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ABSTRACT 
Public sector reform programs implemented across Afhca, including the World Bank 's 
"first " and 'second" generation reforms, are based on the assumption that all public 
organizations are inefficient. This study with the particular pwpose of assessing the 
organizational cliiture and peljormance of Oromia bureaus, however, argues that this 
assumption is problematic and has had significant implications for organizational 
change policy. By failing to recognize that not all public organizations peljorm poorly 
and to consider the specific situations of organizations, policy makers may ignore any 
potential lessons that could have been learnt /i'om the experiences of organizations that 
have managed to peljorm ~ffectively under the same social, political, economic and 
organizational environments, and public-sector change policies that could have been 
tailored to specific organizations. The study survey 10 Oromia bureaus classified as the 
good and poor performers using descriptive survey research method and both 
quantitative and qualitative data gathered /i'om 223 respondents and 10 interviewees 
through questionnaire and interview respectively. Based on these data, the study 
analyzed the characteristics of poor and good peljorming bureaus using both descriptive 
and inferential statistics in identifying the organizational culture and peljormance 
differential of the two types of organizations. In these processes, the study found that 
good and poor performing bureaus in Oromia were significantly different in respect of 
the current core organizational culture type, recruitment practices, employee 
recognitions and sanctions, remuneration, leaders' consistency in exhibiting behaviors 
required of employees, employees' commitment to the organization and cooperative team 
working. To the extent that the characteristics of an organization determine the 
organization's culture and peljormance, the findings results suggest that different 
organizations- even those in the same region and/or in the same sector often have 
different culture(s) and peljormance which is may be partly allributed to differences in 
the core organizational culture type, employees recruitment procedures, recognition and 
sanction as well as incentive systems, leaders ' behavioral nOrms and actions, and to 
differences in the employees commitment and cooperative team working. And, creating 
effective public sector organization requires taking situations in the specific 
organizations into consideration andfocusing on those internal and external variables, in 
which the two groups of organizations differed, rather than one-size:fits-all approaches 
or solutions. 



CHAPTER ONE 

THE PROBLEM AND ITS APPROACH 

This chapter presents the background of the study, the statement of the problem, the research 

questions related to the problem and that the study attempts to address, the objectives of the 

study, significance of the study, delimitation of the study, limitations of the study, definition of 

terms, and organization of the study. 

1.1. Background of the Study 

Organizational culture is the important concept that helps to explain some of the more seemingly 

incomprehensible and irrational aspects of what goes on in organizations and be less likely to be 

puzzled, irritated, and anxious when one encounter these aspects and to normalize them. 

However, it is not always easy to observe and understand organizational culture, for it tends to 

subtly permeate most aspects of organizational life. As a result, it is not rare that one can find a 

variety of elements that people perceive to be "culture", leading to a formal definition that puts 

emphasis on shared learning experi ences at the expense of the essence of culture- i. e., shared 

and taken-for-granted basic assumptions held by members of the organization and that 

determines much of the organization's behavior (Schein, 1985 , 2004). 

Though the essence of an organization's culture is its pattern of shared, basic taken-for-granted 

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

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

important to recognize the basic elements of culture sorted into layers or levels based upon 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 unconscious (i.e. basic underlying assumptions). In 

between these layers are various espoused beliefs, values, and norms of behavior that members 

of the culture use as a way of depicting the culture to themselves and others, but may only reflect 

rationali zations and aspirations. Therefore, in analyzing an organization's culture, one must 

attempt to get at its shared basic assumptions and understand the shared learning process by 

which such basic assumptions come to be (Rousseau, 1990; Schein, 1985,2004). 



Organizational culture and leadership are two sides of the same coin, in that leaders can playa 

major role in creating, developing and changing the organizational cultures. On the other hand, 

once organizational cultures formed they determine the criteria for leadership and thus determine 

who will or will not be a leader. Culture and change can also affect each other. For instance, an 

organizat ional change endeavor that is not taking into account the members' basic assumptions 

or culture create stress and is more vu lnerable to fierce resistance and failure, which would in 

turn, be a tough challenge for leadership . Conversely, organizational change made in response to 

organizational cri sis may necess itate the cultural change and immediate leadership reaction 

accordingly. But if elements of a culture and organization system become dysfunctional , it is the 

unique function of leadership to be able to perceive the functional and dysfunctional elements of 

the existing culture and organization system as well as to manage and change them in such a way 

that the organization can be effective and survive in a changing environment (Grindle, 1997; 

Schein, 2004; 1985). 

Indeed, different authorities point out that there is a significant inter-play or strong tie among 

organizational culture, leadersh ip, change and/or performance and that they all need due 

consideration: on this point Deal and Kennedy (1982: 164) are very exp licit, "The Business of 

change is cultural transformation" and criticizes most managers or leaders who "worry a lot 

about change but neglect culture issues of changing." Others li ke Benjamin and Maybe 

(1993: 182) believe that success is dependent on those in itiating change recognize that "they 

themselves will need to revise their atti tude and behaviors and perhaps even their values." While 

George and Jones (2005) warn that leaders at different levels should be able to bear in mind that 

the ability of an organizations' culture to motivate employees and increase its effectiveness is 

directly related to the way in which members learn the organization's values and develop more 

consistency and increase service delivery in the work place . 

Moreover, there is a growing body of knowledge and experience on excellence in public 

management that the leaders in government organizations can increasingly draw on it for their 

own planning and thinking about cultural change. They can also hold these knowledge and 

experience up to others in their organizations. They can point to them as evidence that while 

government setting may often impose obstacles to improving organizational culture, leaders of 
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government agencies can overcome these obstacles and develop effective organizational culture 

(Rainey, 1996 a). 

Further moreover, the need to create and develop strong organizational culture as a means to 

improve the performance of organizations is stressed by different authorities. For instance, Deal 

and Kennedy (1982 : 181-6) state that "a strong culture is a powerful lever in guiding behavior 

and that culture have an edge." This edge is shown in terms of productivity or performance. "The 

impact of a strong culture on productivity is amazing "and it also makes employees" feel better 

about what they do, so they are more likely to work hard." Moreover, Peters and Austin 

(1985:330-4) echo this theme "shared organizational values affect individual performance" 

because shared values set a framework whereby employees can flexibly and speedily respond to 

new day to day solutions, where as "rules and procedures not shared and valued can be a strait­

Jacket." 

Therefore, the basic assumption of the need for understanding and managing culture is that it has 

been recognized as the powerful forces that are created in social and organizational situations and 

a key predicator of competitive performance, organizational behavior and leadership attributes 

most valued. This is the greater implication to all parties aiming at the improvement of public 

organizations, but more importantly, to kaders that there should be an emphasis on 

organizational culture. Thus, to be familiar with what is go ing on inside an organization and deal 

with appropriately as Schein (2004:23) echoes thi s theme "perceiving and deciphering 

organizational culture is desirable for all of as, but it is essential for leaders if they are to lead" 

the organizational change and improve performance. 

The above arguments are al so true to the conditions of public organizations in Ethiopia includ ing 

Oromia Regional State this study uses as a subject. Therefore, visionary leaders and cultural 

change of public organizations in Oromia is crucial fo r the improvement of performance and all 

rounded development of the region, which in turn contributes a lot to the development of the 

country. It is at this point that the need for assessing, understanding, developing or creating or 

changing the organizational culture comes to its highest relevance. 
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1.2. Statement of the Problem 

The importance of well-functioning public-sector In the development process is indisputable. 

Indeed, the proliferation of concepts such as "public-sector improvement program," "capacity 

buildi ng," "good governance," and "business process reengineering" in the development 

literature are indications of a near-expert-consensus on the need for effecti ve public-sector 

organizations. The challenge is to find ways to make or create effective public-sector 

organizations capable of responding to customer needs and facilitating development (World 

Bank, 2002). 

In response to thi s challenge, the African governments implemented vanous strategies for 

reforming its inefficient public organizations. Among such initiati ves to mention some: "Civil 

Service Improvement Program", "Capacity Bui lding Program", and "Business Process 

Reengineering." Even then, the improvement of public-sector organizations is still questionable 

(World Bank, 2002). 

Several reasons have been advanced for the apparent fa ilure of these reforms and non 

improvement of public-sector organizations in Africa. Among these to cite some, it is due to a 

series of external constraints, including colonial legacies (Ekeh, 1975; Alemika, 1993); the use of 

public organizations as a too l of popular patronage instead of a mechanism for providing public 

goods and services (Stand brook and Oelbaum, 1999); the broader culture in which the 

organizat ions are immersed (Dia, 1996); the changing live hood of employees in response to the 

economic crisis and reforms (Owusu, 2005); the influences of all these factors on the 

performance of di fferent organizations may hold the key to organizational culture change and 

hence performance (Kotter and Heskett, 1992 ; Rai ney, 1996 b). But more importantly, World 

Bank (2000 a; 2002) points out that there is now a sober realization that improving the 

performance of public-organizations is a di fficult and multifaceted task that must involve 

fundamental changes in the " rules of the game"- i.e., changing culture(s) of public 

organizations. It also reqUires long-term, high-level commitment, in-depth knowledge and 

extensive support by civil servants, the national leaders and international community. 

Moreover, Kotter' s (1 996) argues that visionary leadership that create organizations in the first 

place or adapt them to significantly changing circumstances, defi nes what the future should look 
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like, aligns people with that vision, and inspires them to make it happen despite obstacles is 

important for organizational effectiveness. Yet, lack of visionary leadership is a serious problem, 

particularly in public sector where a poor incentive system, lack of resources, excessive 

bureaucratic rules and regulations and political interference in the running of public 

organizations make it extremely di fficult to attract and retain such people. 

Further more, authorities point out that the past public-sector reform policies which was based on 

the assumption that "all public organizations are ineffective" is a problematic and has had 

significant implications for organizational change policy. This assumption has become the norm, 

because the public sector in Africa has historically performed poorly, and is generally perceived 

as an obstacle to development (Stein, 1994). Yet not all public sector organizations in Africa 

perform poorly, indeed; in every African country one can find some organizations that perform 

relatively well given the constraints that they face. However, the reasons for the differential 

performance of public organizations within countries have not systematically studied (Grindle, 

1997; Owusu, 2005). 

To create public-sector organizations capable of playing major roles in the development 

programs of the African countries is the aim and expectation of an international community's 

change initiatives and supports as well. But the performance of public-sector organizations in 

Africa is found not to be to the expectation (World Bank, 2002). As part of the solution, realizing 

the existence and extent of the problem is important, but the most important is the need for 

thorough investigation and understanding the root causes of this deep-rooted and long-aged 

phenomenon and finding the ways to go out of it. 

In short, the ongoing search for effective public sector organizations needs a more 

'. comprehensive public-sector reform strategy that fore fronting organizational culture and those 

variables influencing it (i.e. , both internal and external factors) to address the perennial problem 

of poor performance of public organizations. 

The public organizations in Oromia Regional State are not exceptional in these respects. Oromia 

is one of the regional states that have implemented various reforms to improve public 
\ 

organizations at all leve ls in the past. It is also implementing "Business Process Reengineering" 

for the second time. Though there are some improvements as a result of the change process, the 
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performance of public organizations in Oromia is sti ll not up to the need of the citizens and 

expectations of the government. Since the success of development in the region partly depends 

on the effecti veness of public sector organizations, the repeated report about the high prevalence 

of problems in Oromia with regard to public-sector perfo rmance deserve serious research 

attention. 

Thus, the purpose of this study is assessll1g the organizational culture and performance of 

Oromia Regional Govenunent State Bureaus as the subject and to come up wi th valuable 

findings that may contribute to the search fo r effective public sector organizations and/or give 

vital recommendations that enable overcome the challenges encountering with respect to 

identifying gaps, creating or developing or changing organizational culture, improving 

organizational performance and change process so that they could commence provision of 

effective and efficient services to tax payers as well as contribute to the change and development 

of the region and the country. 

To thi s end , the study tries to search for valid answers to the following basic questions: 

I . What are the dominant current and preferred cultures of the good and poor performing 

Oromia Bureaus? 

2. What are the major internal and external factors influencing the culture and performance 

of the good and poor performing Oromia Bureaus? 

3. Do leaders of the good and poor performing Oromia Bureaus think organizational culture 

could be changed? If so : 

3. 1. At what levels do they try to change? 

3.2. What types of techniques are used? 

3.3. How effecti ve do they think these changes are? 

1.3. Objectives of the Study 

The objectives of the study emanate from the very nature of the problem discussed above. To thi s 

effect, they are discussed in two different sections as general and specific objectives in the 

subsequent sections. 
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1.3.1. General Objective 

The prime objecti ve of this study is addressing the following three major related issues: First, it 

addresses the past public-sector reform policies' assumption that "all public organizations are 

ineffective"- this assumption has became the norm, because the public sector in Africa has 

hi storically performed poorly, and is generally perceived as an obstacle to development (Stein, 

1994). Yet not all public sector organizations in Africa perform poorly, indeed; in every African 

country one can find some organizations that perform relatively well given the constraints that 

they face. However, the reasons for the differential performance of public organizations within 

countries or regions have not been systematically studied (Grindle, 1997; Owusu, 2005). Thus, 

by identifying which organizations perform well in a given country or region and providing an 

explanation of why or how such organizations defy the norm could contribute to the ongoing 

search for effective public sector reform strategies. 

Second, the study does not only identify the differential performance of public organizations in 

the region, it also explores the relationship between organizational culture and performance. 

Specificall y, it brings the concept of organizational culture which has recently found widespread 

application in the private and public sector in many developed countries into the public sector 

organizations, whi le exploring the core current and preferred culture type and major factors 

influencing culture and performance in Oromia bureaus. The basic premise is that "good-and 

poor performing organizations have di fferent cultures" that are the product of the interaction 

between internal and external factors that impinge on the organization. As a result, some 

organizations develop a culture(s) that encourage higher performance whi le others develop that 

perpetuates poor performance (Schein, 1992; 1999). 

The third general objective of this study was identifying the elements of culture leaders of good 

and poor performers think more important and the ways they were attempting to change it and/or 

cultural change techniques used. In the process, the study not only brings the useful or applicable 

techniques for changing organizational culture into the public sector organizations but also 

makes bold that any effo11 to transform inefficient organizations that do not include systematic 

strategies for diagnosing, creating or developing or changing organizational culture in 

appropriate way is bound to fail (Lowe, 2004).The basic assumption is: organizations tack le 

artifacts and behavioral patterns as these are promoted by management consultants, they are 
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more visib le, and are believed to produce quicker results . As a result, they do not try to change 

the inner elements of values and beliefs (Deal and Kennedy, 1982; Peters and Waterman, 1982; 

Kono, 1990). 

1.3.2. Specific Objectives 

The specific objectives of the study designed to address the general objective of the study are: 

I. To identify the well-and poor performing Oromia Bureaus. 

2. To identify the major culture difference that may exist between the good and poor 

performing Oromia Bureaus. 

3. To investigate the major factors those are influencing the culture and performance of 

good and poor performing Oromia bureaus. 

4. To examine an attempt made and techniques employed to change organizational culture 

in the good and poor performing Oromia bureaus. 

5. To examine how effective was the cultural change endeavor in the good and poor 

performing Oromia Bureaus while implementing the BPR project. 

1.4. Significances of the Study 

Familiarity with alternative pathways to organizational culture and performance is essential for 

today's dynamic world . This study, as stated in its objectives, is aimed to assess organizational 

culture and performance in Oromia bureaus. In doing so, the output of the research may have the 

following sign ificant roles: 

I . It may suggest possible strategies to nurture strong organizational culture and there by 

improve the effectiveness of Oromia bureaus. 

2. It may serve as a spring board for other researchers who have an interest to study the 

problem in a wider scope. 

3. It may contribute its share to the development ofa body of knowledge in the fi eld. 

4. It may shed light upon some important strategies that the policy makers should consider 

in public organizations change programs. 

1.5. Delimitation of the Study 

The study is all limi ted to 10 Bureaus in Oromia to make the study manageable. The bureaus 

were chosen for three reasons. First, they are relatively easier to access to different valuable 
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documents, the respondents and administer the research instrument three ti mes (i. e. administering 

the instruments designed fo r identi fy ing the good and the poor perfo rming bureaus, pilot testing 

the instruments designed for the next phase of the study, and final administration of the 

instrument or collection of data) . Second, the researcher was serving in Oromia at bureau level at 

the time the problem of the study recognized. Third, it is supposed that the organizational culture 

and performance has to do with organizational structure and studying the problem at the higher 

or bureau level could have an implication on the organizational culture and performance of the 

lower levels (zone and woreda) organizational structures. 

1.6. Limitations of the Study 

For the lack of related ample literature thai describes theoretical perspecti ves and empirical 

findi ngs from domestic sources, the study was forced to totally rel y on theories and practices that 

do not correspond with local practices. Moreover, lack of adequate financial resources limited 

the size and nature of the subject that could have been incl uded in the sample population. 

