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It is strategic importance to understand why members of an organ ization join a team and do 

their work in order to understand and even prediction reactions to managerial actions. So 

commitment can provide a useful frame of reference for understanding human behavior for 

both individuals and organ izations. It has been found that an increased employee 's commitment 

has led to a reduced turnover of employees and resulted in an increased organ izational 

performance (Wasti, 2003). Ensuring to reduced turn over, di ssatisfaction of customers and 

conflict among leaders and employees are crucial for education department in Gut·aghe zone to 

maintain its key skill s. 

~ 

According to Lahiry (1994), it has been fund that a positive correlation exists between 

employee commitment and certain types of organizational cultures. Th is would be indicating 

that there are particular types of employee commitment that are better ·suited to certain types of 

organizational culture for as long as possible. 

Therefore, the first rationale for conducting this research is that cu rrently the education 

department been experiencing high staff/teacher! turn over especiall y in the years 2007/2008-

2008/2009 employees who have different education level and experiences totally 313 

employees were turn-over from Zone Education Department. Because of this fact, thi s study 

aims to assess the organi zational culture and commitment of employees of the Guraghe Zone 

Education DepaIiment. Consequently, it is important for the education sector to try and retain 

these sk illed teachers for as long as possible. 

The education sector no w faces major challenges in preventing to the loss of experienced 

teachers to its competitors as well 'as changing technology and teaching learning processes . 

These challenges have, therefore, created the need to change the organ izat ion 's cu lture to be 

more supportive to the new technology and teach ing methods whi le at the same time finding 

poss ible ways of retaining experience teachers. It is the fact that, most teaching staff and 

experts want to be proved of their sectors, to have a good relationship with other members of 

the see for and leaders and to believe they have worth whole jobs. 
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T he survey research conducted in GZED in 2001 , has clearly indicated that, many teachers' 

complaints on promotion decision especially, the practices seems to have caused great feeling 

of annoyed because of this; teachers may not performed were their actual duti es, In add ition to 

this, the schools in the zone are characterized by high repetition and dropout rates, 

Therefore, the previous study was contributed to give val uab le information about the Zo ne 

Education Department. However, the study did not assess the organizational culture and 

employee's commitment of the Zo ne Education Department. So, thi s research was tried to 

assess and identify the dominant culture as perceived by members of the Zone Education 

Department both in the current and preferred future culture situation and it provides the exist ing 

level of employees ' commitment that relates the finding may contribute to search for effecti ve 

education system , 

The second rationale of the study is that currently the sector managed 430 educational 

institutions (schools) but the success of any organization depends on customer sat isfacti on; 

quality of output and its contributi on to the development endeavor of the soc iety, However, 

most of the students are low achievers in their academic resu lt at d ifferent level of education, 

To indicate some, the academic achi evement of 8th grade students in the year 2001.E,C we re 

23321 8th grade student who were taken primary school leavi ng regional exam ination, among 

this only, 6477 (27.8%) of students promoted and the remaining 16844(62.2%) students were 

repeated. In addition, in the next year 2002.E.C. 23296 students who taken primary school 

leaving 8th grade regional examination only 9801 (32.8%) student were promoted and the 

remaining 13495(57.9%) of student repeated in the class .. Therefore, these problems are 

prevalent to the afo rementioned challenges of Gurage Zone Education Department. Thus, it is 

timely and im pOliant to assess the organi zation cu lture and employees commitment of GZED. 

1.3. Objectives of the Study 

1.3.1GeneralObjectives 

The general objective of this study is to analyze, ident ify and und erstand the current and 

preferred organi zational culture profile and employees commitment of GZED. 
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1.3.2.Specific Objectives 

I . To identify the dominant ex isting and the preferred organizational culture within 

GZED. 

2. To identify the gap between the ex isting and the preferred Organizational Culture 

within GZED. 

3. To identify the current dominant levels of employee commitment within GZED. 

4. To examine what factor attributed to the employees commitment gap in Guraghe zo ne 

Education Department. 

In order to address the above objectives the fo ll owing bas ic question were raised. 

1. 1. What is the current dominant culture type in Guraghe Zone Education Department as 

perceived by leaders, core process owners and employees? 

1.2. What is the preferred culture type of Guraghe Zone Education Department as perceived by: 

- leaders, core process owners, and em ployees? 

2. What does the level of employees commitment look like? 

2.1 . What is the dominant employee's commitment type currently prevalent in G urage Zone 

Education Depaliment? 

2.2. What factors att ributed to the employees commitment gap in G uraghe Zone Education 

Department? 

1.4. Significance of the Study 

Organizat ional culture is known to have a significant effect on how employees v iew thei r 

organizational responsibi li ties and their commitment. Bas ica ll y, the commitment of the people 

in the organization is also essential to ensure the success ful implementation of the 

organizational policies and plants. It is agreed that while shaping the appropriate va lues or 

culture that is impoliant to the organization, ens uring the necessary level of commitment 

among employees o r managers are unequivocally important so as to ensure successfu l 

implementation of the organizational strategies and plans of action. 

Therefore, the researcher bel ieves that the result of th is stud y may improve the organi zational 

culture of the G uraghe zone Educati on Department and the findings of the study woul d serve 

for the following purpose. 
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I. It may help to assist Guraghe zone Education Department in understanding a way in 

which culture can be diagnosed and changed in order to enhance employee 

commitment. 

2. [t may help to render information to ass ist the GZED those in leadership positions in 

moving towards to fu [fill the organi zation mission. 

3. [t may help to keep public interest and we lfare by ensuring commitment and 

effectiveness of the zone Education Department 

4. It helps to suggest the culture change strategies for zone based on the ex isting 

organizational culture . 

5. [t may serve as a spring board for other researches that have an interest to study the 

problem in wider scope. 

1.5. Delimitation of the Study 

[n order to make the study manageable, the study is delimited in Guraghe Zone Educat ion 

Department on the basis of the availability of time and resource. Moreover, the researcher of 

thi s study has a twenty years experience of worki ng in one of Woreda Educat ion Office of 

Gurage Zone Education Department and during these years he has investigated that the 

problem under study was more serious than the other public sector institutions in Gu rage Zone. 

The study was delimited to assess the current domi nant and preferred cultu re type of Gurahe 

Zone Education Department and to identi fy the leve l of employee's commitment that wou ld 

bring improvement as preferred by the Guraghe zone Ed ucat ion Department of leade rs, 

supervisors, core process owners and employees. 

1.6. Lim itations of the study 

The major difficu lties that the student researcher faced in the process of wo rking on thi s stud y 

were complexities of the Harrison ' s standard too ls, to be understood, boredom of filling the 

lengthy standard questionnaires, failure of some respondents to complete and return on time 

and inadequacy of time and financial support. 
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1. 7. Definitions of Terms 

The fo llowing are the definitions of some operational terms. 

o Organizational culture:- is a system of shared values beli eves, assumptions, 

expectation; fee lings wh ich interact with organi zation peo ple, structure and systems to 

produce behav ioral norms (Kil man et al , 1985). 

o Culture: - includes the written and unwritten rul es that shape and refl ect the wayan 

organi zati on operates (Schein ( 1999). 

o Commitment: - is as a tendency to engage inconsistent lines of acti vi ty, such as intent 

to study in the organization (Beclar, 1960) . 

1.8 Organization of the Study 

This paper is organi zed in to fi ve chapters: the first chapter includes background of the study , 

statements of the Prob lems, objectives, sign ificances, delimitations, and limitat ions of the study 

and definitions of terms. The second chapter is abo ut the rev iew of vario us to pics that are 

pertinent to prov ide important in fo rmation. Chapter three enclosed research methodo logy, 

samples and sampling techniq ues, data gathering too ls, data ana lysis, and r roced ures of data 

co llecti on. Chapter four is about the presentati on analys is and inte rpretat ion of data. Fina ll y, 

summary of major fi nding, concl usion and recommend ati on of the study are included as 

chapter five. 
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CHAPTER TWO 

REVIEW OF RELATED LITRATURE 

2.1 Organizational Culture 

The Concept of Culture in Society 

The contemporary understanding of culture in society has evolved since the defin ition proposed 

by Taylor in primitive culture first publi shed in 1871 " culture is that complex whole whi ch 

includes knowledge, beliefs, art, moral s, law, customs and any other capabilities and habits 

acqui red by man as member of society" (Tay lor, 1920: I) . Although there are various 

definitions of culture in the literature, Tyler 's definition is compatible with most and has found 

some acceptance (Brinkman, 1999). 

According to Kilman and others (1985), culture has been characterized by many authors as 

something to do with the people and unique quality and style of organization. Culture describes 

patterns of behavior that form a durable template by which leads and images can be transferred 

from one generation to anther or from one group to another (Wil son, 200 1). 

Many authors characterized culture as something to do with people and unique quality and style 

(Kilman and others, 1985), the expressive non- rati onal qualifies of an o rgani zatio n or the way 

we do things around here. Within an organization, co rporate culture is the express ion of 

co ll ective staff attitudes and shared va lues thi s enables them to believe in the organi zation 

values and goals, and to want to keep working fo r that organization (Kono and Clegg, 1998) 

Culture is important firstly, because these basic assumptions influence the community 

I member 's communications, justifications and behavior. Secondly, culture is important because 

the differences between ' nonconformity ' in behavior and ' nonconform ity' in be liefs can be 

better understood and accounted for when considering the individuals fi t with organi zation. 

Accordi ng to Vande post and others (1998), cu lture is, to the o rgani zatio n, what pe rsonality is 

to the individual. It is a hidden but unifying force that provides meaning and directi on. 
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It is also a system of shared meanings, or systems of be li efs and values that ultimately shaped 

employee behavior. Organizational culture forms an integral part of the genera l funct ioning of 

an organization. 

Since culture is thought to affect the way in which individuals interpret events and how they are 

react to these events, it strongly influences how employees are likely to act as well as how they 

understand their own others; action. 

Definitions of Organizational Culture 

Various definitions of organization culture have been proposed by different authors over the 

years but no universally accepted defini tion currently exists (Schien, 1990). It is however, 

important to have clarity on what is meant by the term organizational culture, if it is to be 

anal yzed and managed (O ' Reill y, 1989: 10). 

According to J-Iellriegel and others (2004: 357), organizational culture is the di stincti ve pattern 

of shared assumptions, values and norms that shape the sociali zation activiti es language, 

symbols, rites and ceremonies of group of people. 

Mullins (1999: 53) defines organizational culture as the collection of traditions, val ues. Bel iefs, 

policies and att itudes that constitute a pervasive context for everythin·g one does and thinks in 

an organi zation. So, culture as complex whole which includes knowledge, belief art, moral s, 

low, custom and other capabilities and habits acquired by man in a society (Aswathappa,2003 : 

479) 

Collins and Porras (2000: 338) state that organi zational culture refers to a system of shared 

meaning held by members that di stinguish one organization from other organizations. They 

beli eve that these shared meanings are a set of key characteristics, and that the organi zation 

values and the essence of an organi zation 's culture can be captured in seven primary 

characteristics. These characterstics are:-

• Innovation and risk-taking: The degree to which employees are encouraged to be 

innovati ve and take risks; 
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• Attention to detail ; The degree to which employees are expected to exhibit precision 

analysis and attention to detail ; 

• Out comes orientation; The degree to which management focuses on results or 

outcomes rather than on the techniques and processes used to achieve those out comes; 

• People orientation; The degree to which management decisions take in to consideration 

the effect of out comes on people within the organization; 

• Team orientation: The degree to which work activities are organized around teams 

rather than individuals; 

• Aggressiveness; The degree to which people are aggressive and completive rather than 

easygoing; and 

• Stability; The degree to which organizational activities emphasize maintaining the 

status quo in contrast to growth. 

Each of these characteristics exists on continuum from low to high. Appraising the organizati on 

on these seven characteristics gives a composite picture of the organization culture. 

Deal and Kennedy (1982: 4) propose a simplified definition of orgatjizational culture as " the 

way we do things around here". Schien (1990) maintains that very little consensus existing in 

terms of the definition, measurement and use of organ izational culture. He proposes that 

organizational culture be defined as those developed "basic assumptions" that have been 

proven to be valid to cope with the organizations internal and external problems and are taught 

to new numbers as the on ly correct way to address those problems (Schien, 19990: III) . 

One way of describing organization culture is by comparing it to personality, because like 

personality, culture affects how people behave when they are not being told what to do 

(Hell riegel and others, 2004: 357). Upon close examination of the defi nitions, it can be 

assumed that there exists a general agreement that organizational culture comprises common 

beliefs, attitudes, and values. These values according to Moorhead and Griffin (1995: 626), 

help employees understand how they should act in the organizations. In terms of var ious 

definitions reviewed in thi s research, four common themes were identified and have been 

summari zed , namely that culture is ( I) a set of shared values, beliefs and assumptions (2) 

13 



visible behavior patterns, symbols and language (3) based on technology (4) emergent, 

evolving with learning gained from crises. 

For the purpose of this research organizational culture is regarded as being the shared values, 

beli efs and assumptions that have an impact on the visible manner in which things are done in 

the organization through the symbols, rituals and language. There is also a notation that cu lture 

is not static but evolves over time as technology is utilized to adopt to a changing env ironment. 

Some key concepts of organizational culture namely: the creation of culture in organization, the 

strength of organizational culture, the formation of subculture as well as the function of 

organization culture in organizations. 

2.1.1. The Creation and Development of Culture in Organizations 

Accord ing to Schein (1986) not all organizations have a culture as it requires a stab le 

collection of people with as significant shared hi story to form. Schein (1990) acknowledges 

that cu lture is learned and that learning models are required to understand the creation of 

culture . (Schein, 1983) mentions that requirement to develop a culture is form a group to 

overcome various crises which leads to the formation of assumptions on how to deal with 

problems. If these are va lidated over time, they are taught to new members as the correct way 

to deal with these problems. Culture can also develop from new members that join the 

organization and bring with them " new beliefs, Values and assumptions" (Schien 1992: 2 11 ). 

Robbins (2001: 518), on the other hand, argues that company ' s organ izational culture does not 

pop out of thin air and, once it is established, it does not fade away. An organization's current 

customs, traditions, and general way of doing things are largely due to what it has done before 

and the degree of success it has had with these endeavo rs. This leads one to its ultimate source 

of an organization's culture: its founders. Robbins fW1her emphasizes that the founders of an 

organization have a major impact on that organization's early cu lture. They have vis ion of what 

the organization should be, and they are unconstrained by previous ·customs and ideologies. 

The process of culture creation occurs in three ways:- first, found ers onl y hire and keep 

employees who think and feel the way they do; second , they indoctrinate and soc iali ze these 

employees to their way of thinking and feeling and finally, the founders own behavior acts as a 

role model that encourages employees to identify with them and there by internalize their 

beliefs, and assumptions. 
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The leader or founder of an organization has a very important ro le to play in the estab li shment 

as well as the maintenance of the organizational culture. Schein ( 1983) describes how 

organizations are initially formed around the assumptions and beliefs of their founders but as 

the group grows and learns from its own experience new assumptions begin to deve lop. 

Hofsteds and others (1990) maintain that even though the leader has an important role to play 

in determining the va lues of an organization, it is the man ner in which those va lues are 

socialized to new members which can resul t in a variation of practices in people with the same 

values. 

2.1.1.1 The Strength of Culture 

The concept of "strong culture" was made popular by authors. Deal and Kenned y (19982), 

Kotter and Heskett (1992) who links a strong culture to a positive impact on performance. Thi s 

notation is however not without its critics and there are opposing views on the concepts of a 

strong culture. 

A strong cu lture according to Deal and Kennedy ( 1982) exist when employees are aware of the 

goals of the organization and cohesion exists in order to achieve them. Deal and Kenney (1982: 

5) support the concept of a strong culture and believe that it almost "always been the driving 

force behind continuing success of American business" 

Kotter and Heskett ( 1992 : 16) relate strong culture to an organization 's performance in terms 

of three factors; (I) goal alignment that ensures employees work towards a common purpose. 

(2) a high motivation level due to rewarding shared va lues and practices and (3) providing 

structure and control without stiffing innovation through bureaucracy. Schein ( 1990: III ) 

argues that not all organizations wi ll have a prevalent culture whil e those "strong" cultu re 

would be as a result of along shared hi story or an " intense experience". The strength of cu lture 

accord ing to Schien( 1990: III) is determined by the stab ility of the group, length of time it has 

existed, intensity of learn ing experience and the assumption held by the fo unders and leaders of 

the group. 
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Scaffold (1988) maintains that the strong culture model is not sophisticated enough to explain 

the link between organization culture and performance, Scaffold (1988:547) identified five 

shOitcomings and assumptions of the strong culture frame work. 

• Unitary culture: It assumes that the organization can be generalized by a single culture 

with the impact of subcultures minimized ; 

• The term strength: it assumes that one set of cultural value is superior to another; 

• Composite cultural profiles: It assumes modal cultural profiles typical of high 

performance organization which are too broad; 

• Insufficient culture performance links: It over simplifies the relationship that developing 

a particular trait will increase overall performance. 

• In adequate methodologies: It is often based on too many assumptions and lack of cause 

and effect comparisons; 

From this, strong culture exists when almost all members support it, or if it is composed of 

deeply hold value and belief sets .On the other, a weak culture is one that is not strongly 

suppOited or rooted in the activities and value system of the group. 

To sum up, a short comings and assumption of the strong culture frame work were also true to 

the conditions of Guraghe Zone Education Department because, strong culture give people 

direction for behavior, ideas, and how to respond or make decisions in unceltain situation. 

Culture simply can be viewed as behavior, how employees act or react to situations based on 

past experiences with on organization. 

In conclusion, it is therefore evident that merely measuring the "strength" of an organizational 

culture and relating it to performance may lead to incorrect conclusion, therefore more complex 

model of organizational culture needs to be explored 

2.1.1.2. Subcultures and Countercultures 

According to Schein (1990: III) any "definable group with a shared history " can have a 

culture which would therefore imply that there could be numerous sub cultures in a large 

organization. Martin and Siehl (1983:54) indicate that there could be at least three variations of 

subcultures that co-exist with the dominant cultures describing them as enhancing orthogonal 
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and ' counterculture. The enhancing subculture promotes adherence to the values of the 

organization to a greater extent than in the rest of the organ ization ; the orthogonal subculture 

accepts the core values of the dominant cu lture together with their own di st inctive va lues that 

are not in position, In pos ition, a counter culture has values in opposition with the dominate 

cu lture and exists in a stat of " uneasy symbols" (Martin and Siehl , 1983: 54). 

According to Martin and Siehl ( 1983 : 55) a counter cu lture is most likel y to an se In an 

organ ization with a decentral ized power base and most often would be lim ited to a structural 

boundary led a " charismatic leader" Smirch ( 1983 : 346) refers to counter cultures as 

subculture that are "competing, to define the nature of situations" in o rgani zations. Marti n 

and Siehl ( 1983) argue that a counter culture can have a positi ve function by act ing as a check 

against in appropri ate behavior and be a haven for innovation . 

Parker (2000) opposes the use of the term sub-cu lture as it implies that it is always subordinate 

to another culture and prefers to rather address the various cu ltures separately by unique name. 

According to Kotter and Heskett ( 1992: 6) all organi zations have " mul tiple cultures" refers to 

the shared values and practices across all groups in the organization. 

2.1.1.3. The Function of Culture in OrganizlItion 

There are a number of functions described in the literature that culture can fulfill 111 an 

organization: First, it offers an interpretation of the organi zations hi sto ry in order to gu ide 

employees futu re behavior (Martin and Siehl, \983) ,Second ,it generates commitment to the 

values and pharos philosophies of the organizat ion (Martin and Siehl , \983) .Third, it acts as a 

control mechanism encouraging or discouragi ng certain form s of behavio r (Marti n and Siehl , 

\983) ,Fourth, it may lead to greeter productively and profitabi li ty (Martin and Siehl , \983) 

,F ifth, it reduces anxiety leve ls caused by uncertainty as a common set of rules exist for relating 

wi th the environment (Schien, 1986) ,finall y, It can assist in projecting appositive image of the 

organi zati on. According to Want (2003) many companies make the mistake of beli ev ing thei r 

corporate culture is invisible to investors as well as the market place. 

Culture plays several important roles within the organization, because cu lture provides 

catego ries that have immediate relevance for understanding how groups and organ ization 
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work. In addition culture is used to solve the problem of group through, such mechanism 

conflict reso lution, coordination, control, motivation and directing each indi vidual towards 

the common goal (Kotter and Heskett, 19920. In general , therefore, culture serves the basic 

function of reducing anxiety, bind gro up together in an organ ization, to generate 

commitment, coordinate organizational activities and so on (Deal and Kennedy, 1982). 

Thus, it applicable in Guraghe Zone Education Department, because organizational cultures 

are central aspects of organizations and serve impoltant communication function for the 

people who create and participate in them. Therefore, the need to create a competitive 

advantage over other publi c organizations to achieving superior performance with 

improving student achievement and customer sat isfaction. From the above di scuss ion it is 

easy note that all these functions are very crucial for individual performance and 

organizational growth in the context of Guraghe Zone Ed ucation Department. 

2.1.2. The Importance of Organizational Culture 

Mullins (1999: 807) attests that culture help to account for variations among organizat ions and 

managers, both nationall y and internationally. Cu lture helps to exp lain why different gro ups of 

people perceive things in their own way and perform things differently from other groups. 

