs. 

Again, the concern for Public Relatior, 
suggests the value put on being 
respectable, and thus the Roleorienta
tion of the organization that was 
discussed on the first page (pg. 202) 
of the interview. 
If the D.P. and the organization does 
have this Role-orientation which also 
places a high value on Stability and 
Structure, then change would certainly 
be a painful process (grasping the 
nettle) . 

The D.P.'s answer, here, suggests that 
he might prefer his role to be one of 
directly helping with the special need 
of children, rather than managing the 
organization to achieve this, because 
of his strongly held values. This is 
where a strong motivation to manage 
might help the manager to be more 
effective. 
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4.4.6 FACTOR ANALYSIS The 37 canpleted surveys were analysed 

using a Varimax rotated factor analysis. This analysis looked 

at the way the different items on the survey clustered. Thus, 

the analysis indicates whether each of the the 18 items was seen 

by respondents to be independent, or whether they saw two or more 

items, or variables, as being related - representing a different 

f~c~or (Nie, et. al, 1975). 

It is recv:.~nized that 37 is a relatively small sample on which to 

base a factor analysis of a survey with 18 variables. Nunnally 

(1967) suggests that, in order to minimize the effect of chance, 

a good rule is to have 10 times as many subjects as variables. 

This highlights the need for further testing of this instrument 

before these factors could be reliably used in analysing organiz-

ations. The results and discussion that follows have to be seen 

with this factor in mind. 

In conducting a factor analysis there are essentially two 

approaches that can be taken. The first to hypothesize before

hand what factors will be found, and then conduct the analysis to 

test this hypothesis. The second option is to conduct the 

analysis first to find out what items were clustered together, 

and to determine what each of these factors represents. 

this was a new area of study to a large extent, the second 

approach was followed. 

Because 

There were seven factors identified with an Eigenvalue greater 



216. 

than 1.0. This is a comnonly used criterion for selecting 

factors that account for a relatively large amount of variance . 

These seven factors accounted for 77.2% of the variance found in 

the sample. Each factor was defined using those variables which 

had a correlation grea ter that plus or minus 0.5 with the factor. 

There was one exception, where a value of 0.43 was accepted for 

the variable Harmonious, so that all var iables would be r epre-

sented in one of the fac t ors. All variables were respresented 

in a factor, and one variable, Beautiful, was r epresented in two 

factors. 

The firs t factor had a positive relationship with being success

ful (0.723), Purposeful (0.578), and Beautiful (0. 572) , and a 

negative relationship with being Warm (-0.831) and Humanistic 

(-0. 726) . This factor appears to be a continuum between concern 

for results and concern for peopl e . This assumes that be ing 

Beautiful was seen as a result the organizati on sought , rather 

than a need that people felt. 

The second factor had a positive relationshi p with being Bal anced 

(0.588) , and a negative relationsh ip with being Secure (-0. 808) 

and Fulfilling (-0.715). This factor appears t o be a continuum 

between peoples ' concern for themselves (wi th needs for security 

and fu l fi lling work), and concern for e xternal peopl e , such as 

organi zati on rrembers and clients. 

The third factor had a pos itive relationship with Egalitarian 
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(0.916), and a negative relationship with beirg Spontaneous 

(-0.553). This suggest that the factor is related to the focus 

of the work culture: either on being flexible to meet the 

changing needs of clients, or being a place where people can 

control their own lives with equal opp'.)rtunity. 

The fourth factor was a p:)Sitive relationship between being 

Canfortable (0.870) and Integrated _(0.644), suggesting that the 

factor is the working relationship between people in the organiz

ation - whether they fit together as a team. 

The fifth factor is positively related to being Free (0.867) and 

negatively related to bein:J Structured (-0.634). This factor, 

then, appears to be authority within the organization - whether 

people make their own decisions and choices, or whether there are 

clear rules as to how people behave. 

The sixth factor has a positive relationship with bein:J Support

ive (0.611) and Harmonious (0.434), and a negative relationship 

with being Caring (-0. 785) and Beautiful (-0.532). The defin

itions of these items (see Appendix II) suggest that the factor 

is a continuum between making people feel good (caring for them) 

and problem-solving {supportive and harmonious). 