1. 7. Definition of Terms 

Artifacts: are the visible products of the organization, such as the architecture of its phys ical 

environment, its language, its technology and products, its artistic creations, its 

style, as embedded in clothing, emotional displays, and myths and stories told about 

the organization (Schein, 2004). 

Basic assumptions: is the inner and invisible, to a considerable degree unconscious and taken­

for-granted belief, perceptions, thoughts and fee lings that provides individuals in 

the organization a sense of common direction (Schein, 2004). 

Culture: is a pattern of shared basic assumptions invented, di scovered or deve loped by a group 

as it learns to cope with its problems of external adaptation and internal integration 

that has worked well enough to be considered valid and, therefore, to be taught to 

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

problems (Schein, 1985,2004). 

Rites alld Rituals: are the every day activities and ce lebrations that characterize the organization 

(George, 1989). 
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Organizatiollal Culture: is the values, rules, practices, rituals and norms through which business 

is conducted; simply, it is the way you do things... strategy delineates the 

boundaries of the organization's pond; culture is water you swim (Brache, 2002). 

Values and norms: Values refers to what people believe ( 0 be good, ri ght or desirab le or a sense 

of what ought to be done. While norms are unwritten rules according to which others are 

expected to behave and also reflect what is not done in the organization (Maslowski , 200 I). 

1.8. Organization of the Study 

The research paper is organized into fi ve chapters. Chapter one di scusses the background, the 

problem, the objectives, the significance, the delimitation and limitation of the study. It also 

contains definition of terms used in the study and how the research paper is organized. Chapter 

two reviews the related literature that describes the theoretical perspectives and empirical 

findings regarding the problem at hand. Whereas, chapter three discuses the research methods, 

instruments and procedures of data co lieciion, sources of data, method of data analysis and 

variables of the study. Chapter four focuses on descriptions of variables, data presentation, 

analysis and interpretation, while chapter fi ve deals with the summary of major findings, 

conclusion and recommendations of the study. 
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CHAPTER TWO 

REVIEW OF RELATED LITRA TURE 

This part of the study genera ll y deals with theoretical and empirical evidences of organi zational 

culture. Organizational members may imagine that what happens in organizations is fa irly easy 

to observe; but face diffi culty in the effort to understand why such things happen- i.e. , where 

culture as a concept comes into its own (Schein, 2004). Thus, the li terature review will proceed 

with the concept, definition and characteristics of organizational cu lture. To be more fami liar 

with the concept of organizational culture, one should be able to acquaints with the elements 

cu lture made of and identify the levels at which they are categorized and analyzed. To thi s end, 

the review briefly discusses on the elements and levels of culture; fo llowed by types of cultures 

and their class ifications schemes. The literature review also covers theoretical as well as 

empirical evidences on the factors playing roles in the creation of organizational culture, the ro le 

and value of culture in enhancing organizationa l performance and major changes. Finally, the 

review focuses on mechanisms available for leaders to change culture so as to align to the 

organizational mission. 

2.1. The Concept of Organizational Culture 

Culture as a concept is an abstraction-"an empirica lly based abstraction" as Schein (2004) ca lls 

it. As a result, culture as a concept has been used by different groups in different ways. It has 

been used by layman as a word to indicate sophistication, as when we say that someone is very 

"cultured". It has been used by antlU"opologists to refe r to the customs and ritual s that societies 

develop over the course of their history. In the last several decades, it has been used by some 

organizational researchers and managers to refer to the climate and practi ces that organizations 

develop around their handling of people, or the espoused va lues and credo of an organization 

(Schein, 1985, 2004). 

In thi s context or usage, managers fo r example, speak of developing the "ri ght ki nd of culture", 

suggesting that cu lture has to do with certain values that managers are trying to inculcate in their 

organizations. Also implied in this usage is the assumption that there are better or worse cultures . 

However, Schein criticizes that many of these usages of the wo rd culture display not on ly a 

superficial and incorrect view of culture, but also a dangerous tendency to evaluate particular 
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cultures in an absolute way and to suggest that there actually are " right" cu ltures fo r 

organizations and argue that whether or not a culture is "good" or "bad", depends not on the 

culture alone, but on the relationship of the culture to the envirorUllent in which it exists (Schein, 

1985, 2004). 

The most intriguing aspects of culture as a concept is that it points us to phenomena that are 

below the surface, that are powerful in their impact but invisible and to a cons iderab le degree 

unconscious. In thi s sense, culture is to a group what personality or character is to an ind ividual. 

We can see the behavior that results, but often we can not see the forces underneath that cause 

certain kinds of behavior. Yet, just as our personal ity and character guide and constrain our 

behavior, so does culture guide and constrain the behavior of members of a group or an 

organ ization through shared norms that are held in that organization. Thus, culture as a concept is 

an abstraction but its behavioral and attitudinal consequences are very concrete indeed (Schein, 

1985; 2004; Rousseau, 1990). 

If an abstract concept is to be useful to our thinking, it should be observable and also increase our 

understanding of a set of events that are otherwise not well understood. Culture as a concept wi ll 

also be most useful if it helps us to better understand the hidden and complex aspects of life in 

groups and organizations. For example, most of us in our ro les as students, employees, managers, 

consultants, etc, work in and have to deal with groups and organizations of all kinds. Yet, we 

continue to find it amazingly difficult to understand and justify much of what we observe in our 

organizational li fe . Too much seems to be bureaucratic or political or just plain irrational- i. e., 

as when people in positions of authority often frustrate us; as managers, when we try to change 

the behavior of subordinates, we often encounter resistance to change to an extent that seems 

beyond reason; as teachers, we encounter the sometimes mysterious phenomenon that different 

classes behave completely differently from each other, even though our material and teaching 

style remains the same, and so on (Rousseau, 1990; Schein, 1985; 2004). 

Indeed, Schein (2004:7) argues that the concept of culture helps to explain all of these 

phenomena and to normalize them. If we understand the dynamics of culture, we will be less 

li kely to be puzzled when we encounter the unfamil iar and seemingly irrational behavior of 

people in organizations, and we will have a deeper understanding not only of why various groups 

of people or organizations can be so different, but al so why it is so hard to change them. Even 
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more important, if we understand culture better we will better understand ourselves . However, 

the author warns that we cannot obtain th is understanding unless "we taking a cul tural 

perspective; learning to see the world tlu'ough cultural lenses; becoming competent in cultural 

analysis" ; we must avo id the superficial models of culture and build on the deeper, more 

complex anthropological models, and avo id using superficial definiti ons. 

In sum, this section of the review has introduced that culture as a concept is an abstraction that 

points us to phenomena that are below the surface. As a result, that it has been used by different 

groups in different ways and leading to an incorrect view of culture. It has also argued that if we 

understand the concept of culture thoroughly, it helps us to better understand the hidden and 

complex aspects of life in groups and organizations. This is, in turn , requires being competent in 

cultural analysis and avoid the superficial models of culture and build on the deeper ones. 

2.2. Definition and Characteristics of Organizational Culture 

We all may have a commonsense notion of organizational culture. In talking about organizational 

culture with colleagues and members of organi zations, we may often find that we agree that "it" 

exists and that it is important in its effects, but when we try to describe or define it, we may have 

completely different ideas of what " it" is. Simi larly, whether the case is due to the abstraction of 

culture as a concept or the purpose why they are engaged in the study process or the aspects of 

culture emphasis on, many of the authorities who have studied organizational culture often come 

up with rather di ffering definitions. For instance, the fo llowing definitions have been used to 

describe organizat ional culture: 

1. Espoused values: the articulated, publicly announced principles and values that the group 

or organizational members claims to be trying to achieve, such as "product quality" or 

"price leadership" (Deal and Kennedy, 1982, 1999). 

2. Formal rituals and celebrations. the ways in which a group or organization celebrates 

key events that refl ect important values or important "passages" by members, such as 

promotion, completion of important projects, and milestones (Deal and Kennedy, 1982). 

From the point of view of such scholars as (Cameroon and Quinn, 2006; Schein, 2004; Rousseau, 

1990) and others, the commonly used wo rds relating to culture in these definiti ons are not onl y 

varying but also emphasize the observable behavioral regularities and one of its critical aspects, 

but they can not usefully be thought of as the culture of an organization. Such a lack of 
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consensus on the aspects of culture is one of the most subjects that have been posing debate 

among scholars. In fact , as to these authorities, this debate is a healthy sign in that it testifies to 

the importance of culture as a concept, but at the same time it creates difficulties for both the 

scholar and the practitioner if definitions are fuzzy and usages are incons istent. And, they argue 

that there is the need to offer an embracing, and formal definition that makes the most sense 

and/or that capture an essence of an organizat ional culture. 

Accordingly, scholars have provided definitions of organizational culture they suppose to be 

more fo rmal and embracing from their own point of views. For example, Schein has offered the 

following definition: 

"a pattern of shared basic assumptions that was learned by a group as it so lved its problems of 

external adaptation and internal integration, that has worked well enough to be considered valid 

and, therefore, to be taught to new members as the correct way to perceive, think, and feel in 

relation to those problems" (Schein, 2004, p.1 7). 

On the basis of this definition the critical elements or characteri stics of culture suggested by 

Schein (2004) are: shared learning, structural stabi lity, depth, breadth, and patterning or 

integration- the accumulated shared learning of a given organization, covering behavioral, 

emotional, and cognitive elements of the organization members' total psychological functioning. 

For such shared learning to occur, there must be a history of shared experience that, in turn, 

imp lies some stabi lity of membership in the organization. Given such stability and a shared 

hi story, the human need fo r stability, consistency, and meaning wi ll cause the various shared 

elements to form into patterns that eventually can be called a cu lture (pp. 14-17). 

Whilst the context part of thi s definition (i.e. how culture is created, the group aspects and shared 

learning) is generall y accepted by most authorities, whether culture is "patterns of basic 

assumptions" , invisible or visible one is open to debate. This v isib le/invisible distinction applies 

to other non behavioral attributes of culture which many researchers tend to emphasis. As to 

Schein (2004) , some of such variations in emphasis and/or the confusion surrounding the 

definition of what culture really is results from not differentiating its basic elements and the 

levels at wh ich it manifests itself, with the term level meaning the degree to which the cultural 

phenomenon is visible to the observer. 
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To sum up, it is pointed out that we all may have a commonsense notion of organizational culture 

and agree that " it" ex ists and that it is important in its effects, but when we try to describe it, we 

may have completely different ideas of what " it" is. Similarly, for what ever reasons it is, many 

of the authorities who have studied organizational culture often come up wi th rather differing 

definitions. The variety of elements that people perceive to be ' culture' was reviewed, lead ing to 

fo rmal definition that puts emphasis on shared learning experiences that led, in turn, to shared, 

taken-for-gran ted basic assumptions held by the members of the organization. 

2.3. Elements of Organizational Culture and the Levels at which Analyzed 

Scholars vary in the elements or levels of culture they emphasis on in analyzing or studying 

organizational culture. For instance, Peters and Waterman (1982) , and Deal and Kennedy (1982) 

emphasis the cultural elements of "business environment", "values", "heroes", "rites and ritual s", 

and "cultural network". Whilst Organizational Development practitioners, such as Schein(1985; 

2004), emphasis the cultural elements of "basic assumptions and beliefs". 

Rousseau (1990), in hi s critique of researchers who concentrate on one or a few attributes, 

proposes a multi-layered model which he structured as a ring (see figure 2. 1 below). Rousseau's 

rings were "organized from read ily accessible [outer layers] to difficult to access [inner layers]". 

Outer rings are 
the visible signs 
of culture 

Inner rings are 
the hidden 
feelings of culture 

Figure 2.1: Layers of Cu lture, Rousseau (1990, p.IS8) with additional annotati on. 

Rousseau's model appears to capture all the key elements of culture: "a conti nuum from 

unconscious to conscious, from interpretative to behavior, from inaccessible to accessible". But 

whilst Rousseau asserts that "the layers of culture associated with values, beliefs, and 

expectations constitute the primary elements in organization researchers' conceptuali zations of 

culture"(pI59) it would appear from other critical researchers' view points that in fact most 

research has concentrated on those more visible outer layers. 
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At thi s point it should be highlighted that many researchers use the same terms of organizational 

culture but for different meanings. Thus Rousseau' s "values" are the " inner/ hidden" and the 

primary elements in organizations as noted above, while Schein's "values" are visible "dominant 

values espoused by an organization"-i.e., values are not the primary elements in organizations. 

Rather, Schein's primary elements are assumptions. 

Many scholars in the fi eld adopt Schein 's (1985) classification of cultural levels. Schein ' s model 

consists of three layers that differ regarding their visibility within an organizations and their 

consciousness among organizational members. These levels of culture and their interaction are 

summarized blow in figure 2.2 . 

The first level in Schein 's classi fication scheme consists of artifacts and practices. [n cultural 

artifacts, the basic assumptions, values and behavioral norms of an organization are "visualized". 

Myths, for instance, articulate which past events have been important for members of the 

organization (Deal, 1985). These "critical" events are rendered in stories that are frequentl y 

called upon. Myths are often centered on actions or decisions taken by the heroes or heroines of 

the organization. These people represent certain individual characteristics that refl ect what 

members of the organization value. As such, they serve as role models for the employees (Deal, 

1985). As to Schein a first level artifact is made up of organizational symbols. These symbols 

relay compact information concerning what meaning organizational members ascribe to various 

functions or organizational processes. 

The first layer of culture also consists of practices. [n these practices or behavioral patterns, the 

underl ying assumptions, values and norms come to the surface. These practices are not the result 

of any formal agreement or arrangement between employees, but develop from socially accepted 

or reinforced behavior of employees (Deal, 1985). Practices essentially refer to the customs, "the 

way we do things around here", or to the ri tuals in organization. In organizations, one may think 

of the ceremony that takes place when an employee retires, awarded for best performance and so 

on. These events often take place according to a fi xed protocol, consisting of several act ivities 

that emphas ize their solemnity to the participants. Rituals, therefore, take place around events 

that are infused with meaning in the eyes of organizational members. Thus, at the first and most 

curso ry level of Schein's model is organizational attributes that can be seen, fe lt and heard by the 

uninitiated observer. Included are the fac ilities, offices, furnishings , and the way that its members 
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dress (are also the elements of Rousseau 's Layer I), visible awards and recognition, and how 

each person visibly interacts with each other and with organizational outsiders. 

The second level consists of values and norms. Values refer to what organizational members 

believe to be good, right or desirable . Values, therefore, are to be considered standards of 

desirabi lity; they refl ect what is conceived to be important to pursue or worth striving for in 

organization (Maslowski, 200 1). Although employees are not always conscious of the values that 

Levell: A rtf?jacfs and P ractices 
symbols, rites , rituals, myths 
vis ible and audible behaviour patt erns 

L evel 2: Values 
sense of w ha t oug ht to be done 

,~ 

,,. 
Level 3: Basic Assumptions 

relat ionship to environment 
nature of reality 
nature of human nature 
nature of human activity 
nature of human re la tionsh ips 

visible but often not 
decipherable 

i 
greater level of 

awa.reness 

i 
taken for granted 

in.visible 
preconsclOlis 

Figure 2.2: Leve ls of cul ture and their interaction (Sche in , 1985, p1 4) 

guide their behavior, most are able to express their core values (Rossman et a!. , 1988). Values are 

often "translated" into norms for behavior. Such behavioral norms, in fact , are unwritten rules 

according to which others are expected to behave. They also reflect what is not done in 

organization. This level generally deals with the professed culture of an organization's members. 

At thi s level , organizational slogans, mission statements and other operational creeds are often 

expressed, and local and personal va lues are wide ly expressed within the organization (schein, 

1985,2004). 
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The third and the "deepest", least tangible level of culture consists of basic assumptions shared 

by organizational members, which comprises the core of organizational culture. Assumptions 

refer to taken-for-granted beliefs that staff members perceive to be "true" (Sche in, 1985; 2004). 

Because of their taken-for-granted nature, employees often are no longer aware of the 

assumptions that underlie the daily interpretation of their duties. These assumptions are likely to 

remain unconscious until another organizational member; customer or stakeholder challenges 

them (Stolp and Smith, 1995). 

In sum, it is noted that the elements of organi zational cu lture could be analyzed at di ffe rent 

levels, depending upon the degree to which the cultural phenomenon is visible to the observer. 

While some authorities emphasis on the most outer visible cultural elements, others emphasis on 

the most inner or invis ible ones. It is also noted that many researchers use the same terms of 

organizational culture but for different meanings. Among different classification schemes, 

Rousseau's 5 cultural layers encompassing the elements of the most visible artifacts, less visible 

patterns of behavior, behavioral norms in between classed as neutral , the soft! invisible value, 

and the most soft or inner fundamental assumptions or beliefs, and Schein 's 3 cultural leve ls 

consists of most visible! outer elements of artifacts, values in between, and the most invisible 

basic assumptions are stressed in the review. 

