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ORGANIZATIONAL CULTURE—IS YOURS WHAT YOU THINK?
In 2012, the website 24/7 Wall St. identified Dish Network as “the worst company to work for

You think you know
what your company
culture is, but would
others agree? More
importantly, is your
culture moving you
towards—or away
from—your goals?

in America.” This is probably not the distinction that Charlie Egen, founder and Chairman of
Dish, was looking to receive. According to a January 2, 2013, Business Week article, Ergen
was described as “pounding people into submission” and having the habit of unilaterally making decisions. One comment that was posted in response to the Business Week article was
“There were days that I actually hoped that I would get in a car accident to avoid going into
work that day. There are actually some good people there, that tried to make things better, but
eventually they too would give up and leave.”
Ouch—this probably isn’t what you want people saying about your company. While Dish posts
impressive share performance, the long term success of the company may end up resting on the
culture, rather than product performance. Dish’s website says “DISH is a place where individuals can pursue their ambitions within a focused and purposeful business environment.” Perhaps
they are being forthright of what to expect if you work there.
How would you describe your company culture? I often hear people describe their culture as
“Positive” or “Based on our core values”. But what does that mean? And does it mean the same
thing at all levels in the company? Almost all CEOs will say they have a culture that supports

their values. Have you ever wondered if that belief permeates throughout the company? If you asked five different people in
your company, would everyone agree? And how can you assess and identify your current culture, your desired culture, and the
impact on your culture of the decisions you make or actions you take?
Every organization has a culture, whether it is created consciously or just left to chance. Successful leaders must accurately understand their organizational culture to make certain they attract the right workforce, hire the right leaders, and support their
desired goals. Describing one’s culture can be challenging. In my experience working with methods to assess organizational
culture, I have found the Competing Values Framework, described in this article, provides a framework by which all companies
can identify their current culture, their desired culture and take strategic and specific steps to move toward a successful culture.
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Organizational Culture

The Competing Values Framework
How does one determine the effectiveness of their organizational culture? Statistical analysts discovered two important dimensions
from a list of 39 indicators of organizational effectiveness:


Internal focus and integration vs. External focus and differentiation



Stability and control vs. Flexibility and discretion

From these two dimensions, four quadrants were developed corresponding with the four organizational cultures that differ strongly
based on those dimensions. In Diagnosing and Changing Organizational Culture based on the Competing Values Framework, Kim
Cameron and Robert Quinn identified the following four major culture types: Clan Culture, Adhocracy Culture, Market Culture and /
or Hierarchy Culture. Competing Values is so named because what you are doing within your organization may be competing with
your desired state.

Flexibility and Freedom to Act


Internal Focus and Integration









Hierarchy Culture
A very formalized and structured place to
work, focused on efficiency—Controlling
Successful leaders are viewed as organizers,
coordinators and monitors
The underlying theory of effectiveness
is“Control and efficiency with capable processes.”
Quality strategies include process control,
systematic problem solving, quality tools











Adhocracy Culture
A dynamic, entrepreneurial and creative
place to work—Creative
Successful leaders are viewed as innovators,
entrepreneur and visionary
The underlying theory of effectiveness is
“Innovativeness, vision, and new resources.”
Quality strategies include continuous improvement, finding creative solutions, surprise and delight

Market Culture
A results-oriented organization whose major
concern is getting the job done—Competing
Successful leaders are hard driving, competitor and producer
The underlying theory of effectiveness is
“Aggressively competing and customer focus.”
Quality strategies include measuring customer preferences, enhancing competitiveness, creating external partnerships, and
improving productivity

External Focus and Differentiation



Clan Culture
A pleasant place to work where people have
a lot in common—Collaborative
Successful leaders are viewed as facilitators,
mentors and team builders.
The underlying theory of effectiveness is
“Human development and participation.”
Quality strategies include empowerment,
team building, employee involvement, open
communication

Stability and Control
Most organization have some characteristics of each of the four cultures. However, every organization also has a primary culture.
Understanding your current primary culture and comparing that to your desired culture is critical to make certain that the actions you
take as a leader are moving you toward the desired state or away from it. To assess your current and desired culture, you can use the
online assessment tool OCAI-Online (http://www.ocai-online.com/). Completing the assessment takes about 20 minutes and gives a
picture comparing your current state to your desired state. You can then make and execute a plan to take actions to support your
desired state.
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Organizations may move from one culture to another as they grow and change. The challenge,
Organizational
Culture
Defined
A pattern of shared
basic assumptions that
the group learned as it
solved its problems of
external adaptation and
internal integration that
has worked well enough
to be considered valid
and therefore, to be
taught to new members
as the correct way to
perceive, think, and
feel in relation to those
problems.
[Edgar Schein]

Edgar Schein

of course, is to remain cognizant of what your culture is and identify if it is helping you to be
the best. If a particular culture type becomes dominant at the expense of the other characteristics, it can produce negative results.
Why is it important to recognize your culture and develop the culture you desire? Below are
some questions worth asking.