The final factor is positively related to being Achieving (0.856) 

which is defined as contributing to society and meeting people's 

neEds. This can stand alone as a factor. 



218. 

A number of these factors as they have been defined here are very 

similar to one another . Also some of the differences between 

variables , which appear by their titles and definitions to be 

very similar , were difficult to define. 

4.4 . 7 REACTI ON TO THE INSTRUMENT The instrument is designed to 

be used to provide a Diagnostic Data Base for managers . Doing 

thi s would require rrembers of an organization t o canplete the 

instrum~nt regularly over time, to provide data on change in the 

organization. Because of this , canpleting the instrument should 

not result in subjects having a less favourable attitude toward 

the instrument or to surveys in general, as t his would effect 

their readiness to complete the instrument in the fu ture . 

Informat i on on how subjects responded t o the instrument was not 

gathered systematically, however a number of subjects did provide 

the survey administrator with comnents concerning their feelings 

toward it . These v,iere generall y verbal , though one person 

provided written comnents on her sur vey. 

A large number of those completing the survey corcmented on the 

difficulty of arriving at a final total of 100 points in each 

column of the instrument . Several, particularly in the Workshop 

of the Disabilities Resource Centre , said t hat this would put 

them off completing the survey again. One subject wro te the 

following on her cmipleted survey form: 
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" ..• it did drive me mad - it was the 100 thing that was the 

torment - I kept getting 105 or 111 or something so spent most 

of my time adding up rather than thinking". 

Some comnented that this problem was contributed to by several of 

the items being very similar, so that they felt they had to give 

similar points to these, adding further to the complexity of 

their calculations. 

A small number of people commented that requiring them to make 

their columns add up to 100 forced them to do more thinking about 

their values and made the exercise more valuable. 

This was the main factor affecting people's attitude toward the 

survey. People appeared to feel that the survey contained too 

many i terns and that a number of i terns were very similar, so that 

the effectiveness of this scoring _system was affected. 

4.5 CRITIQUE OF THE INSTRUMENT 

The instrument did appear to provide us with useful data for 

analysing the shared values within an organization. The data 

from the instrument did appear to represent the actual state of 

the organizations surveyed. The system of scoring and analysis 

also seemed to provide us with useful information, such as the 

degree to which individual's actual values differed from what 

they perceived the organization to value, and the degree of 
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sharing of values between organization members. 

There appeared to be several problem areas with the survey. 

One, which was shown up by people's reaction to the instrument, 

was the difficulty in completing the survey with the large number 

of i terns ( 18) it included. 

A second problem related to the content validity of the 

instrument. The values on the instrument appeared not to 

rerresent the different values likely to be found in an 

organization. This is not surprising as the items would 

naturally be affected by the values of the person designing the 

instrument. 

Harrison (1973) suggested that there were four main dirrensions to 

organizational "character": concern for people, task, role and 

p::,wer. These four dimensions seem to have influenced Kennedy 

aoo Deal (1982) in the four types of corporate culture they 

identify. This instrument appeared to have a disproportionate 

number of items representing tre People dimension (10 of the 18 

items). Four items appeared to represent the Task dirrension, 

and one item represented the Role dimension. Four itE:ms did not 

seem to be able to be categorized according to this analysis. 

No division of a system into categories can perfectly represent 

the reality of that system as a whole. Clearly there are values 

which we can find in organizations which will not fall neatly 



221. 

into one of these four dimensions. However, using these as a 

basis for construction of an instrument will probably give us a 

more balanced instrument, which would be better able to represent 

diverse value systems of organizations. Using our original 

instrument it would be unlikely that a highly bureaucratic organ

ization, or one where members primarily valued competition, could 

be fairly or accurately portra~. 

Another area that was a problem was subject~' confusion with some 

instructions. Confusion often occurred where subjects were 

asked ½hat they perceived their organization to value. In some 

organization's sane people took this to mean "What does your boss 

value?", others "What does '.fDur District or Cepartment value?", 

and others ''1-Jhat does your organization as a whole value?". One 

person changed perspective throughout her responses, scoring 

some items in terms of her particular office, and others in 

terms of the organization as a whole. This generally occurred 

where there was no adninistrator present during the scoring of 

the instru~ent, and reflects a lack of clarity in the instruct

ions. 