2.4. Content, Homogeneity and Strength of Culture 

In addition to those laye rs of organizational culture, tlu-ee aspects of culture can be identified: 

content, homogeneity and strength (Mas lowski, 200 1).The content or substance of culture refers 

to the meaning of basic assumptions, norms and values as well as cultural artifacts shared by the 

organizational members. The content is often characterized by means of dimensions (Cavanagh 

and Dellar, 1998). Schein raises question regarding to the content of culture that "if a group's 

culture is the result of that group 's accumulated learn ing, how do we desc ribe and catalogue the 

content of that learning?" and replies to it that "all group and organizational theories distinguish 

two major sets of problems that all groups, no matter what their size, must deal with: ( I) survival, 

growth, and adaptation in their environment; and (2) internal integration that permits dail y 

functioning and the ability to adapt and learn" (pI8). Both of these areas of group functioning 

will refl ect the larger cultural context in which the group exists and from which are deri ved 
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broader and deeper basic assumptions about the nature of reality, time, space, human nature, and 

human relationshi ps (Schein, 2004). 

The homogeneity of culture refers to the extent to which basic assumptions, norms, values and 

cultural arti fac ts are shared by the organizational members. A culture is homogeneous if (nearl y) 

all organizational members ascri be to the same assumptions, norms and values. Different values 

and norms do not imply, however, that a culture is heterogeneous, as Siski n (1 99 1) has argued. 

Across departments, subcultures may emerge, which are themselves re latively homogeneous. 

This is often referred to as "cultural differentiation, cul tural segmentation or the balkanization of 

culture in organizations" (Maslowski, 200 I). 

The strength of culture is generally defined as "a combination of the ex tent to which norms and 

values are clearly defined and the extent to which they are rigorously enforced" (Cox, 1993, 

p 162). Cul tural strength, therefore, refers to the extent to which the behavior of organizational 

members is actuall y infl uenced or determined by the assumptions, values, norms and arti fac ts 

that are shared in organization. Weak cultures do not informa ll y put great pressure on 

organizational members to behave in certain ways, but simply offer a guideline for their behavior 

instead. As Kilmann et al. ( 1985) word it, "the weak culture only mildly suggests that they 

behave in certain ways" (p4). Stated otherwise, weak cultures do not pres<.:ribe how 

organizational members must behave, but rather how they might behave. 

2.5. Classifications or Types of Organizational Culture 

This section will briefl y identify some models of cultural types as these are often linked to the 

way organizational culture is perceived to be created. Harrison (in Hampden-Turner, 1990) 

de fined a fo ur quadrant model based on the twin axis of Formulation (high-low) and 

Centralization (high- low) to give the fo ur cultures of Role, Task, Atomistic (Person) and Power 

as shown in fig ure 3.3 . Handy ( 1985) uses a similar model but names his 4 types as Apo llo, 

Athena, Dionysus and Zeus respecti ve ly, after the Greek Gods displaying those characteri stics. 

Indeed, Handy popularized the 1972 work of Roger Harri son of looking at culture which some 

scholars have used to link organizational structure to organizational culture. Handy describes 

Harrison's fo ur types thus: 
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High Formalisation 

ROLE TASK 

High 
[ill m 

Low 

Centralisation POWER ATOMISTIC Centralisation 

"1< • • • 
• • 

Low Formalisation 

Figure 3.3: Culture Quadrants after Harrison ( 1972) 

A Power Cullure which concentrates power among a few. Power Cultures have few rules and 

little bureaucracy; swift decisions can ensue. In a Role Cullure, people have clearly delegated 

authorities within a highly defined structure. Typically, these organizations form hierarchical 

bureaucracies. Power derives from a person's position and little scope exists for expert power. By 

contrast, in a Task Culture, teams are fo rmed to so lve particular problems. Power derives from 

expertise as long as a team requires expertise. These cultures often feature the multiple reporting 

lines of a matrix structure . A Person Cullure exists where a ll individuals believe themselves 

superior to the organization. Survival can become diffi cul t for such organizations, since the 

concept of an organization suggests that a group of like-minded individuals pursue the 

organizational goals. Some professional partnerships can operate as person cultures, because 

each pmtner brings a particular expertise and clientele to the firm. 

Whilst Quinn and McGrath (1985) develop the idea of four types of organizational form 

(Hierarchy, Market, Clan and Adhocracy) based on 4 cultural types, (or "Transactional 

Expectations or Governing Rules"), of Hierarchical, Rational, Consensual and Ideological. 

Environmental Organizational C ulture and Form Leadership Style 
Conditions 

High uncertainty - high Development culture (adhocracy) Idealistic, prime mover 
intensity 

High uncertainty - low Rational culture (market) Rational achiever 
intensity 
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Low uncertainty - low Hierarchical culture (hierarchical) Empirical expert 
intensity 

Low uncertainty - high Consensual culture (clan) Existential team builder 
intensi ty 

Figure 2.4: Four Types of Fit or Congruence (Quinn and McGrath, 1985, p330). 

Quillli and McGrath's four types of organizational form and culture model are basis on the 

theoretical framework model known as Competing Values Framework that was developed by 

Cameron and Quinn (2006) . It is a broadly applicable model that is intended to foster successful 

leadership; improve organizational effectiveness; and promote value creation. It helps leaders 

think differently about value creation and shows them how to clarify purpose, integrate practices 

and lead people. The Competing Values Framework has been studied and tested in organ izations 

for decades and is used by firms as a map, an organizing mechanism, a sense-making device, a 

source of new ideas and a learning system. The Competing Values Framework can tell you if 

your organization 's predominant culture falls into one or two of four types: the hierarchy culture; 

the market culture, the clan culture; or the adhocracy culture (Cameron and Quinn, 2006). 

2.5.1. The Hierarchy Culture 

A hierarchy culture is often found in formal, structured organizat ions that emphasize smooth 

running, stabi lity, predictability and efficiency. These organizations rely on formal rules and 

policies. Because the envirorun ent is relatively stable, tasks and functions are usually integrated 

and coordinated and uniformity in products and services is maintained. Hierarchical 

organizations tend to rely on clear lines of decision-making authority, standardized rules and 

procedures. Contro l and accountability mechanisms are valued as the keys to success (Cameron 

and Quinn, 2006). 

2.5.2. The Market Culture 

Market culture organizations tend to be oriented toward the external environment and are 

focused on transactions with external constituencies such as suppliers, customers, contractors, 

licensees, unions and regulators. Unl ike a hierarchy, where internal control is maintained by 

rules, special ized jobs, and central ized decisions, the market culture operates primari ly through 

economic market mechanisms, such as monetary exchange. Profitability, bottom-line results, 

strength in market niches, stretch targets, and secure customer bases are primary objectives of the 
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organization. Market oriented cultures are results-oriented and emphasize winning (Cameron and 

Quinn, 2006). 

C ulture TYpe: 

Leader TYpe: 

Effectiveness 
Criteria: 

l\IIanagernent 
Theory: 

FLEXIBILITY 
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Figure 2.5: The Competing Values of Leadershi p Effectiveness and Organizational 

Theory (Cameron and Quinn, 2006) 

2.5.3. The Clan Culture 

Organizations w ith a clan culture are family type organi zations that emphasize shared values and 

goals, cohesion, inclusion, individuality and a sense of engagement. They sometimes seem more 

like extended fam ilies than economic entities. Rather than relying on rules and procedures, clan­

type organizations focus on teamwork, employees' involvement programs and corporate 

commitment to employees (Cameron and Quinn, 2006). 

2.5.4. The Adhocracy Culture 

The root word of adhocracy is ad hoc, implying something temporary, spec iali zed and dynamic. 

Adhocracies are often characterized as " tents rather than palaces" in that they can reconfigure 
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themselves rapidly when new circumstances arise. A major goal of an adhocracy is to foster 

adaptability; flexibility and creativity where uncertai nty, ambiguity and information overload are 

typical. In an adhocracy cu lture, the emphasis is often on individual ity, ri sk-taking and 

anticipat ing the future (Cameron and Quinn, 2006). 

Whilst the above types of cultures reflect a structural view of organizations, others have a more 

action oriented view. Kono (1990) in his survey of 88 Japanese companies identified 5 culture 

types: "Vita li zed, Follow the leader and vitalized, Bureaucratic, Stagnant, Follow the leader and 

stagnant". Deal and Kennedy (1982) define organizational culture as the way things get done 

around here . They measured organizations in respect of: Feedback - quick feedback means an 

instant response. This could be in monetary terms, but could also be seen in other ways, such as 

the impact of a great save in a soccer match, and Risk - represents the degree of uncertainty in the 

organization ' s activities. Using these parameters, they were ab le to suggest four classifications of 

organizational culture: 

(I) The Tough-Guy Macho Culture-feedback is quick and the rewards are high. This often 

applies to fast moving financial activities such as brokerage, but could also apply to a pol ice 

force , or athletes competing in team sports. This can be a very stressful culture in which to 

operate. (2) The Work Hard/Play Hard Culture-is characterized by few risks being taken, all with 

rapid feedback . This is typical in large organizations, wh ich strive for high quality customer 

service. It is often characterized by team meetings, jargon and buzzwords. (3) The Bet your 

Company Culture-where big stakes decisions are taken, but it may be years before the results are 

known. Typically, these might involve development or exploration projects, wh ich take years to 

come to fruition , such as oil prospecting or military aviation, and (4) The Process Culture-occurs 

in organizations where there is little or no feedback. People become bogged down with how 

things are done not w ith what is to be achieved. This is often associated with bureaucracies. 

While it is easy to criticize these cultures for being overl y cautious or bogged down in red tape, 

they do produce consistent resu lts which are ideal in, for example, public serv ices. 

This section has reviewed different types of organizational cultures. In general ,these differing 

models of cu lture types reflect the different underl ying principles as to whether culture is 

something an organi zation is (action view) or something an organi zation has (structural view), or 

whether cu lture is primarily about people (behavioral view) rather than organizations. But as will 
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be seen in the next section, others see cultural categorization as being too simplistic, even a 

management tool for emphasizing a single organizational perspective. 

2.6. Creation of Organizational Culture 

To understand how organizations with similar environments, working in similar technologies on 

similar tasks and with founders of similar origins, come to have a significant difference in ways 

of operating and performing over the years; one needs to be familiar with the cultures and forces 

playing role in creating and operating the culture of those organizations. In line to this, 

authorities such as (Schein, 1992; Grindle, 1997; Israel , 1987) assume that the ways in which 

organizations adapt to the external environment and ensure internal integration create the culture 

and identity of the organization. 

Scholars those who emphasizing that organizational culture is created by factors 'within' and 

'without' the organization, belief these factors or issues are interdependent. The environment sets 

limits on what the organization can do, but within those limits not all solutions will work equally 

well. Feasible solutions are also limited by the characteristics of the leaders and members of the 

organization. If an organization is to accomplish tasks that enable to adapt to its external 

environment, it must be able to develop and maintain a set of internal relationships among its 

members that enable to so lve problems and accomplish tasks (Schein, 2004). This wi ll happen as 

Michael J., et al. (2008) argues through appropriate organizational communication and members 

understanding. 

Indeed, the culture of any organization is created and impacted by several interrelated variables. 

Among others, one of the most obvious variables is the 'leader' of the organization. The reason, 

as Schein (2004) argues, is that all things flow from the head, and thus the values of the leader of 

any organization are reflected in the culture of the organization. The second variab le is the 

influence of the members of the organization---organizational culture and performance is 

impacted by those joined to serve its mission. This is in line with Kaufman's (2002) arguments 

stated as: "An organization is only as good as it s people". These first two variables influence 

from "within" and thus are referred to as internal cultural factors. The culture of an organization 

can also be influenced by variables from "without" and thus are referred to as external cultural 

factors. This influence comes from the environment. As Schein (1992) remarks, though the 
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impact of external variables may not be seen or felt directly, they are criti cal to the understanding 

of organi zational cu lture and should not be ignored , 

In general term, the major factors assumed playing role in the creation of organizational cu lture 

can be classified broadly into internal and external facto rs, These two categories or perspectives 

and others related views will briefly be highlighted in thi s subsections blow, 

2.6.1. Internal Factors 

Internal forces creating an organizational cu lture are factors internal to individual 

organizations- i,e, things that leaders and employees can initiate without resorting to outside 

help, Overall , these internal fo rces may include such factors as worker commitment and trust, 

specificity of tasks, internal competition and corruption (Israel , 1987); employees' belief in the 

organization 's mission; recruitment and induction training; setting employee performance 

expectations and evaluation; employee recognition and sanctions; organizational and employee 

autonomy, communication and understanding among members, di stribution of power and status 

(Schein, 1985; 2004); the Four Conditions of Work- i, e, low control, low reward , high effort, 

and high demand (Shain, 200 I), and so on, The review provides the description of some factors 

(see blow), 

Organization mission is the general social contribution and purpose of an organization and its 

related general goals (Rainey and Steinbauer, 1999), Organizations whose missions are 

establi shed through an interactive process invo lving external stakehotaers ana mem ers of the 

organizations and is broadly shared and internalized by employees tend to develop strong culture 

and perform better (Grindle, 1997), Whereas Recruitment and induction training is the 

procedures that can be used to communicate to employees in very specific terms the 

organization 's performance expectations, Open and competitive recru itment procedures are 

known to produce high ly professional and capable staff (Gri ndle, 1997), Similarly, well-thought 

out induction training communicates the desired norms of the organization to new employees 

(Schein, 1985, 2004), 

Indeed, Pel/ormance expectation and evaluation are the closely related internal factors playing 

ro le in the creation and deve lopment of culture in organizations, Performance expectation refers 

to the degree to which employees are given clear signals about how dil igentl y they should work 

and abo ut the quality of work expected of them (Grindle, 1997), Performance evaluation refers to 
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the degree to which employees know and understand, on a continuous basis, how effectively they 

are performing (Hackman and Oldman, 1975). Organizations that have clear and consistent 

policies about performance expectations and evaluation procedures would be expected to have 

strong culture and perform better. 

The other internal factors thaI are interconnected and have similar effect on organizational 

culture and performance are employee recognition and sanctions. A transparent process for 

recognizing employees who go beyond the call of duty in the performance of thei r tasks can 

motivate other employees to perform well even in the face of other problems, such as low salary. 

Similarly, sanctioning employees who perform below expectations and disregard organization ' s 

rules and regulations based on transparent, fa ir and unbiased criteria could di scourage such 

practices (Hackman and Oldman, 1975). Though the reward system is not considered as interna l 

factors in thi s particular study with reason, Schein (2004) argues in line to the above idea that 

when studying the culture and performance of organizations, one must investigate the reward and 

punishment system because it reveals fa irly quickly some of the important rul es and underlying 

assumptions in that organization. Once one identified what kinds of behavior are considered 

"heroic" and what kinds of behavior are "sinful ," one can to infer the assumptions that lie behind 

or enforce that culture. 

Moreover, one of the variables within the organization that impact culture and performance is 

autonomy. Autonomy is the degree to which employees are offered the freedom, independence 

and discretion to make decisions pertaining to the substantive and procedural aspects of their 

jobs, such as scheduling and determining the procedure to be used in executing the task 

(Hackman and Oldham, 1975). The impact of autonomy on culture and performance can vary at 

different levels of an organization. For instance, autonomy from civil service rules and 

regulations may allow management to use creative ways to deal with the daY-lo-day problems of 

the organization. Similarly, employees would be less motivated if they had to refer every little 

decision to management. While complete lack of autonomy can stifle relationships and 

performance, too much autonomy also can have a negative effect by creating "extreme iso lation 

from commLll1ication and exchange with external stakeholders" (Rainey and Steinbauer, 1999, 

pI6). Therefore, the key to strong culture and effecti ve performance is "responsive autonomy." 

26 



2.6.2. Externa l Factors 

External facto rs which effect organizational culture and performance are factors that emanate 

from the broader socioeconomic and politica l environment and are considered to be beyond the 

control of individual organizations, including inappropriate macroeconomic policies, 

governments that take on too much responsibility, political interference, goa l or miss ion 

specificity; client demand and oversight, and the patronage system, low and decl ining salary 

scales or incentive system (Manning, et al. 2000; Bartel and Harrison, 2000; World Bank, 1994), 

and so on. However, the review will cover or describe only some of them following. 

One of the external factors assumed to play role in the organizational culture and perfo rmance is 

the specificity of tasks. Specificity of tasks refers to the clarity of instructions and pol icies that 

come from the government and its agencies. Public organizations that have objective, measurable 

written standards of performance have been shown to perfo rm better (Israel, 1987). Whereas 

political inleljerence refers to the political context in which organizat ions operate, including the 

extent to which they are politically autonomous and operate free from intrusion from politicians 

(Wolf, 1993). Political interference has been blamed for poor work culture as well as 

performance of public organizations in Africa (Sandbrook, 1993) . 