Culture can help reduce complexity and unceltainty. It provides a consistency in out look and 

values, and makes possi ble the process of decision making, co-ordination and contro l. " There 

is nothing accidental about cultural strengths ... there is a relationship between an organ izations 

culture and its performance". 

Harri son ( 1972: I 19) expla ins that culture performs the fo llowing functions:-First, culture 

supplements rational management: creation of work culture is a time consuming process. 

Therefore, organization culture cannot suddenly change the behav ior of people in an 

organization. Culture communicates to people through symbols, values, phys ical settings and 

language, and there by supplements the rational management too ls such as technology and 

structure, second, cu lture facilitates induction and socialization: induction is a process through 

which new entrants to an organization; are socialized and indoctrinated in the expectations of 

the organization its cu ltural norms, and undefined conduct. The new comer imbibes the culture 

of the organizat ion, which may involve changing hi s/her attitudes and beliefs to achiev ing an 

in interna lized commitment to the organization; thirdly, culture promotes a code of conduct: as 
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a strong culture is an organization exp li citly communicates modes of behaviors so that peop le 

are conscious that certain behavior are expected and others would never be visible. The 

presence ofa strong culture wou ld be evident where members share a set of beli efs, values, and 

assumptions which would influence their behavio r in an invisible way. Where culture has been 

fully ass imilated by people, they persistently indulge in a typical behavio r in a spontaneo us 

way. Promotion of the culture of quali ty can help achieve good business results; and finally. 

sub-cultures contribute to organ izatio nal diversity; sub cultures and sub-systems of values and 

assumptions, which may be based on departmentalization act ivity ·centers, or geographica l 

locations, provide meaning to the interests of localized, specific groups of people within the 

macro organizations. Sub-cultures can affect the organization in many ways; (i)they may 

perpetuate and strengthen the existing culture; (ii) they may promote something very different 

from those existing; (iii) they may promote a totally opposite sub- culture (be liefs and values) 

or counter culture when in a difficult situation. 

Schien (1999: 110) suggests that organizational culture is even more important today than it 

was in the past. Increased competition, global ization, mergers, acquisitions, all iances and 

various workforce developments have created a greater need for: - co-ordination and integrat ion 

across organizational units in order to improve efficiency, quality, and speed of designing, 

manufacturing and delivering products and services ; product and strategy innovat ion; process 

innovation and the ability to successfully introduce new technologies and programmers; 

effective management of dispersed work units and increase workforce diversity; cross cu ltural 

management of global enterprises and multinational partnerships; construction of net or hybrid 

cu ltures that merge aspects of culture from what were di sti nct organ izat ions prior to an 

acqu isition or mergers; management of work force diversity ; and facilitate and support of team 

work; 

It becomes more important because maximizing the value of employees as inte ll ectual assets 

requires cultures that promote their intellectual participation and facilitate both individual and 

organizational learning, new knowledge creation and application, and will ingness to share 

knowledge with others. 
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~ Power structure- the most power full individuals or groups in the organization which 

may be based on management position and seniority, but, in some organizations, power 

can be lodged with other levels or functions; 

~ Control system - the measurement and reward systems that emphas ize what it is 

important to monitor, and to focus attention and act ivity upon - for example, 

stewardship of funds or quality of service and 

<Q> Organization structure- which reflect power structure and delineate important 

relationships and activities with organi zation, and involves both formal structure and 

control and less formal system. 

All of the aspects, which make up the cultural web, help defi ne and deve lop the cu lture of 

an organi zation' s cul ture can be disseminated by analyzi ng each aspects of the cultural 

web. 

Control 
system 

Rituals and 
routines 

Stories and 
mvths 

The paradigm 

Organizat iona l 
structure 

Symbol 

Power 
structures 

Figure 1:- Mullins (1999; 806) the cultural web of an organization 

2.1.4. Levels of Organizational Culture 

Organizational culture exists on several levels, which differ in terms of vis ibility and resistance 

to change. When it comes to changing the culture of the organization, it becomes difficult to 

determine which the more are, and which are the less important elements that help shape an 

organization' s cul ture. 
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Accord ing to Schein (1992) identified three levels of cul tu re we re developed from the 

perspective of the observer; observable artifacts, exposed norms and bas ic underlying 

assumptions. 

Level I 

Observable art ifacts 
Language 

Visible but hard decipher I 
Technology 
Dress code 

i 
Exposed val ues 

Level 2 • Norms and ideologies 
Tasted by social 

Greater level of awareness 

consensus 

Basic underlyi ng assumptions 

Level 3 
r Relationship to the 

environment 
II' Nature of human relation 

'" Reality time and space 

Taken for granted and 
unconscious 

Fig 2:- source adaptedji-om Schein (1992) 

Level 1:- Artifacts:- this is the easiest level 10 notice as it relales to the observable aspects of 

the organizational cu lture such as the dress code, office environment as well as the written and 

spoken language (Schien, (1990). This would also incl ude the verbal, acti on and material 

elements of organizational symbols myths, stories, language, rituals and logo's (Dand ri dge and 

others, 1980). It is however not that easy to decipher accurately the meaning ascribed to these 

artifacts by the members of the organizat ion (Schien, 1990). 

Level 2:- exposed va lues: - are generally determined by the leader and later become ass imilated 

in to the organ izati on (Schien, 1983). At thi s level it a lso refers to norms, ideolog ies, charters 

r r 
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and philosophies that are found in the organization (Schien, 1992). According to Sch ien ( 1990; 

112) values will become assumptions over a period of time as they are perceived to lead to 

success. They are then taken for granted and no longer questioned. 

Level 3:- basic underlying assumptions: - basic assumption is found at the deepest level of the 

organizational culture and is the hardest for an outside observer to identifY. They have been 

taken for granted as reality and are no longer chall enged; they determine perceptions, behavior 

and thought processes (Schien; 1990). Once these assumptions are understood it is much easier 

to dec ipher the meanings behind the observed are facts and behaviors. 

Martin and Sichl (1983; 53) have proposed a fourth level of culture to thi s model , whi ch they 

have termed " management practice" these include training programs, hiring of staff, a ll ocation 

of rewards and making use of alti facts to instill values that are based on the underl ying 

assumptions (martin and Sichl, 1983). 

Though the essence of organizational culture is its pattern of shared basic taken for grand 

assumptions, the culture wi ll manifest itself at the level of observable artifacts and sha red 

espoused beliefs and values . So that, in assessing or analyzing organizational cu lture, it is 

important to recogni ze the basic elements of culture so rted in to layers or levels based on the 

degree to which the culture phenomenon is visible to the observer. 

The levels are ranging from the very tangible overt manifestations that one can see and feel (i.e. 

artifacts) but difficult to decipher to the deeply embedded and unconsc ious (i.e . basic 

underlying assumptions) in between these layers are various espoused beliefs, va lues, and 

norms of behavior that members of the cu lture use as away of depicting the culture to 

themse lves and others, but many only reflect rationali zat ion and aspiratio ns. 

Therefore, in analyzing the organizational cu lture, one must attempt to get as its shared basic 

assumptions and understand the shared learning process by which such basic assumption come 

to be(schien, 1985), 
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2.1.5. Typologies of Organizational Culture 

A number of theoretical frameworks, or typologies, have been designed with regards to 

organizational culture (Deal and Kennedy, 1982; Harrison and Stokes, 1992; Schien, 1992). 

Topologies are useful because they provide broad overviews of the variations that exist 

between organizational cultures (Brown, 1995; 57). In order to get a better understanding of 

different concepts of organizational cu lture, organizational researchers used a variety of 

dimension and attributes to classify organizational culture. Hellriegel and others 2004: 365) 

state that cultural elements and their relationships with in an organizat ion create a pattern that is 

a unique part of that organization, creating an organi zation 's culture. Several types of 

organizational culture can be described , namely the bureaucratic culture, clan cu lture, 

entrepreneurial culture, and market culture. Deal and Kennedy 's developed two particular 

aspects of organizational culture. They firstly describe four types of culture, which are based on 

the effects of the degree of risk and speed of feedback that comes from the environment on 

decision. These are Work and play hard cu lture, Process culture, and macho culture and Best 

your company culture. 

Secondly, Deal and Kenndy ( 1988) added a perspective that includes the existence of strong 

and weak cultures . Rowe and others 1994:473) developed classification which identifies fou r 

types of cultural environment as the productive culture, the quality culture, the creative culture 

and the supportive culture. Cameron and Queen (1999) developed an organ ization cu ltu re 

assessment instruments which identifies four types of culture, namely clan culture, adhocracy 

culture, hierarchy culture and market culture. 

These four culture types are all represent different types of management philosophies or styles. 

The cu ltures of these organizations are governed by how these companies are run or the beliefs 

of the founders of the organi zations. Essentially, the cu ltures in these organ izations are driven 

top- down, with emphasis on the type of business or industry that thi s organization serves. 

Harrison (1972: 121). Identify another four culture types. These four 'cu lture types are namel y 

power orientation, role orientation, task orientation and person orientation. Harri son' s 

ideo log ies were developed further by Handy (1985) and latter by Harrison and Stoke (1993) in 

to Power, Role, Achievement and Support orientations. 

24 



(> 

c 

Harrison and Stokes (1993: 13-22) organizational cul ture typology is used in this research to 

class ify the different types of organi zational cultures in Gurage zone Education Department. 

Based on Harrison 's (1972) classification Harrison and Stokes (1992 development research 

instrument that they subsequently have tasted and found to favorable reli ab ility as we ll as 

construct validity (Harrison 1993: 26-27). Harrison and Stoke ( 1993: 13) bel ief that every 

organization has a combination of the four culture types; with each type evoki ng different 

behaviors and each are based on different human va lues. The four culture types identified by 

Harrison and Stokes (1993: 13-20) are: Power culture, Role culture, Achievement cu lture and 

Support culture. 

The Power Culture 

A power- orientated organization is based on inequality of access to resources. In other words, 

the people in power use resources to either sati sfy or frustrate the needs of others, and by so 

doing, they control behav ior of others. Leadership res ides in the person who is in charge and 

rest on the leader's ability and willingness to admin ister reward and punishments. At the best, 

the power oriented leader is firm , fair and generous and has loyal subordinates. At worst, the 

power oriented leader leads by fear, with abuse of power for personal gains. As a group work is 

not evident in power cu lture, the organization can react quickly to danger around if no 

consultation is involved. However this culture has its problem lack of consultation can lead to 

staff feeling under valued and de-motivated, which can also lead to high employee turnover 

(Harrison and Stokes, 1993). 

The Role Culture 

In a role culture oriented organization, structures and system give protection to sub- ord inates 

and stab ility to the organization. The duties and rewards of employee 's roles are defined . Thi s 

is usually defined in writing as job description. People in these organizati ons perfo rm speci fi c 

functions in order to receive defined rewards and both the individual and the organ ization, are 

expected to their parts of the bargain. The main values of a role- orientated organizat ion are 

order, dependability, rationality, and consistency and at best, these types of organ izat ions 
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provide stability, justice, and efficient performance. People are protected in thei r jobs and need 

to spend less time looking out for themselves, and can devote more energy to their work . 

To sum up, role culture has the benefit of specialization. Employees focus on their particular 

role as assigned to them by their job description and they should increase productivity for the 

organization. This culture a lso focuses on rules, regulations and procedures and thus lacks 

flexibility (Harri son and Stokes, 1993). 

The Achievement Culture 

The achievement- orientated organization is known as the "aligned" organ ization because it 

" lines people up" behind a common vision or purpose. This type of organization uses the 

mission to attract and release the personal energy of its employees i~ the pursuit of common 

goals. There is an inner commitment within these achievement oriented individuals. Many 

people like their work and want to make a contribution to society thus enj oy ing an intrinsic 

reward a typical type of ach ievement orientated organi zation would be an intensive care unit in 

a hospital or vo luntary community organizat ion. 

The achievement culture clearly offers some benefits, staff feel s motivated because they are 

empowered to make decision within their team, they will also feel va lued because they may 

have been selected within that team and given responsibly to bri ng the task to success fu l end 

(Harri son and Stokes, 1993). 

The Support Culture 

The support culture may be defined as an organization climate that is based on mutual trust 

between the individual and the organization. In such organizations, people are valued as human 

beings and aren ' t just "cogs in a machine". This culture centers on warmth and even love and if 

makes people want to come to work in the morning, not only because they like their work but 

al so because they care for their colleagues. A quality and service often shown in supp0l1 

oriented organ izations, since success ful approaches to quality improvements are often based on 

small work teams. People contribute towards the organ ization out of a sense of commitment. 

Employees feel a sense of belonging and that they have a personal stake in the o rgani zation. 
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These four types of culture all have different implications to the success of business where the 

power culture is dependent on a central power source with rays of power and influence 

spreading out from the central figure. These types of cultures are proud and strong and have the 

ability to move quickly and can react well thereat and danger, as postulated by Handy (1993: 

184). The role culture, according to Harrison (1993: 15), gives protection to subordinates and 

stability to the organization he also claims that people are protected in their jobs in a role 

orientation, and need to spend less time looking out for themse lves and can devote more energy 

to their work. The achievement culture organization expects its employees to contribute their 

personal energy in return to rewards. This type of organization is . known as an "aligned" 

organization because it. "Lines people up" behind a common vision or purpose (Harrison and 

stokes 1993: 20). 

Harri son and Stoke (1993: 21) affirm that quality and service often show in support- orientated 

organizations, since successful approaches to quality improvements are often based on small 

work teams. 

2.1. 6. Determinants of Organizational Culture 

Mal1in (200: 60 I) point out that organizational culture depended heavil y on the founders of the 

organization, their personalities and their preferred way of doing things Martin (200 I :60 I) 

believes that employees go through a process of enculturation, in which employees enter an 

organization and they first have to get to know their boss and the way of doing things, through 

socialization. This is then follo wed by an adjustment period, when both parties become 

accustomed to working with each other (Martin, 200 I: 60 I). Greenberg and Baron (2003: 523) 

state that organizational culture can also develop through contact between groups of employees 

working together with in the organization, who begin to share ideas and actions in the 

organization. The socialization process can therefore be seen to serve as an important source of 

being introduced to culture of an organization (Hellriegel and others, 2004). 

In addition to the importance of sociali zation process, Handy (1993 192-199) indicates a 

number of other influences that determine the organization. 
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CHAPTER ONE 

THE PROBLEM AND ITS APPROACH 

This chapter dea ls with the problem and its approach. It contains background of the study, 

statement of the problem, objectives of the study, significance of the stud y, delimitation of the 

study, limitation of the study and organization of the study. 

1.1. Background of the study 

Culture is a characteristics of all organizations through which, at the same time, their 

individually and uniqueness is expressed. The culture of an organization refers to the unique 

configuration of norms, values, beliefs, ways of believing and so on that characterize the 

manner in which groups individuals, combine to get things done the distinctiveness of 

particular organization in intimately both up with its history and a character building efforts 0/ 

the past decision and past leader (E lderige , 1974). It is manifested in folk ways, mores, and the 

ideology to which members differ, as well as in the strategic choice made by the organization 

as a whole. The individuality or cultural distinction of an organization in al/ained through the 

more or less constant exercise of choice in all section and level. 

The character of organizational choice is one of the manifestations of organization culture. 

Organizational culture is the pattern of basic assumptions, values, nonl1S and artifacts shared by 

organization members. The model developed by Schein ( 1985) helps to understand 

organizational culture. According to Schein's model (1985) culture represented at three level s: 

behaviors and artifacts, beliefs and va lues and underlying assumptions. 

These levels are arranged according to their visibility such that behavio r and art ifacts are the 

easiest to observe while the underlying assumptions need to be inferred. While behav ior and 

artifacts may be observable and beliefs and values can be articulated , the meaning may not 

readil y comprehens ible. To understand what the behavior or beliefs actually mean to the 

employee, the underlying assumption has to be brought to the surface or made manifest, wh ich 

is most difficult as this level of culture is considered to be taken-for-granted and thus beyo nd 

awareness. 
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Therefore, any organization to grow and prosper, it is important that its mi sS ion and its 

philosophy be respected and adhered to by all members of the organi zation has strong and 

establish culture, the dynamic of environment require change in it or the sub cultures may have 

to be encouraged to support and enhance organizational culture o r counter cu lture may have to 

be contro lled to minimize its harmful effects (Chandan, 1994). Since cu lture is an important 

aspect of organi zational success, it is important that managers play signifi cant role in keepi ng 

values and behav ior of the organizational members under control (C handan, 1994). Th is means 

that the leaders pay continuous attention to maintaining the members as to what is ex pected of 

them at a ll times. 

It is true that culture, at the work place, is very powerful force, which is consciously and 

deliberately cultivated and is passed on to the incom ing employees. It is the very thread that 

holds the organization together. The importance of corporate culture is emphasized by Peters 

and Waterman (1982: 808) who state that" without exception, the dominance and coherence of 

culture provide to be an essential quality of the excell ent organization. Moreover, the stron ger 

the culture, the more it was directed to the market place, the less need was therefore policy 

manual s organi zational charts and detailed procedures. 

Therefore, all members in the organization had concerned abo ut the orga ni zati onal culture of 

their organi zation because thi s affects the employee comm itment and productivity, to 

di scharges their responsibilities effecti vely wi thin the organ ization (Cl ugston, Howell and 

Dorman, 2000) As such, organi zationa l cu lture could be equated with the " personal ity" of the 

organization depicting the manner in which employees behave when they are not be ing told 

what to do (Hell riegel and others, 2004). So in explaining why cul ture is so important to an 

organization, Schein (1990) suggested that an organi zational culture deve lops to help it cope 

with its environment. Therefo re, an assessing or analyzing OC, it is important (0 recognize the 

basic elements of culture so rted into layers or levels based on the degree to which the culture 

phenomenon is visible to the observer. 
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Rowe and others (1994) assert that there is often a gap between the exist ing and preferred 

organizational cultu res, so it is important to assess whether an organizational cultural gap 

existed within the organi zation. The Harrison and Stokes ( 1992) questionnaire enables 

organizations to identify wither or not that gap is present. An organi zation culture gap ex ists in 

an organi zation when there is a difference between the dominant, existing organi za ti onal type, 

and the preferred or desired cultural type (Bourantas and Paplexandris, 1992). 

Employees commitment as a person's feel ing with regard to conti nu ing his or her 

association with the organizat ion, acceptance of the values and goa ls of the organization , 

and wi llingness to help the organization achieve such goals and values (Pa reek ,2004) 

Accord ing to Wast i (2003) organizational cu lture has an effect on employee commitment 

influencing the effectiveness and efficiency of organizati ons and it plays an important role in 

promot ing organizational success, which can be onl y ac hi eved by an appropriate organ izational 

culture . Therefore, the importance of assessing the organization cu lture of the Guraghe zone 

Educat ion Department comes to the fore . 

Organizational culture influences individuals and organizational process by generating strong 

pressure on employees to go along with, and to th ink and act in a ways that are consistent with, 

the existing organ izational culture (Greenberg and Baron, 2003: 526). Thi s influence can either 

lead to enhanced employee commitment, or hinder its effectiveness (Schi en, 1992: 3). To this 

end, the purpose of this study is to create a better understanding of organizat iona l culture and 

employee's commitment in G urage Zone Education Department. 

Guraghe zone, which is part of Southern, Nationalit ies and People Region (SNNPR), is located 

in the western part of central Ethiopia and at the northern tip of the regio n. It is bounded with 

Hadiya and Yem special woreda in the south and south west respective ly. The northern, 

western and eastern parts are share boarder with Oromia Reginal state. The zo ne has an area of 

5932 sq. kll1. For the purpose of adm ini stration, the zone has been divided in to 13 Woreda 

(d istri cts) 2 Urban Administration Education Offi ces and 421 Keble 's (local communit ies). 

Based on the figure from the CSA in 2009, th is zo ne has an est imated tota l population of 

1,280,483 of whom 622,254 were ma le and 688,229 were female with a percent of 48.6% and 
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51.4% respective ly. The overwhelm ing majority 92% lives in rural areas lead ing an agricu ltural 

li fe. 

The Guraghe zo ne consists of 22 zonal administrat ive departments with a total number of 253 

public sector inst itutions and 14,632 numbers of employees. Among these, zo nal 

Administrative department, Guraghe zone educational department is an interest ing research 

area which, encompasses 430 school s in different levels and with 4606 teachers and 179,850 

male and 152,531 female totally 332,38 1 students were enrolled. Having this fact in mind , the 

main responsibility of the educat ion department, wh ich focus on de l ivery of ed ucation with the 

intention of "producing skilled man power and equipped good citizens" as being one of the 

vehicles of or national deve lopment.(GZED, 2002). 

The effectiveness of many public sectors in a given country depends on their contribution for 

the soc io-economic development of the country. For this reason wou ld be focus on to assess 

the organizational, culture and employee's commitment of the Guraghe zone education 

department. Without understandi ng the organ izational culture and employee's commitment the 

avai lability of policy manual, organ izational charts, and detai led procedure alone do not 

guarantee the productivity of the organization . 

. This study attempt to look at the Gurage zone Education Department and ascertain the 

prevailing as well as the expected culture. The study further engages to reveal the level of 

employees' commitment that is prevalent in the Education Depaltment of Guraghe zo ne. 