4.6 REVISING THE INSTRUMENT Appendix III shows a revised 

version of the instrument. The scoring system was retained so 

that the analysis which was used could also be retained. It was 

believed that this analysis does provide useful data for the 

management of organizational cultures. 



222. 

With the revised instrument, however, the items have been changed 

so that they give an equal representation to each of the four 

dimensions suggested by Harrison (1973). Several of the items 

from the original instrument were retained because they fitted 

into this model well, while some new items were 'devised. 

The first dimension looked at by Harrison was the Power orient-

ation. According to Harrison an organization with this 

orientation seeks to 

"dominate its environment and vangu~.:+i its oppos; ~ion .•• The 

p:)wer oriented oganization is canpetitive and jealous of its 

territory ••• It seeks to expand its control at the expense of 

others .•• " (p:J 121) • 

The revised instrument seeks to encapsulate this orientation with 

the items: being Canpetitive, Controlling, and Independent. 

These cover values to do with wanting to win and be the best in 

a given field, daninating the environ:nent, and not being depend

ent on others. 

The Role orientation is described by Harrison as being where the 

organization: 

11 
••• aspires to be as rational and orderly as p:)ssible ••. 

there is a preoccupation with legality, legitimacy, and 

responsibility ••. Predictability of behaviour is high in 

the role-oriented organization, and stability and respect

ability are often valued as much as competence" (pg.122) 

In the revised instrument the items Rational, Stable, and 
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Structured are used to represent this_ orientation. The def in-

itions emphasize themes such as predictability, unerrotional 

decisions, and having a clear set of rules to control behaviour. 

Harrison describes the Task orientation as existing where : 

" . . • achievement of a superordinate goal is the highest 

value ... The imp:)rtant thing is that the organization's 

structure , functions, and activities are all evaluated 

in terms of their contribution to the superordinate 

goal • • • The organization structure is shaped and changed 

to meet the requirement of the task or function to be 

per formed . " (pg . 122) 

In the revised instrument the items Effective, Purp:)seful, and 

Successful are used to define the orientation. Themes such as 

being coornitted to a mission , ensuring that the things needed for 

success are being done, and consistently achieving its goals are 

emr:,hasized in the definitions of items . 

The Person orientation is one where : 

"the organization exists primarily to serve the needs of its 

members . •. Authority in the role- or p:)Wer-oriented sense is 

discouraged. When it is absolutely necessary, authority may 

be assigned on the basis of task canpetence , but this practise 

is kept to the bare minimum. Instead , individuals are expect

ed to influence each other through example , helpfulness, and 

caring . Consensus methods of decision making are preferred ••• 

Thus roles are assigned on the basis of personal preference 
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and the need for learning and growth. Moreover, the burden 

of unpleasant tasks is shared equally." (pg. 123) 

In the revised instru~ent this orientation is represented by the 

items Free, Secure, and Warm. Themes such as letting people 

control their own lives, not having -people worry about being laid 

off or fired, and having an atrrosphere where staff's needs are 

met are used. 

Three items were used for each dimension because it was felt that 

this was a good balance between the need to reduce the canplexity 

of scoring (down from 18 items to 12), and the need to for cover-

age of the different dimensions. Keeping the same represent-

ation for each dimension also helps to ensure a more accurate 

picture of different cultures is given. With the original 

instrument the large number of Person-oriented items would mean 

that this orientation was disproportionately represented. 

Because each item corresponds to a value orientation, managers 

are better able to use the instrlil11ent as a Diagnostic Data Base 

for changing culture. Rather than having to consider which 

individual value items would be required for the achievement of 

the organization's goals, managers can, with this instrument, 

think in terms of which orientation is required. 

The revised instrument has undergone some minor field testing at 

this stage; mainly in the area of subject's reaction to the 

instrument. A number of minor changes have occured as a result. 
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The title of one i tern was changed from Dominating to Controlling 

because subjects felt that this better represented the defin

ition. In the i tern Warm "~ple' s needs" was changed to "staffs 

needs", so that it was clear that the needs were those of the 

organization's members. 

It also appears that some people find negative connotations to 

the term "Power", so that the title of this orientation may need 

to change to enable managers to examine the relationship between 

orientations and their goals more effectively. 