Another external fo rce assumed tu impact the organizational culture and , in turn, performance is 

client demands and oversight. Client demands and oversight is a measure of the effec tiveness of 

civil society in demanding an appropriate services or quality goods and high performance from 

public organizations. The importance of effective monitoring of public organizations by citizens 

and the media in influencing ethical norms and performance has been documented (Grindle, 

1997; Deininger and Mpuga, 2004). Whereas Incentive system includes wages and salaries 

received by employees for services rendered as well as di scretionary payments other than direct 

wages (i.e. fringe benefits) . It is generall y believed that better benefi ts packages promote higher 

motivation and performance (Mi lls, et al. 1994; Kiltgaard, 1997). 

Moreover, authorities emphasizing on the creation of organizational culture by external factors 

illustrate their arguments by examining the relationship between government policies (or 

political interference tried to highlight above) and the organizational culture and performance 

with particular reference to public organizations in Africa as follows: 
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African government policies towards organizations di ffe r explicitly or implicitly and this is why 

it is not uncommon to find relatively efficient and professional attitudes in some public 

organizations while others consi stently exhibit signs of inefficiency and lack of professionalism. 

For instance, organizations that are considered critical to the survival of government, including 

those that generate revenue for the government, such as the department of customs and excise, 

and those whose functions directly affect the economy, such as the Central Bank, are often 

provided with skilled personnel , resources and leadership to help them succeed (because of thi s, 

they also attract qualified personnel). Over time, efficiency and professionalism become the 

norm in such organizations as the government and the international development community, 

and the leadership of such organizations work together to promote efficiency. Gradually these 

organizations develop a culture and corporate identity characterized by profess ionalism, hard 

work and efficiency, which promotes effectiveness-what Grindle(l997, p488) calls 

"organizational mystique"-i.e., a sense among employees that society regards their organization 

as "competent, respectable and relatively free of the political entanglements characterizing most 

public-sector organizations" (Sandbrook and Oelbaum, 1999; World Bank, 1994, 2000). 

Conversely, organizations that are peripheral to regime survival are generally starved of the 

resources, sk illed personnel and leadership needed to make them effective. As a result, they also 

seldom attract qualified workers- they simply become the tools of "political patronage that 

provide jobs for the middle class and supporters of those holding power". Even when such 

peripheral organizations are provided with some support, "thei r centrality to the national 

development agenda often vacillate in response to the changing focus of the government and 

support from the international community" . Over time, these organizations also develop an 

"organizational culture; albeit one that fosters commitment to political elites rather than 

professional expectations" (Sand brook and Oelbaum, 1999; World Bank, 1994,2000). 

Though it is the unique fu nction of leadership to be able to perceive the functional and 

dysfunctional elements of the existing culture and to manage cultural evolution and change in 

such a way that the organization can survive in a changing environment, Schein warns one 

should not imply that culture is easy to create or change, or that fo rmal leaders are the only 

determiners of culture. On the contrary, culture refers to those elements of a group or 

organization that are most stable and least malleable. At the same time, culture is not always 
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lending itself for leadersh ip manipulation and passive in its effect . Rather, cultural norms define 

how a given organizations will define leadership-who wi ll get promoted, who wi ll get the 

attention of fo llowers. The above arguments imply that the role of the organizational members 

should not be undermined (Schein, 1985,2004). 

In sum, the culture that eventually develops in a particular organization is thus a complex 

outcome of external pressures (e.g., such as political interferences, client demand and oversight, 

etc.) internal potentials (i.e., performance expectations and evaluation, recruitment process, 

recognition and sanctioning systems, and so on), response to critical events (such as crisis), and, 

probably to some unknown degree, factors that could not be predicted from a knowledge of 

either the enviromnent or the members . In the process, some organizations develop cultures that 

support, encourage and reward high performance; whereas others adopt a culture that perpetuates 

poor performance. 

2.7. The Role and Value of Organizational Culture 

Given the above perspectives, it is no surprise to find that any role or value associated with 

culture reflects those perspectives. Thus objective researchers, such as management consultants, 

see culture as another resource in management's armory, to be used for instance in pursuit of 

organization strategy. Subjective researchers see the exact opposite, where culture belongs to the 

individuals, shouldn't be manipulated by others and shou ld even determine an organization's 

strategy. 

2.7.1. Management's Perspective 

Whilst Schein (2004) argues that however culture as a concept is an abstraction, it is useful in 

explaining organizational situations seemingly irrational or mysterious and to normalize them. 

Whereas, Deal and Kennedy (1982) state that "a strong culture is a powerful lever in gu iding 

behavior" and companies that cultivate their cultures "have an edges" (p iS) . This edge is shown 

in terms of productivity: "The impact of strong cultures on productivity is amazing" and it also 

makes employees "feel better about what they do, so they are more likely to work harder" (p I6). 

This causal link between culture and performance is strongly asserted by the objective school. 

Peters and Austin (1985) echo thi s theme : "shared company values affect ind ividual 

performance" (P330) because shared values set a framework whereby employees can flexibly 
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and speedil y respond to new day to day situations, whereas rules and procedures can be a strait­

jacket. Thus leaders can spend more time coaching in these values rather than fixing employee 

errors (pp333-4). Similarly, Hickman and Silva assert: "a rational yet visionary blend of both 

strategic planning and corporate-culture building approaches for a winning, strategy-dri ven 

culture that can take you and your company into the twenty-first-century with the confidence that 

gets result" (Hickman and Silva, 1985, inside front cover). Performance and culture are clearly 

linked: "The stronger the behavior norms, the more consistent and co-coordinated behavior 

becomes. There is evidence ... that organizations with well-understood norms of behavior 

produced focused , high performing employees" (Johansson et ai, 1993, pp 196-7). 

Shain (2001) also states that organizations those value proper handling of the psychosocial work 

environment, the organ ization of work and the management culture of the workplace that can 

have a dramatic impact on employee stress and health outcomes are addressing those issues 

existing with regard to employee outcomes, the ability of the organization to meet or exceed 

performance indicators. Moreover, Malick (200 I) indicates that organizations with strong, 

healthy cultures tend to outperform organizations with weaker cultures. 

Nether-the-Iess, authorities also warn that there is a danger in simply equating 'strong culture' 

with 'desirable cultures'. (Schein, 1985, p291 ) A strong culture could exhibit traits that caLise a 

negative impact on performance. For example, a monopoly bureaucratic company thrust into a 

competi tive market place. Here the culture is at odds wi th the requirements of the environment, 

and with the strategy, if thi s has been realigned with the environment. 

Kono (1990) has published the resu lts of an analys is of 88 Japanese companies (265 persons, and 

up to 126 questions, 67 on culture). Results where measured in terms of company performance 

using yearly growth rate of sa les, rate of return on total asset, and equity ratio. The results are 

di splayed in fi gure 2.6. 

Culture > Vitalized Follow the leader Bureaucratic Stagnant Follow the leader 
and vitalized and stagnant 

Performance > 28.3 40.5 20.0 12.5 17.5 

Figure 2.6: Measurement alld Pel!ormance of each type of corporate culture (Kono, 1990) 
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Kono's conclusions are that the poor types of culture relate to size of company ("the larger the 

company, and the more rules, the more bureaucratic the company becomes"), relates to the 

average age of the employees (" the older they are, the more the knowledge and experi ence of 

employees tends to become outdated , and the company becomes less vibrant"), and to the lack of 

fi t between environment, a new strategy and the old culture. 

2.7.2. Individual's Perspective 

Schein highlights the va lue of cu lture from an individual' s view-po int in that it "reduces the 

anxiety that humans experi ence when they are faced with cognitive uncertainty or overload" 

(p82).He catego ries anx iety as: (I) Primary ex istential anx iety [cognitive anxiety effecting ones 

basic survival that can only be reduced by cultural solutions that serve as avoidance 

mechanisms]. (2) Secondary role-related anxiety [job related anxieties that can be safely 

confro nted and tested, and thereby managed]. (3) Tertiary anxiety [anxiety caused through 

addressing the primary and secondary anxieties -" resulting in a paradox ical 'Catch-22' situation]" 

(Schein, 1985, pp 179-1 83). Text in [ ] is a paraphrase. This values of culture match closely to the 

Shain' s (200 I) views of the va lue of four conditions of work in reducing employees' stress and 

increasing satisfaction; and to Jones 's (2005) research findings of the va lue of job contro l in 

addressing employees ' stress and sati sfaction, and , in turn, health [workplace and employee 

health]. 

2.8. The Role of Organizational Culture in Major or Radical Change 

Deal and Kennedy (1 982) are very explicit: "The business of change is cultural transformat ion" 

and laments most managers who "worry a lot about change, but neglect cultural issues of 

changing" (p 164). Others like Benjamin and Maybe (1 993) see two parallel processes being 

necessary: anal yti cal/systematic change and soft cul tural changes. They do al so believe that 

success is dependent on those initiating change recognizing that "they themselves will need to 

revise their atti tudes and behaviors and perhaps even their values" (p 182). Walsham ( 1993) and 

others see the high degree of fa ilures due to an over-reliance on management science techniques 

(MST) which are inadequate on their own. MST, Walsham asserts, emphasizes content and at the 

expense of context and process (power and cultural). This need fo r context and process is a 

theme echoed by Pettigrew (1 987, 1993). 
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Andrews and Stalick (1994) believe (hat "changing embedded corporate values is perhaps (he 

most powerful form of change" (p7) but recognize thi s is not easy and can take time. It also 

"requires organization executives to demonstrate leadership" and "requires fundamental changes 

in the values held by executives" (p8). They also argue that it is not surprising that changing the 

culture or underlying beliefs is first, given that they attribute a 66% BPR failure rate to this factor 

alone 

Wille (1989) undertook a survey which reinforced Deal and Kennedy's feelings. This survey 

showed that in UK only 29% companies (N=39) responded to a significant change making event 

by instigating cultural change amongst other change initiatives. (Other data were US 39% 

(N=54), Europe 7% (N=31), average 30% (N= I78)). These figures suggest theory is not 

followed in practice or companies don't exp li citly undertake cultural change. Barrett (1992) has 

similar figures, stating that only 25% of companies were invo lved in a cultural change program 

in the previous 5 years to 1988. 

2.9. How to Change Organizational Culture 

This section is naturally biased to those who believe culture can be changed and that such change 

is ethical. Given the complexity of the subject, there are numerous 'solutions' to changing culture, 

some prescriptive (d irective) others more philosophical (enabling), and procedural (process). 

Researchers and practitioners also differ at what level they address within the cultural 

framework: the outer visible symbols and artifacts, people's behavioral patterns, or on people's 

underlying beliefs. Authors highlight that to-day; the need for a change in culture is invariably 

precipitated by some significant, even critical, external environmental change (Kennedy, 

I 993).For example, a shift in consumer's expectations or behavior. This in itself often provides 

an incentive for change, provided it is recognized within the organization (Schein, 1993, p292). 

2.9.1. Leadership Directed 

Culture change through the actions and behavior of leaders is touted by many authorities. Rather 

than a process they prescribe a set of actions to create an environment. At one extreme, Peters 

and Austin (1985) equates business and leadership with "show business" and thus the need to 

create the right atmosphere. So they advocate "shaping values, symbolizing attention" even to the 

point of saying "it is the opposite of .... Professional management" (p26S}. Symbols reflect areas 

of concern and priorities as in the example of "Perdue's obsession with the hairs on a chicken 
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wing and qua lity in general" (p27I). Drama can be just for impact and creating stori es that get 

told time and time again, such as the when the founder of McDonalds ordered all manager's chair 

backs to be sawn off so they would be more inclined to get out and meet the customer (p275). 

Preaching the vision and coaching are all important to Peters and Austin. The result of these 

"common sense" actions is, according to them, "superior customer service, constant innovation, 

and the fu ll use of the abilities of every company employee" (back cover). 

Deal and Kennedy (1982) for instance advocate: consensus building based on sharing; 

developing high-trust between individuals; allow time for people to change; to set the direction 

but allow the employees to work out the detail s (i.e., 'empowerment'); and in another, more di rect 

intervention, provide the training to develop the new skills needed. They see middle 

management's role changing dramatically, even becoming obso lete (pp 164-7). Within "atomized 

organizat ion" leaders "will be both the bearers of cu lture as well as its promoters" (p 189). 

Thompson and Luthans (1990, p.330) highlight thi s need fo r a more systematic approach: 

Changing culture in the light of this behavior-consequence concept involves comprehensive 

plarllling and execution. Consistent messages must be conveyed through behavioral interactions 

and through changes in the employees ' environment. Through behavioral actions people 

communicate ideas and values . People learn more from behaviors than from printed statements 

and company policies. Many writers however do introduce some form of process. Hickman and 

Si lva (1985) , advocate developing creative insight, creating a vision of the future , anticipating 

change, and implementing change. Patience, culture building and matching strategy to culture are 

seen as important attributes of leaders . This mixing of hard strategy and soft culture is advocated 

by many others including Mayon-White (1993), and Benjamin and Mabey (1993). 

Kono again concludes from hi s research of 88 Japanese companies a cause and effect approach. 

Business philosophy (assumptions and values) determines strategy and required behavioral 

norms. Behavioral patterns achieve implementation strategy which deli vers the required 

performance. However, he does modify the cause-effect according to "the initial conditions of 

corporate culture". Thus when cu lture is lively (vitality) then culture and long range plmming can 

together create an innovative strategy and in turn that creates a revitalized strategy. When the 

culture is stagnant either I) a partial plan followed by incremental change of both strategy and 

culture together; or 2) change the culture first followed partial change of strategy followed by 
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long range planning and then a comprehens ive strategy change-this is opposite to the Hammer 

and Champy ' s (1993) approach that place cultural change last or that consider cultural change is 

the result of process redesign. In all this the author defines cu lture as "the actual decision making 

patterns, because these patterns are eas ier to observe and measure"(Kono, 1990, pp9-1 5). 

Despite thei r differing approaches, most of these writers would confer that changi ng an 

organization's culture is a long term process and is difficult. Thompson and Luthans (1990) may 

be a suitable person to conclude thi s section, in that they highlights the need to work at all levels 

of cultural characteristics and the need for a process: "it is clear that while organizational culture 

is a cognitive construct, it is sti ll buil t and demonstrated by antecedents, behaviors, and 

consequences. Hence, these three elements ought to be the mai n foc us in understand ing what 

culture is and how it is to be changed"(p.330). Behaviors are the primary unit. . . The antecedent 

conditions consist of environmental factors that would influence the behavior of the individual. 

In order fo r management's desires to remain believable ... management has to be consistent in its 

actions . That is why clear communications and demonstrations of how a policy or practice works 

helps to increase the probability that individuals wi ll have a better understanding of the process. 

2.9.2. Leadership Enabled 

Schein clearly see the leadership role of management being instrumental: When culture becomes 

dysfunctional, leadership is needed to help the group unlearn some of its cultural assumptions 

and learn new assumptions. Leaders encourage groups to under-go group therapy (usuall y using 

an outside facilitator knowledgeable and skilled in group dynamics, leadership theory and 

learning theory). The aim is to surface the unconscious assumptions and values of the group as a 

prelude to changing them to meet the needs of a new environment. Schein does have other 

process models besides this therapeutic one: (l)"General Evolutionary Process [thi s is change 

from within a group that is natural and inevitable and passes through predictable stages]. 

(2)Adaptation, Learning, or Specific Evolutionary Process [here the environment causes 

responses by which the group learns and adapts]. (3)Revolutionary Process [in thi s power is a 

key variable]. (4) Managed Process [here there is a focus on what can and cannot be changed]" 

(Schein, 19985, pp 303-9; 2004, pp291-31 6) Text in [] is a paraphrase, and proposes that leaders 

are responsible for which model to adopt and for ensuring the members knows and agrees which 

model it is using otherwise "they are likely to end up in confusion and disagreement." 
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Schein's OD approach uses Lewin's (1948) 'Unfreeze-Change-Refreeze' model which has been 

widely taken up by others, though they differ in what they are trying to unfreeze. Some like 

Goodstein and Burke (1993) talk about unfreezing "present patterns of behavior" (P 165) whereas 

Schein (1985) appears to be also tackling the unconscious values and assumptions. Schein see 

this unfreezing being precipitated by external changes (e.g. significant increase in raw material 

costs) or by internal changes ("e.g. "a destructive internal power struggle" (p284). Goodstein and 

Burke talk about management actions at different levels (individual , structural such as 

"terminating employees" and climate). The aims are the same: "to make organizational members 

address that level's need for change, heighten their awareness of their own behavior patterns, and 

make then more open to the change process". 