Therefore, visionary leaders and cultural change of Education Department in Guraghe zo ne is 

crucial to a ll rounded development of the zone, which in tu rn contributes a lot to the 

development of the region and the country at large . 

1.2. Statement of the Problems 

Organizations today are fac ing cha llenges and opportunities due to the constantl y changing 

world business. The changes in the business world include technological advance and changi ng 

economic trends in the global market. Weiner, 1982: 11) state that "social, cultural , poli tical , 

technological and global forces challenge organ izations to redefine their strategies." The 

implication of these constant changes for public sector organizations that are no w part of the 
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globa l market is that they are expected to compete and survive in a dynam ic business wo rld. 

These changes also affect other aspects of Function of the o rgani zatio n such as organ izational 

culture and employee commi tment. 

Meyer and Allen (1997: 1 14) state that "the biggest challenge For commitment resea rchers will 

be determined how commitment is affected by the many changes such as increased global 

competiti on, reengi neering and downsizing that are occurring in the world of work. 

Organi zational culture is increas ingly understood as a critical element in the creation of high 

performance in workpl ace . And organi zati on's prevailing values, attitudes, beli efs, art iFacts, 

and behav iors all comprom ise its culture and help to create a sense of order, continuity and 

commitment. Not only does the corporation as a whole have a culture, but it commonly 

contains numerous sub cultures. Understanding cu lture at both leve ls is important because one 

work place design wi ll not necessary best suppo rt d iffering work cultures. It is true that the rol e 

of organi zational culture is crucial to understanding organi zati onal behavior. 

According to Wanger (1995), organization culture has a strong in fl uence on employee's 

behavior and attitudes. Organi zational culture invo lves standards and norms that prescribe ho w 

( employees should behave in any given organi zation. Thus, managers and employees don't 

\ therefo re behave in a value-Free-vacuum; they are governed,d irected and tempered by the 

? rgani zations culture (Brown, 1998). . 

Similarly, commitment has served as a maj or construct of research Fo r investi gat ing the ties that 

bind someone to a particul ar occupation in a parti cul ar organization. Although several di stinct 

dimens ions of commitment have been found , a ll of them represent a binding force that inspires 

indi vidual s to actions that are relevant to both the organizati on and the indi vidual (Maye r and 

Hescov itch, 200 I ).Thi s binding force is the perceived reason for taking part in a course of 

action, and can possibly be helpful For answering questions about the working li fe of 

individuals. T herefore research on OC and employees commitment can help employe r or 

employee understand organizat ional consideration on strategy and goals. 
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ABSTRACT 

The major purpose of this study was to assess the OC and employee commitment in GZED of 

Southern Nations, Nationalit ies and People's Region. In order to achieve this purpose a 

descriptive survey method was employed. This study conducted in five Woreda Education 

Ojjices and GZED. The WEOs were selected by using stratified random sampling method while 

leaders, core process owner respondents were selected by using purposive sampling method. 

while core process owners availability sampling method and employees ' respondents were 

selected by stratified random sampling method. The study included (N=76) Fom the GZED on 

their perception of existing and preferred OC A standardized questionnaire Harrison (1992) 

was used to assess OC while Allen and Mayer 's questionnaire was used to assess the level of 

employee commitment, on the top of this, interview, FGD, observation and documents analysis 

were used to collect data, The data gathered through questionnaires were analyzed using 

Percentage, mean and standard deviation. Finally the study came up with the following 

findings: The OC profile perceived by diJjerent groups of respondents were, the existing 

dominant culture perceived by leader and core process owners was Role culture, while the 

existing dominant culture as perceived emplo yee was , Power culture. In addition, the 

dominant preferred culture perceived by leader was Achievement while core process owners 

was support and employee respondents was with equal opinion to the Achievement culture 

and support culture. The study flo-ther dip closed there was an organizational culture gap 

between the existing and the preferred organizational culture within GZED. The dominant 

employee commitment in GZED was the continuance commitment and this indicates that 

employee commitment was velY low and employees stay with the organization out of necessity. 

Recommendation to improving the OC profile gap and employee commitment levels are also 

presented in this research. 
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Mullins (1999: 808) draws fWiher attent ion to the importance of cul ture by attest ing to the fact 

that, without expectation, the dom inance and coherence of cu lture proved to be an essenti al 

quality of excell ent companies. Moreover, the stronger the culture, the more it was direct ly to 

the marks place, the less need was therefore policy manuals, organ ization charts, or detai led 

procedures and rules. In these companies, people in all parts of the organ izat ion know what 

they are supposed to do in most situations because a handful of guiding va lues is very clear. 

From this it is clear that knowledge about knowing the imp0l1ance of OC will assist leaders 

and management at Guraghe Zone Education Department in fully understand ing the back 

ground and development of organizational cu lture. This will enable leaders to make correct 

decisions regarding their organizations' employees. Since leaders and management reali zed and 

rec?gni zed their current culture impOliant to support new ways of accomplishing work. 

Therefore the importance of an organi zation 's culture cannot be over emphasi zed. The beliefs, 

stories and symbols of an organi zation help shape the culture of that organ ization and it is 

important for management to reali ze that culture is an integral part of their business and eve ry 

effOli must be made to preserve or improve it. 

2,1.3 The CultUl'al Web 

Mull ins (1999; 806) presents a cultural web which brings together different aspects for the 

analysis of organi zational cu lture, These are: -

<f> Routines - the way that members of the organization behave towards each other and 

towards those outside the organization and which make up how things are done or how 

things should happen; 

<f> Ritual s - the special events through which the organi zation emphas izes what IS 

particu larly important and can include formal organizational processes and in formal. 

<f> Stories- told by members of the organi zation which embed the present and flag up 

important events and personalities, and typicall y have to do with success, failures, 

heroes, villains, and mavericlcs; 

~ Symbols- such as log offices cars, titles, type of language or term ino logy common ly 

used which becomes a short hand representation of the natu re of organi zati on; 
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History: Organization culture depends on the hi story of the organizati on as well as key 

deci sion makers because organi zati ons mature an incorporate with the cultu res of the ir 

fo unders, key executi ves and dominant groups (Hand y, 1993: 183). The organi zatio nal culture 

is more enduring than the employee within it, because it ex isted before the employee jointed 

the organization, and will continue to exist after the employee has left the organi zation (Martin, 

2001 : 601). It can therefore be seen that organizational culture is enduring. It would be d ifficult 

to integrate all of the various cultures that are ari sing out of the amalgamati on process at the 

Zone Education Depaliment Level. 

Thus it is important of identi fy the ex isting organi zati onal culture within the Zone Education 

Department in order to improve the Zone Education Department ' s effecti ve ness and efficiency 

with regards to Students educational achievement and teachers turn-over Although culture is 

enduring it is subj ect to the interaction of employees that flow th rough the organization 

(Martin, 200 I : 60 I) . 

Size: The organi zation's size is often the most important influence on the type of o rganizati ona l 

culture (Handy, 1993: I 92).Thus, culture often changes as an organi zation grow. For example, 

as the number of staff and functi on's of an organi zati on expand, a move towards ro le culture is 

often seen. Robbins (2005: 24), ind icated that size of the group has its own im plicati on on 

organi zation's culture, because the interaction of peo ple depends on the size of the group. In 

Large r organi zations, operations are more formali zed , which bas icall y means that the cultures 

of large and sma ll o rgani zations are different due to the natura l functi on of the size of 

operati ons (Handy, 1993 : 192). With regards to the Gurage Zone Ed ucati on Department, the 

number of employee currently employed is 14632, which is large and the refore will affect their 

organi zational Culture 

Technology : T he design of the organization has to take in to acco unt the nature o f the work as 

well as the people, because the kind of technology used within an organi zati on will have an 

effect on the culture of the organi zati on (Handy, 1993 : 193) . An organ ization will emphasize 

employees' technical Skill s in the values that govern its Culture, if the organi zation speciali zes 

in the use of advanced technology with in its operati on (Marti n, 200 I: 603). To move towards 

28 



o 

, 

increased use of technology tends of push organizat ions towards ro le culture, with associated 

procedures and protocols. 

Goals and Objectives: Culture can be influenced by what the organization sets out to achieve 

yet the culture can also influence object ives that the organization seeks (i-landy, 2993: 195). 

Organi zat ional goals can changes ove r time as the organizational culture changes (Handy , 

1993: 195). The Regional Education Bureau has emphasized the quality of education within the 

Zone Education Department, which has meant the Gurage Zone Ed ucation Department have 

had to set clear goa ls and objectives regards to improve the quality of education whi ch we re 

primaril y set through the regional governments integrated deve lopment plan. It is important of 

identify the existing and preferred organi zationa l culture types within the GlII·age Zone 

Ed ucation Department in order to increase the retention of teachers in the organi zati on and to 

improve Students educational achi evement according to the country 's requirement., due to the 

fact that the existing organizational culture mayor may not lead to increased the quality of 

education interns of internal efficiency and improve teachers turn-over. 

Environment: The external env ironment is made up of a num ber of dependent and 

independent elements, and the way in which the organ ization interacts with these elements alter 

the Cul ture of that Organization (Martin, 200 I: 603-604).The nature of the env ironment is 

often taken for granted by the employees of an organ izati on with in that environment. In rap id 

changi ng environment, task culture may be appropriate . In static environment, role cu lture may 

be preferable. A chal lengi ng environment (for example) in times of dictatorship or other 

chall enge, power cu lture may be appropriate. But it is important in determining organi zat ional 

culture , for example different nationalities prefer different cu lture, changi ng environments 

require sensitive and requi re and fl exible cultures, and diversity in the environment requires 

diversity in the organ izations structure, such as all ethnic groups with equal opportune fo r 

employment equity and economic empowerment of legislate fin in the Ethiopian context. 

Bas ically, organ izationa l cul ture is affected by char characteri stics of people in the 

organization, organizational ethics, the employment relationship, and the design of 

organization's structure. To this end, Jorge and Jone (2005 ; 542) indicated that the ultimate 
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source of organizational culture is the people who make up the organization, this can be 

manifested by varied cul ture among different organization 's be cause of different in people in 

the organization. Unlike other public sector in the zone there were hi gh rate of turn over 

employees (especially teachers) who eventually brought employee InstabilityTo thi s effect; the 

organization faces major challenges in changing environment 

The people: A fit between the organizat ion, its culture, and its ind ividua l employees should 

result in a satisfied employee (Handy. 1993: 199). 

The individual orientations of key leaders in the organization wi ll have significant impact in 

determining the dominant crganizational culture, regard less of what it should be (Handy, 

1993: 199). 

2.1. 7. Developing, Changing and Managing, Maintaining, and Sustaining 

Organizational Culture 

2.1.7.1 Mechanisms for Developing Organizational Culture 

It is important for organizations to develop and manage organizational culture effectively in 

order to fully utilise the advantages of having a strong organizational culture (O'Rei ll y, 1998: 

19). The advantage of strong organizational culture include having strong norms that provide 

clear guidance about what is important in the organization, provid ing for group reinforcement 

of acceptable behaviour and attitudes, as we ll as focusing employees ' attention (0' Reill y, 

1998: 19). 0' Rei lI y ( 1989: 20-23) has identified four mechanisms that are used to develop and 

manage organizational culture and realise its advantages. In order to attain these advantages it 

is therefore important for the Gurage Zone Education Department to understand, develop and 

manage their organizational cu lture according to the following mechanisms: 

Participation: Systems that enable palticipatiol1 between employees are criti cal in developing 

or altering a culture. These are important because they encourage employees to become 

involved and to send signals to other employees, therefore encouraging employees to make 

small choices and develop a sense of responsibility for their actions which individual choose of 

their own will to do someth ing the often feel responsible, and there fo r the commitment of the 

individual is more binding (O ' Reilly, 1989:20). 
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Management of sy mbolic actions: The management of symbolic acti ons invo lves clear, 

visible actions on the pa rt of management supporting organi zat ional cultural values. Employees 

in organi zatio ns visually wish to know what important and thi s info rmation is received by 

watching and li stening to Supervisors or those above them. Consistency in these acti ons is also 

important because if management States that someth ing is im portant and behaves in ways that 

support that message, then employees begins to beli eve what is management is saying 

(O ' Reill y, 1989 :20). 

Information from others: Consistent messages from co-workers are as important a 

determinant of culture as a clear messages from management New employees often look to 

others for explanations of what to do and ho w to interpret events (O ' Reilly, 1989 :20). 

Comprehensive reward System: A comprehensive reward system is the fi nal mechan ism for 

promoting and altering culture. Kerr and Slocum (2005 : 137) bel ieve that reward systems 

communicate and reinforce the values and norms that comprise of organi zational culture. A 

reward system could be monetary, such as bonuses for quota achieved or non-monetary, such 

as recognition and approva l Smith (2003: 258) agrees that thi s is an important aspect when 

attempting to change or manage an organization's culture because employees will be more 

likely to alter their own behaviours and norms ift hey beli eve that they will be rewarded. 

In addi tion, organi zational culture is one of the facto rs that facilitate the smooth real izatio n of 

organi zational goals. The achievement of these goals occurs in human systems, whi ch have 

be liefs, assumptions, expectations, norm sand va lues (O ' Rei ll y, 1989: 22). 

Since culture is such crucial factor in the long term effectiveness of organi zations. Thus, it is 

poss ible these mechan isms ' such as encouraging employees to make small dec isions and 

develop sense of responsibility for their action , clear and visible acti ons on the top part of 

management, clear message from manage ment and communi cate and reinforce the va lues and 

the norms at Guraghe Zone Educati on Department. Therefore, these all mechan isms fo r 

deve lop ing and managing culture were appropriate to Guraghe Zone Ed ucati on Department 

context because knowledge of these mechanisms of culture wi II ass ist manage ment at the zo ne 

education department in full y understanding and utili ze the advantages of hav ing a strong 
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organizational culture. This wi ll enable managers to make correct dec ision regarding their 

organi zation's employees. 

2.1.7.2 Changing and Managing Cultnre in Organization 

Martin and Siehl (1983) argue that cultures cannot be created or managed but simply ex ist and 

managers need to capitalize on the positive aspects while minimizing the negative Ones. A 

sim ilar view is held by Parker (2000) however he concedes that management is able to 

influence the culture of an organization to some extent. 

Schien ( 1986 : 32) has a more conciliatory tone when he states that "one cannot change piece of 

a stable culture without creating potentially mass ive anxiety". Schien ( 1986) proposes using 

Lewin 's unfreezing and freezing concepts as a poss ible method to ac hieve cul ture change 

together with strong leadership Schien (1986) argues further that culture plays a different role 

during the different stages of an organization 's life during the early stages; the organi zation is 

under the influence of its founders. It requires the creation of a strong and clear culture that 

form s a source to identity and strength to the overcome competitors. Mid-life organizations 

have a developed a culture which wo uld refl ect functional or geographical organi zational 

differences and needs to be managed by encouraging sub cultures that reflect the organi zations 

long term strategy (Schien,1986). Declining organi zations have to recognize that their basic 

assumptions need to be changed (which may require radical changes to their culture) to rema in 

compet itive (Schien, 1986). In thi s case the culture is playing an inhibiting facto r which the 

organization must overcome 0 ' Reilly (1989) proposes linking the existing va lues and norms to 

the strategic objectives of the organization by identifying norms that wo uld aid and those that 

would hinder the organization 's objectives. The desired norms can then be rewarded and 

developed in the organization. 

A number of reasons exist why it difficult to change organi zational culture and sustain that 

change, these include: poor communication in creating a compelling reason for change and a 

Lack of Senior management Support (Smith , 2003). 
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New man and Chaharbaghi ( 1998) hold the view that a change of culture without a change in 

the technology supporting the old culture will not be effective . They propose the term 

"culturing" for the culture change process wh ich begins with a change in the old technology 

followed by learning process during the introduction of the new technology that wo uld create a 

new culture (New man and Chaharbabhi , 1998: 5 19). 

2.1.7.3. Maintaining Organizational Culture: 

Once an organization culture is created, a number of mechanisms help so lidi fy the acceptance 

of the values and ensure that the culture is maintained. Pertaining to thi s, Pasca l (1985) 

identified the fo llowing points in socia li zing employees to the organ ization cu lture. 

Selection of an entry level Candidate: Trained recruiters use standard ized procedures and to 

focus on values that are in the culture. Those Cand idates whose personal val ues do fit wi th 

underly ing values of the Organization are given ample opportunity to dese lect. 

Humanity inducing experiences: These Ca ll s employees to questi on prior be li efs and values 

are ass igned, thereby making new employees more receptive to the values of the new culture. 

Job nature: To develop the employee's technological knowledge 

Reward and Control System: The organization pays meticulous attention to measuring 

operational resul ts and to rewarding individual performance reward systems should focus on 

those aspects of the organi zation members much the underl yi ng values of the cu lture. Through 

time the behaviours of organization members match the underlying values of the culture 

identification with underlying values helps employees reconcile personal sacrifices caused by 

their membership in the organization. 

Reinforcing folklore: In maintaining its culture, the organization exposes its mem bers to rite 

and rituals, stori es or myths and heroes that portrays and reinforce the culture. 

Role modeling: Employees who have performed well in the organization serve as a role 

models to new comers to the organization identifying these ind ividual as symbolizing success, 

the organization encourages others to do likewise. The ab ility of organizations' culture to 

motivate employees and increase its effectiveness is directl y related to the way in which 

members learn the organ ization's va lues and develop more consistency and increase se rvice 

delivery in the work place. To change the cu lture of an organization peo ple need to be awa re of 
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what dri ves the thinki ng, fee ling, and behav ior of the organi zati on. Organi zati on leaders must 

not only manage operations and finance, but al so the culture, because organi zati onal culture 

can be either asset or a liability. Therefore, sociali zation employees to the organizati onal 

culture is im portance because an organizations culture and people must be prepared and a li gned 

to suppOli change in order to improve performance. 

2.1.7.4. Sustaining Organizational Culture 

According to Robbins (200 I: 522) in his mode as illustrated in fi gure 3 summarizes how an 

organi zation ' s culture is establi shed and sustained 

Top 

0 Management --:;; Organizatio 
Philosophy of Selection nal Culture 
organizations "- Criteria 

Founders " Sociali zati on ----"': v 
v 

Figure 3: How Organi zation Cultures form 

Source : Robbins (200 1:522) 

The ori ginal culture is derived from the fo under's ph ilosophy. This Culture, in turn strongly 

influences the criteria used in hiring. The actions of the current top manage ment set the ge neral 

climate of what is acceptable behaviour and what is not. How employees are to be socia li zed 

wi ll depend on the degree of success achi eved. In matching new employees' va lue to those of 

the organi zations in the selection process and on top management ' s preference for socia li zati on 

methods In agreement wi th Robbins, Aswathappa (2003: 483) fu rther emphasizes that once a 

culture is created there are practices with in the organi zati on that help keep it a li ve. Three such 

practi ces are the selection process, acti ons of top management and Sociali zati on methods. 

Selection Process 

The main purpose of the selection process is to hire the ri ght peo pl e for the right Jobs, when for 

a given Job, two or more candidates, with identical skill s and abili t ies, are avail able, fi nal 

selection is influenced by how well the candidate fi ts in to the organi zati on. By identifying 
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candidates, who can culturally match the organizational culture, selection helps Susta in culture 

considerably. 

Top Management 

The actions of top management al so have major impact on the organization's culture. Through 

what they say and how they behave, senior executives establish norms that filter down through 

the organization as to whether risk taking is desirable; how much freedom managers should 

give their sub-ordinates; what is appropriate dress; what action will payoff in terms of pay 

raises -promotions, and other rewards. 

Socialization 

No matter how good the Job the organization does in hiring people, new employees are not 

fully indoctrinated in the organizations culture. The reasons could be that since they are least 

familiar with the organization's culture, new employees are potentially most likely to di sturb 

beliefs and customs that are in place. The organization will, therefore, want to help new 

employees adapt to its culture. This adaptation is called socialization. 

According to Moorhead and Griffin (2001: 519).Culture can be sustained by re inforcing the 

behaviours of employees as they act out the cultural values and implement the organization ' s 

strategies. Reinforcement can take many forms like the formal reward system, where the 

organization rewards desired behaviours in ways that the employee values. Stories must be told 

throughout the organization about employees who engage in behaviours that epitomize the 

cultural values of the organization. The organization must engage in ceremonies and rituals that 

emphasize employees doing the things that are critical to carrying out the organizations vision. 

In effect, the organization must "make a big deal out of employees doing the right things" . 

Reinforcement practices are the final link between the strategic and cultural values and the 

creation of the organizational culture. 

2.2. Employee Commitment 

2.2.1. What is Organizational Commitment? 

Newstron and Davies (2002: 211) define employee commitment as the degree to which an 

employee identifies with the organi zation and wants to continue acti ve ly participating in it. 
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Like a strong magnetic force attracting one metallic object to other, it is a measure of the 

employees ' willingness to remain within organization in the future. It often reflects the 

employee 's belief in the miss ion and goals of the organization, w illingness to expand effort in 

their accomplishment, and intention to continue working there. Commitment is usuall y stronger 

among long-term employee's those who have experienced persona l success in the organization. 

and those working with a committed employee group. 

Luthans (1995: 130) explains that, as an attitude, organizational commitment is most often 

define as: a strong desire to remain a member of a particular organ ization; a willingness to exert 

high levels of effort on behalf of the organization; and a define belief in and acceptance of the 

values and goals of the organization. 