One of the major advantages of this instrument, which has been 

touched on above, is that it fits better into our rrodel of 

culture as an interaction of goals and values. It should 

enable managers to canpare the relationship between the two 

S'y'Stems in their organization to a greater extent. 
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5. 0 CO~LUSJONS !\ND IMPLICATIONS f.'OR FURTHER RPSrJ\RCI-1 

There were two main objectives for this study. The first was to 

develop a model, or mooels, thr1t would clarify what is meant by 

"organizational cultures". This was required because of the 

lack of claritv evident in the literature in the area. The 

second objective was to develop some means of measuring culture 

to give managers a Diagnostic Data Rase to foster culture change. 

The literature was exarninecl to fincl definitions given to the term 

and synon'fl'lS that have been used for it. A number of these were 

examined including suggestions that culture related to shared 

goals, assumptions, paradigms, meanings, and values. An examin-

ation of these ideas suggested that shared values were central to 

an organization's culture, but that: :,r:v model of r: ·.<ture would 

need to take the other areas into account. Considering values 

as of central importance to culture also suggested that culture 

coulcl best be :neasured by measuring the values of organization 

members. 

Two models were developP.d, which were designed to tie together 

the literature and to suggest row an organization's culture might 

be managed. The first model suggested that culture involves 

the interaction of what is reinforced in the organization, what 

is valued in the organization, manber's perceptions of the future 

and their perceptions of past (or the meaning they derived fran 

the past) • 

There are a number of implications that can be drawn from this 
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first model. The model Pmphasized mainly the need for managers 

to recognize that, in order to manage their organization's 

culture, they would need to look at the entire cultural system. 

That is, if managers want to manage values they nee<'l to ensure 

that there 1s al ignrnent with goals, strategv, and people's 

perception of why the organization exists (future perception), 

with the management systems, and both the formal and informal 

reward systems (what is reinforced), and with the meaning th,:it 

organization members put on the past. 

Another im;:x:,rtant conclusion that can be draw:i from the model is 

that an unmanaged culture tcmds to be guided by the past, or the 

meaning that members put on the past. Although this may provide 

the organization with a great deal of momentum (one organization 

leader described how the organization develops a "rolling motion" 

over time) the .nomentum may not be in the direction required for 

future success. We can also conclude, then, that to achieve 

on-going success an organization's culture needs to be managed on 

the basis of the future ("This 1s what we should be achieving") 

rather than thE' past ("We have always done this"). An imoort-

ant point to note, however, is that a person's perceotion of the 

past is an extremely powerful tool in shaping that person's 

rerception of the future. 

From this initial model of culture we also concluded that a 

manager wou]d require more than an explanation of the canponents 

of an organization 's culture in order to manage the culture. 
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'!'here was a need for a more dynamic model of cultun=~. The 

second model was designed to meet this need. This model 

suggested that an organizations culture could be seen as a s\/Stem 

made up of values, which provide a driving force which we call 

value-thrust and goals which provide direction. Values and goals 

are linked together by the motivation to manage of individuals in 

the organization, and this entire S\/Stem helps propel the organ

ization toward the fulfilment of the organization's purpose in 

existing - its mission. 

There are a number. of implications that can be arrived at from 

this model. According to the model, for an organization to 

achieve success, members need clarity on what the organization 

exists to achieve, and need comniG~ent to that mission. The 

organization needs to have goals that are continually being 

"honed" to ensure that they are aligned to the mission. The 

organization requires a sharing of strongly held values to 

provid0 a thrust toward the mission, and a high level of the 

motivation to manage needs to be fostered to ensure that the 

system doesn't atrophy. 

One of the most interesting areas explored by this rncx:lel was the 

relationship between values and goals. The model suggested that 

leadership orientations could be examined in terms of the leaders 

concern for values and concern for goals, in the form of a Gr id 

(a la Blake and Mouton, 1969). An important conclusion that can 

be drawn from this is that leaders in organizations need to 
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examine their own orientations and assess the effectiveness of 

them. 

From these IT'.odels it ap'.)E'ared that values formed a central part 

of an organization's culture. Values can therefor.e act as the 

focus of measurement of an organization's culture. An instrum-

ent for measuring values in organization's was developed and 

field tested in three organizations. There appeared to be a 

relationship between the data'gathered using the instrument, the 

·mooels that were presented earlier, and information on the organ-

izations given by the leaders of the organizations. This 

suggests that values can be measured in order to measure culture. 