Is your culture supporting your business goals? Is your culture taking your company or organization to where you want to be?
When Steve Jobs and Steve Wozniak began working together in Jobs’ garage it was a highly
Adhocracy Culture, with focus on innovation. As they began to hire employees they invoked
the Clan Culture, even forming a group they called “The Macintosh Team”, and speaking of the
“Apple family”. At this point, if one plotted the culture of Apple among the 4 defined cultures, one would find them almost equally Adhocracy and Clan. As the company grew, Jobs
was replaced by John Scully from PepsiCo, who was hired to shift the company to those attributes of a Hierarchy Culture – control and efficiency - rather than human development (Clan)
and innovativeness (Adhocracy). As the company further grew, it shifted even further to a
Market Culture. The company eventually shifted so strongly to Hierarchy and Market Culture,
they lost much of the innovations that made them successful. Scully was, as we know, replaced and Jobs returned to lead the company, and returning innovation to the company. I suspect that the dominant culture across the organization is now more balanced, with a greater
awareness of the benefit of recognizing the culture and how it supports or distracts from their
success.

Do your leaders have the behaviors or traits that are most effective and conducive
for your organization’s culture?

states, "The bottom
line for leaders is
that if they do not
become conscious
of the cultures in
which they are
embedded, those
cultures will
manage them."

A large company espouses, “We value each other” as one of their core values (indicative of a
Clan culture.) However, employees find that the CEO has no qualms berating or embarrassing
employees in public, even saying “It sets an example for other employees.” While the behavior
does indeed “set an example” it may not be the intended one. The turnover rate at the management level is fairly high, and employees within the company tend to either (1) adopt the behavior exhibited by the CEO and treat their employees that way, or (2) live in fear that they will be
the next for CEO’s tirade. The disconnect between the espoused culture (value our employees)
and the unconscious perceptions (you are valued unless you disagree with me) leads the employees to become disgruntled, dissatisfied, and outwardly compliant while inwardly not engaged. Their actual Hierarchical Culture competes with their espoused Clan Culture. The resulting “don’t rock the boat” attitude is destructive to the company and results in the most talented employees with the most options leaving, rumor mill activity increasing, and eventually
increased difficulty recruiting top employees as the “value” that the company places on its
employees spreads through the industry.
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Is your culture in alignment with your desired culture?

For long-term
organizational
success, it is
important to
understand what
the shared basic
assumptions are,
evaluate if they
should be
considered valid
and consciously
make the decision
for the correct
way to perceive,
think, and feel.

Owners of a growing technology company prided themselves on being a family-friendly organization where “the employees are one big family”, characteristics of a Clan Culture. They
also prided themselves on innovation and creativity, characteristics of an Adhocracy Culture.
They recruited around the country including select college campuses, looking for the best and
the brightest to continue competing in the highly competitive market. As the company grew,
one of the founders began to be more and more of a hard driving competitor focusing on market share and profitability, characteristics of the Market Culture. Employees had begun complaining, “This is no longer the company we joined.” The innovation and clan feeling continually shrunk to a smaller and smaller group of individuals. The wake up call came when the
President sent an email to his management team admonishing them for not working every night
and weekend, even saying “… Joe and I are here working until midnight while you are all
home comfortably in your beds.” This email prompted one of the long time employees, a VP
in the company, to resign for another job. The founders were shocked by the effect of their
behaviors on the employees, defending themselves by saying “we were tired.” They have expressed their desire to reestablish the previous culture but moving back is difficult and uncertain. The long-term success of the company to continue to differentiate itself through its innovation and employee talent depends on how successful they are in aligning their desired culture
with the actual culture.