In other words, this commitment is an attitude about employees ' loyalty to their organization 

and is an ongoing process through which organizational participants express their concern 

for the organization and its continued success and well- being. 

The organizational commitment attitude is determined by a number of personal (age, tenure 

in organization , and dispositions such as positive or negative affectively, or internal or 

external control attributions) and organizational (the job design and leadership sty le of 

one ' s supervisor) variables . Even non - organizational factors such as the availability of 

alternatives, after making the initial choice to join an organization, wi ll affect subsequent 

commitment .Due to this multidimensional nature of organizational commitment ,there is 

growing suppOli for a three component model proposed by Meyer and Allen ( 1996: I). 

The three dimensions are as follows: affective commitment: involves the employees' ; 

emotional attachment to, identification with and involvement in the organization; 

continuance commitment: involves commitment based on the costs that the employee 

assoc iates with leaving the organization ,and normative commitment: involves the employees ' 

feeling of obligation to stay within the organization. 

Pareek (2004: 165) defines organizational commitment as a person's feeling wi th regard 

to continuing hi s or her association with the organization, acceptance of the va lues and 
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goals of the organizat ion , and willingness to help the organization achieve such goa ls and 

values. 

According to Madigan, Norton and Testa (1999: 3) committed employees wo uld wo rk 

diligently, conscientiously , provide value, promote the organi zation ' s service or products 

and seek continuous improvement. In exchange, they expect a work environment that 

fosters growth and empowerment, a llows for a better balance of personal and work life 

provides the necessary reso urces to satisfy the needs of customers and provides for their 

education and training as we ll as that of their co- workers. 

Hellriegel (200 I: 54) emphasizes that organizationa l comm itment .goes beyo nd loyalty to 

include an active contribution of accomp li shing organizational goals. Organizational 

commitment represents a broader work attitude than job. Satisfaction because it applies to the 

entire organization rather than just to the job. Further, commitment typically is more stabl e than 

sati sfaction because day - to day events are less likely to change it. Therefore, commitment 

represents something beyond simply passive loyalty to the organization; it also invo lves a 

relationship with the organization, where individual employees are wi lling to give extra effort 

in order to contribute to the organization 's wellbeing. It is important for organization to get a 

better understanding of organizational commitment because it affects organizations, their 

employees, and society as a who le. Organizations prefer committed employees because 

decrease the likelihood of employee turnove r and lateness. An important consideration for 

Guraghe Zone Education Department w ill be to ensure the retention of hi ghl y skill ed staff 

(reduce turnover) as well as to improve student achievement (effici ency) through the 

enhancement of employees performance. 

2.2.2. Processes and relationship model of Commitment 

Mul lins (1999: 812) suggests three processes or stages of comm itment such as: comp li ance, 

where a person accepts the influence of others mainl y to obtain something from others, 

such as pay; thi s is follo wed by; identification , in which the individual accepts influence 

in order to maintain sati sfying re lationship and to fee l pride in be longing to the orga ni zation; 

which leads to; internalization, in whi ch the individual finds the va lues of the organi zat ion 

to be intrinsicall y rewarding and compatib le with the personal values. 
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Maltin and N icholl s in Mullins ( 1999: 81 3) view commitment as encapsulating by 'g ivi ng 

all of yourself while at work' . This commitment entail s things as using time constructi ve ly, 

attention to detail , making that extra effort, accepting change, cooperation with others, self 

development, respecting trust, pride in abilities, seeking improvements and giving loya l 

support. Based on the case studies that focus on employee commitment fo rmulated a 

model of commitment based on three major pillars, each with three factors. 

A sense of 
belonging 10 the 
orgll nization Committed 

work force 

III 
Confidence 
In management 
leadership 

II 
Sense of 
excitement 
in th e job 

Figure 4 : the tlu'ee pillar model of commitment 

These pillars are : a sense of belonging to the organizati on: thi s builds upon the loya lty 

to successful relations. The sense of belonging is created by managers through ensuring 

the work force is in formed , involved and sharing in success; a sense o f excitement in the 

Job: improved results will not be achieved unless workers can also feel a sense of 

excitement about their work which results in the moti vation to perform we ll. This sense 

of excitement can be achieved by appea ling to the hi gher - level needs of pri de, trust and 

accountability for results; and confidence in management :the Sense of be longing and 

excitement can be frustrated if workers do not have respect for, and confidence in management 

leadership . Thi s respect is enhanced through attention to authority, dedi cati on and 

competence. 

A large meas ure of the success of the educational studies deri ves fro m their management 

of people and fro m creating a climate for comm itment. For example: ' if people feel 
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trusted, they will make extraordinary efforts to show the trust to be warranted'; However, 

creati ng commitment is hard. It takes time, the path is not always smooth and it requires 

dedicated managers (Mull ins, 1999: 813). 

2.2.3. Source and types of Commitment 

Hellriegel (200 1; 54) argue that, as with job satisfaction, the source of organ izational 

commitment may vary form person to person. Employees' initial comm itment to an 

organization is determined largely by their individua l characteristics (e.g personality and 

attitudes) and how well their early job experiences match their expectations. 

Later, organizational commitment continue to be influenced by job experiences, with 

many of the same factors that lead to job satisfaction also contributing to organizational 

commitment or lack of commitment pay, relationships with superv isors and co-workers, 

working conditions, and opportunities for advancement. Over time, organizational 

commitment tends to become stronger because individuals develop deeper ties with the 

organization and their co-workers as they spend more time with them ; seniority often 

brings advantages that tend to develop more positive att itudes ; and opportunities in the 

job market may decrease with age, causing workers to become more strongl y attached to 

become more strongly attached to their current job (Hellriege l, 200 I; 55). 

Employees to day are increasingly self assured and cognizant of their value to 

employees. They would consciously choose to work for those companies that meet their 

work place expectations. Organizations that demonstrate their commitment to employees 

wi ll attract and retain their desired work force - and wi ll ultimately win the battle for the 

work force share (Madigan and others. 1999; 1) He further, emphasizes that employee 

behavior on the job is influenced directly positively or negatively by his or her 

immediate supervisor . Positive influences are essential to strengthening employee 

comm itment .Therefore, the first step in building comm itment is to improve the quality of 

management. Much has been written recently about the need for iinproving the education 

and training of the work force .As imp0l1ant as this is, at least equal emphasis must be 

given to improving the quality of management if business is to succeed in achi eving 

greater employees commitment and throaty its portability. 
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Ne lson (1999; I) further concurs, in this regard, because he indicates that while money 

certainly plays apart in building employee loya lty, it 's clearly not enough in to day's 

work environment. Compensation is important, but most employee consider it a ri ght an 

exchange fo r the work one does. He further emphasizes that people want to feel that 

what they do, make a diffe rence and money alone does not do thi s; personal recognition 

does. 

According to Meyer and All en ( 1990: 3) have proposed three components of organizational 

commitment: affective, continuance and normative components that align we ll with Kanters 

(1968) three commitment types of cohesion, continuance and control. Meyer and Allen ( 199 1) 

argue that common to all three approaches is the view that commitment is a psychologica l state 

that consists of:( I) attitud inal commitment characterized by the employee's relationshi p with 

the organization and (2) behavioral commitment which has impl .ications for dec ision to 

continue membership in the organization. Employee can develop varying degrees of all three 

forms of commitment wi th each component developi ng from different experiences in the work 

environment (Meyer, All en and Smith, 1993). 

Mayer and Allen ( 1990: 67) three component of topology: - affective commitment : has been 

defined as an employee's emotional attachment to identification witli and invo lveme nt in the 

organization. Employees with a strong affective commitment will remain in the organ ization 

because they want to; continuance commitment: has to do with ones awareness of the costs 

associated with leaving the presentation organizati on. Employees whose comm itment is in the 

nature of cont inuance will remain in the organ izati on because they have to ; nonnat ive 

commitment: has to do with fee ling of obligations to the organi zation. based on one ' s personal 

norms and va lues. Employees whose commitment to the organi zation is sa id to be of the 

normati ve type remains in the organi zati on sim ply because believe they ought to. As fi gure 6 

shows Mayer and All en ( 1990) identi fied and represented three forms of comm itment such as ; 

affective, continuance, and normati ve commi tment. 
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Affective commitment is an individual's emotional attachment with (i.e. identification with and 

involvement), the organization. For example," I work here because the people are great and 

there is fun". Continuance commitment is a fee ling that the costs of leav ing are too hi gh or it is 

much trouble to go somewhere else. For example,' I'd leave it I know I could get another job 

that paid as much '. It refers to the individuals recognition of the benefits of continued 

organizational membership versus the perceived costs of leaving the organi zation (of Becker 's 

1960 side best theory), including econom ic costs (such as pension, accruals) and soc ial costs 

(friend ship ties with co-workers) that would be incurred the employee remain a member of the 

organization because he/she ' has to ' . 

Finally, normative commitment refers to the employee's fee li ng of ob li gati on, to stay in the 

organization , For example, ' I work her because they hired me when I needed the job so l owe it 

to them '. All three forms of commitment affect not only employee's willi ngness to remain on 

the organization, but their work related behavior as well as. All of the three of commitment are 

psychological state ' that either characteri zes the employee' s relationship with organization or 

has the im plication to affect whether the employees continue with the organization'. 

Committed employee as being one 'stays with an organi zation, attends work regularly, put in 

fu lly day and more protects corporate assets, and believes in the organizational goals. ' This is 

employee pos iti vely contributes to the organi zation because use its commitment to the 

organ ization. 

Cc ~ N.oo,"""," 
Continuance: Commitment _ on feelings of 

Based on the costs obli gat ion to remain 
of leavi ng the / with the organization 

organ ization -....... 
Affect ive: Based 0 11 

emotional attachment to 
and identificat ion with the 
organization 

Figure 5: Types of commitment. Source: A li en and Mayer (1990) 
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2.2.4. The Importance of a committcd workforce and the consequcnces of 

commitment in organization 

Greenberg and Baron (2003: 163) believe that there are a number of pos iti ve effects when an 

organization has committed employees. When employees have an extremely high leve l of 

commitment to their organization, they are less likely to resign or be absent from that 

organization. On the other hand , when employees have an extremely low leve l of commitment, 

they are more inclined not arrive for work when they are supposed to, not reta in thei r jobs. 

Employees are reluctant to leave their o rganization because of their pos iti ve attitude to their 

organization, which indicates an affective commitment to the organ ization (G reen Berg and 

Baron, 2003: 163). 

Geo rge and Jones (2002: 98) believe that commitment IS highly re lated to organizational 

citi zenship behavior, Organizational citizenshi p behaviors is when an employee performs their 

job above and beyond the call for duty ( George and Jones,2002: 98). It is al so asserted by 

George and Jones (2002: 98-99) that organizational citizenship behavior tends be voluntary and 

therefore is directly related to the employees affective commitment toward their organization. 

There is a common denominator in al l three of components of commitment namel y the binding 

of the employee to the organization (Meyer and A ll en, 1991: 73). Meyer and Allen ( 1991: 73) 

state that is an important precondition for employees to perform both their required roles and 

extra roles, yet it is not sufficient cond ition for either. Employees must also be will ing to 

engage in activ iti es that go beyond thei r required jobs, as well as be depended up on to perform 

their required job (Meyer and Allen , 1991: 73). If an employee is hi ghly committed, they wi ll 

be wi lling to make sacrifices for their organization Greenberg and Baron, 2003: 163). 

Employees that are highly committed demonstrated the willingness to share and make 

sacrifi ces that are ex pected of them in order for their organization to render efficient services 

(Green berg and baron 2003: 163) Meyer and A ll en (1991: 73) assume that employee ' s 

willi ngness to contribute to the organization's effectiveness is influenced by the nature of the 

commitment that the employees experience. 
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Two of the consequences of organizational comm itment that have received much attent ion in 

the literature include staff retention as well as organizational performance (Meyer and A ll en, 

1991) such as: Retention:- A consequence of hi gh organizational comm itment is one employee 

turnover, Various authors have ind icated that employees who are strongly committed to an 

organ ization are likely to leave (Wasti, 2003); performance, According to Buchanan 

(1974b:340) organizational commitment can be seen as " li nking human imagination to 

organizational ends," Commitment promotes personal concern for the wellbeing of the 

organizational while minimizing the need for external surveil lance and control 

2.3. Organizational culture and employee commitment 

A though Some Culture and Commitment literature has suggested and organizational Culture­

Commitment relationship, (Lok, west wood and Crawford, 2005: 49 I) , O ' Reilly (1989: 17) 

believes that organizational Culture is vital in developing and sustaining employee 

Commitment and intensity levels that on ten characterize Successful organizations, In 

accordance with the views of O 'Reill y (1989: 17) and Chen (2004: 433) additiona ll y States that 

the shared va lues that are an aspect of organizational culture assist in generating thi s 

identification and attachment to the organization, Rowe and others (1994: 91) State that there is 

often a gap between the exiting and preferred organ izational Cultures and the Harri son and 

Stokes (1992) Questionnaire enables Organizations to identify whether or not that gap within 

the organi zation is present A cu lture gap exist in an Organization when there is a difference 

between the dominant existing organizational Culture form , and the preferred or desired 

Cultural form (Bo urantasand Papalexandris (1992: 5), Bourantasand Papalexandris ( 1992: 6) 

performed a Study that assessed the effect of the Cultural gap on the Commitment of an 

Organization's managers, They (Bourantas and papalexandris, 1992 :6) found that the culture 

gap negatively affects the commitment of managers towards their Organizations, 

Organizational Culture influences individual and Organizational processes by generating 

Strong pressure on employees to go along with and to think and act in ways that are consistent 

with the ex isting Organizational Culture (Green Berg and Baron, 2003: 526), This influence 

can either lead to enhanced Organizational Commitment, or hinder its effectiveness (Schien, 
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1992: 3). Deal and Kennedy ( 1988) Offer variety of elements within Culture for example the 

importance of Symbols and values , as a means of achi eving employees Comm itment 

According Rowe and others (1994: 417), Organizat ional Culture has an effect on 

Organizational Commitments and the right kind of Culture will influence how effect ively 

Organizations ope rate and deliver their Services. Martin (200 I: 621) believes that a Strong 

achievement based Culture would result in employees being more comm itted to and supporti ve 

of an Organization's aims and objectives. This commitment would result in employees being in 

active agreement with and showing support for the organi zation' s Objectives (Martin , 200 1: 

621). It is therefore important to identify the type of organizational cu lture of the Gurage 

Zone Education Department because, organizational culture is a facto r that contributes to the 

organizational commitment of the employees, and therefore the successful functioning of the 

Gurage Zone Ed ucation Department in terms of im proving teachers turn-over and the student 

academic achievement. 

If the Gurage Zone Education Department attempts to alter its organ izational culture, it can 

only be sustained with the commitment of the organizat ions employees (Smith, 2003: 258). 

This is due to the coordination involved in altering an organi zationa l cu lture being complex, 

and this culture change would therefore require a strategic commitment by the organization 

(Smith, 2003: 258). It is therefore also impOilant to investigate the organizational commitment 

of the employees of the G urage Zone Education Department because committed employees 

wil l be less resistant to change and wi ll make the change process smother. 

2.3.1. The link between organizational culture and employee commitment 

Organizational culture is important in developing and sustaining employee commitment In 

organi zation (O ' Reill y, 1989). Organi zational cu lture influence employee commitment. Firstly. 

organizationa l cu lture is also considered to influence employees' att itudes concerning their 

commitment to their organization (Bou rantas Papalexandris 1992: 7). Secondly, Lytle and 

others (2006: 139). Believe that commitment is an element of the organizations culture, and is 

similar to organizational give that binds employees to one another and being part of that 

organ ization creates a sense of pride among employees. 
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Rashid and others (2003: 724) beli eved that there is an appropriate match betwee n the type of 

organi zation culture and the type of employee comm itment that, if correctl y matched, will be 

beneficia l to the performance of an organi zation. It is therefore clear that organi zati onal cul ture 

and employee commitment have an impact on an organi zati on perfo rmance) Ras hid and others, 

2003: 709). 

Brewer ( 1993, in Chen, 2004: 433) conducted research in to the eFfect of organi zational cul ture 

on employee commitment, and it was fo und that a culture that has a bureaucrati c nature often 

has a negative relationship with the commitment of an organ izati on's employees. Odom, Boxx 

and Dunn ( 1990: 162) beli eve that if an organizati on were to remove the barriers erected as a 

result of it having a bureaucratic culture, thi s may contribute to creating a stronger employee 

commitment within organi zation. 

Brewer (1 993, in Chen, 2004 : 433) also found that there is a positi ve relati onship when the 

cul ture is supportive, which results in greater commitment and employee invo lvement. Ma rtin 

(200 I : 62 1) beli eves that an organ izati on that has a strong culture, which is activel y supported 

by the organization 's managers, also results in employees being more committed to the 

organi zations aims and obj ecti ves. 

2.3.2. Employee commitment ill relation to job behavior 

Managers are interested in the relationships between organizati onal commitment and j ob 

Behavior because the lack of commitment often leads to low turnover. The stronge r an 

employee's commitment is to the organization, the less likely the person is to quit. Strong 

comm itment is also correlated with low absenteeism and relative ly hi gh product ivity. 

Attendance at work (being on time and taki ng littl e time off. Is usuall y hi gher for employees 

with strong organi zational commitment. Moreove r, committed in individuals tend to be more 

goal directed and waste less time while at wo rk, which has a pos itive impact on producti vity. 

Effective management can foster increased commitment and loya lty to the organ ization 

(I-I ellri ege l, 200 1; 54). 
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2.3.3. Strategies of Increasing Employees Commitment 

There are many ways to build employees commi tment and employer o ften fa il to rea li zed that 

some of the most effective things they can do to develop and susta in motivated , committed 

employees costs very li ttle or nothi ng at all Ne lso n ( 1999: I) proposes the power o f ' the fi ve 

Is' are: interesting wo rk no one wants to do the same boring job over and ove r, day after day; 

More over, while always require some boring, repetiti ve tasks; everyone should have at least 

apalt of their job be of hi gh interest to them; information. Information is po wer; employees 

want to be empowered w ith the information they need to know to do thei r jobs better and mo re 

effectivel y. FUl1her, more than ever, employees want to know how they are doi ng in their jo bs 

how the co mpany is doing in its bus iness; open channels of communicat ion in an organi zat ion 

al low employees to be informed , ask questions, and share information; invo lvement. 

Managers today are faced with an incredible between number of opportuni t ies and problems 

and, as the speed of business continues to increase dramatically , the amount of time that they 

have to make deci s io ns continue to decrease. Invo lving employees in dec ision making 

espec ially when the deci s ions affect them di rectl y is both res pectful and practi ca l. T hose closes 

to the problems typica ll y have the best in sight as to what to do. As o ne invo lves othe rs, one 

increases their comm itment and ease in implement ing new ideas or change; Independence. Few 

employees want their every action to be close ly monito red. Most appreciate hav ing the 

flex ibi li ty to do their jobs as they see fit. G iving people lat itude increases the chance that they 

will perform as one desi res and bring additional initiati ve, ideas, and energy to thei r jobs; Increased 

Visibi li ty. Everyone appreciates getting credit when it is due. Occasions to share the successes of 

empl oyees wi th others are almost limitl ess. Giving employees new opportunities to perform. Learn, and 

grow as a form of recognition and thanks is hi gh ly motivated fo r most people. 

From th is, to achieve something, a person must have the requ isite skills and knowledge, but more 

impoltant than that is the wi llingness and positi ve attitude to accomp lish the assigned job. Thus, 

strategies are appropriately appli ed employees fee l encourage and mot ivated when they perceive that 

their contributions are valued and thei r organizat ion cares about their materials, emot iona l and 

intellectual needs. 

Madigan and ot hers (1991 :3) prov ide practical strategies that organization can use to increase employee 

commi tment. They first propose that, in order for an organ ization to increase the commitment levels of 

46 



o 

o 

its employees, it has to recognize the fundamental need of the employee to maintain a work life balance. 

The recognition of personal and family life must be seriously considered. Organizations might want to 

consider implementing such practices as: flexible work sched ule; personal time off programs; job share 

arrangements; reduced work weeks; work from-home arrangements ; and training program that offer 

practical suggestions on how to better affect the balance between personal li fe and work life. The 

composition of today's work force is much more complex, employer also need to understand that the 

level of employ involvement and commitment will not uniform for all times. There wou ld be phases 

when a number of employees wil l feel low and it wi ll impact the ir producti vity, but that is natural. This 

will also comm it sill y mi stakes, but the leaders has to be considerate towards them if they are honest in 

acknowledgement and are willing to mend. 

Mu lli ns (1999:815) conc ludes that a high level of employee commitment implies willingness to work 

for the organization'S benefits, but that its continuation depends on the reciprocal comm itment by the 

organization to its members. In the current industrial cli mate, there needs to be concern not onl y for 

producing goods or services, but also for encouragement of innovat ive exp loratory and creat ive ideas 

that go beyond what can be prescribed for the job and for the application to work of intuiti ve as we ll as 

explicit knowledge. These multi ple objecti ves can only be achieved if managers consider, with care 

exactly what kinds of commitment they are aim ing for, and des ign policies and practices accordingly. 