Care needs to be taken, however in developing an instrument to do 

this, as it is easy to measure values which are not directly 

related to organizational culture. Using the instrument one 

can gather data on the degree to which values are shared in the 

organization, on people's perceptions of the degree to which the 

organization's culture matches their personal values, and on 

diffe rences between canponent parts of the organization. 

data should assist a manager in managing the culture of an 

organization. 

This 

One imrortant conclusion that can be made from the models pre

sented, is that measuring culture involves more than measuring 

values. Managers must particularly look at the match betwe..?n 

values and goals, and the organization's mission. 
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There are a number of ways that what has been discussed can 

assist a manager in managing his organization's culture. 

5.1 APPLICATION OF CULTURE MEASUREMENT 

The values shown to be held by menbers can be compared with the 

organization's goals, to deter.nine whether they are canolement-

ary. Ideal values can be determined, and used as the basis for 

action aimed at changing the culture. On the other hand the 

manager may decide that it would be more effective to work with 

the existing values and change the organization's goals. The 

instrument allows for change progranmes to be targeted at 

different systems within the organization, as well. A manager 

may seek, first, to manage top management in the organization, 

rather than taking a "vertical" approach (for example, attempting 

to change one department within the organization). The 

instrument also allows the manager to assess the effectiveness of 

change programnes, by regularl y surveying the values of members. 

Even where no cha nge is be ing a ttempted, conducting a survey 

regularly allows the manager to find whether anything is 

weakening the values of members of the organization, and to take 

corrective action. 

5.1 IMPLICATIONS FOR FURTHER RESrn.RCH 

A number of important issues have been raised by this study which 

require further research in order to be resolved. The most 
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operation. This study looked at the m~nning and measurement of 

culture b.2cause these were necessarv prerequisites for a culture 

change program-re. Further research needs to be done, looking at 

how a manager (or a leader) could go about a change progranme -

the strategies that would lead to success. 

There are a number of issues that were raised that imoact on this 

question. One model presented suggested the need to get align-

ment of values and goals in the organization. If there is no 

align~ent which of these should the manager attempt to change? 

Most managers would probably be inclined to try to change the 

values, holding that goals have sane "pre-eminence". However it 

would preswnably be easier to change the goals, particularly 

where the values are strongly held. An attempt at changing 

values may result in a minimal drive toward one set of goals, 

where it was possible to get a p:)werful drive toward equally 

valuable goals. Research needs to be done to find whether the re 

"is sane way for a manager to assess which approach would be most 

effective. 

Another issue raised in this question of how to change or manage 

;,n organization's culture, is how to handle subcultures within 

the organization. Typically subcultures develop in an unstruct-

ured (often unwanted) , and "bottom up" way. Subcultures are not 

necessarily a bad thing, however. We might find it preferable 

that a Research ard Develoµnent group has different values and a 

different way of doing things than does a Production department. 
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Is it possible, though, for there to be a "tot>-down" approach t o 

culture , just as it is possible for a "top-down" approach to 

setting objectives , such as in Management by Objecti ves? This 

cou l d r equire a manager to help those directly responsible to hi:n 

individUc,lly identify the values and goals best suited for their 

organizational units, deal with alignment issues between units, 

and develop the required suocultures. This may require the 

manager to act as an "integrator " according to the Lawrence and 

Lorsch (1967) model of or ganizationa l design . Again , research 

needs to be done to assess whether this is possible . 

A third issue involved in the change of organizational cultures 

is the need to develop transformational leaders . As y<et there 

appears to be little done in t e rms of de termining how to develop 

transformational leaders , though study is a nd has been done on 

the comoetencies of effect ive leaders (Bennis , 1984). The 

Leadership Grid developed in Chapter 3 may be a useful frarrework 

to use in developing leadership competencies. This would 

require further work in clarifying the types of behaviour 

associated with different Gr id styles (1 , 1; 1 , 9; e t c . ), methods 

of determining a leader ' s Grid posit i on , and strategies for 

helping leaders to change their s tyles . The Leader ship Grid 

would need t o undergo some form of validation , also , such as 

studyi ng whether leaders of high performing groups do tend toward 

the 9 , 9 corner of tre Grid . 