Having unfreezes, other than the "Change Mechanism" that can be used to manage the overall 

change process in each organizational development stages, Schein advocates that leaders must 

undertake more direct activities as described in the previous section. These include a set of 

"Primary mechanisms": ( I) "What the leaders pay attention to , measure and control. (2) Leaders 

reactions to critical incidents and organizational cris is. (3) Deliberate role modeling, teaching and 

counseling by leaders. (4) How leaders allocate resources. (5) Criteria for allocation of rewards 

and status. (6) Criteria for recruitment, selection, promotion, retirement and ex-communication" 

(Schein, 1985, pp. 224-37; 2004, p.246).To these there are a number of "Secondary Articulation 

and Reinforcement Mechanisms": (1) Organization's design and structure. (2) Organizational 

systems and procedures. (3) Rites and ritual s of the organization. (4) Design of physical space, 

facades, and buildings. (5) Stories, legends, myths, and parables about important events and 

people. (6) Formal statements of organizational philosophy, creeds, and charters (Schein, 1985, 

pp 237-242, 2004, p246). 

The final stage is to refreeze the new behavior patterns, values and/or beliefs. Actions may 

include formali zing new behavior in rules and procedures, hiring new people with the new values 

and beliefs, revised train ing programs, and changing rewards systems to mirror the new 

expectations (Goodstein and Burke, 1993, p 167). 

In line to eight distinct stages mentioned by Kotter (1995), Cummings and Worley (2005, p.490-

2) give the following six guidelines: (1) Formulate a clear strategic vision (stage I, 2 and 3 of 

Kotter, 1995, p. 2). This vision provides the intention and direction for the culture change. (2) 
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Di~play Top-management commitment (stage 4 of Kotter, 1995, p. 2) . Cul ture change must be 

managed from the top of the organization, as wi llingness to change of the senior management is 

an important indicator. The top of the organization should be very much in favor of the change in 

order to actuall y implement the change in the rest of the organization. (3) Model culture change 

at the highest level (stage 5 of Kotter, 1995, p. 2). In order to show that the management team is 

in favor of the change, the change has to be notable at first at thi s level. The behavior of the 

management needs to symbolize the kinds of values and behaviors that should be realized in the 

rest of the company. It is important that the management shows the strengths of the current 

culture as well ; it must be made clear that the current organizat ional does not need rad ical 

changes, but just a few adjustments. (4) ModifY the organization to support organizational 

change. The fourth step is to modify the organization to support organizational change and 

culture. (5) Select and socialize newcomers and terminate deviants (stage 7 and 8 of Kotter, 

1995, p. 2). A way to implement a culture is to connect it to organizational membership, people 

can be selected and terminate in terms of their fit with the new culture. (6) Develop ethical and 

legal sensitivity. Changes in culture can lead to tensions between organizational and individual 

interests, which can result in ethical and legal problems for practitioners. This is particularly 

relevant for changes in employee integrity, control, equitable treatment and job security. 

Besides these steps, they argue that change of culture in the organizations is very important and 

inevitable. People often resist changes hence it is the duty of the leaders to convince people that 

likely gain will outweigh the losses. Besides institutionalization, deification is another process 

that tends to occur in strongly developed organizational cultures. The organization itself may 

come to be regarded as precious in itself, as a source of pride, and in some sense unique. 

Organizational members begin to fee l a strong bond with it that transcends material returns given 

by the organization, and they begin to identify with in. The organization turns into a sort of clan. 

To this process many researchers highlight the importance of timing the use of these change 

mechanisms and of the length of time it takes to change organizations. For example, Pettigrew 

(1987, p668) who emphasis on context and process but advocating more sensitive, interactive 

and multi-level use of change mechanisms, carried out research into ICL and highlighted that 

some changes proposed by Beaching in 1967 were not implement until a decade later in 1970. 

Pettigrew attributes this to the fact that significant change "involves a process of ideological and 

political change" which "represents a fundamental cha llenge to the dominating ideas and power 
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groups of the organization", which as Pettigrew suggests can span a decade. Simi larl y, Burman 

and Evans (2008) argue that in changing an aspect of the cu lture of an organization one has to 

keep in mind that this is a long term project. Corporate culture is something that is very hard to 

change and employees need time to get used to the new way of organizing. For companies with a 

very strong and specific culture it will be even harder to change. 

It seems important to conclude this section with Andrews and Stalick's (1 994) arguments and 

evidences: they warn leaders using "negative reinforcement" but to encourage an environment 

that is refl ective, open, problem solving, communicative, invo lving, fac ilitating, fu ll of ideas, 

learning ... " (p I7) . Moreover, Andrews and Stalick argue that changing assumptions and beliefs 

first, given that they attributes a 66% BPR failure rate to this factor alone. They also argue that 

allowing people to participate in "The Visioning and Goal Setting Process" is seen as the first 

step to changing assumptions and beliefs (p46). But they also see the need to send strong 

messages by "eliminating or changing of symbols" (e.g. "eliminating reserved parking spaces") 

(p 114), by BPR sponsors "modeling the communications and transformation behavior wanted for 

the rest of the organization" (p79), and by changing the organization's beliefs (e.g. "through fair 

and equitable support and assistance during down-sizing" to demonstrate "capacity to value 

people as unique individuals regardless of their fu nction or performance" (p: 115) . 
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CHAPTER THREE 

RESEEACH DESIGN AND METHODOLOGY 

This chapter deals with the research method, sample population and sampling techniques, data 

sources, data gathering instruments and data analysis techniques. 

3.1. Method 

The study is designed to assess the differences in characteristics of good and poor performing 

Oromia bureaus, with particular emphasis on the dominant current and preferred organ izational 

culture types, major internal and external factors influencing organizational culture and 

performance, and the techniques used to change culture while implementing the BPR project. 

Since the ultimate goal of the study is to learn about a large population (i.e., the organizational 

culture and performance of Oromia bureaus as a whole) by surveying the sample population, 

descriptive survey method was preferred assuming that it is an appropriate method to mirror out 

the status of those characteristics in the larger population using both quantitative and qualitati ve 

data. 

Classifying bureaus into good and poor performers is assumed to have a greater importance in 

identifying the differences of those characteristics. However, the process was challenging for the 

fo llowing reasons: first, though such a classification of bureaus by the regional government 

which could be considered legitimate readily avai lable, it was assumed unreasonable to totally 

rely on it where there is no any evidence about the performance indicators or measures used. 

Second, finding a reliable indicators and objective measures for such a performance based 

classification scheme, particularly for public organizations is a difficult matter for several 

reasons. Unlike private organizations where profits are often used as a measure of performance, 

there is no single performance indicator that can compare the different types of organizations that 

make up the public sector (Rainey and Steinbauer, 1999). Moreover, as Manning, Mukheljee, 

and Gokcekus (2000, p.9) argue, public sector organizations often provide goods of both "low 

contestability and measurability," and therefore it is difficult to find good performance measures. 

To overcome these challenges, the reputation method (asking knowledgeable persons who are 

well-informed about the functioning of public organizations) which has been used extensively in 

sociological studies of formal and informal power structures within communities (Henslin, 1999) 
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was used in combination with the regional government classification for measuring performance 

of the organizations and selecting them to study. Even then, the method used in this study to 

classify the organizations into good and poor performers is admittedly subjective and therefore 

assesses only the relative performance of organizations. The following four-step classification 

method was employed: 

Stepi. Ranking by the Regional Government: A list of 20 Bureaus (i.e., 10 high ranked and 10 

low ranked) was identified on the basis of 2009 fiscal year performance evaluation results 

obtained from Oromia Regional Government. 

Step2. Identifying the 'knowledgeable ': The researcher compiled totally a list of 20 individuals 

who are assumed to be ' knowledgeable.' That is, persons who are well-informed about the 

functioning of public organizations and the performance of Oromia bureaus. The knowledgeable 

included 10 officials in government agencies and 10 employees working in different bureaus. 1 

Step3. Ranking by the 'knowledgeable ': Using survey questionnaire, the knowledgeable 

individuals were asked to rank the 20 bureaus on a scale of I to 5 (I for poor performer; 5 for 

best performer) based on their capacity to perform the major tasks for achieving their main 

functions. The results from the survey of knowledgeable individuals were tabulated and the mean 

score for each organization was determined. 

Step4. Final ranking of organizations: The final performance indicators of the organizations 

were determined by combining or matching the ranking by the regional governn1ent in Step I 

(weighted 0.5) with the ranking by the knowledgeable individuals in Step 3 (weighted 0.5). The 

organizations were ranked according to their mean score, and the 5 top-ranked bureaus were 

labeled as good performers and the 5 bottom-ranked bureaus were labeled as poor performers, 

and the 10 bureaus (listed in Table 3.1 blow) were selected for the next phase of the study. 

I The knowledgeab\es were asked the following question: "Please rank the following bureaus in Oromia on a sca le 
of 1 to 5 (1 for poor performer; 5 for best performer). Please draw on your knowledge of their activities as well as 
your official contacts with them to evaluate their capacity to perform major tasks for achieving their main functions. 
Please se lect N/A if you do not feel competent in ranking a particular bureau." 
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or indicators those assumed be a significant aspect of the subject under investigation were set as 

measures of each variable or factor. 

Second, the literature identified that the cultural levels (the soft/ invisible or hard/visible part) to 

be treated, the behavioral patterns and norms leaders demonstrate, and the actions to be taken or 

techniques to be applied (coercive or passive; primary or secondary) by management to enforce 

the process are major factors that matters to create or develop or change the organizational 

culture. Following this, an instrument that was assumed to enable examine the elements culture 

and techniques leaders of the two groups think more impOliant and used to create or develop or 

change organizational culture and its effectiveness (i.e. , finding answer to the 3rd basic question), 

was adopted using Rousseau ' s culture layers and Schein's cultural embedding and changing 

model, and was agreed that this instrument include 4 areas of contents: Culture levels/elements 

changed and techniques used, reasons why culture was changed, effectiveness of the change, and 

opinion of changing the deeply held beliefs and assumptions. 

Because it was considered that the concept or terminology for the cultural levels or layers and 

elements as well as the primary or secandmy and coercive or passive techniques was less 

familiar to the respondents, these were avoided and 3 examples given for each of the 5 culture 

levels/layers instead. The examples were adopted from the literature. In the checklist question 

that aims to test the hypothesis by ascertaining the driving forces behind the cultural change 

techniques that were chosen, however, the 3 driving forces stated in the hypothesis are listed 

alongside 2 more neutral ones, and the free choice provided by 'Other' as ' good ' alternatives. To 

ascertain the effectiveness of techniques used, it was considered that simply asking respondents 

to rate the effectiveness of the changes was open to inconsistencies in the responses and a 

possible tendency to rate high. As most culture writers look to changes in behavioral patterns as 

the outcome of changes in culture elements, then respondents were asked to select from a 

checklist of different behavior changes expected from BPR. 
~ 

In general, in constructing or deciding on the questions to include in the above instrument, 

models derived from the literature were used. The issues and basic questions also form the 

drivers for the content of the questionnaire. Open-ended questions have been avoided because of 

the difficulties in classification, and more importantly, it is assumed that the terminologies of 

culture could be less familiar to some respondents. For the same reasons closed-ended questions 
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have also been avoided. As a result, structured questions have been provided. Moreover, except 

the check-li st used for describing the ' reasons why cu lture was changed ', all factors in the two 

sets of instruments made be measured using fi ve po int scales. The items of measures for each 

factor also made be a significant aspect of the purpose of the investigation, short and precise, 

phrased in the least ambiguous way so that they understand by and have the same mean ing to all 

respondents. 

Third, as noted earlier, the study set the research premises stated as : The good and poor 

performers have different organizational cultures that are the product of the interaction between 

internal and external factors that impinge on the organization. The li terature identified that the 

dimensions that help to identify the factors set by the research premises or the picture of how 

organizations operate and the values that characterizes are categorized into six: organizat ional 

dominant characteristics, organizational leadership, management of employees, organizational 

glue, strategic emphasis, and criteria of success, and these six dimensions all together help to 

identifY the overall organizational culture type. 

Following thi s, the study used the Cameron and Quinn 's (2006) standardi zed instrument known 

as "Organizational Culture Assessment Instrument II" as it is, in identifying the now and 

preferred types of culture existing in thc two groups of bureaus (i. e. , finding answer to the 1" 

basic question). This instrument was prefe rred, because it is the framework that was empirically 

derived, has been found to have both face and empirical validity and helps integrate many of the 

cultural dimensions proposed by various authors. Moreover, the ' Competing Values Framework' 

thi s instrument basis on, has been studied and tested in organi zations fo r decades and is used by 

firms as a map, an organi zing mechanism, a sense-making device, a source of new ideas and a 

learn ing system and can tell if an organi zation's predominant culture fa ll s into one or two of four 

types (Cameron and Ethington, 1988; Quinn, 1988; Cameron and Quinn, 2006). 

Each of the six dimensions in the instrument has four alternatives (i.e. , alternative A, B, C, and 

D) be rated out of 100 and the response columns labeled 'Now' and ' Preferred' . The instrument 

also provides the descriptions for each alternative of the six dimensions. This instrument requires 

the respondents rate their bureaus out of 100 on four al ternati ves of the six dimensions as it is 

currently and as they think it should be infi ve years in order to be highl y successfu l, based on the 

descriptions provided. 
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3.5. Procedures of Data Collection 

Among the three parts of the questionnaire, one is the standardized one (i.e ., Organizational 

Culture Assessment Instrument) and used as it is. The remaining two parts of the questionnaire, 

and the interview guide questions were constructed based on the models drawn from the 

literature, available guidelines, and few experts' suggestions and opinions of co lleagues to make 

it up to the standards. Even then, it was assumed essential to pilot test all the instruments to 

ensure their understandability and/or to identify any confusions and inconveniences may exist on 

the part of the respondents. The mechanisms designed to this end were: for example, the 

researcher's careful observation of the situations as well as noting any comments and the items 

on which more questions rose for clarity during the pilot test sessions, and careful examination of 

the responses to the instrument upon return (i.e., comparing the responses of one wi th others over 

each part and item of the instrument). The reasons behind for all these effort is, to make the 

instruments particularly those were constructed for thi s study up to the standard or measure what 

is supposed to measure. 

Accordingly, the questionnaires were administered to 20 employees and 10 management 

members selected from 5 bureaus not included in the sample of the study, and guided interview 

was conducted with 3 process owners. As a result, the instruction of the first parts of the 

questionnaire made more self-explanatory and clear, some minor errors were corrected, and more 

importantly, it has shown that the termino logy fo r the cultural layers and elements was less 

familia r to the respondent and consequently these were avo ided and examples given instead fo r 

the instrument designed to identi fy the cultural elements changed and teclmiques used. In 

general, in the pilot test the original questions of the constructed questionnaires and interview 

were modified by including the necessary elements and eliminating the unnecessary ones. 

Though there was no enough time to retest the modified instruments, in the ultimate data 

co llection process a possible attempt was made to establish the necessary rappot1, di stribute the 

questionnaire and conduct interview at the convenient time for respondents in order to get 

reliable data and maximize the rate of return of the questionnaire . 

Finally, the questionnaires coded with number I and number 2 were di stributed for 125 

respondents from good and 125 from poor performing bureaus respecti vely, and totall y, for 250 

respondents from the two groups of bureaus. The reason behind fo r th is coding is, first and for 
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most to avoid such a categories (good and poor) be known by the respondents so as not to create 

any positive or negative impress ions, and to easily identify responses and respondents of each 

category who may fai l to write the name of thei r organization for comparison in the study. 

Meanwhile, the guided interview was conducted with one process owner from each bureau and 

totally, with 10 process owners . 

Among 250 questionnaires, 230 (92 percent) were returned. Among the returned, in turn , the 

responses 'of 7 (2.8 percent) questionnaire were either completely unusable or incomplete, and 

excluded from the data analyses. Of the remainder, the responses of 11 3 questionnaire from the 

good performers and 110 from the poor performers and in sum, responses of 223 (89.2 percent) 

were complete and usable, thus included in the analysis. The response rate, about 89.2 percent, 

combined with the high usability of the responses leads one to believe that the instruments as 

well as the findings have some degree of validity. 

3.6. Methods of Data Analysis 

The study used different statistical too ls in analyzing and interpreting the data collected through 

different means. The choice of the tool s was dependent on the nature of the data collected. In 

general, an integration of qualitative and quantitative data analysis methods was employed. 