47 



o 

o 

CHAPTER THREE 

RESEARCH DESIGN AND METHODOLOGY 

This chapter deals with the research methodo logy; source of data; sample size and sampling 

techniques; instruments and procedures for data co ll ection; and methods of data analys is that 

were employed to analyze the data gathered. 

3.1 Method of study 

The advantage of descriptive survey research method, defined by Cohen ( 1994) and Grey 

(2004), are: it generate large amount of data from relatively wide area ; it all ows hi gh degree of 

interaction by respondents; it may be adapted to collect generali ze able information, it provides 

relatively simple and straight forward approach to the stud y of attitude, values and beliefs, it 

help to measure parti cular phenomena at fi xed point in time and systematic . Based on the 

research objectives and basic questions the design to assess and determ ine whether 

organizational culture has a significant relati onship with employee 's commitment in Guraghe 

Zone Ed ucation Department. Therefore, descriptive research designs was more contexts bound 

than in other research designs. 

3.2. Sources of Data 

Two sources of data (primary and secondary sources) were employed in thi s research. 

Primary data were gathered from Guraghe zone Education Department of employees, leaders 

and core process owners who are the most important respondents dependent informats., 

Secondary information sources that was focused on organi zational behavior, with regards to 

organizational culture and employees commitment, that was fo und to be relevant to thi s 

research were included documents, books, journal, research papers dea ling with the 

organizational culture and uti lized as secondary sources in th is stud y. 

3.3. Samples and Sampling Techniques 

3.3.1. Sampling Techniques 

Firstly, in selecting Woreda Education Offices and Urban Administration Education Offices in 

Zone stratified rando m sampling method was employed based on geographical location or 

distance from the capita l city of the zo ne .. Stratified random sampli ng is a probability 

sampling procedures which di vides target population into a number o f strata, and thus samples 
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are drawn from each stratum (Sarantakos, 2005, Kumar 1999). Based on th is, the Zone 

Education Department managed 13 Woreda Educati on Offices 2 Urban Admini strati ve 

Education O ffi ces. Among these, eight Woreda Education Offices and one Urban 

Administrative Education Offi ces were catego rized and located near distance from the zone 

and seven Woreda Education offices and one Urban Admini strati ve Ed ucati on Offices 

categorized into located far di stance from the Zone. Thus, the advantage of thi s technique is 

that the representation of the sample in proportional with that of the population. 

After categori zing the wo reda Education Offices in geographica l location or di stance, were 

se lected sample populati on from each category by using random sampling technique especia ll y, 

lottery method was employed in order to give equal chance for the members of each 

population. To do this, from far di stance location category Butagira and Enemour woredas 

education offices were selected and also near di stance from the zone catego ry Wolki te Urban 

Admini strative Educati onal Office, Cheha and Edja Woredas Education Offices were se lected. 

Secondl y, in selecting leaders in the Zone Education Department and Woreda Educat ion 

Offices for interview, purpos ive sampling technique was employed with the assumption that 

leaders at a good position to access all information or everything take place in their respecti ve 

office about organi zati ona l culture and employee commitment. In addition, in ord er to identi fy 

co re process owners for focus group di scussion, and for questionnaires ava il able sampling 

technique was employed, because the population is very small and assuming that to including 

all members to get va luab le information and to make the discussion inc lusive in add ressing 

each department 's situation. 

Finally, in se lecting employees from each sample woreda educati on offi ces and zone educati on 

department stratified sampl ing techn iques was employed. Stratifi cati on factors such as: gender, 

j ob experience, educational back ground , and occupation were invo lved in selecting from each 

sample population. Accordin gly, 8 employees from each four Woreda Educati on Oftices and 

one Urban Ad ministrati ve Office, 10 employees fro m Guraghe Zone Educatio n Departme nt 

randoml y selected and th is gives a total num ber of 50 employees" T hi s was employed in order 

to provide an equal chance for all members of the population . 
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3.3.2. Sample Size 

The sample size of the stud y comprises a total of80 respondents : six leaders (all), twenty-four 

core process owners (all) and out of 140 of the populat ion in the sample WEOs and ZED, 50 

(45.45%) employees or performers were taken as a sample. 

Table 1: Size of Population and Sample 

Size 
No Types of respondent Population Sam Ie Remark 

No No % 
I Guraghe zone education 

department 
1.1 Leader (cab ine) I I Question naire +interview 
1.2 Core process owner 4 4 FGD+ questionnai re 
1.3 Employees (performers) 28 10 40 questi onnaire 

2 Edja woreda Education office 
2.1 Leader (abine) I I Questionnaire+ interview 

2.2 Core process owner 4 4 FGD+ questionnai re 
2.3 Employees (perform ers) 17 8 47.06 Questionnaire 

3 Cheha woreda education 
offi ce 

3. 1 Leader (cbi ne) I I Questionnaire +interyiew 
3.2 Core process owner 4 4 FGD+ questionna ire 
3.3 Employees (performers) 18 8 44.4 Questionnaire 

4 Enumor woreda Ed ucation 
offi ce 

4.1 Leader (cabine) I I Questionnaire +interyiew 
4.2 Core_process owner 4 4 FGD+ questionnaire 
4.3 Em£loyees (performers) 20 9 45 Questionnaire 

5 Butagira woreda education 
offi ce 

5. 1 Leader (cabi ne) I I Questionnaire +intervieVl 
5.2 Core process owner 4 4 FGD+ questionnaire 
5.3 Employees (performers 18 8 44.4 Questionnaire 

6 Wo lkite Urban 
Adm inistrati ye Ed ucation 
offi ce 

6. 1 Leader (cab ine) I I Questionnaire +interview 
6.2 Core process owners 4 4 FGD+ questionnaire 
6.3 Employees (performers) 14 7 50 questionnaire 

Total 170 80 47% 
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As it is show in table I, all of the leaders, all of core process owners and 45.45% of employees 

(performer), were se lected on the basis of purpos ive sampling technique fo r leade rs, avai lab le 

sam pling technique for core process owners and stratifi ed sampling technique espec iall y, 

lottery method was employed res pectively. 

3.4. Instruments and Procedures of Data Collection 

. The major instruments used for data gathering in the stud y were standard ized questionnaires, 

interviews, FGD, observation, and relevant review of documents. 

Questionnaires 

The need for questionnaire was an sen due to the fact that, it provides sufficient ly valid 

descripti ve information abo ut the views and attitudes of respondents. Q uestionnai re cou ld also 

be used to clarify the various connections between vari ables and to ex plain statistically the 

diffe rence found. Another advantage of questionnaires study was that the researcher could 

reach large number of respondents in short period of time than other data gathering instruments 

(Well ington, 1996). The other researcher also SUppOit that questionnaire studies measure the 

central level of organizational culture that is, attitudes, beliefs and values (Glendosantos, 2000). 

Therefore, the standardized questionnaire were developed by Harri son and Stoke (1992) for 

d iagnosing organ izational culture and instrument deve loped by All en and Mayer ( 1990) for 

assessing employee commitment levels were used to describe the OC and employee 

commitment of GZED. 

Separate questionnaire were developed and distributed to Gurage Zone Ed ucati on Department 

and Woreda Education offi ces leaders, core process owners and employees. The fo ur sub 

statement that represents different organi zational culture such as ho\-v peop le treat each other, 

what value they live by, how peopl~' are motivated to work or learn and how people use power. 

These standardized questionna ires were used to refl ect each of the organi zatio nal cul ture type 

deve loped by Harrison and stokes ( 1992), namel y, power orientation, role orientat ion, 

ach ievement orientation and support orientation. 
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The "Diagnosing Organizationa l Culture Instrument" was chosen due to the reason that it is 

very useful to look ing at to overall cu lture and gives a picture in terms of four cultural 

dimensions (Power, Role, Achievement and Support) and in terms of examin ing the variation 

between ex isting and preferred dimensions of OC. The most dominant, the dominant and the 

least dominant cultural orientations are measured on the basis of the current and prefe rred 

perceptions of organizati onal members (Harri son &Stokes 1992). In addition, it has the 

advantage of being based on a simple model , which is easily understandable to employees of 

any level in an organization. It is also thi s research instrument has been tasted in different 

countries assessed organi zational culture and recei ved acceptable results was regard to the 

reliability and validity. 

The instrument contains fifteen ( 15) questions or sca les that represent di fferent organi zati onal 

culture such as ho w people treat each other, what val ue they li ve by, how people are mot ivated 

to work or learn and how people use power, leadership sty les and how dec ision made and 

conflict reso lved (Harrison in Handy, I 972).The questionna ire used a four Likert-type sca le for 

rating both the existing and preferred dimensions of OC and the ratings are defi ned as follows:-

I = Least dominant view, or preferred alternative 

2= Dominant view, or preferred alternati ve 

3= Next dominant view, o r preferred alte rnati ve 

4= Most dominant view, or preferred alternative. 

At the end of each sentence is two co lumns, one marked "E" for ex isting culture and the other 

marked "I'" for the preferred cultu re. In the case of the existi ng culture, respondents was 

required to rank order the phrases foll owing each sentence beg inning by placing a "4" next to 

the end phrase that came the closest to desc ribing the way th ings are in the organ ization. a "3" 

next to the one that came next closest, and so through "2" and, final ly a " I " - the one that least 

described the way things are in the organization. Next the respondents are required to go back 

to the spaces bellows the "P" (prcfcrred culture) head ing. This time, the respo nd ents were 

required to rank order the sentence endings by placing a "4" next to the end ing phrase that 

comes closest to describing the way they wou ld prefer things to be in the organ izat ion , a "3" 

next to the one that came next closes, and so through "2" and finall y a " I " - the sentence that 

represents preferred alternative. 

52 



o 

o 

) 

All the (a) alternatives of the questionnaire refer to an organizational culture called theCa) 

Power - Oriented Culture; the (b) alternatives assess the Role Culture; the (c) alternat ives 

describe the culture based on Achievement; and the (d) alternati ves describe a Support -

Oriented Culture (Harrison and Stoke, 1993 : 52). 

Beside Harrison' s instrument, Section C of the standardi zed questionnaire, pertaining to 

employee's commitment, consists of the research instrument deve loped by Allen and Meyer 

( 1990), was included to identify the current dominant employee commitment and the extent of 

its appropri ateness to improve GZEO's. The three component conceptua li zation namel y: 

Affective commitment, Continuance commitment and Normative commitment. Affecti ve 

commitment invo lves the employee 's emotional attachment to , identification with , and 

involvement in the organ ization. Continuance commitment invo lves commitment based on the 

costs that employee assoc iated with leaving the organi zation , and nonnative commitment 

involves the employee's feelings of ob li gation to stay with the orga ni zatio n. Th is secti on 

consists of 2 1 statements (7 questions per commitment dimension), reflecting sca les of 

employee' s commitment and statement was linked to a five-point Likert type interval scale. 

The scale range utilized is from It05 as fo llows: 'I' strongly disagree '2' di sagree '3 ' unsure 

'4 ' agree and '5 ' strongly agree. Each of scales consists of seven siatements, were namely: 

nonnative commitment compromised seven items (i .e. C3 , C6, C9, C 12, C IS, C 17, andC2 1). 

Affective commitment compromised seven items (i.e. C I, C4, C7, C I 0, C 13, C 16, and C 19). 

And continuance commitment also compromised seven items (i.e.C2, C5, C8, C II , C 14, C 18, 

and C20). 

The instrument was chosen for this research because All en and Mayer's (1990) three 

component questionnaire is a multi d imensional contract that conceptualizes employee 's 

comm itment and can be applied across domains. The value of taking thi s multidimensional 

approach is that it provides a more complete understanding of all employees' re lationship to 

their job. The organizational cu lture assessment and employee commitment assess ment tools 

seems to be appropriate for the public sector such as education :-F irst, the OCQ measures the 

current and preferred dimensions of Oc. Harri son ( 1993: 9) indicates that "OCQ is a 

questionnaire deve loped to diagnose culture in an organ ization, in order to identify the diffe rent 
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cultural orientations and initiate culture change strategies". Secondly, the OCQ measu re the 

degree to an employee is willing to maintain membership due to interest and association with 

the organization's goa ls and values. Werner (20007: 335) indicates that employee commitment 

as a "work- related att itudes seems to be closely related to performance and turnover of 

employees". Therefore these tool s are relevant to the education sector of GZED as it helps to 

determine organi zat ional members' feelings of attachment identifi cati on and loyalty to the 

Zone Education Department. 

In addition, structured and semi :-structured interview guide was developed and administered to 

the Zone Education Dep3liment and Woreda Education Offices leaders one of a good reason to 

include interview in this research is it could be poss ible to brought to the surface subj ecti ve 

options, values, beliefs and assumptions which were not poss ible with structured form 

(Schien. I 992). In the culture study as it has been discuss earlier, underl ying assumptions, 

values and beliefs are unconscious action that cannot be surface out through question and 

interview alone (Schien , 1992). 

Based on thi s, discuss ion point was prepared for focus group discussion to be made the co re 

process owners of 4 sample zone Education Department and for 24 woreda Education offices. 

This di scussion was the issue of culture and employee commitment. It was conducted based on 

guide, and the role of the researcher was facilitating the di scuss ion points, and moti vating the 

respondents, to participate actively. Observation was made in such area as cafete ri a, offi ce 

area, noti ce board etc, Were cultural factors w.ere recorded. Thus, observation was ve ry 

essential due to the fact that artifacts which are the most visible leve l of culture, are the out 

ward manifestation of existing culture and employee commitment (Schien, 1985). In add ition, 

document analysis was used to obtain additional data through reviewing the different 

documents and records. Therefore standardi zed questionnaire, interview, FGD, observation and 

document analysis we re major data co llecting techniques to acco mplish the objectives of thi s 

research paper. 

Studies on the reliability of the questionnaire indicate that it was a re li ab le measuring 

instrument for di agnosing organizational culture (Harrison, 1993) . Harri son ( 1993) stated that 

the reliabilities of the four type of OC questionnaire, calculated by the Spearm an Brown 
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formula were for power (0.90), role (0.64), achievement (0. 86), and support (0.87). The overa ll 

re liability o f the questi onnaire was 0.87 (Harri son, 1993). The result of the current stud y was 

0 .74 fo r both the ex isting and prefe rred OC scales. There is also the reliab il ity of A ll en and 

Mayer( 1990) research measuring instrument tested the re liability in terms of cornbach's al pha 

coeffic ient and re li abi li ty of each scale as fo ll ows: affective commitment sca les:0.87; 

continuance commitment scale: 0.75; and the normative commitment sca le: 0.79. It has been 

fo und to have a good re liab il ity values (coeffi cient a lpha) for each commitment dimension. 

Because the re liability of A ll en and Mayer' s ( 1990) measuring instrument and the coeffic ient 

a lphas were all above 0 .75. 

3.4.1. Procedures of Data Collection 

Before di str ibuting the questi onnai res and admini strating the inte rview, the init ia l 

questionnaire was pi loted w ith ten ( 10) respondents to check for three aspects namely ( I )any 

grammar or spelli ng mistakes, (2) to ensure that all questions were we ll understood , (3)on the 

basis of feed back, modi ficati on and improvement on the instrument ranki ng orders. 

Fo ll owing the pilot test, the questi onnaire and the interv iew gui de we re refined. T hen, the 

questionnaire was administered and d istributed to all samples identified for the stud y by the 

researcher. During the di stri bution; orientati on was gives for a ll sample respondents. Fina ll y, 

the questionnaires were co llected after checking whether each question items are answered o r 

not; in ord er to avo id un-responded items erro r. 

Concerning interview, in order to he lp the interviewee to prepare him/herself, the inte rview 

guides was distributed to the interviewee before conducting the interview. In add it ion, time and 

place fo r interview was planned by the agreement of the interviewee and interview or and 

administrated accordi ngly. For the data to be collected through focus group discllssion in educat ion 

sector office, the researcher arranged appropriate time and place and prov ide po int of di scussion and 

take note. III addition, based observation gui de, things such as how people are treated around the office, 

main gate, arrangement of buildings, people re lation in office, faci li ties service delivery for customer, 

implementations of ru les and regulations, grouping in categories, relation in work place, contents of 
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notice board and di ffere nt sign. Finally, important documents were assessed and the copy of each 

document was held by the researcher if the concerned bodies a ll ow doing so. 

3.5. Data Ana lysis 

The data analysis procedure was stal1ed by tallying and tabulat ion of the data gathered through 

questionnaires, transcribing the interview, and summarizing data obtained th rough focus group 

di scussion, observation and documents. 

Finally, these data were analyzed through counts, percentage, mea n and graph . Therefore, 

percentage were used to describe the characteristics of the respondents' personal in fo rmation and 

freque ncy distri bution for ident ify ing existing domi nant and the preferred OC di mensions. 

The means scores were computed to anal yze the percepti on of sample respondents on the existing and 

preferred cu ltural patterns to describe the overall cultural patterns of Guraghe Zone Education 

Department. 

Graphs were used to d isplay the responses of each group of respondents regardin g to the issue of 

ex isting and preferred culture. Analysis of the Harrison's questionnaire was made based on the fo ur 

major cultural types of instruments. Depend ing on the data received from the 76 respondents, 10 

interpret their perceptions of the OC and the employee commitment dimensions. 

3 .6. Ethical Consideration 

The goa l of eth ics in research is to ensure that there is no one is harmed or suffer adverse consequences 

from the research activit ies. The researcher has undel1aken to protect the rights of the respondents by:­

ensuring that none of the respondents was named during the research, respondents was selected to 

participate without compuls ion, a n respondents was informed the reason and purpose of the 

research, informed consent was sought from the leaders (management) of the sample 

organization before the commencement of th is research ini tiative. 
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CHAPTER FOUR 

DATA J>RESENTA nON, ANALYSIS, AND INTERJ>RETA nON 

This chapter deals with presentation and analysis of data obta ined from the sample population 

through questionnaires, interv iew, FGD, observation and documents analysis. The ana lys is 

categorized in to two major sections. The first section deals with the characteri stics of the 

respondents in terms of sex, age, education qualification, length of se rvice. The second section 

deals with the analysis, interpretation of data that were gathered through Harrison' s 

questionnaires of diagnosing organ izational culture and Allen and Maye r' s questionnaires for 

assessing leve l of employ commitment, interview, FGD, observation and document analysis. 

4.1. Characteristics of Respondents 

Different bodies in GZED namely, leaders, core process owners and employees were included 

in the study. Three set of questionnaires were distributed to leaders, core process owners, and 

employee in the GZED (including sample woreda education offices) . Out of the total 80 

respondents who were di stributed with quest ionnaires, 6 (7 .5 %) of them leaders, 24 (3 0%) of 

core process owners, and 46 (57.5%) employt:es returned with their respondents. The 

remaining 4 (5%) of respondents do not return their responses. Interview guide was employed 

to gather data from total of 6 leader's respondents from GZED and WEOs. In add ition, FGD 

we re made with 24 core process owners of the Zone Education Department and Wereda 

Education Offices. Observation of different artifacts and document anal ysis were made. In 

general , a total of 76 respondents were included in the study and offered the necessa ry 

information. The general characteristics of the respondents were di sc llssed here under. 
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Ta ble 2: Description of Res pondents by Sex, Age, Qualification and Work Ex perience 

Respondents 

No Leaders N=6 Core process Employee 
Characteristics owners N=24 (performers) 

N=46 

No % No % No % 

I Sex Male 6 100 19 79. 17 34 7391 

Fema le - - 5 20.83 12 26.09 

2 Age Below 20 years - - - - - -

20-29 I 16.67 5 20.83 13 28.26 

30-39 4 66.66 12 50.00 20 43.49 

40-49 I 16.67 5 20 .83 9 19.56 

50 and above - - 2 8.33 4 8.69 

3 Qual ificati on- 12" grade - - - - - -

Certifi cate - - - - 5 10.87 

Dipl oma - - 6 25.00 . 19 4 1.30 

BA/BSC/MED 6 100 18 75.00 22 47.83 

MA/ M SC/MED - - - - - -

-

-

4 Years of - Below 5years - 3 12.50 7 15.22 

service 5- 10 I 16.67 4 16.67 11 23.9 1 

11- 16 3 50.00 7 29. 17 15 32.61 

17-22 2 33.33 6 25 .00 8 17.39 
23-28 - - 3 12.50 3 6.52 

29 and above - - 1 4. 16 2 4.35 

"§ N=76 6 24 46 
0 
f-

4.1.1 Sex Profile of Respondents 

Figure 4 . 1.1 , ill ust rated that the gender of respondents were ind icated 59 (77.7 %) of the 

respondents were ma le a nd 17 (22 .3 %) of the respondents were fe ma le. Th is co rresponded with 

very poor gende r rat io o f the population. Th is ind icating that the numbe r of ma le respondent s 
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exceed females all o f leaders, 19 (79. 17 %) of core process owners, and 34 (73.9 1 %) of 

employees were male. What is surpri sing here is that there is no single female who acts a leader 

pos itions and onl y 5 (20.83%) of fe male act as the pos itions of core process owners and wi th 

in all fi ve WEOs. There is also fro m 46 employees onl y 12 (26.07%) of them were fe males. 

Thus, thi s signifi es that the under representation of women from GZED to WEOs. Th is entail 

the in GZED might be male dominant. 