More research is also required with t he rev ised instrument 
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presented in the study. Items in the instr]..l!T1ent were designed 

around the four orientations su(JgestP.CI by Harrison (1972) . The 

instrument was constructed so that each orientation was repres-

ented by three items . A fac tor analysis needs to be carried out 

to determine wl1ether people completing the surv1= ,· :roup the it· .,ns 

according t o those four orientations . This would enable an 

assessment of whether the i terns truly represented Harrison' s 

orientations . 

The orientati ons suggested by Harrison are cl.early "idea l types" . 

No organization is going to be perfectly r epresented by one 

orientation. Research needs to be carried out t o look at 

whether any given organization could be represented according to 

the four orientations. It may be that there are other possible 

orientat i ons , though at this time Harrison ' s catagorization looks 

corn?lete. 

For the values survey to be effective norms need to be developed 

to help with the analysis of data collected by the instrument. 

In particular norms need to be developed for the degree t o which 

values are shared, using the coefficient of variance, and the 

inean differences per i tern between individual ' s values and their 

perceptions of the organization's values. At present we cannot 

say whether a given score on one of these two measures represents 

a high , medium or low degree of sharing or integration. Norms 

could enable us to say that, for example , a coefficient of 0 . 25 

was in the top 10% of coefficients found in New Zealand business . 
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If the survey was used extensively norms could be developed for 

different orCJani zat ions, industries, geograoh icc.11 reg ions, or 

countri es , depending on the need of th~ cli ent. 

Finally, an area that will need to be explored is the ethics of 

attempts at managing people ' s values in organizations . Harrison 

(1975) examined the issue of how to choose the depth of organiz-

ational intervention. By "depth" Harrison was referring to the 

degree t o which change was ai;ned at the individual's "self" . An 

intervention which aims at changing an individual's values would 

be considered an intervention at an extr.emel y deep level. 

Harrison concluded that it was best to inte rvene "a t a level no 

deeper than that required to produce enduring solutions to the 

proble-ns at hand" and "at whi ch the ene rgy and r esources of the 

client can be comnitted t o problem solving and change . " (pg . 394) 

Where interventions were at a deep level Harrison stressed the 

imr:ortance of a high degree of voluntari sm regardi ng their part-

ici.pation in the change strategy. Organizations which have 

ach ieved high performance through developing effective cultures 

have tended to be ve ry open concerni ng the ir culture , and their 

ways of shaping values . Thus right from the se l ection process 

onward individuals are intrcduced to the organizr.ition ' s culture 

and are given opportunities to "opt out". 'l'his is by no means 

the rule , however . There are no table exampl es of organizations 

and systems which have sought to change people ' s values through 

coercion , or means which do not allow the individual to exercise 
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a high degree of choice . Change agents, then , need to be 

aware of the ethical problems involved in the use of an inter 

vention aiming at individual ' s values . 

5. 3 CONCLUDING NOTE 

New Zea land , as noted in the Introduction to this study, has a 

disnal record in prcductivity improvement. Most strategies used 

to improve the country' s economic !)erformance have been concerned 

with macro-econanics. It may be, however , that problems stem 

from the values of individuals in the country and a culture that 

suppor ts non- performance . Consequently it may be that for 

New Zealand t o improve its future economic performance, organ

izations will have to examine their cultures, and look at making 

them more effecti ve . 
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APP ENDIX I : ORIGINAL VALUES SURVEY 

VALUES IN MY ORGANIZATION 

We all value different qualities in organizat i ons - some aspects of them are 
rth more to us than others. The values held by people in an organization 
11 affect how it operates. To give us an idea of what you value and what you 
ink your organization values, divide up 100 points between the items below. 
u could think of it as buying the items: If you had $100 to spend on them, 
w much would you spend on each item? How much does your organization spend 

each item now? Use all the 100 points firstly for your values, and secondly 
e organizations, though you don't need to buy some of each itim. You may not 
lue some items at all. \ 

do you What does your 
Value? Organization 

ACHIEVING - making a worthwhile contribut~on to larger society 
and meeting the needs of individuals. 

, 

BALANCE - maintaining appropriate concern for the needs of 
society_~ the organization, and individuals without discount
ing any of the three. 