Are you selecting employees and are employees selecting you based on valid espoused values?
The cost of employee turnover is considered to be one of the largest costs in all different types
of organizations. SHRM, the Society for Human Resource Management, estimated that it costs
$3,500 to replace an $8.00 per hour employee. Other sources estimate 30-50% of the annual
salary of entry-level employees, 150% of middle level employees, and up to 400% for specialized, high level employees. It is critical to hire people who not only have the right skill sets,
but also are a right fit for the company.
Following is an example of a company that accurately espouses their culture of being a results
oriented organization with the major concern of getting the job done, characteristics of a Market Culture. When an employee interviewed for a job at this information technology consulting
company, the VP interviewing the candidate said, “See that pile of work there? I’ll be here all
weekend making sure it gets done. And we’ll expect the same of you. It is not unusual to work
at least 60 hour weeks here.” The candidate declined the job offer because, although the company was well regarded and the salary appealing, the candidate knew that the company’s culture was not consistent with their desired culture supporting work-life balance. By understanding the company’s culture, the VP was able to select employees who agreed with and would
support their Market Culture.
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Steps To Organizational Culture Change

Once you have considered the questions and stories above, do you really understand the
impact of the culture of your organization? Below is an abbreviated roadmap to implementing a culture change process.

1.
2.
3.
4.
5.
6.

Reach consensus on the
current culture and the
desired future culture
Determine what the
changes will and will not
mean
Identify stories that clearly
illustrate your culture
Develop strategic action
and implementation plans
Execute plans
Regularly monitor progress
and make well-informed
adjustments

1. Reach consensus on the current culture and the desired future culture
Have a wide range of people across the company complete the Organizational Culture
Assessment Instrument (OCAI). After completion of the OCAI assessment that displays
the Current and Desired Culture, have a facilitated discussion as a team to reach consensus. A spirited discussion is encouraged, making certain that all individuals’ perspectives
are heard regarding where and how the organization needs to change.
2. Determine what the changes will and will not mean
Decreasing hierarchy culture means “eliminate useless rules and procedures”; it does not
mean “loss of logical structure”. If your culture is too heavily clan and not enough hierarchy, embracing some characteristics of hierarchy does not mean loss of concern about
your employees. It simply means putting some structure in place so your employees will
better understand the parameters under which they have flexibility.
3. Identify stories that clearly illustrate your culture
What one story best describes your culture? Dish’s illustrative story is that when bad
weather threatened, Ergen encouraged employees to book nearby hotel rooms—at their
own expense—so they would be able to make it to the office. A clan-focused company’s
illustrative story was when they allowed a valuable employee to work remotely when her
personal situation required her to move, rather than rely too heavily on the currently established policies.
4. Develop strategic action and implementation plans
Just deciding to change won’t lead to success. It is important to develop a strategic action plan and implementation plan so that everyone involved knows what actions they are
doing to contribute to—or detract from—the desired culture.
5. Execute plans
Setting the plan can be the “easy” part. It is now necessary that the organizational leader
executive the plans.
6. Regularly monitor progress and make well-informed adjustments
Change is likely to not come easy. Ensure that you have assigned a person who has the
responsibility, authority and accountability to monitor the progress and recommend wellinformed adjustments. As the leader, make and support the needed decisions.
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Conclusion
As we have become a global economy, most organizations and their leaders recognize
that the way to conduct business is different if you are in Asia, the United States, or a
Latin American country due to the cultural differences. Similarly, successful leaders
must align their behaviors and traits depending on the company for which they work.
Research has indicated that certain industries tend toward certain cultures. High tech
companies tend toward Adhocracy culture while public administration organizations tend
toward Hierarchy culture, and manufacturing and mining tend toward Market Culture.
Based on the culture types described in this article, Dish Networks is likely a very strong
Market Culture, with strong Hierarchy Culture indicators. I suspect there are little to no
Clan or Adhocracy Culture tendencies. Unfortunately, many companies—regardless of
industry—let the force of gravity take over and fall to the bottom half of the quadrant—
Hierarchy and Market. While those may have some success, indicators are that the success will be short lived.
Balance is important for organizational success. Although your organization will have its
dominate culture, leaning too heavily in any one or two quadrants may not be healthy or
productive. As Marcella Bremer wrote in The only way is up! , “to achieve success, you
often need all four quadrants: The Clan culture to Collaborate, the Adhocracy culture to
Create, the Market culture to Compete, and the Hierarchy culture to Control.”
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ImpaQ Solutions can help you increase revenue, decrease turnover and improve quality
by building and supporting your people to be more effective and efficient. ImpaQ Solutions’ principals, Margo Boster and Dr. Mark Boster, combine more than 60 years of senior level experience, including both private sector and federal service, to bring an unmatched record of success to their clients. Their innovation and fresh ideas have contributed materially to the growth and success of companies, and can give you a competitive
advantage.
Services include executive / leadership coaching, organizational and team development,
business operations advising, strategic planning, —and, of course, consulting services to
help you create and maintain the right Organizational Culture for your company.
Contact us today at 703-864-8334 or 480-359-6147; or email info@impaqsolutions.com.

For more information, visit us online at
www.ImpaQ-Solutions.com