Accord ingly, the data co llected through interview was presented and analyzed qualitatively. That 

is, the data written down during the interview and immediately thereafter was reviewed several 

times and looked for emerging themes and recurrent events, categorized, and the themes and 

categories were reevaluated, and finall y, analyzed in parallel with stati stical data. Whereas, the 

raw data obtained from the field through questionnaire were coded, tallied, counted and 

organized by the computer software . Then the data stored , the appropriate descripti ve and 

inferential statistics was selected and analyzed using the computer software known as Statistical 

Procedures for Social Science (SPSS) and specificall y, "SPSS 15.0 for Windows Eva luation 

Version" . This was made because it makes computation precise and dependable, and it saves 

time. As a resu lt , the study used such descriptive stat isti cal measures as percentages, means, and 

standard deviations to observe the proportion, distribution, and variability of the data 

respectively. Moreover, to compare the means and identify the significance of differences in the 

means or characteri stics of good-and poor performers' inferential stati stics such as two-tailed t­

test and p-values were applied. The t-test for this study is significant at 95 percent confidence 
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levels (a=O.05) and p-values<O.05 (i.e. , 95 percent of the resu lt is due treatments of variables by 

the stud y and less than 5 percent of the result is probably due to sampling errors). Based on the 

result of these statistical tools, the data was analyzed, interpreted to gather with the qualitative 

data obtained through interview, and finall y, conclusion was drawn from the major findings, and 

viable recommendations were suggested fo r the problems identified. 

3.7. Variables of the Study 

The dependent va riab les of the stud y were the culture, cultura l change and perfo rmance 

differences of good and poor performing Oromia bureaus. The independent variables were major 

facto rs contributing to those diffe rences the study focused on and broadly classified into 

dimensions of organizational culture (i.e. , organizational dominant characteristi cs, organizational 

leadership, management of employees, organizational glue, strategic emphas is, and cri teri a of 

success), internal and external factors influencing culture and performance (internal factors refer 

to factors that are under the contro l of individual organizations, such as hiring procedures and 

performance evaluation. External factors refer to influences beyond the control of each 

individual organization, such as political interference and client demand and oversight), and 

elements of cult ure (Rousseau ' s 5 cultural layers) and cultural change techniques (Schein 's 

primary and secondary mechanisms) emphasized on in changing organizational culture. Indeed, 

it is important to note that the organizational culture is both the dependent and independent 

vari able in thi s study. Moreover, all the specific factors or indicators these broadly classified 

independent vari ables encompassing and their detail descriptions are provided in the proceeding 

chapter for comparisons and justifications of the data interpretations. 
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CHAPTER FOUR 

DATA PRESENTATION, ANALYSIS AND INTERPRETATION 

This chapter mainly deals with the data presentation, analysis and interpretation. It also outlines 

descriptions of the variables, justifications and assumptions in interpreting the data. 

As noted earlier, interview and questionnaire were used to collect data in thi s study. One part of 

the questionnaire was the standardized instrument and adopted as it is in assessing the six 

dimensions of organizational culture. In constructing or deciding on the questions to include in 

the remaining instruments, models derived from the literature were used. The issues and basic 

questions also form the drivers for the content of the instruments. In constructing the 

questionnaires open-ended questions have been avoided because of the difficulties in 

class ification, and more importantly, it is assumed that the terminologies of culture could be less 

fami liar to some respondents. For the same reasons closed-ended questions have also been 

avoided. As a result, structured questions have been provided. 

All the instruments were pilot tested and finally, interview was conducted with 10 process 

owners and the questionnaires were administered to 125 respondents from the well-performers 

and to 125 respondents from the poor-performers and totall y, to 250 respondents from the two 

groups of bureaus. Among these questionnaire, 230 (92 percent) were returned. Among the 

returned, in turn, the responses of 7 (2 .8 percent) questionnaire were either completely unusable 

or incomplete, and excluded from the data analyses . Of the remainder, the responses of 113 

questionnaire from the good performers and 11 0 from the poor performers and in sum, responses 

of223 (89.2 percent) were complete and usable, thus included in the analys is. 

4.1. Characteristics of Respondents 

The composition of organizational members in one way or another may affect the culture and 

performance of that organization. With this in mind, characteristics of the respondents were 

examined in terms of the demographic, educational, and employment characteristics of 

respondents as follow: 
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Table 2: Demographic, Educational, and Employment Character istics of Respondents 

Characteristic I Categories Good oerformers Poor oerformers Total 
No. of Respondents 113 110 223 

Ma le 57.0 62.0 58.4 
Gender (%) Female 43.0 38.0 41.6 

Under 29 33.3 32.6 33.0 
Age (%) 29 - 39 35.8 28 .1 32.5 

40 - 49 17.1 17.8 17.5 
Over 50 13.8 21.5 17.0 

Marital status Married 72:4 75.3 73.6 
(%) Not Married' 27.6 24.7 26.4 
Highest Senior Secondary School 14.0 14.0 14.0 
Educational Techn icallPolytechn ic 20.9 16.1 18.9 
Attainment Un iversity/Post-U n ivers ity 45.0 49.5 46.8 
(%) Other/not stated 20.2 20.4 20.3 
No. of years in Less than 3 yrs 34 .2 48.3 40.2 
cu rrent 3 -IO yrs 40.0 32.6 36.8 
position (%) Over 10 yrs 25.8 19.1 23.0 
* Includes s1I1gles, dlvOI cees, and those who have separated 

4.1.1. Demographic characteristics of respondents 

Comparing male and female in each groups of bureaus, Table 2 shows that the proportion of 

male and female in good performers was 57 and 43 percent (differences of 14 percent) and in 

poor performers was 62 and 38 percent (differences of 24 percent) respectively. When the two 

groups of organizations compared to one-another, the data shows that the proportion of male and 

female of good and poor performers was 57 and 62 percent and 43 and 38 percent (differences of 

5 percent for both male and female) respectively. The total male and female proportion for the 

two groups were 58.4 and 41.6 percent (differences of 16.8 percent) respectively. The data show 

there are male dominances in both groups of organizations, but more importantly in poor 

performers. With regards to age composition , respondents from good and poor performers with 

age 29-39 and over 50 were 35.8 and 28.1percent and 13.8 and 21.5 percent (d ifferences of 7.7 

percent in each age group) respectively. If Kono 's (1990) survey conclusions that states the poor 

types of culture rel ates to the average age of the employees ("the older they are, the more the 

knowledge and experience of employees tends to become outdated, and the company becomes 

less vibrant") is true, such a pronounced age difference between the two groups of respondents 

could have an implication on the culture and performance of poor performer bureaus. 
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4.1.2. Educational characteristics of respondents 

With regards to educational background of respondents, the data shows that there were no as 

such differences between the two groups, except in technical and university/post-university 

education. That is, 20.9 and 16.1 percent and 45.0 and 49.5 percent of respondents from good 

and poor performers have technical and university/ post university education (d ifferences of 4.8 

and 4.5 percent) respecti vely. The literature identified that an organization is onl y as good as its 

people. Thus, such an extent differences between the two groups of organizations on these 

important levels of educational attainment, could have an implication on the work culture and/or 

performance of poor perfo rmers. 

4.1.3. Employment characteristics of respondents 

As could be seen from Table 2, 34.2 and 48 .3 percent, 40.0 and 32.6 percent, and 25.8 and 19. 1 

percent of respondents from good and poor performers have work experi ences of less than 

3years, 3-10 years, and over 10 years respectively. The other things being constant, it is assumed 

that reasonable work experience is not only important fo r being famili ar with the task process 

and/or organizational performance, but also for assimilation to the organizational culture. Less 

experience of employee parti cularl y become a problem when organizations do not use open and 

competitive recruitment procedures and comprehensive induction trai ning to communicate the 

desired norms or expectations of the organization to new employees (Grindle, 1997). The data 

also showed that there were di fferences between the two groups of organi zations in employees' 

experi ences. Such a large percent of employee with less than 3 years work experi ence (i.e. , 34 .2 

and 48.3 percent of respondents from good and poor performers respectively) and particularly, 

more pronounced di ffe rences between the two groups of bureaus (14.1 percent) is a big concern . 

4.2. Dimensions of Organizational Culture 

The second part of the questionnaire focused on the six dimensions of organizational culture 

those are assumed to enable to test the research premises- i.e. , the good and poor performers 

have di fferent organizational culture that are the product of the interaction between internal and 

external factors that impinge on the organization (Schein, 1992; 1999). According to the 

literature, the dimensions that help to identi fy the picture of how organizations operate and the 

va lues that characteri zes were categorized into six: organizational dominant characteristics, 

organizational leadership, management of employees, organizational glue, strategic emphasis, 
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and criteria of success. These SIX dimensions all together help to identify the overall 

organizational culture type. 

Thus, the study used the Cameron and Quinn ' s (2006) standardized instrument known as 

"Organizational Culture Assessment Instrument II" that incorporates those six dimensions in 

identifying the now and preferred culture of the two groups of bureaus. 

T bl 3 D a e Ollllllant CI f G d d P laracters 0 ' 0 0 -an 0 0 1' er ormll1K B ureaus. 
Meall Scores f or Meall Scores for 

Illdicators Good-Performers Poor-Performers' 
Now Preferred Now Preferred 

A. T he organi zati on is a very persona l place. It is like an 
extended famil y. Peop le seem to share a lot of themse lves 32.3 33.0 22.0 35 .0 

B. T he organi zati on is a very dynami c and entrepreneuri a l 
place. People a re wil ling to stick th e ir necks Oll t (to do) 21.0 25.2 20.3 27.0 
and take risks. 

C . The organi zation is very results-oriented. A maj or conce rn 
is w ith getting the j ob done. Peo ple a re very competit ive 24.4 26.3 23.2 2 1.0 
and achi evell1ent -ori ented. 

D. The organizati on is a very contro lled and structured place. 
Formal procedures oenera lly oovern what people do. 22.3 16.5 34.5 17.0 

Total 100 100 100 100 

As shown in Table 3, the indicator of current organizational domi nant characters awarded the 

highest scores by respondents from good and poor performers were alternative A (average 

score=32.3) and alternative D (average score=34.5) respectively. Whereas, the organizational 

dominant characters most preferred by respondents from good and poor performers was 

alternati ve A with an average scores of 33 and 35 respectively. The preferred dominant character 

awarded least score by both groups however, is alternati ve D. 

As assessed in the OCAI, organizations with the dominant characters of A type have a clan 

culture type. The basic assumptions in a clan culture are that the environment can be best 

managed through teamwork and employee development, customers are best thought of as 

partners, and the organization is in the business of developing a humane work environment. On 

the other hand, organizations with the dominant characters of D type have a hierarchy culture 

type. The hierarchy culture is characteri zed by a formali zed and structured place to work. 

Procedures govern what people do (Cameron and Quinn, 2006). The data also shows that good 

and poor performers di ffer in their current organizational dominant characters: the good 

performers appear to have a clan type dominant characters which va lues the people (internal and 
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external customers) more than poor performers. The poor performers on the other hand, probably 

have a hierarchy culture type of dominant characters that values the procedures, rules and 

regulations more than good performers. With regards to the preferred dominant characters 

however, members of the two groups of bureaus most likely prefer their organizations would 

have a clan culture type of dominant characters. 

T bl 4 0 a e roalllzatlOna I L d I· fG d d P ea ers "1' 0 . 00 -an oor p ~ er ormll1 O B ureaus 
Meall Scores for Meall Scores for 

llldicators Good-Performers Poor-Performers 
Now Preferred Now Preferred 

A. The leadership in the organization is generally considered 
to exempli fy mentoring, facilitating or nlllturing. 30.3 31.0 20.8 31.0 

B. The leadership in the organization is generally considered 
to exemplify entrepreneurship, innovation or risk-taking. 20.5 25.3 20.7 28.0 

C. The leadership in the organization is generally considered 
to exemplify an aggress ive (determ ined to succeed), 23.2 26.3 24.9 25.0 
results-oriented focus. 

D. The leadership in the organization is generally considered 
to exemplify coordinating, organizing or smooth-running 26.0 17.4 33.6 16.0 
efficiency. 

Total 100 100 100 100 

With regard to the organizational leadership, the data in Table 4 reveals that respondents from 

good performers rated the highest scores (average score=30.3) for alternative A type of 

leadership. Whereas, respondents from poor performers rated the highest scores (average 

score=33.6) for alternative D type of leadership. Indeed, the alternative A type of organizational 

leadership was the most equally preferred (average score=31.0) by both good and poor 

performers, and the alternative D type was the least preferred by both groups of bureaus. 

Organizations where-in the A type (the clan culture) is dominant, leaders are thought of as 

mentors and , perhaps, even as parent figures, team-bui lders, facilitators, nurturers, and 

supporters. Whereas, the leadership style matching with an organizations dominated by the D 

type or the hierarchy cul ture is that value maintaining a smooth-running organization. Leaders 

are good at organizing, controlling, monitoring, administering, coordinating, and maintaining 

efficiency (Cameron and Quinn, 2006). The data in this study shows that good and poor 

performing bureaus have a difference in the current organizational leadership : the current 

leadership style of good performing bureaus is probably a clan culture type and leaders are 

mentors, parent-figures, team-builders, facilitators, nurturers, and supporters more than poor 
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performers. Whereas, the current leadership style of the poor performing bureaus is a hierarchy 

culture type and leaders are organizers, controllers, monitors, administers, coordinators, and 

effic iency maintainers. With regards to the preferred organizational leadership however, 

members of the two groups of bureaus most likely prefer their organizations wou ld have a clan 

culture type of leadership style. 

T bl 5 M a e FE anaoement o ' -mp loyees 0 fG d d P 00 -an 001' P ~ er ormlllg B urealiS 

Mea" Scores for Me"" Scores for 
I"dicators Good-Performers Poor-Performers 

NolV Preferred NolV Preferred 
A. The management style in the organization is characterized 

by teamwork, consensus, and palticipation. 26.0 27.9 23.0 29.0 
B. The management style in the organization is characterized 

by individual risk-taking, innovation, freedom and 24.0 25.4 23.6 27.0 
lin iq ueness. 

C. The management style III the organization IS 

characterized by hard-driving com pet iti veness, high 26.0 26.2 26.7 25.2 
demands and ach ievement. 

D. T he management style in the organization is characterized 
by security of employment, conformity, predictability and 24.0 20.5 26.7 18 .8 
stability in relationships. 

Total 100 100 100 100 

As shown in Table 5, the current management of employees awarded the highest scores by 

respondents from good performing bureaus was alternatives A and C type simultaneously-i.e. , 

the average scores for both alternative A and C was 26. While the current management of 

employees' respondents from poor performing bureaus equally awarded the highest scores are 

the C and D type and the average scores for these alternatives was 26.7. The data also reveals 

that the most preferred management of employee by respondents from good and poor performers 

was an alternative A type and the average scores were 27.9 and 29.0 respectively. 

The management of employees with the A (clan culture) type is that emphasis on building the 

environment of teamwork, employee development, and a humane work environments. The major 

task of management is to empower employees and facilitate their participation. The management 

assumption in the clan culture is that participation fosters commitment. Whilst the management 

theory in the C (market culture) type of organization is characterized by hard-driving 

competitiveness, high demands and achievement. The basic assumption in the market culture is 

that competition fosters productivity and/or customer satisfaction. Whereas, the management of 

52 



employees in the 0 (hierarchy culture) type is to control and monitor In order to function 

according to the set procedures, rules, regulations, and policies. Knowledge of these steps, rules, 

and policies is one of the requirements for recognition. The basic assumption in the hierarchy 

culture is control fosters efficiency (Cameron and Quinn, 2006). The data also shows that good 

and poor performing bureaus appear to have both the commonness (i.e., both groups have a 

market culture type) and difference (i.e., good performers have a clan and market cultures, while 

poor performers have a market and hierarchy cu ltures) in the current management of employee: 

the current dominant management of employee likely existing in good performers is that 

emphasis on building the environment of teamwork, employee development, and a humane work 

environment as well as that is characterized by hard-drivi ng competitiveness, high demands and 

achievement, and in that of poor performers was that emphasis on hard-driving competitiveness, 

high demands and achievement as well as control and monitoring or procedures, rules and 

regulations. Organizational members of the two groups of bureaus however, appear to prefer 

their organizations would have a clan culture type of human resource management. 

T bl 6 0 a e rgal11 zatlOna IGI lie 0 fG ooc -an d P oar P Ii er ormlllg B urealiS 
Meall Scores for Meall Scores for 

Illdicators Good-Performers Poor-Performers 
Now Preferred Now Preferred 

A. The glue that holds the organization togcthcr is loyalty and 
mutua l trust, commitment to this organization runs high. 29.7 28.4 22 .3 30.0 

B. The glue that holds the organization together IS 

commitment to innovation and development. There is an 23.3 26.0 2 1.8 26.4 
emphasis on being on the cutting edge (the newest, most 
advanced stage in deve lopment). 