Gender of Responents 

'" 
90 , 

t 80 

II 70 

60 

50 

40 

b 30 
77.63 

I 0 Series 1 
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20 

10 

0 
I 22.37 I 

Male Female 

Figure 4. I. I Gender of Respondents 

4.1.2 Age Profile of the Respondents 

Figure 4. 1.2 illustrated that the age of the respondents implies 5 (6.58%) responde nts in the 20 

to 29 years, 25 (32.89%) in the age between 30 to 39 year, 46 (60.53%) in the 40 to 49 years, 

and 0 (0%) respondents 50 years and above. This show that the majority of respondent in the 

leadershi p pos ition co re process owners and employees were matured enough to ex plain the 

necessary information about cultural elements and employee commitrnent leve l of the GZED 

from diffe rent perspective. 
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Age of Responde nts 
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Figure 4.1.2.Age of Respondents 

4.1.3 Educational Level of Respondents 

The leve l of education of respondents is sho wn in figure 4.1.3.5 (6.58%) of respondents had 

certificates. A large majority of the respondents 25 (32.89 %) had a diploma as hi gher 

education and 46 ( 60.53 %) respondents that had a bachelor's degree and 0 (0%) number of 

respondents had a post grad uate degree. This indicated that the respondents in gene ral were 

we ll educated. Hence, it was thought that the information they provide would be dependable 

and logical due to their academic backgrounds .However, there is a wider qualification gap 

ex isted between and with a post graduate degree respondents which were contributed thei r own 

specific traits to build up cultural pattern of the Zone Education Department. 
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Figure 4.1.3 Level of Education of Respondent 

60 



o 

o 

4.1.4. Years of Service of Respondent 

In terms of the years of service (work experi enced) illustrated in Figu re 4. 1.4, there were 10 

(13.16) respondents that were service for less than fi ve year, 16 (2 J .05%) respondents with 5 

to 10years service, 32 (32. 89%) respondents with II to 16 years of service , 16 (21.05%) 

respondents with 17 to 22 years of service , 6 (7 .89%) respondents with 23 to 28 yea rs of 

se rvice ,and 3 (3.9%) respondents with and above 29 years of service . This reveals that the 

majority of respondents had ajob related experience. It would be, therefo re, poss ible to 

genera lize fro m these data that such relatively longer yea rs of serv ice in the educati on system 

might have helped leader, core process owners and employees to possess rich experience and 

better understanding about the various issues and problems of OC and employee comm itment 

with in GZED. 
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Figure 4.1.4 Length of Service year of Respondents 

4.2. Patterns to Organizational Cu lture 

Recent organi zati onal crises have emphasized the need fo r leadership and personal 

commitment from organizational decision makers which then become criti ca l for organi zational 

success (Earte, 1996). Hence organizational culture and employee 's commitment are some of 

the crucial elements in determining the effecti veness, compet iti veness and success of 

organi zation. 

Therefore, an identificatio n of cul tura l patterns and dimensions as ho w it is perceived and 

des ire by group to the organi zation and the prevailing committed wo rk fo rce wo ul d enable the 

organi zation to gro w, to increase serv ice delivery, and to improve overa ll organi zat ional 
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effectiveness. Based on thi s fact thi s study tried to assess the cultural profile of GZED patterns 

of culture as perceived by leaders, core process owners, and employees. 

The intention of thi s section is to identify the existing as well as the preferred organ izat iona l 

cultures in GZED. The gap between the existing and preferred culture also quantified and 

discussed. 

4.2.1. The Organizational Culture Profile 

This section tries to identify the dominant existing and preferred culture with in GZED. The 

organi zational culture profile of the popul ation which respondents including leaders, core 

process owner, and employee (perfo rmers) in GZED has been determined by using descriptive 

statistics to summarize the mean scores and frequency distribution of each organizationa l 

scale. According Harrison ( 1993), the ratings are defined as follows:-

I = Least dominant view, or preferred alternative 

2= Dominant view, or preferred alternative 

3= N~xt dominant view, or preferred alternative 

4= Most dominant view, or preferred alternative 

4.2.1.1. The Existing Organizational Culture Profile as 

Perceived by leaders. 

The Existing culture perceived by 
leaders 

50 

45 i=:':===:jr1==~~=:r~= 40 
35 
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Figure 4.2.1: The ex isting Cul ture as Perce ived by Leaders 
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As Figure Illustrated 4.2.1. Shows that the existi ng dominant culture perceived by leaders of 

the GZED, is role culture with the mean score of(43.33) .The po wer culture was less dominant. 

This indicated that leaders of GZED were hi gh in role culture focuses on highl y structured 

system where clear objectives, goals and procedures exist. The second dominant exist ing 

organizational culture profile as perceived by leaders was the support culture. Therefore is 

Figure 4.2.2 above a mean score of (43.33) the existing role orientation culture. It shows that 

decision making process is characterized by formal channels or policies and procedures. 

Table 3: Frequency distribution of existing and preferred OC dimensions perceived by 
leaders 

Existing OC Frequency Percentage Preferred OC Frequency Percentage 
dimensions dimensions 
Power Culture N=6 100% Power Culture N=6 100% 
Least dom inant 3 50 Least dom inant 4 66.67 
Dominant 2 33.33 Dominant I 16.67 
Most dom inant I 16.67 Most dominant I 16.66 
Role Culture N=6 100% Role Culture N=6 100% 
Least dominant I 16.67 Least dominant I 16.67 
Dominant I 16.66 Dominant 2 33.33 
Most dominant 4 66.67 Most dominant 3 50 
Achievement N=6 100% Achievement N=6 100% 
Culture Culture 
Least dominant 2 33.33 Least dominant 1 16.67 
Dominant 2 33.33 Dominant 1 16.66 
Most dominant 2 33.34 Most dom inant 4 66.67 
Support Culture N=6 100% Support Culture N=6 100% 
Least dominant 1 16.67 Least dominant 1 16.67 
Dominant 3 50 Dominant 2 33.33 
Most dominant 2 33.33 Most dominant 3 50 

Table 3, abo ve lI1dlcates the leader's respondent's perceptIons of the eX lstll1g orga lll zatlonal 

culture. It shows that the majority of respondents the ex isting ro le culture to be most dominant 

(66.67%) and the existing (lower cultUl'e to be least dominant (50%). 

4.2.1.2 The Preferred Organizational Culture as Perceived by Leaders 

As the Figure 4.2 .2 below depi cts, the dominant preferred culture as perceived by leaders was 

the achievement culture with a mean score of (43.33). Accord ing to Harri son and Stoke 

( 1992), an organi zation wi th achievement orientat ion uses the miss ion to attract and release 

personal energy of it s member in the pursuit of its goal. Since the members make their 

contribution freel y in res ponse to shared purpose, they willing ly give more to the organizat ion. 
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Therefore, employee wo uld be eager to take the initiative in order to apply their sk ill s and 

knowledge at the best of their ability and maximize the performance for achi ev ing 

organizational goal s and objectives. 
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Figure 4.2.2. Pre ferred organizational culture as perceived by leaders 

On the same Table 3, above indicates the respondent' s preferred organizational culture. It 

reveals that the highest percentage of respondents prefer the achievement culture to be most 

dominant (66.67%). The second to be most dominant organizational culture dimensions the 

role culture and support culture (50%). But the highest percentage of respondents perceived 

that the preferred power organizational culture to least dominant (66.67%). 

Interview and focus group di scussion resu lts made it clear the staff were relatively free to act 

on their own as long as their actions justified by rules and regulations, Leaders and core process 

owners verified that the prevailing cu lture, see the organization as one that has affirm set of 

rules that were co-ordinated by a group of senior managers (leaders). Therefore, improve ment 

in cu lture becomes evident. 
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4.2.1.3. The Existing Organizational Cultural Profile Perceived as 

By Core Process Owners 

The Existing Culture Percieved by Core Process Owner 

~ 50 ' -
40 t-- - - ~ - - -

Jl 30 F 39 83 -- 41 .25 1i 20 . -- - __ 34.25_ - 34.37-

~ 10 _ ~ 
o 

mean Score 

Power Role Achievement Support 

Figure 4.2.3. The existing organizational culture scales perceived by Core process 

As show in Figure 4.2.3. the existing dominant organizational culture perceived by core process 

owners was also role culture with the mean score of (41.25) .The li st dominant culture 

perceived by respondents was suppOil culture. As can be observed that, employees in GZED 

were supported to stick the by rules and regulations of instruction other than being se lf 

motivated and tak ing the initiation to get things done. They also need to~be abid ing by system, 

rules and procedures that prescribe what the employees should do in the ri ght way of doing it 
'- " 

This implies that the system and rules limited the employees ' desired to achieve, create to 

contri bute to the success of the GZED. Since to improve employees turn-over and student 

achievements the need to change the organizational culture to stronger and better for be ing a 

member of the group. 
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Table 4: Frequency distribution of existi ng and preferred OC dimensions perceived by 
core process owners 

Ex isting OC Frequency Percentage Preferred OC Freq uency Percentage 
dimensions dimensions 
Power Cultu re N=24 100% Power C ulhlre N=24 100% 
Least domi nant 3 12.5 Least dominant 12 50 
Dominant 6 25 Dom inant 8 33.33 
Most dominant 15 62.5 Most dominant 4 16. 67 

Ro le Culture N=24 100% Role Culture N=24 100% 
Least dominant 3 12.5 Least dominant 13 44. 17 
Dominant 5 20.83 Dominant 5 20.83 
Most dominant 16 66.67 Most dom inant 6 25 

Achievement N=24 100% Achievement N=24 100% 
Culture Culture 
Least dominant 12 50 Least dominant 2 8.33 
Dominant 4 16.67 Dominant 4 16.67 
Most dominant 8 33.33 Most dominant 18 75 
Support Culture N=24 100% Support N=24 100% 

Culture 

Table 4, above indicates the respondent's perceptions of the ex isting organizational culture. It 

shows that the core process uwner 's respondents perceived that the exist ing role cu lture to be 

most dominant (66.67%) and the power cultu re to be the second most dominant (62.5%) in 

existing organizational culture dimensions. 

4.2.1.4. The Preferred C ulture as Perceived by Core Process Owners 

As can be observed in Figure 4.2.4 below mean scores of (45.54), indicates that the co re 

process owner respondents prefer to the achievement culture for desi red situation. The least 

desired cu lture as perceived by core process owners was power ori entation with the mean 

scores of (29.38). These employees may have ' highest order needs' that they have to satisfy, 

such as se lf-actuali zation (Waston, 2002). Respondents have ind icated that they want to 

become everything they can be through individual achievement of demanding goods that have 

been set. 
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Figul'e 4,2.4 preferred culture as perceived by cOl'e process owners 

On the other hand, it is evident from the same Table 4 above. the majority of res pondents 

prefer that the achievement organizational culture to be most dominant (75%) in desired 

situatio n. 

The second organizational culture orientation is support culture to be most dominant (66,67% 

perceived by the respondents to the desired situation 

This supported by results obta ined from an interv iew and FGD that the existing situation , 

performance were organized by structures and procedures designed for public institution, role 

orientation rather than a democratic culture in which performance is based on the commitment 

of members to reali ze to their personal energy in the pursuit of common organi zational goa ls. 

Thus, it can be said that the role orientation is the dominant culture in existing situation . 

67 



o 

c 

o 

4.2.1.5. The Existing C ultural Profile as Perceived by 

Employee 

The existing culture percieved by employee 

40 ~ - - ---50!:R= 
3D ---~--==R---~== ~~ ~Cb: ---c::t= " Sen~ 

Figure 4.2.5. The existing organizational culture scales as perceived by 

Employee respondents 

As Figure 4.2.5, depicts above, the current dominant cu ltural profile perceived by employee 

respondents was power culture with a mean score of (42.46). The employee respondents 

identified that the Zone Education Department have a single source of authority who attempt to 

control employee behaviors, and where a ll the imp0l1ant deci sions regard ing the organ ization 

made (Matins, 2005). This implies that decision making process is made based on orde rs and 

instructions that come down from top level managers. Thi s also reveals that the participatory 

deci sion making was underestimated which in turn di scourages the employee to develop the 

sense of belongingness. The second dom inant exist ing cul tura l d imens ion perceived by 

employees was ro le culture with the mean of (39.39) . In role cu lture people were reward ed for 

playing by written rules and regulations of a give n organi zation against which performance is 

judged. Thi s also revea ls that GZED have a bureaucratic cu lture, which can hinder their 

effectiveness and efficiency. 
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Table 5: Frequency distribution of existing a nd preferred O C dimensions perceived by 
e I mplOyee 

Ex isting OC Frequency Percentage PrefelTed OC Frequen cy Percent age 
dim ensions dimensions 

Power C ulture N-46 100% Power C ulture N-46 100% 
Least dom inant 4 8.70 Least darn inant 25 54 .35 
Domi nant 10 2 1. 74 Dom inant 10 21. 74 
Most dominant 32 69.56 Most dominant I I 23.9 1 
Role Culture N-46 100% Role Culture N-46 100% 
Least dominant 8 17.40 Least dom inant 22 47.82 
Dominant 14 30.43 Dominant 14 30.43 
Most dominant 24 52. 17 Most dominant 10 21.74 
Achievement C ulture N- 46 100% Achievement C ul t ure N- 46 100% 
Least dam inant 26 56.52 Least dominant 5 10.87 
Dom inant 10 21.74 Dominant 10 2 1.74 
Most dominant 10 21.74 Most dominant 32 69.57 

Support Cultnre N~46 100% Support Culture N- 46 100% 
Least dominant 25 5435 Least da m inant 4 8.70 
Dom inant 12 26.09 Dominant 10 21.73 
Most dom inant 9 19.56 Most dominant 3 1 67.39 

Accordi ng to Table 5 above, the majority of employees respondents perce ived that the ex isting 

power cul ture to be most dominant (69.56%). The role culture to be the second most do mi nanl 

(52.17%) in existing situation. 

4.2.1.6. The Preferred O rganizational C ulture as Perceived by E mployees 

As the Figure 4.2 .6 dep icts, the dom inant preferred cul tural profil e perce ived by em ployees 

was achievement culture with a mean score of (43.69). The second prefe rred domi nant cul ture 

was support cu lture with a means score of (43.63). This ind icated thaI respondents had mi xed 

fee lings to the most preferred cul ture because the ach ievement and support orientation drew the 

same mean scores of responses . The least desi red cul ture as perceived by respondents was 

power and role orientat ion. It is possible to say that achi evement and support cu lture will 

fl ourish which has pos itive effect on productivity, absentee ism, and wo rk qua li ty. 

A ba lance between achi evement and supporti ve orientation IS a typ ica l characteristic of 

excell ence of education department or offices (Harrison, 1992) . The resu lts im ply that in order 

to retai n skill ed manpower and to atta inment of miss ion and goa ls, the GZED need to estab lish 

very we ll art iculated cultu ral g round. Because employee give mo re willingly 10 their 

organ izatio n and make their cont ributions more freely in response to thei r com mi tment to their 
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shared purpose. Generally, from all these employees respondents preferred to have conducive 

working environment characterized by people who like thei r work, and type of cul tu re that the 

climate is based on mutual trust between the individual and the organizat ion. 
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Figure 4.2.6. The Preferred Organizational Culture as Perceived by Employee 

On the same Table 5, above indicates the highest percentage of employees respondents prefer 

the achievement and support cu lture to be most dominant (69.57%) and (67.39%) respecti ve 

order to the desired situation. Thi s implies that employees in the GZED eager a need to create 

a democratic culture to minimized employees turn over, to improve em ployee ' s empowerments 

and to increase effectiveness and efficiency of the zone teaching and learning process. As 

studies indicate (Harrison, 1992), achievement orientation im prove the aspiration of the 

employees towards creati vity, energy, and potential for contributi ng to the attai nment of the 

goals and objectives of their organization . 

Responses obtained during interview and FGD shows that leaders or top level manage ment in 

GZED characteri zed by low provision of support system thi s in turn may have an im plicat ion 

on the quality of education. The motivation of employee towards their profession have a direct 

implication on their producti vity, especially teachers di ssatisfaction cou ld associated with 

relative ly low leve l salaries and wages, lack of faciliti es at wo rking place ,un fa ir transferring 

criteria from one school to another schoo l. In addition, there is a lso intr insic motivation (l ike 

recognition to better achievement) , poor communication and management styles , as a short 

comings are identified to undel1ake remedy. 
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What is problem here is according to interv iewees view there is lack of suppol1ive system to 

promote effective teach ing learning process and the need to retain the sk illed man power 

(especially teachers) to stay in the education system. From thi s data it is poss ible to deduce that 

without pal1icipation of employees in GZED the effectiveness and efficiency of the zone 

education system might not be improved. The reasons related with growing need of 

organizational member' s to develop a democratic culture with a rapid learning and problem 

solving, a rapid adoption to global change and reduced need for controls on individ uals .Thus, 

their response was related to an interest for achievement orientation in preferred situation. 

Therefore during FGD a pal1icipant suggests that the GZED need to shift its culture towards 

greater participation and involvement by employees and changing an organization 's culture to 

support new ways of accomplishing work. 

4.2.2. Gap Analys is of Group of Respondents 

This section gives effect the second objecti ves, namely ascertain the gap between the exist ing 

and preferred organizational cultures within the GZED, Therefore, cultural index was 

computed to analyze the gaps that exists among various groups of respondents (leaders, core 

process owners . and employees) involved in the study. The scores were computed in to a 

cu ltural index according to the formula provided by the Harri son and stokes instrument. 

. The cultural index sco re for both the ex isting and preferred culture computed by adding the 

(A) and (S) scores and subtracting the (P) and (R) scores (Harrisons and Stokes, 1992).Thi s 

means, the higher the index score, the more democratic the culture is perceived to be and the 

lower the score the higher the culture is perceived to be one of being power and role oriented . 

100% 

80% r- ------

60% L 

~ 
I 20 

40% f--
j 20% 

26.41 23 ·9 

0% ---o-=-s-~ 

- 20% 
_ Leader Co re-P.l~es s 

- 40% 

Cu ltural Index 

Figure 4. I. I. I . Cultural Index 
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Figure 4 . 1. 1.2. Existing and Preferred C ulture as Perceived by A ll Respo ndents (overa ll 

culture) 

As the Figure 4.1.I I. shows that cultural gap between ex isting and preferred patterns of culture as 

perceived by leaders, core process owners and employees are (-0.5& 20, -1 2.7&26.4 and - 14.1 &23.9) 

respectively. 

In general, comparison scores data reveals especially, k aders had re lative ly less dissati sfaction with 

current organi zational culture, this could be the fact that leaders are at a good positions of the 

organi zation and they are empowered due to th is, a ll informat ion and decision mak ing passed on 

through their level of position where as core process owners re lati ve ly were less empowered. For 

employees there is also re lat ively absence of satisfaction thi s cou ld be due to with low leve l of salaries, 

compensat ion benefit, performance based promotion and they are also found at the bottom position of 

the organization structure and also they had fewer possib ili ty and opportunities to act management 

practices to enhancing the ir organi zation effectiveness and effi ciency, due to these fact that ,GlEO is 

the primary for enhancing effective teaching learning process thi s ensuring by empowerment of people 

in the organi zation. As a figure 4. 1.1.2. Shows that the exist ing dominant culture perceived by over all 

respondents was role culture and the dom inant preferred culture perceived by the overa ll respondents 

were ach ievement culture. 

Top level management and people who get ahead a re more responsible to create cond ucive environment 

to attai ning worth whil e goa ls and value they fee l they are they are working something bigger. From the 

above di scuss ion it is poss ible to say that there is an organ izational cul ture gap between the ex isti ng and 

preferred OC within the GlEO. Therefore GlEO having the lower index scores power Iro le as 

perceived by respondents. 
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4.3. Analysis of the Employee Commitment 

The intention of this section is to addresses the third research objective of determining the 

commitment profile for the Guraghe Zone Education Department. The em ployee comm itment 

profile was identifi ed using centra l tendency stati stics, by calculating the mean scores of each 

sca les, the scores of each employee commitment profi le scales were illustrated in the Table 

below.The coded values as per the questionnaire 

1= Strongly disagree 
2= Disagree 
3= Unsure 

4= Agree 
5= Strongly agree 

But in examining the respondents' responses, the researcher used the fo llowing descriptors and 
scales: 

Strongly di sagree= 1.00 - 1.49 
Disagree = 1.50-2.49 
Uns ure =2.50-3.49 
Agree =3.50-4.49 
Strongly agree =4.50-5.00 

Table, 4.3. 1 Affective Commitment Scales Statistics Scores 

Affective 
median mode Sl.dc\,. 

commitment 
sum mean 

Question I 157 2.07 2 2 0.639 
Question 4 178 :L.34 2 2 1.00 I 
Question 7 239 3. 14 4 4 1.439 
Questi on I 0 179 2.36 2 2 0.9 19 
Question 13 196 2.58 2 2 1.123 
Question 16 162 2. 13 2 2 0.772 
Question 19 156 2.05 2 2 0.429 

From Table 4.3.1 , the mean results of Q I , Q4, Q I 0, Q 16 and 19 was 2.07, 2.34, 2.36, 2.13 and 

2.05 respectively. This shows that the respondents have articul ated an average perception of 

Disagree for the statement. But the mean val ue of Q7, and Q 13 was 3.14and 2.58 respectively; 

this reveals that the respondents have art iculated an average perception of unsure fo r the 

statement. In addition, Q I, Q4, Q I 0, Q 13, Q 16 and Q 19 have a med ian val ue of 2.00, which 

reveals that the respondents have Disagree perception fo r the statement and all affective 

commitment scales questionnaire except Q7 the mode va lue of 2.00,whi ch indicates that the 

respondent have " Disagree "for the statement. On the hand, Q 1, Q4, Q7, Q 1 0, Q 13, Q 16 and 
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Q 19 have standard deviation between 0.6 to 1.4, whi ch reveal s that these variab les have high 

variat ion in respondent perception towards these questions. 