BEAUTIFUL - having a sense of the esthetic in its architect
ure, landscape, and work environment. 

CARING - making people important and being concerned with 
their health and well-being. 

COMFORTABLE - a place where people fit easily, relate to one 
another and feel they are wanted. 

EGALITARIAN - provides equal opportunity for all and access 
to the information needed to control their lives. 

FREE - a place where members can make choices, and partic
ipate in decisions that affect their lives and careers. 

FULFILLING - having a sense that the work is meaningful and 
the organization contributes to society - a place I want to 
go to work. 

HARMONIOUS - there is harmony in and between groups; given 
to solving problems rather than finding fault and blaming. 

HUMANISTIC - concerned with contributing to human welfare 
and the quality of life rather than competing for a higher 
standard of living. 

INTEGRATED - possessing unity and wholeness. 

PURPOSEFUL - having a clear sense of purpose - a mission -
which it is •commited to and uses to evaluate it results. 

SPONTANEOUS - responsive to needs, flexible, open to change, 
not bound to traditions when they don't work. 

STRUCTURED - lives by a clear set of policies and rules which 
state what is expected of people and how they should behave. 

SUPPORTIVE - supplies what I need to get my job done and my 
boss encourages me. 

SECURE - strong enougli t ·hat I am not wnrrying about being laid 
pff or reassigned for no fault of my own . 

SUCCESSFUL - a leader in its field with a record of achievement. 

WARM - friendly and informal relationships are encouraged, with 
Pm n h :-:, c:: i c "'~ " ..... ; ,.., 'I • .; "' ,.. .f~'"' , , ,.... , . ,... , . ..: ,, 

Value? 
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APPENDIX II: REVISED VALUES SURVEY 

VALUES IN MY ORGANISATION 

We all value different things about organisations or groups we belong 
to. Some aspects of them are worth more to us than others. These 
values will affect how the organisation operates. To give us an idea 
of the values in your organisation, indicate how important each of 
the items below are to you and to your organisation. Do this by 
dividing 100 points between the items according to their importance 
to you in the first column, and then another 100 points according 
to their importance to the organisation in the second. You do not 
have to give points to all items, but each column must add up to 
100 points. 

A. COMPETITIVE - concerned with winning; wanting to 
be the best and to be the leader in its field. 

B. CONTROLLING - dominating its environment and 
controlling its destiny. 

C. EFFECTIVE - ensuring that what it does is what is 
required for success. Doing what is needed and 
doing it well. 

D. FREE - letting people make their own choices and 
control their own lives, no matter who they are. 

E. INDEPENDENT - not reliant on others to get where 
it wants to go. Able to stand alone. 

F . PURPOSEFUL - having a c4ea~sense of purpose - a 
mission - which it is committed to, and on which 
it evaluates its results. 

G. RATIONAL - making sound, logical decisions, 
unaffected by emotions or intangibles. 

H. SECURE - a place where people don't have to worry 
about being laid off or fired for no fault of their 
own. 

I. STABLE - a place people know won't suddenly change; 
one that is predictable and orderly. 

J. STRUCTURED - living by a clear set of rules and 
principles saying what is expected of people and 
how they should behave. 

K. SUCCESSFUL - having a record of high performance -
consistently achieving its goals. 

L. WARM - providing an atmosphere where staffs needs 
are met; where they feel comfortable and friendly. 

100 100 
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APl'ENDIX III: MEAN SURVEY SCORES AND COEFFICIENTS OF VARIANCE IN 

THREE ORGANIZATIONS. 
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APPENDIX IV: DIFFERENCES BETWEEN PERSONAL AND PERCEIVED ORGANIZATIONAL 
VALUES IN THREE ORGANIZATIONS. 

Subject N.Z.D .R. C. Jehovah's Witnesses Psychological Services 
(Palmerston North) (Palmerston North) 

1 llO 28 75 

2 120 30 80 

3 60 0 38 

4 84 19 100 

5 14 0 90 

6 66 0 80 

7 130 74 

8 35 82 
.. 

9 92 32 

10 154 26 

ll 85 0 

12 26 

13 28 

14 0 

15 30 

16 2 

17 0 

18 0 

19 18 

X 85.45 19.21 77 .16 

- (~er) 4.74 1.07 X 4.29 item 
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