C. The glue that holds the organization together IS the 27.0 27.5 25.9 25.9 
emphasis on achievement and goa l accomplishment 

D. The glue that holds the organization together is formal 
rules and policies. Maintaining a smoot h- runn i ng 20.0 18.1 30.0 17.7 
operati on is important 

Total 100 100 100 100 

Regarding the current dominant organizational glue that holds the organizations together, the 

data in Table 6 shows that respondents from good performers rated the highest score (average 

score=29.7) for alternative A type, while those from poor performers rated the highest score 

(average score=30.0) for alternative 0 type of organizational glue. The data also shows that 

respondents from good and poor performers awarded the highest average scores of 28.4 and 30.0 

for alternati ve A type of preferred organizational glue respectively. 
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Cohesion, participation, individuality, and a sense of we-ness permeate a clan (A) type 

organizations. They seem more like extended fami ly than economic entities . The typical 

characteristics of clan-type organizations are teamwork, employee involvement programs, and 

organi zation commitment to employees. The organization is held together by loyalty and 

trad ition. Commitment is high. Whereas, the long-term concerns of a hierarchy (D) type 

organizations are stability, predictabi lity, and efficiency. Formal rul es and po licies ho ld the 

organi zation together (Cameron and Quinn, 2006). The data also shows that the good and poor 

performing bureaus appear to have difference in the dominant organi zational glue holding their 

organization together currently: the likely current dominant organizational glue that holds 

organization together in good and poor performers is loyalty and tradi tion, and forma l rules and 

pol icies respectively. The preferred dominant organizational glue of the two groups appears to be 

loyalty and tradition. 

T bl 7 S a e . E trateglc f G d d P mpnasis o · 00 -an oor 
P " 

er mmJJ1g B urealls 
Meall Scores for Meall Scores for 

Illdicators Good-Performers Poor-Performers 
Now Preferred Now Preferred 

A. The organ ization emphasizes human development, high 
trust, openness and participation persist. 3 1.0 33.0 20.5 34.0 

B. The o rganization emphas izes acquiring new resources and 
creating new cha llenges. Trying new things and 18.0 20.8 19.5 22.0 
prospecting for opportunities are va lued. 

C. The organization emphasizes competitive actions and 
achievement. Hitting stretch targets and win ning in the 3 1.0 29.9 30.0 30.0 
marketplace (prov idi ng superior quality services) are 
dominant. 

D The organ ization emphas izes perm anence and stabil ity. 
Efficiency, control and smooth operations are impOltant. 20.0 16.3 30.0 14.0 

Total 100 100 100 100 

With respect to the current organizational strategic emphasis, Table 7 shows that the al ternatives 

awarded the highest scores by respondents from good and poor performers were A and C with 

average scores of 31.0 each and C and 0 with average scores of 30.0 each respectively. The data 

also shows that the preferred strategic emphasis awarcJed the highest sco res by respondents fro m 

good and poor performers was the A type with average scores of 33.0 and 34.0 respectively. 

The clan culture (A type) organizations emphas izes human development, high trust, openness 

and parti cipation persist as well as the long-term benefit of individua l development with high 
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cohesion and morale being important. Wi th the basic assumpt ions that the external environment 

is not benign but hostil e, consumers are choosy and interested in value, and organi zation is in the 

business of increasing competitive position, the long-term concern or strategic em phasis of the 

market culture (C type) organi zati ons is on competiti ve acti ons and achieving stretch goa ls and 

targets. Whereas, the strategic emphasis of a hierarchy culture (0 type) organi zat ions 

characterized by a formalized and structured place to work is on stabi lity, predictabili ty and 

effic iency (Cameron and Quinn, 2006). T he analys is al so shows that good and poor perfo rmers 

have both commonness and di ffe rence in their current strategic emphasizes: both groups appears 

to have in common a market culture type that emphasis on competiti ve actions and achieving 

stretch goals and targets, but they likely differ in that the good performers have a clan culture 

type that emphasis on human development with high cohesion and morale, high trust, openness 

and participati on, while the poor performers have a hi erarchy culture type that emphasis on 

stability, predictabi lity and efficiency. With regards to the preferred strategic emphasis, however, 

the two groups probably have no difference (i.e. , both groups prefer the strategic emphas is of 

their organizati ons in the future be on a clan culture type) . 

Table 8: Cri teria of Success of Good-and Poor Performing Bureaus 

Meall Scores f or Meall Scores f or 
/I/{/icators Good-Performers Poor-Performers 

Now Preferred Now Preferred 
A. The organization defines success on the bas is of the 

deve lopment of human resources, teamwork, employee 25.12 30.0 24.94 33.J 
commitment, and concern for people 

B. The organ izati on defi nes success on the bas is of havi ng 
the most unique or newest products/services. It is a 24 .94 24.6 24.94 2 1.0 
product/service leader and innovator 

C. The organizati on defines success on the bas is of winning 
in the marketplace/prov iding superior qual ity serv ice 
and olltpacing the competition/sati sfying clistomer 25 .01 28.9 25.02 3 1.1 
demand . Competit ive market/service leadership is a key. 

D. The organizati on defines success on the basis of 
effi ciency. Dependable de livery, smooth schedu ling and 24.93 16.5 25. 1 14.6 
low-cost producti on/service are critical. 

Total 100 100 100 100 

With regards to the current organi zati onal criteria of success, Table 8 reveals that the alternatives 

or indicators rated the highest and lowest scores by respondents fro m good performers were A 

and 0 with average scores of 25. 12 and 24.93 respectively (d iffere nce of 0. 19), and by those 
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from poor performers were D and C with average scores of 25. 1 and 25 .02 respecti vely 

(difference of 0.08). Whereas, the preferred criteria of success rated the highest by respondents 

from good and poor performers was alternati ve A with the average scores of 30.0 and 33.3 

respectively. 

Where organizations develop one or more dominant cultural types identified by the framework 

developed by Cameron and Quinn, the criteria of effectiveness most highly valued in the four 

culture types are: cohesion, high levels of employee morale and sati sfaction, human resources 

development, and teamwork in a clan culture; clear lines of decision-making authority, 

standard ized ru les and procedures, and control and accountabi lity mechanisms are valued as the 

keys to success in a hierarchy culture; producing unique and original products and services in 

ad hoc racy culture; and in a market culture, success is defined in terms of market share and 

penetration. Meanwhile, their own research has di scovered that most organizations (80%) 

develop one or more dominant cultural style identified by the framework and few organizations 

are not. Accord ing to them, those that do not have a dominant culture type either tend to be 

unclear about their culture, or they emphas is nearly equall y the four cu lture types (Cameron and 

Quinn, 2006). The data also shows that the two groups have no difference in this dimension: 

both good and poor performers probably have no clear criteria of success currently or they 

emphasis nearl y equally the criteria of successes valued by all culture types, and both prefer a 

clan culture type of dominant preferred criteria of success that emphasis on cohesion, high levels 

of employee morale and sati sfaction, human resources deve lopment, and teamwork . 

Table 9: The Overa ll Core Culture Type of Good and Poor Performers 

Alternatives Quadraul Graud average scores Graud average scores 
for Good-performers for Poor-performers 

Now Preferred Now Preferred 
A Clan (Upper Left) 29 .1 30.4 22.3 32. 1 

B Adhocracy (U pper Right) 21.9 24.6 2 1.8 25.2 

C Market (Lower Right) 26.1 27.5 25 .9 26.4 

0 Hierarchy (Lower Left) 23.0 17.5 29.9 16.4 

Based on the above grand means of the overall core culture type, the cultural profiles of the two 
types of organizations are also plotted in the fo llowing figures: 

Figure 7: Cultural profile of the Good Pelf armel's 
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Table I: Bureaus Included in the Study 

Good PerfonJlers Poor Performers 

I. Orom ia Justice Bureau I. Oromia Water Reso urce Bureau 

2. Orom ia Revenu e Bureau 2. Orom ia Town Deve lopment Bureau 

3. Oromia Finance and Economy Bureau 3. Oromia Women and Chi ldren Affa ir Bureau 

4. Orom ia Police Commission 4. Oromia Health Bureau 

5. Orom ia Prison Administrat ion Commiss ion 5. Oromia Cooperative Bureau 

3.2. Sample Population and Sampling Techniques 

Institutions or bureaus were selected in the methods and steps mentioned above. Regarding their 

numbers and proportions however, the statistical information obtained from Oromia Regional 

State Capacity Building Bureau reveals that a total of 37 bureaus are fu nctioning in 2009 fi scal 

year. Of these bureaus, 10 were included in the study. 

Concerning the respondents sampling, 125 from the good and 125 fro m the poor performing 

bureaus (i.e., 18 employees and 7 management members and totally 25 organizational members 

from each bureaus) and the total number of 250 employees and management members were 

participated in filling the questionnaire assuming that this size is fai rly representative and 

manageable. In selecting 18 employees from each sample bureaus simple random sampling 

technique and specifically, systematic random sampling technique was employed to provide an 

equal chance of being selected fo r all members. Whereas, in selecting managements purposive 

sampling was employed with the assumption that management members are at good position to 

access to all information or every things taking place in their respective bureaus and they are the 

important sources of required information. In selecting the management members however, 

availability sampling technique was applied assuming that it is important to include all 

management members to get valuable information and easy to manage. 

In add ition, one process owner interviewee fro m each sample bureaus (i.e., tota lly 10 process 

owners) were included in the study. In selecting the process owners' simple random sampling 

techn ique and specifica lly, lottery method was applied. 
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3.3. Sources of Data 

The data for the stud y was obtained from both primary and secondary sources. The primary 

sources of data were those obtained through questionnaire and interv iew. To acquire adequate 

info rmation and insights in the area of the study, rel evant literature was consulted and the 

available documents constituting techniques employed to change culture, and recorded 

ceremonies, ritual s, induction and reward programs in place to enforce cultural change were 

reviewed. 

3.4. Data Gathering Instruments 

The study used both quantitative and qualitative data gathering too ls (i. e., questionnai res and 

guided interview) in supplementing one with other to counteract the weakness or bias that each 

data gathering procedure or device has and generating more adequate data. Generall y, the study 

used two sets of data gathering instruments described below. 

To supplement the study with qualitative data and obtain broader views and opinions, interview 

gu iding questions were designed taking the literature, pro blem understudy and basic questions 

into account. A suggestion from few experts and opinions of colleagues was an input of the 

design. Then, the guided interview was conducted with three process owners fo r simulation, and 

ultimately, with one process owner from each bureau and totall y, with 10 process owners. 

Moreover, to secure more reli ab le and adequate information from a large number of respondents 

(i.e., fro m 250 respondents noted earlier) the questiorU1aire consist ing the fo llowing three parts 

was designed or adopted in "Engli sh" language: 

First, the literature identified that the way 111 which organization adapt to the external 

environment and insure internal integration create the culture and identity of the organization. 

Thus, in assessing the major internal and external factors influencing the culture and performance 

of the good and the poor performing organizations (i.e. , finding answer to the 2nd basic question), 

a questiollnaire was adopted usillg the culture assessment model developed by Schein (1992). 

Specificall y, this questiolmaire made incorporate the major 5 interna l facto rs and 4 external 

fac tors those are assumed important in influencing the culture and performance of public 

organizations from within and fro m without. Following the literature, different sample of items 
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Key: __ Currellt Organizatiollal Culture 
............ Preferred Organizational Cultllre 

Regarding the overall core culture type, Table 9 and Figure 7 and 8 indicate that the current 

overall core culture types rated the highest (i.e., with grand averages of 29.1 and 29.9) by 

respondents from good and poor performers were a clan and hierarchy type respectively. While 

the overall preferred core cu lture type respondents from both good and poor performers rated the 

highest for a clan culture type with the grand average of 30.4 and 32.1 respectively. 

As assessed in the OCAI, whilst the organizational culture compatible with a hierarchy culture 

type is characterized by a forma li zed and structured place to work. Procedures govern what 

people do. Effective leaders are good coordinators and organizers. Maintaining a smooth-running 

organization is important. The long-term concerns of the organization are stability, predictab ility, 

and efficiency. Formal rules and policies hold the organization together. An organization with a 

clan culture is typified by a friend ly place to work and where people share a lot of themselves. It 

is li ke an extended fami ly. Leaders are thought of as mentors and, perhaps, even as parent 

figures . The organization is held together by loya lty and tradition. Commitment is high. The 

organization emphas izes the long-term of individual development with high morale and cohesion 

being important. Success is defined in terms of internal climate and concern for people. The 

organization places a premium on teamwork, participation, and consensus (Cameron and Quinn, 

2006). The data also shows that the two groups of bureaus have differences in the overall current 

co re culture type: good performers probably have a clan culture type that emphasizes on 

employees development with high morale and cohesion, whi le poor performers have a hierarchy 

culture type that emphasizes on stability, predictabili ty, and efficiency currently. With regards to 

the overall preferred core organizational culture, however, the two groups probably have no 

difference (i. e., the organizational culture that members of the two groups think it their 

organization shou ld have is a clan culture type). 

4.3. Factors Affecting Organizational Culture and Performance 

The aim of thi s third part of the questionnaire was testing the basic premise stated as: good-and 

poor performing organizations have diffe rent cultures that are the product of the interaction 

between internal and external factors that impinge on the organization (Schein, 1992; 1999). 
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According to the literature, factors that affect culture and performance of pub lic sector can be 

broadly classified into two: internal and external facto rs. Internal facto rs refer to fac tors that are 

under the control of individual organizations, such as hiring procedures and performance 

eva luation. External factors refer to influences beyond the control of each individual 

organi zation, such as political interfe rence and cl ient demand and ove rsight. Fo llowing thi s 

literature, the researcher grouped the responses into external factors and internal factors. These 

external and internal factors were measured using fi ve point scales from questionnaire 

admini stered to respondents. The researcher computes the average response for each factor and 

compares the means for good and poorl y perfo rming organizations and then, tests whether the 

means fo r the two groups are significantly di ffe rent. The means, standard deviations, t-values and 

the p-va lues for the test are also reported in Table 4.9 and 4 .1 0. Moreover, the views of the 

process owners on these factors are transcribed fo r tri angulations. 

4.3.1. Descriptions and Analysis of the Internal Factors 

This sub-part of the analys is focus on the fo llowing internal factors: organi zation mi SSion or 

mandate; employee recruitment and training; employee performance expectati on and evaluation; 

employee recognition and sanctions, and autonomy in personnel and budgetary issues. The 

means and di fference between means for these internal factor indicators of good and poor 

performers were tested. Their means, standard dev iations, t-values and p-values also provided in 

Table 10, blow. 

Table 10: Test of difference between means fo r internal factors indicators of good and poor perfo rmers 

Good performers Poor performers T- values P-vallles 
Indicators of b,teTl/al variables N=113 N=110 

Means Standard Means Standard 
deviation deviation 

1. Organization{[1 AIission: 
1.1. Public servants believe battling 

against poverty is one of their function 3.69 1.282 3.58 1.302 .627 .532 
1.2. Everyone believes that citizens 
should get proper services 3.55 1.336 3.56 1.3 17 -.086 .933 
2. Recruitlllent Criteria: 
2. 1. Employees were hired more often 
for personal and politi cal connections. 2.35 1.338 3. 15 1.458 -4. 153 .000' 
2.2 .The Se lecti on and recruitment 
principles are less va lued. 2.62 1.404 3.53 1.373 -4.88 1 .000' 
3. Pe,/orlll{[nce Expectation and 

Evalutltioll: 
3. I. The job descri pti on refl ects your 
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Cu rrent funct ions. 3.19 1.45 I 3. 19 1.456 .0 19 .985 
3.2. Emp loyees were informed changes 
in job requirements. 3 .1 7 1. 5 II 3. 19 1.475 -. 11 4 .909 
3.3. Eva luat ion was objective and/or 
job re lated. 3.19 1.45 I 3. 19 1.456 .019 .985 
3.4. Employees know when the next 

eva luati on be he ld . 3.19 1.430 3. 17 1.495 .067 .947 
4. Employee Sal/ctiol/s: 
4.1. With no exception members who 
have found violating ru les and 
regulations been di sciplined. 3.45 1.408 2.59 1.4 10 4.560 .000' 
4.2. Staff been sanctioned more often 
for performance re lated issues. 3.58 1.361 2.52 1.386 5.745 .000' 
5. A utol/omy iI/ Persol/nel al/d 

Budgetary [,-mes: 
5. 1. Emp loyees' freedom in the 

performance of their duties . 3. 17 1.5 II 3 .19 1.475 -.114 .479 
5.2. The organi zati on's di scretion 

power 111 deciding where to cut or 
increase its budget. 2.71 1.406 2.79 1.447 .494 .665 

- -*~Slgnificant at 9) percent confidence ll1terval and P<O. 0) . 

4.3.1.1 Organizational Mission 

The analysis of this factor refers to testing or identifying whether the organizational mission was 

broadly shared and internalized by employees of both groups of organizations based on the data 

obtained using combined indicators. As shown in items 1.1 and 1.2 of Table 10, respondents 

from good and poor performers were agreed or strongly agreed with mean responses of 3.69 and 

3.58, and 3.55 and 3.56 that 'the public servants believe battling against poverty is one of their 

functions' , and that 'everyone believes that citizens should get proper services' respectively. 