The results of the study indicates that; employee in GZED not very happy to spend the rest of 

their career with in the zone education department, the GZED has not a great deal of personal 

meaning for employees, they do not feel like pal1 of fam il y for their organi zat ion ,they do not 

feel emotional attachment to their organization. This implies that the majority of respondent 's 

perceptions have less to continuing to work their organization because of the employee's less 

emotional attachment to, involvement in, and identification with in GZED. 

Table4.3.2 Continuance Commitment Questionnaire Statistic 

Continuance sum mean median mode :'!It.lJ('\'. 

commitment 
Question 2 271 3.57 4 4 1.330 
Question 5 260 3.42 4 4 1.181 
Question 8 24 1 3.17 4 4 1.193 
Question II 278 3.66 4 4 I. 102 
Quest ion 14 274 3.6 1 4 4 1.167 
Question 18 266 3.50 4 4 1.000 
Question 20 299 3.93 4 4 1.075 

From the table 4.3.2 Identifies that the mean results of Q5 , and Q8, have a mean value of 3.42 

and 3. 17 respectively, which reveal that the respondents have 311icul ated an average percept ion 

of unsure for the statement. But the remaining continuance commitment scale questionnaire 

res ults reveals that Q2, QI I, Q14, Q18, and Q20 have a mean value of3.57,3.66, 3.61 , 3.50, 

and 3.93 respectively, which indicates that the average perception of respondents have "Agree" 

for the statement. 

In add ition, Q2, Q5 , Q8, Q II , Q14, QI8 and Q20 have a median va lue of 4.00, which 

indicates an "Agree "for the statements and a mode value of all continuance commitment scale 

questionnaire was 4 .00 , which indicates "Agree" for the statement. On the other 

hand ,Q2,Q5,Q8,Q II ,Q I4,QI8 and Q20 have standard deviation between 1.00 to l.3,which 

reveal s that these variables have less variation in respondent percept ion towards the these 

question. This result reveals that employee percepti n towards continuance commitment sca le 

was to continue to work for the GZED because, co't~s~t~h~at~a!,l!r!lll~1J i~~' · ;.~ itli'ilie leaving are 

too high and employee had the fewer perceived avai la e e lll_~alternative and ''''' 

b f · b "1 bl . d' 'd I ' - __ --I num er 0 JO opportul1Jty ava l a e to III I VI ua s. , 9lUXOfrofl-" 
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Table 4.3.3 Normative Commitment Sca les Sta tis tics Score 

Normative com mitment sum mean median mode :S l.dc\' 

Question 3 199 2.62 2 2 lAS I 
Question 6 192 2.53 2 2 1.064 
Quest ion 9 198 2.61 2 2 1. 156 
Question 12 209 2.75 3 3 1.121 
Quest ion 15 247 3.25 4 4 1.297 
Question 17 222 2.92 3 2 1.252 
Questi on 21 256 3.37 4 4 1.141 

From the Table 4.3.3 it can be noted that Q3, Q6, Q9, Q 12 Q 15, Q 17 and Q2 1 have the mean value of 

2.62, 2.53, 2.6 1, 2.75, 3, 25, 2.92 and 3.37 respective ly, wh ich revea ls that the respondents have 

"unsure" towards these statement. There is also the median of Q3 , Q6 and Q9 have the value of 2.00, 

and Q 12 and Q 17 have the med ian val ue of 3.00, wh ich indicates a "Di sagree perception of these 

statements. In addition, Q3 , Q6, Q9 and Q I7 the mode va lue had 2.00 which indicate Disagree for the 

statement. On the other hand, Q3, Q6, Q9, Q 12, Q 15, Q 17 and Q21 have standard deviat ion between I. I 

to l A, which reveals that these variables have variat ion in respondent percept ion towards the study 

question. 

From this we can concl uded that respondents were neutral, employees believes that a person must 

always be loya l to his/ her organi zati on, employees jumping from organi zation to organization seems 

unethica l for em ployees of GZED. This indicates that respondents Were re luctant to co mm it 

themselves to ind icating whether they stay with the o rgani zation o ut of ob ligatio n or loya lty to 

conti nue working for the Zone Education Department. 

The data obtained interview and FGD resu lt indicated that currently, employee commitment level with 

GZED is low beca use there is lack of com pensation benefit, conducive and part icipatory work 

atmosphere, perform ance based promotion, efficient com muni cation system, good training and 

development facil ities, and good employee appraisal system. Lack of leadership and leadership sk ill 

(leaders manage and make biased decision these sometimes create conflict between leaders and 

employees and there by erode emp loyee com mitment and strong desire to stay the GZED. Interview and 

FGD bears message that emphasized on the skill of good people essential to increase organizational 

success. But the current organi zationa l cul ture in the zone ed ucati on department. which had negat ive 

relati onship with the employee com mi tment and j ob perform ance. Therefore, GZED might lack 

emp loyee commitment, which direct ly relates with employee turn over and job performance because of 

these facts the need to improve current organi zational culture become evident. 
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CHAPTER FIVE 

SUMMARY, CONCLUSION AND RECOMMENDATION 

This chapter deals with the summary of the major findings , conclusions and recommendations 
of the study. The summary part includes brief di scussion of the study and summarizes the 
findings of the study which is followed by conclusions. At last, recommendations that are 
helpful to improve the situation were presented. 

In the course of address ing the purpose of the study, the fol lowing basic research questions 

were raised. 

I. What does the organizational cu lture of Guraghe zone Education Department look like In 

terms of Power, Role, Achievement and Support? 

1.1. What is the current dom inant culture type of Guraghe Zone Education Department as 

perceived by leaders, core process owners and employees? 

1.2. What is the preferred cu lture type of Guraghe Zone Education Depm1ment as perceived by 

leaders, core process owners, and employees? 

2. What does the level of employees commitment look like? 

2. 1. What is the dominant employee's comm itment type currently prevalent in Gurage Zone 

Education Department? 

2.2. What factors attributed to the employees commitment gap in Guraghe Zone Education 

Department? 

In the course of answeri ng these questions a descriptive survey method was employed. To this 

effect Harrison 's and Stokes and Allen and Mayer organ izational cul ture and employee 

commitment questionnaires, interview, FGD, observat ion and document analysis were utilized 

as an instrument during data collection. A total 76 respondents were (six leaders, twenty four 

co re process owners and forty-six employees from GZED and WEOs) considered prov ide 

relevant data for the study. 

5.1. Summary of Major Findings 

5.1.1. Characteristics of Respondents 

Pertaining to respondents' characteristics the study reveals that female respondents in each 

gro up that is, leader, core process owners and employee were accounted for 0 %, 20.83 % and 

25, 08 % in their respective order. This indicates that GZED seems male domi nated. There was 
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no great variation in educati ona l qualification of all leaders (100%) and most of the core 

process owners (75%) and (36.93 %) of employees held first degree. But there was no one he ld 

second degree 

5.1.2 Findings Related to Patterns of Organizational Cu ltnre 

Perception of Leaders on Existing and Preferred Cnltnre 

The study reveals that a mean score of 43.33 (66.67 %) of leaders were perce ived that the 

dominant culture in the existing situation was role culture and the li st dominant OC in existing 

situation was power cu lture with the mean score of 3 1.5 (50%). 

A response obtained during interview and FGD results show those leaders more adhe rences to 

rules, regulation and job description. The work is clearly defi ned with little room for 

innovation; deviatio n from the norm is di scouraged and it is difficult to get changes in terms of 

the preferred organizational culture the results shows that the leaders desired their Education 

Department/Offices preferred organizational cu lture was an achievement orientation with a 

mean score of 43.33 (66.67%) and followed by support orientation with a mean score of 41.33 

(66.67%) and a mean sco re of 41.67 (50%) respective ly. The finding shows that the 

respondents wo uld be prefer cu lture as being a culture is defined by excellence of work, 

performance of sati sfaction together with mutual trust between employee and the organization. 

Perception of core process owners on existing and preferred culture 

The result shows that the respondents perceived that the existing dominant culture was a role 

culture with a mean score of 41.25 (66.67%) and power culture with a mean sco re of 39.83 

(62.5%) respective orders. This im plies that the respo ndents, who perceived role cu lture to be 

prevaili ng culture, see the organi zation as one that has a finn set of rules that are coordinated 

by top leve l management. 

The results also indicated that a core process owner preferred an achievement orientat ion with 

mean score of 45.54 (75%) and fo ll owed by support or ientat ion with a mean score of 42.75 

(66.67%) respecti vely. This type of the cu lture generall y best su ited to aligning the 

organization behind a common purpose and therefore thy asserted that achievement fo ll owed 
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by suppol1 culture is appropriate for the current environ ment that Guraghe Zone Education 

Department is facing. T herefore the majorities of respondent 's opi nion cultural changes take 

place from power and suppOl1 orientation a culture based on ach ievement and support. The 

results are in line with Harri sons ( 1993) statement that the most cultural change undertaken 

organizations are intended to move from a power and role orientation to culture based on 

achievement or support. 

The Organizational CultUl'e Profile as Perceived by Employee's Respondents 

The research results reveal that at the existing situation the dominant organizational cu lture was 

assessed to be a power culture with a mean score of 42.46 (69.56%). The second hi ghest 

existing culture is role culture with a mean score of 39.39 (52. 17%). This would be mean that 

the organi zation culture is regarded as being autocratic and dominating, where power is 

concentrated in a few, as we ll as being regarded as formali zed orderly with a system of 

structure and procedures (Harrison 's and Stokes, 1992).Therefore the organizational cu lture 

continues to remain predominantly a power culture; the employee commitment will decrease. 

In terms of the preferred organizational culture the employee's respondents prefer that equally 

achi evement culture and support culture with a mean of 43.69 (69.57%) and a mean of 43.63 

(67.39%) respectively order. This type of culture according to Harri son' s and Stokes ( 1992) 

characterized by people who like their work and always want to make a contribution to society 

and organizati on with support culture type characterized by mutual trust and supporti ve cu lture 

in the organization. The preference to have achievement culture al so indicates that there is a 

clear understood mission , the employees wo uld prefer to work as a team and thy desire an 

organization wh ich treats or peers associates who are mutuall y comm itted to the achievement 

of their common purpose. Interview and FGD findings reveal s that employees in GZED 

undermining the role of support and teamwork, employees led to lesser learn from one another 

and wh ich in turn employees turn-over and contribute to student low leve l of academic 

achievement. [n addition, they would al so prefer that communication channel s are open both 

laterall y and vertically. 
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Gap Analys is 

The findings of cultura l index revealed that the existing and prefe rred culture perceived by 

(leaders' -0.5&20 core process owners - I 2.7&26.4 and employees- I 4. 1& 23.9) showed that 

leaders were found at good positions to all information and deci sion making through the ir 

positions of the organization because of this; they had good opportunities to exercise the ir 

authority. In light of these facts leaders seems to relative ly less di ssati sfaction with the current 

organization. The level of dissati sfaction was relativel y high for co re process owners and 

respondents employees as compared with leader's respondents . 

. As far as the over cu lture of GZED is concerned, the dominant cul ture in existing situation 

was found to be Role/Power ori entation where as the most des ired cultural dimension in 

preferred situation we re Achievement and Support orientation. 

5.1.3 Employees Level of Commitment in GZED 

5.1.3.1 Affective Commitment Qnestionnaire 

The mean values of Q I, Q4, Q I 0 and Q I 6 were 2.07, 2.34, 2.36, and 2. I 3 respective ly. Thi s 

shows that the respondents have articu lated an average perception of Disagree for the 

statement. But the mean value of Q7, Q I 3 and Q I 9 were 3. 14, 2.58 and 2.6 I respective ly; thi s 

reveal s that the respondents have articul ated an average perception of unsure for the statement 

and as well as the average mean for all affective comm itment scale questionnaire averaged 

2.42, which shows that the perception of respondent have Disagree for the statement and thi s 

indicates that: 

• 
• 
• 
• 

• 
• 

Employees did not very happy to spend the rest of their career with in GZED. 

Employees in GZED has not a great deal of personal meaning fo r them 

They do not fee l as their organization problems are as they problem. 

They do not fee l li ke "part of the fam il y "for thei r organization. 

The emotiona l attachment of the employees to the organi zation. is low. 

Employees do not fee l a sense of owner ship towards their organization and there is also 

less fee l their organi zation problem assume as their problems. But employees fee l enjoy 

to discussing their organization with outside people. Therefore, affective commitment is 

less rel ated to constructive cul tures, where members are not encouraged to interact with 

other. 
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To thi s end it can be inferred that the scale according to the respondents' perceptions rates low 

in affective commitment. 

5.1.3.2 Continuance Commitment Questionnaire 

The mean values of Q2, QII , Q14, Q18, and Q20 were 3.57, 3.66, 3.61 , 3.5 and 3.93 

respecti ve ly, thi s means agree perception to the questioned posed. There is al so the average 

mean for ali continuance commitment scale questionnaire averaged 3.55, which shows that the 

perception of respondent have agree for the statement and the results indicate that: 

• One of the few serious consequences of leaving GZED is the scarcity of ava il able 

alternative. 

• It would be too cost ly for employees to leave GZED now. 

• Right now, staying with GZED is a matter of necess ity as much as desire. 

• Employees feel that they have too few options to consider leaving GZED. 

An agree perception average may also infer that the employees stay in the organization based 

on the costs that employees associate with leaving the organization. In the other words, people 

stay with the organization because they need to and because it is sim ply comfortable to do so. 

The possibility that there are no other opportunities outs ide of the GZED and may also less 

available alternative of job with other organization. Meyer and Alien's research found a 

relationship between affective commitment and higher levels of performance, with lower 

performance levels being assoc iated with continuance commitment. This shows that needs to 

an effort to reduce turn over and attract tal ent or ensure high performing ind ividual s are 

retained with the GZED, because the respondents seem to be more committed to the 

organization in terms of continuance dimension. 

Based on the result it can be concl uded that the scale according to respondent' s perception rates 

high on continuance commitment which emphas ized highl y with the passive/de fe nsive cu lt ure 

patterns, where members are encouraged to interact with others and approach their wo rk In 

ways that reflect approval, conventional, dependent and avoidance behav iors. 

5.1.3.3 Normative Commitment Questiollnaire 

The mean values ofQ3, Q6, Q9, Q 12, and QI7 had 2.62, 2.53, 2.6 1, 2.75 and 2.92 respecti vely, 

which indicates an unsure perception for these questions. There is also the average mean for ali 
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normative commitment scale questionnaire averaged 2,86, which shows that the perception of 

respondent have unsure for the state ment and the results indicate that: 

The respondents were reluctant to commit themselves to indicating whether they stay with the 

organization out of obligation or loya lty, 

Therefore, the respondents were unsure to normative commitment scales questionnaire :-

• Employees within GZED think that move from one organization to another organi zation 

• Jumping from one organization to other organi zation do not seems unethical to 

employee, 

• Employees believe that a person must always be loyal to remai ning GZED, 

• Employees continue to work for GZED is doing not consider as important of loya lty 

and feel a sense of moral obligation to remain, 

This reveals that employees within GZED that there are stay ing within the organization out of 

obligation, This result reveals that the scale according to the respondents' perception rates also 

neutral on normative commitment This suggests that the organization should create an 

organizational culture that ensures the development of affective and nonnative commitment , as 

shown in the literature review, 

5.2. Conclusions 

The following conclusions were drown from the findings of the study, The stud y revea ls the 

perceived present culture of GZED by different respondents was that for leaders, core process 

owners and employee, the most dominant OC in existing si tuation was role culture for leaders 

and core process owners and power culture for employee respondents, According to Harri son 

(1992), role dimension culture is a typical dimension of many public o rgani zations like the 

organization under study where the duties and rules are carefully defined usuall y in wri ting are 

the subject of an explicit contact between the organi zation and ind ivid ual. This result of the 

study reveal s that GZED exhibited a culture which emphasized on rules and regu lation, 

There is also the preferred culture as indicated by all respondents' strong preference for 

achievement orientation, However, employee respondents had desired to mi xed equal 

perception for achievement and support orientation strongly for preferred situation, Accord ing, 

to Parker and Wright (2002), creating an environment in which employees are full y engaged in 
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their work and by their organizat ions im perat ive today. In ach ievement cul ture people fee l 

motivated because they empowered to make decision, work hard to achieve goals sense valued 

because they may have been given responsibili ty to bring the task to successful end 

(Harrison and Stoke, 1992). The fact that employee respondents perceived cu lture is 

achi evement and support culture are preferred, indicates that the employees wo uld , acco rdi ng 

to Harri son and Stoke ( 1993 ) , like to have a cu lture where people help one another beyond 

the forma l demands of the ir jobs, they communicate a lot and like spend ing time together. 

According to Harri son ( 1992) cu ltu ral index give a measure that reflects the genera l leve l of 

empowerment, trust and cooperation with the organization. Thi s research clearl y shows that 

there was di ssati sfaction wh ich comparatively on the part of core process owners and 

employees. Thus it is possible to conclude that core process owners and employees perceived 

that their need and interest were treated as kindness and fa irness, flexibility in their policies and 

procedures, clarity in vision and miss ion of the organization, conducive and participatory wo rk 

atmosphere, performance based promotion, efficient communi cation systems and leve l of 

employees invo lvement in decision making were not adeq uate because of this they preferred to 

have an achievement/ support orientation to release their blocked energies ,intellects, capac ities 

and creativities. 

The findings of the study revealed that the overall cultural profile of GZED was found to be 

Role/power orientati on in existing culture and Achievement/Support culture in prefe rred 

cu lture . From this role cu lture highly structured where clearly objectives, goals and procedures 

exist and characterized by stability, centrali zation, hierarchy and tight control where as 

achievement cu lture characterized by a clear understood mission, the employees would prefer 

to work as a team ,and they would also prefer that communicate channels are open both 

laterally and verti call y. 

The analys is of employee commitment scale /questionnaires have revealed that employees do 

not have emotional attachment to GZED and employees stayi ng with organization out of 

obl igation and not because they want to. These commitment levels ' indicate employees that 

would leave the organization at the "drop of a hat", if the opportuni ty presents itse l f. 
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Owing to the fact that the opinions of employee regarding to the continuance commi tme nt 

questionnaires, average to agree mean was found, employees commitment is based on the 

costs the employees associates with leav ing the organization. The results showed that there is 

a growing commitment gap between the expectation of the organization and what employees 

are prepared to do. 

There are a number of reasons for thi s erosion of employee commitment, the most common 

being a failure of conducive and participatory work atmosphere, performance based promotion, 

compensation benefits, efficient communication system, a sense of invo lvement-inviting the 

suggestions to improve the effici ency leve l and good employees appraisal system are the 

bottleneck that might challenges the success of employee commitment with in GZED. In 

general it is agreed that when people operate from true commitment, they fee l a profound 

personal ownership and responsibility for the success of the organization and for accomplishing 

its strategic direction. 

Therefore it is poss ible concluded that, employees in the GZED were supposed to stick to the 

rules and regul ations of the organization other at the expense of being se lf-motivated and taking 

the initiation to get things done. They also need to abide by the system, rules and procedures 

that prescribe what the employees should do in the ri ght way of doing it. This implies that the 

systems and rules limit the employees' desires to achieve, create and innovate to contribute to 

the success of the GZED. 

The value given for strict observance of (inflexible) rules, regulations and procedures subdued 

employees' desire for innovation and achieving their objectives. Employees developed 

reluctance in order to app ly their sk ill s which could affect students' achievement and the 

excellence of the GZED. 

The existing culture of achievement is highly dominated by role and power cultures. It implies 

that the employees in GZED do not have enough room to accomplish their tasks or perform 

their job better as a result of high formalization. 
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Besides, employees were not in a position to use available resources for speeding up their day 

to day activities. As a result, they would be reluctant to take the initiative in ord er to app ly their 

skill s and knowledge at the best of their ability and maximize the performance for achi ev ing 

organi zational goals and objectives. 

The ex isting dominant OC in GZED (Role/Power) which undermining ro le of support and 

teamwo rk led to lesser opportun ities to learn from one another and which in turn im peded 

organizational learning. Because Organizat ional cu lture is ongoing process of reality 

construct ion, providing a pattern of understanding that helps members of the organi zation to 

interpret events and to give meaning to their working environment (Schien, 1992). 

The leve l of employee commitment was hi gh on continuance commitment that result in a 

growing com~nt gap between the expectation of the organization and what employees are 

prepared to d6 and that in turn negatively influence on the retention of employees, productive 

behavior and employee well-being. 

5.3. Recommendations 

REB, ZED, and WEO should fo llow a systematic approach, introduci ng performance based 

promotion would help to improve commitmcnt levels as well as im prove work performance or 

output. Training all persons in leadersh ip pos itions to funct ion efficiently because good 

management skills would help improve employee commitment levels and producti ve cul tural 

change will occur if leaders correctly analyze the organi zation 's ex istilig culture, and evaluate it 

against the cu ltural attributes needed to achieve strategic objectives. Therefore, GZED leaders 

must first possess a clea r understanding of the strategic objectives of thei r organi zation and 

identify the aC,tions needed to reach those objectives. 

GZED should demonstrate their commitment to employee by providing comprehensive 

training, sharing information, provide for the deve lopment and growth of employees within the 

organization. GZED have used various means of explain new values and beliefs and to 

motivate acceptance and internalization of them. For example, top management offic ials often 

di scuss the organizational values and beliefs in meeting, internal publications and through 

radio. 

GZED design to change the organizat ion'S culture from hi erarchi cal and authoritarian to 

parti cipatory and innovative one by promoting values and beliefs of preferred cu lture that 
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especially, contributing a lot for organizational image building and success. As it is best, 

leaders and top management is committed to making permanent cultural changes and needs to 

ensure that all facets of the organization reward and promotion systems, the organizational 

structure and management style, training, communications, symbolism, and systems, 

procedures, and processes reflect its values and beliefs. GZED also implement employees ' 

suggestions that support the organization ' s values and beliefs and reward them for their 

accomplishment. 

GZED should focus on achivementlSupport oriented OC rather than power and role oriented 

OC) because the existing dominant OC eroded employee commitment and strong desire to stay 

in GZED .This could be improved in a number of ways :Providing fair and timel y 

compensation benefit, ensuring conducive and participatory work atmosphere, promoting 

performance based promotion, establishing efficient communication system, minimizing 

unfair administration, facilitating good training and development program, promoting good 

employee appraisal system, encouraging flexibility of rules, regulations and procedures, to 

retain high skilled manpower, to improve low employees commitment and to bring effective 

and efficient organizational performance. 

Implication for policy design, understanding of OC used to a better understanding of how 

organizational culture are created, why different organizations developed different cultures, and 

what factor help to maintain or change OC is a necessary first step to organizational reform. 

Long term focus-long term policies that include the creation of positive organizational cultures 

are more likely to succeed in creating an efficient public education sector than short-term and 

simplistic solutions. 

In addition, from policy perspective, an awareness of the nature of public educational 

organization culture provides a basis for both explaining and assess ing the appropriateness and 

the outcomes of the current reform process. 
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· . ADDIS ABABA UNIVERSITY 

COLLEGE OF EDUCA TIUN 

SCHOOL OF GRADUATE STUDIES 

Department of Educational Planning and Management Human Resr . rce and 

organlzlrtirrnal Development 

The purpose of this interview is to--ga1irer.:relevant data that help to assess the organizationar­

culture and employee 's commitmem _:ll Guraghe zone d=aIion Department (SNNPR). ! 

"Quid li ke to assure you in advance th:u r:o., study is purely for academic purpose as well as 

a!! the information will be kept confidemiaL heT'ce it would not affect anyone in any way. 

Rather. the result of thi s study is belie\cd to bring invaluable organizational culture concepts 

that help accelerate change process and improve emplo)cc's commitment in to the zone 

education departments. Indeed, yo ur ge.'lliine and frank responses are a prime importance for 

the 5ili:.CeSS of the study. 

Thank you in advance fnr ~'our time and cooperativeness!! 
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Appendix- A 

ADDIS ABABA UNIVERSITY 

COLLEGE OF EDUCATION 

SCHOOL OF GRADUATE STUDIES 

Department of Educational Planning and Management Human Resource and 

organizational Development 

Research Qu~stionnaire 

I am in the process of completing my studies towards a master Degree in Addis Ababa 

University in Educational Planning and Management in special field of Human Resource and 

Organizational Development and this research study forms part of the requirements of the 

qualification. 

My research unde11aking is to assess the corporate culture, and levels of employees 

commitment that is prevalent in your organization. I would much appreciate it, if you could 

kindly take a little of your time to complete the attached questionnaires. 

Any information provided by your selves is for academic purposes only and all responses 

would be treated with the strictest of confidence. I apologies for the length of the 

questionnaire, however the nature of the study does not allow me to shorten it any way. 

Your co-operation is most valued and appreciated and I take this opportunity of thanking you 

in advance for your kind participation and timeouts return of your complete questionnaire. 

, 
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Section A: Biogtaphic information 

'f!-!is section consists (s) questions. For each question in this section, draw a cross (x) in the 

box next to the answer yo u choose please answer all questions. 

I. Please indicate your gender 

a. 0 Male 

b. 0 female 

2. Please in dictate your age 

a. 0 less than 20 

b. 0 20-29 

c. 0 30-39 

d. 0 40-49 

e. 0 56 and above 

3. please indicate your highest level of fonnal education completed 

a. 0 graduate 12th grade 

b. 0 graduate certificate 

c. 0 graduate diploma( \0+3) 

d. 0 BA- Degree 

e. 0 post- Graduate Degree 

4. How long have you been working for this organizational and other organizations? 

a. 0 Less than 5 years 

b. 0 5-10 years 

c. 0 11-1 6 years 

d. 0 17-22 years 

e. 0 23-28 years 

f. 0 29 years and above 

5. please indicate the department core process you work 

for 
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• Sect ion B: Organizational Culture 

Instructions 

Please indicate the extent to wh.ich you agree (4= most preferred) or disagree (I =Ieast 

preferred) with the following statements about the preferred-and existin~ :ulture at the 

zone education Department! Woreda Education office. The existing culture meaning the 

way things are at present and preferred culture meaning the way you would like the 

culture to be in future . 

You need to rank all for possibilities from one to four (see example) 

R aD-kin o Kev 
" -

I = Least dominam "ie". or pre fe rred alternative 

2= Dominant vie\\'. 07 oreferred alternative 

3= Next dominant vi~\\ . or preferred aiternative 

4= Most dominant ,iew, or preferred alternative 

Note: please check answers to be sure you ha\'e assigned only one "4", one "3", one "2", and 

one fo r each phrase in the "existing" col umn and for each phrase in the "preferred" 

E:urmple 

! , supervisors are expected to be: 

Existina culture .. 
I " 

, 
, 0 a, 

4 b. 

I c. 

2 d. 

firm but fair 

impersonal 

democratic 

supportive 

preferred culture 

12 

3 

4 
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, E'(Existing culture) 'P'(prcfcrred culture) 

I 

I 
L.::::! 

o 
I , 
L 
I j 

I 
I 

, 
I, In YOu; Zon~ Education Department or Wored a Education office (Leaders and 

employees) are expected to give first priority to 

a, meeting the needs and demands of their~ supervisors and other high-level 

b, 

c. 

d. 

people in the organization 

carrying out the duties of their own jobs; staying within the policies and 

procedures related to their job 

mceting the challenges of the task, finding-a~better way to do things 

co-operating with the people with whom-they work, to solve work-and-personal 

problems 

from yo ur observation people who do well in Gurage Zone Education Department 

education office tend to be those \Vh!' 

a. kno\\' how to please their supervisors and are able and willing to use power and 

politics to get ahead 

b. pia\' by the ruks work within the system and strive to do things correcily 

c, are tecr..n ically competent and effective, with a strong commitment to getting 

the job j 0 ne 

and c2Iing 

3. In your Gurage Zone Education Department or Woreda Education office treats 

individuals 

a, as "hands" whose time and energy are at the disposal of persons at higher 

leve ls in the organization 

b. as "employees" whose time and energy are purchased through a contract, with 

ri ghts and obligations for both sides 

c. as "associates" or peers who are mutuall y committed to the achievement of a 

common purpose 

d. as "family" or "friends" who like being together and who care about and 

support one another 

I I I 
LJ 
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H 

•• 

Existing culture 

Preferred culture 

4. As a members of the zone education Department or Woreda EducatIOn Office H 
Employees are Managed. directed or influenced by I I 
a. officials in positions of authority, who exercise their power through the use of 

rewanis and punishment 

b. The system, rules, and procedures that outl ine what employees should do and 

the. right ways of doing things. 

c. Their own commitment to ac.hi:eving the goals of the organwnio n 

d. Their (> \\n des ire to be =pted by others and to be good rJIP-mDeIS of their 

O\\T1 WOIl, group 

5. In your zone education Departmentfworeda education office decision making II 

processes is characteri zed by 

a. directi \ "5. orders , and instructions that come do",n from higher levels 

b. the adherence to formal channels and reliance on policies and procedures for I 
making decis ions H 

: ! 
c. dec ision maki ng made ciose to the point of action. by the employees on the i ! 

ground 

d. the use c f consensus decis.io,,·making methods to gain acceptance and suppon 

for dec i,;ons 

6. Assignmen ts of tasks or jobs ttl yo ur zone education department! your woreda 

education office are based on 

a. the personal j udgments, values, and wishes of those in position of power 

b. the ,l eeds and plans of the organization and the rules of the system (seniority, 

qua(ifications, etc). 

c. matching the requirements of the job with the interests and abilities of the 

individuals 

d. the personal preference of the individuals and their needs for growth and 

development 
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7. the zone Education DepanmenVYour woreda Education Office (leaders and 

Employees are expected to be 

a. hard working, compliant, obed ient, and loyal to the interests of ' ,ose to whom 

they report 

b. responsib le and reliabLe, carry ing out the duties and responsibil ities of their 

jobs and avoid ing actions that could surprise or embarrass their supervisors 

c. se lf moti vatecLand competent, willing to take the initiative to get things done; 

willing to challenge those to whom they report if that report if that is necessary 

to obtain good resulls 

d. good team workers, supportive and co-operative, who get along well "'lith 

others 

8. In your zone education Depanmentl Wereda ed ucation office those In authority 

(Leaders and supervisor) are expected to be 

a. strong and decis ive; firm but fair 

b. impersonal and propcc. 3\ oiding the exercClse of authority for their own 

advantage 

c. democratic and wi llIng to accept subord inalPS ideas about the taSk 

d. supportive. responsi\'e "na concerned about the personal concerns and needs 07 

those who they supervise 

9. The zone Education Depanmentl your Woreda Education Office it is considered RI 

legi timate for one (leaders and employees) to tell another what to do when , 
a. he or she has more power, authority, or "clout" in the organization i 
b. it is part of the responsibilities inc luded in his or her job description 

c. he or she has greater knowledge and expertise and uses it to guide the other 

person or to teach him or her to do the work 

d. the other person asks for his or her help, guidance, or advice 

, 
,; 
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10. [n yo ur zone education Department! Woreda Ed ucation Office work motivation is 

primarily the result of 

a. hope for reward, fear of punishment, or personal loyalty to the supervisor 

b. acceptance of the norm of providing a "fair day's work for a fair day's pay" 

c. strong desires to achieve, to create, and to innovate and peer pressure to 

contribute to the success of the organ:iza:tion 0 

d. people wanting to help others and develop and maintain satisfying wrking 

relationships 

II . In zone education Department or v'0reda education office relation among work 

groups or departments are generally 

a. competitive, with both looking out for their o'''"n interests and helping each 

other only when they can see some advantage for themselves by doing so 

c . characterized by indi fference towards e:lCh other, belping each other only when 

it is convenient r when they are directed b\ higher levels 

c co-operative when they need to achie\e common goals. Employees are 

nonnalJ y willing to cut red tape and cross organizational boundaries in order to 

get the job done 

d. friendly, with a high level of respons iveness to requests for help from other 

departments 

12. in your zone education DepartmentiWored Education office, inter group and 

personal conflicts are usually 

a. dealt with by the personal intervention of people at higher level of authority 

b. avoided by reference to rules, procedures and formal definitions 

c. resolved through discussions aimed at getting the best outcomes possible for 

the work issues involved 

d. dealt with in a manner that maintains good working relationships and 

minimizes the chances of people being hurt 

I I 
l.---.J 
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13. Environment. outs ide your zone Education Department!Woreda Education Office 

is seeD as or is responded to by it employees us if it were 

a. a jungle, where the organization is in competition forsnrvival with others 

b. an orderly system in wh ich relationships are determined by ,tructures and 

procedures and where everyone is expected to abide by the rules 

c. a competit ion for excellence in which productivity, quality and innovation 

bring success 

d. a community of interdependent parts in which the co=on interests are the 

most lIDportam 

14 . if rule5. system, procerlures and regulati ons prevent your zone education 

department! Woreda education offi( : (Leaders and Employees) from doing their 

daily activities they (or get in the way employees) 

a. break the m if they have enough "clout" to get by wiLl} or if they think they can 

get away with it without being caught 

b. generally ab ide by them or go through proper channels to get permission to 

de\;atc from them or have them changed 

c. tend to ig nore or Do -pass them to accomplish their tas k or perform their jobs 

be.ner 

d. suppo rt to igno re or by-pass them to accomplish their tasks or perform their 

jobs bener 

Existing culture preferred culture 

15. New people in your zone education department! woreda education office need to 

learn 

a. who reall y runs things, who can help or hurt them; whom to avoid offend ing; the 

norms (unwritten rules) that have to be observed hey if tare to stay out of trouble 

b. the formal rules and procedures and to abide by them; to stay within the formal 

boundaries of their jobs 

c. what resources are available the help them do thei r jobs; to take the initiative to apply 

their ski lls and knowledge to their jobs 

d. how to co-operate; how to be good team members; how to develop good working 

relat ionship's with others. 
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Sectio~- C: Organizational Commitment Survey 

Instructions 

Please indicate the extent to which you strongly agree or strongly disagree with the 

following statements about your feelings toward the Gurage zone education 

departmentiWoreda education 

I. Strongly disagree 

2. Disagree 

3. Unsure 

4. Agree 

5. Strongly agree 

'\ote:- Please check yo ur-answers to ensure you have assigned one nwnber fOT each-phrase. 

Example 

Ranking key 

I I strongl\ disagree 12 I disagree 3 41 agree 
I I unsure 5 I strongly agree 

i 
I I I , i I I , , 

a. ! "ould leave th is organization if offered the same job wi tn another 

or!zanization. I ..., I 
- I • 

I. would be very happy to spend the rest of my caree, with this Gurage zone education 

DepartmentiWoreda education office 0 --------J 
2. it would be very hard for me to leave this Gurage zone education Departmentlworeda 

educat ion office ri ght now, even if I wanted to 0 
3. I think that people these days move form organization to organization too often 0 
4. thi s Organization (Gurage zone Education DepartmentiWo reda education office) has a great 

deal of personal meaning for me 0 
5. One of the few serious consequences of leaving thi s Organization zone education 

DepartmentiWoreda education office would be the scarcity of al ternaries. 0 
6. I was taught to believe in the value of remaining loyal to one organization 0 



" 

c 

Q 

7. I enjoy discussiJ'lg my Organization (Gurage zone Education Department/Woreda education 

office) with people outside it. 0 
8. Too much in my Jife would be disrupted if I decided I wanted to leave organization now. 

9. Jumping from organization to organization seems unethical to me 0 
10. I really feel as if this G.urage zone Education Departmentlworeda education-,""lce problems 

are myownD 

11 . It would be too costl y for me to leave my organization now 0 
12. One of the major reasons 1 continue to work for this organization is that I believe that 

loyalty is imponanLand-therefore feel a sense of moral obligation to remain 

13. I feel like ''part-o f-tbe fami ly" at my organizmion 0 
14. Right now, staying with my organization is a !patter of necessity as-much as desire 

15 . If I got another offer for a better job elsewhere I would feel it was right to leave my 

organization 0 
16. I feel "emotionally" anached to this Organization (Gurage zone education 

depanmentlworeda educat ion offi ce) 0 
17. Things were better in the days when people stayed with one organization for most of their 

careers 0 
18. I feel that I have too fc\\ options to consider leav ing thi s organization zone educarion 

depanmentlworeda education office 0 
19. I feel a strong sense of belonging iO my organization (Guraghe zone education 

departmentlworeda education office) 0 
20. One of the major reasons I continue to work for this organization is that leaving would 

requi re considerable personal sacrifice-another organization may not match the overall 

benefits I have here 0 
21. I thing that wanting to be a "company man/woman" is sens ible 0 
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· . ADDIS ABABA U1'olVERSITY 

COLLEGE OF EDUCA nON 

S.CHOOL OF GRADUATE STUDIES 

Department of Educational Planning and Management Human Res' . rce.and 

orga'nizational Development 

_ The purpose of thi s intcn' iew=fs to gather rcl evanniata=that help to assess the organizational 

culture and employee' s COmlillUlle.nt at Guragile zone- education Department (SN;\''PR ). ! 

would like to assure you in ill!> :!n1:e that the study is purely for academic purpose as weil as 

all the information will be kept confidential. herce it would not affect anyone in any way. 

Rathe r, the resu lt of this study is bdieved to bring invaluable organizational culture concepts 

that help accelerate change process and improve employee's commitment in to the zone 

education departments. Indeed. \ our genuine and fnmk responses are a prime importance for 

the success of the study. 

Thank you in advance for your time and cooperativcll!!ss " 
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Interview Guide Q¥.estions 

. How do you explain the existing relationships of people at different levels and perfonnance of the 

organizati o~? 

2. How much has the culture of your organization va lued its customers and employees? Has there been a 

deep seated belief. widely shared in your organization that they sho.ul.d try to achieve some standard 

of ex cell en! in serving the interests aflhe customers? 

3. \Vhat is thing you would like most to change about this zone education deparunentlworeda education 

office? 

4. Do your organizations receive many rewards due to its bener perfonnance at zone administrative or 

regional level or others? 

5. Are comfortable on the current DC? Should it be modified or tata-Ily_ changed? If so, what kind of 

organizational practices do :,ou_su.g.g.est:for your or.ganiza ti on? 

6. \\'ouid ycc :=xplain what and the extent to which the employees ' conmrinnent level in your 

organizati on? 

7, What is your personal opinion about employee c' ,nmitment in your organization': 

8. Have you ever observed disagreement/confl ict between leaders and employees/teachers? If so. what is 

the consequence? \\'hat is the possible solution? 

9. Do the orgar. izat ion faces employees tum over? If so what is the rate of turnover? What is the possible 

reason for empl oyees turn over 

Focus Group Discussion G uide Qut!stion 

I . Is there empl0~ ees feel a sense of ownership towards their organization? 

., Is there eTi1p io~ ees \\-'ant to stay with this organization? Why? 

~ , I s there an em;J :()yee in this organizauon a strong sense of loyalt)'? 

4, What mechan isms used to increase employee commiunent in your organization? 

5. What you perceived the management practice of your organizati on 

6. Is there empi-oyees in your organization characterized by high moral team work and reward that come 

from work sati sfaction? 

7. What is look like your organization performance? 

8. Do you think good people management skill would help improve employees' commitment levels? 

How? 

9. Do your organizations create and build trust through open communication and dialogue 

10. What ways of to culti vate employee commitment and retain skilled employees? 

II . Is there in your organization people more emphasized on rule and regulation or trust and loyalty? 

12 . In your organization employees are motivated and they make empowered decision (given 

respons ibly) to success their task? 
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AppendixB 

Existing culture Preferred culture 

Respond P R A S CI P R A S CI 

ents 

categori 

es 

Leader Mea 31.5 43.33 35.82 38.5 0.5 29.00 36.00 43.33 41.67 20 

n 

N 6 6 6 6 6 6 6 6 

sum 189 262 215 231 174 216 260 250 

Core Mea 39.83 41.25 34.25 34.27 29.38 32.5 45.54 42.75 

process n -12.7 26.4 
') 

I owners N 24 24 24 24 24 24 24 24 

sum 956 990 822 825 705 780 1093 1026 

I Mea 42.46 39.39 34.70 33.09 29.32 34.09 43.69 43.63 

Employ 
23.9 

n 

ee N 46 46 46 46 46 46 46 46 
-14. 1 

sum 1953 1812 1592 1522 1305 1568 2010 2007 
o 
I 
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Appendi", C 

Table mean scared of the existing and preferred organizational culture scales 
perceived by leader's respondents 

Organizational culture scales Mean 

Existing power culture 31.5 

Existing role culture 43.33 

Existing achievement culture 35.82 

Existing support culture 38.5 

Preferred power culture 29.00 

Preferred role cu lture 36.00 

Preferred achievement culture 43.33 

Preferred support culture 41.67 

Table mean scored of the existing and preferred organizational culture 

scales perceived by Core process owner's respondents 

, Organizational culture scales Mean 

Existing power culture 39.83 

Existing role culture 41.25 

Existing achievement culture 34.25 

Existing support cu lture 34.27 

Preferred power culture 29.38 

Preferred role culture 32.5 

Preferred achievement culture 45.54 

Preferred support culture 42.75 



Appendix D 

Table mean scored of the existing and preferred organizalional cullure 

scales perceived by Employees respondenls 

Organizational culture scales Mean 

Existing power culture 42.46 

Existing role culture 39.39 

Existing achievement culture 34.70 

i Existing support culture 3309 

I Preferred power culture I 29.32 

Preferred role cu lture 34.09 

Preferred achievement culture 43 .69 
-:C" 

Preferred support culture 43 .63 
_ ._----_. I 

Table mean scored oflhe exisling and preferred organizalional culture 

scales across perceived by all respondenl s(overall cuI lure) 

, 
Organizational culture scales Mean I 

Existing power culture 37.93 

Existing role culture 41.32 

Existing achievement culture 35.13 

Existing support culture 35.29 

Preferred power culture 29.23 

Preferred role culture 34.20 

Preferred achievement culture 44.19 

Preferred support culture 42.53 
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