The view of process owners from both good and poor performers ' bureaus with whom interview 

was conducted pinpoints thi s issue: 

All of them point out thaI their organizational mission or mandate was 

revised during business process design and implementation, and is made 

known and embraced by organizational members through continuous 

discussions and training. 

In fact, something especial may found was that: 

Two process owners ji'om the good performers explained that their 

organizatian provide a handbook containing the organizational mission 
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and/or mandate, vision, goal and general objectives together with the job 

description or "charter " a/that particular group or individual. 

Getting the test of di ffe rence between means for indicators of good and poor performers, the data 

shows both indicators did not turn out important in di stinguishing the diffe rence between the two 

groups. 

Organizational miss ion refers to the general social contribution and purpose of an organization 

and its related general goals (Rainey and Steinbauer, 1999), and in thi s case, a broader public­

sector objective of poverty alleviation and service to citizens. Organizations whose mission is 

established interactively, broadly shared and internalized by employees tend to have a strong 

culture and to perform better (Grindle, 1997). Us ing a broad public-sector objective of poverty 

alleviation and service to citizens, the study finds no significant differences between good and 

poor performers: employees of good and poor performers embrace this public mission in similar 

manner. 

4.3.1.2. Recruitment Criteria 

The analysis of this internal facto r was intended specifica ll y to identify the employee hiring 

trends of good and poor performing bureaus. Accordingly, Table 10 shows that respondents from 

good and poor performers agreed or strongly agreed with mean responses of 2.35 and 3.15, and 

2.62 and 3.53 that 'employees were hired more often for personal and political connections' , and 

that 'the Selection and recruitment principles were less valued' respectively. Stated otherwise, 53 

percent of respondents from the good performers and 37 percent from the poor performers 

disagreed or strongly disagreed or undecided that 'employees were hired more often for personal 

and political connections' (d ifferences of 16 percent), and 47.6 percent of respondents from the 

good performers and 29.4 percent from the poor performers disagreed or strongly disagreed or 

undecided that 'the selection and recruitment principles were less valued' (d iffe rences of 18.2 

percent). 

The views of the interviewees from the two groups of organizations on recruitment criteria were 

that illustrated fo llowing: 

While 1I10st 0/ them claim that the selection and recruitment process have 

gone through the "normal" public-service recruitment process, including 
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entrance examination and interviews; few process owners (1 .fi-om good 

pel/orming and 2./i·om pOOl' pel/orming bureaus) however, admilled that 

veryfew individuals were hiredfor the reasons they have no any idea about. 

Moreover, all respondents have a reservation about the well practices or 

the comprehensiveness of induction training in their respective bureaus, 

indeed. 

From the t-test result, the data in the table shows that there are significant differences between 

means for indicators of good and poor performers on recruitment criteria. 

Recruitment and training procedures can be used to communicate to employees in very specific 

terms the organization's performance expectations. Organizations that use open and competiti ve 

recruitment procedures or that hire employees based on their qualifications are more likely to get 

highl y professional, capable staff and to be productive than those that hire based on personal 

connections (Grindle, 1997). Similarly, well-thought out induction training communicates the 

desired norms of the organi zation to new employees. With this in mind , the study examined 

whether there are significant differences in the importance of personal connections in the hiring 

of employees in good and bad performing organizations. Though most interviewees claim to 

have gone through the " normal" public-service recruitment process, including entrance 

examination and interviews, yet the data show that the selection and recruitment process is not 

transparent enough and in accord to the " normal" public-service recruitment process or 

principles . This observation is confirmed by the criteria for hiring. Performance on entry tests 

and good curriculum vitae are the most important criteria in hiring decisions in all organi zations; 

however, these factors were relatively less important among poor performers (differences of 16 

percent and 18 .2 percent on indicators 2.1 and 2.2 respectively) . Conve rsely, unprofessional 

recruitment practices such as personal connections, gifts to official s and knowing senior officials 

were more likely to lead to a job offer from poor performers than from good performers. 

4 .3.1.3.Performance expectation and evaluation 

The analysis of these interrelated factors refers to identi fy ing whether employees in the two 

groups of bureaus were given clear signals about how they should work, about the quality of 

work expected of them and made know on continuous basi s how effective ly they were 

performing. To this end, 4 indicators described in Table 10 were used. Accordingly, respondents 
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from good and poor performers agreed or strongly agreed with mean values of 3.19 and 3. 17 that 

'the job description refl ect their functions'; 3. 19 and 3. 19 that 'employees were in fo rmed changes 

in job requirements' ; 3. 19 and 3. 19 that 'evaluation was objective and job related', and also 

agreed or strongly agreed with mean ratings of 3. 19 and 3. 17 that 'employees know when the 

next evaluation be held ' respecti vely. 

With respect to the t- test result, the data in the table shows that there is no a signifi cant di ffe rence 

between means fo r all indicators of good and poor performers on perfo rmance expectati on and 

eva luation. 

Performance expectation and evaluation are closely related. Organizations that have clear and 

consistent policies about perfo rmance expectations and eva luation procedures would be expected 

to perform better. Overall, the analysis shows that there were no significant differences between 

the two groups of bureaus in terms of perfo rmance expectation and evaluation. This finding may 

be attributed to the fact that in most public organizations, performance eva luation is done rather 

haphazardly and/or in frequently and more importantly, the process is seen by many employees as 

overly subjective . 

4.3.1.4. Employee recognitions and sanctions 

With respect to the analysis of these interconnected internal factors , respondents from good and 

poor performers rated the indicators 4 .1 and 4.2 of Table 10 with mean values of 3.45 and 3.58, 

and 2.59 and 2.52 respectively. This data in turn implies, 69 percent of respondents fro m good 

performers and only 5 1.6 percent from poor perfo rmers were agreed or strongly agreed that 'with 

no exceptions any members of the organi zation who have fo und violating rules and regulations 

been disciplined' (d ifferences of 17.4 percent). Similarly, 7 1.6 percent of respondents from good 

perfo rmers and 5 1.8 percent from poor performers were 'strongly agreed or agreed' that 'staff 

been sanctioned more often fo r perfo rmance related issues than others' (differences of 19.8 

percent). 

As to the data obtained through the check-list, the most reasons that 65 percent and more 

respondents described fo r which staff been di sc iplined in the past three to fi ve years in both 

groups of organizations were poor work perfo rmance, insubordination, lack of discipline, and 

absence fro m work without leave. When the measure fo r employee sanction is iso lated into 
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sanctions for money related offenses, it was described by 45 and 51.8 percent (differences of 6.8 

percent) respondents from good and poor performers respectively. 

Coming to the views of process owners from the two groups, it IS found being varyll1g and 

inconclusive. That is : 

Some (4) of Ihem claim that someone who violels any of Ihe rules and 

regulations set is liable to sanclions and everylhing is taken as serious. 

Olhers (4) said thaI insubordinalion, lack of discipline, and absence Fom 

work wilhout leave being laken as serious. Few (2) process owners on Ihe 

other hand, argue that nOlhing is serious provided that someone is no/ 

found being harmfitlto those in position. 

With regards to the test of differences between means for indicators of the two groups, as can be 

seen fro m the table, the computed t-values for the indicators were greater than the tabulated t­

value or t-critical value. Thus, the data shows that there are significant differences between 

means for indicators of good and poor performers on employee recognitions and sanctions. 

Employee recognition and sanctions are interconnected and have simi lar effect on performance. 

A transparent process fo r recognizing employees who go beyond the call of duty in the 

performance of their tasks can motivate other employees to perform well even in the face of 

other problems, such as low salary. Similarly, sanctioning employees who perform be low 

expectations and di sregard the organization's rules and regulations based on transparent, fa ir and 

unbiased criteria could discourage sllch practices ((Hackman and Oldman, 1975; Owusu, 2005). 

The combined indicator for employee recognition and sanction shows that good and poor 

performing bureaus have significant differences in this factor. That is, the good performers 

appear to often recognize, reward and/or promote staff for successful performance more than 

poor performers. Moreover, good performers are more likely to sanction employees for 

performance-related offences than the poor performers (differences of 19.8 percent). The 

converse is true for poor performers- they are more likely to sanction employees for money­

related offences than the good performers (d iffere nces of6.8 percent) . 
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4.3.1.5. Autonomy in Personnel and Budgetary Issues 

With regards to these interrelate variables, items 5.1 and 5.2 of Table 10 shows that respondents 

from good and poor performers were agreed or strongl y agreed with mean scores of 3. 17 and 

3.19, and 2.71 and 2.79 that 'employees have freedom in the performance of their duties', and that 

'their organizations have a discretion in deciding where to cut or increase its budget' respectively. 

Followed by the t-test resu lt, the data clearly indicated that the two groups of organizations have 

no significant differences on the two items. 

The impact of autonomy on performance can vary at different levels of an organization. For 

instance, autonomy from civil service rules and regulations may allow management to use 

creative ways to deal with the day-to-day problems of the organization. On the other hand, 

employees would be less motivated if they had to refer every little deci sion to management. 

While complete lack of autonomy can stifle performance, too much autonomy also can have a 

negative effect by creating "extreme isolation from communication and exchange with external 

stakeholders" (Rainey and Steinbauer, 1999 p 16). Therefore, the key to effective performance is 

"responsive autonomy." The study examined two types of autonomies: autonomy in the 

performance of tasks and autonomy in budgetary issues. In general, organizations in Oromia 

appear to have more autonomy in personnel issues than budgetary issues. Moreover, it is reported 

that the poor performers relative ly have more autonomy than good performers as opposed to the 

hypothesis. This finding might be a reflection of a laxity in supervision among poor performers 

and the vigilance of supervisors in good perfo rming organizations. Further studies, probably 

using more refined measures of autonomy, may be needed to throw more light on the relationship 

between autonomy and culture and/or performance. 

4.3.2. Descriptions and Analysis of the External Factors 

In this part of the analysis the following external fac tors were analyzed: specificity of the 

organization's tasks, Political interference, client demand and oversight, and incentive system. 

These factors were measured using fi ve point scales from the research questionnaire, and the 

means for well- and poorly performing organizations were compared as well as the difference 

between means for these external variables indicators of good and poor performers were tested. 
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Table I I: Test of difference between means fo r external factors indicators of good and poor performers 

Good performers Poor performers T-values P-values 
indicators of Internal variables N=1l3 N=1l0 

Means Standard Means Standard 
deviation deviation 

1. Specificity of Tasks: 
1.1 Consistency of instructions and 
policies fro m different parts. 3.18 1.477 3. 15 1.473 
1.2. Staff's freedom to disagree with .114 .910 
the Policies thei r organi zation is asked 
to imp lement. 3.00 1.488 3.0 1 1.517 -.045 .964 
2. PolitiCllIIntelference: 
2. 1. The organization frequentl y 
receives political pressure to perform its 
tasks. 3 .59 1.336 3.65 1.295 .313 .755 
2.2. Employees with con nections to 
politicians and influential people in the 
government have advantage at work 
than others without. 3.32 1.394 3. 35 I. 4 13 .143 .886 
3. Client Demand and Oversight: 
3. 1. Op inion about the c li ents' right to 
complain to the next higher office if not 
satisfied with serv ices. 3.82 1.2 83 3.85 1.258 -.1 32 .895 
3.2. Opini on about those public 
organ izations should d isclose the ir 
expend iture and performance to the 
public. 3.96 1. 160 3.96 1.449 -.051 .959 
3.3. Opinion about the press ' s role to 
ensure that public organi zation IS 

accou ntab le to the public. 3.88 1.240 3.75 1.342 .703 .483 
4. Incentive System: 
4. 1. Sa lary leve l in your organization is 
similar o r greater than other civi l 
serv ice organ izati ons. 3.15 1.453 2.50 1.426 3.374 .001 * 
4.2. The benefit package offered by 
your organ ization is simi lar or greater 
than other civi l service o rganizations. 3.42 1.4 19 2.54 1.393 4.660 .000* 
4.3. Suffic iency of the sa lary to pay 
once own living expenses. 3.51 1.254 3.53 1.261 -.083 .934 

-*=SIgnijicanl at 9) percent confidence II1lerval and P<O.05. 

4.3.2.1. Specificity of the organization's tasks 

This part of the analysis deals with identifying the degree to which instructions and policies from 

different parts of the government are consistent, complement each other or contradicts, and the 

staff have a say in and a freedom to di sagree with the policies their organization is asked to 

implement. Thus, as could be seen from the items 1.1 and 1.2 of Table II respondents from good 

and poor performers were agreed or strongly agreed wi th means ratings of 3.18 and 3. 15, and 
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3.00 and 3.0 I that 'instructions and policies from different parts of the government are consistent 

and complement each other', and that 'the staff have a say in and a freedom to disagree wi th the 

policies their organization is asked to implement' respectively. 

Getting next, the views of the process owners were: 

Seven process owners (3 /;'om good performers and 4 fi'om poor pelformer:,) 

argue that instructions and policies fi'om different parts of the government are 

consistent and lor complement each other. While explainingfilrther on this issue, 

most of them state that where instructions and policies may seem conflicting 

organizations have the right to ask for explanations and to make comments. 

Moreover, they explain that the staff have a say in and a fi'eedom to disagree 

with instructions, rules and policies of that particular organization provided 

that it is "constructive andfor the sake of the organization". The view of the 

reaming process owners is explicit and conclusive: instructions and policies 

fi'om different parts of the government conflicts and staff have no a fi'eedom to 

disagree with the policies their organization is asked to implement. 

Regarding to the test of differences between means for the two groups of organizations, the data 

shows that the good and poor performers have no significant differences on this external factor. 

Authorities argue that public organizations having objective, measurable written standards of 

performance have been shown to perform better. Although few Oromia bureaus may have 

objective, measurable written standards of performance and the region is obviously striving to 

address this problem through BPR and/or Balanced Score Card project, most respondents felt 

that they have a clear understanding of their tasks and the functions of their organizations. 

However, the data showed no significant relationship between specificity of tasks and the 

performance. 

4.3.2.2. Political interference 

The aim of thi s analysis is to examll1e the extent to which the two groups of bureaus are 

politically autonomous and operate free from intrusion from politicians using two questions set 

to this end. Accordingly, Table II shows that respondents from good and poor performers 

agreed or strongly agreed with mean ratings of 3.59 and 3.65 , and 3.32 and 3.35 that 'their 

organization frequently receives political pressure to perform its tasks in a way that it would not 
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have otherwise done', and that 'employees with connections to politicians and influential people 

in the government have advantage at work than others without' respectivel y. 

The views of half of the interviewees (i.e., 2 from good performers and 3 from poor performers) 

were found being inconclusive and self-contradictory, in that they argue: 

There is no a politiccti inteljerences in their respective bureaus rather it is a 

'political directions '. According to them political inteljerence is inappropriate 

term and 'political direction ' is not only the appropriate term but also the 

desirable one Jar organizational jimctioning Whereas. the views oj remaining 

process owners (i.e., 3 Ji'om the good and 2 Ji'om the poor performers said there 

are political inteljerences in their bureaus' in day-to-day activities, promotion, 

different bene/its, and individual outlooks and views. 

As could be seen from the t-test result, the computed t-values for both items were less than 

the tabulated t-value or the t-critical value. Thus, the data shows that there is no a 

significant difference between the means of good and poor performers on this pm1icular 

external factor. 

Although the data did not show that there is a significant difference between means for indicators 

of good and poor performers, it suggested that political interference may be more of a problem 

among poor performers than good performers. A possible reason for this could be the leaders and 

employees of good performing bureaus may challenge the politicians busting on their 

performance. A more specific question on hiring (i.e., the measure of political connections in 

item 2. 10f Table 10) confirmed this observation: when comparing the incidence of political 

interference in hiring in good and poor performing organizations, the data showed a difference of 

18 .2 percent, indicating that political interference plays a relati vely important role in hiring 

among the poor performers. 

4.3.2.3. Client demands and oversight 

As cou ld be seen in items 3. 1, 3.2 and 3.3 of Table II , respondents from both groups of bureaus 

were decided ly 'up-beat' when it came to the question as to whether organizational members 

believe that 'it is the clients right to complain to the next higher office if not satisfied with 

services', 'public organizations should disclose their expenditure and performance to the public' 
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and that 'it is the press ' s ro le to ensure that public organizat ion is accountable to the pub lic' they 

agreed or strongly agreed with mean ratings of 3.82,3.96 and 3.88 for good performers and 3.85, 

3.96 and 3.75 for poor perfo rmers respectively. 

Similarly, all the process owners from the two groups of bureaus invariably and firmly said: 

Our organizational members believe and should believe that their clients or 

citizens have the right to complain to the higher govemment of lice, and those 

public organizations should disclose all their expenditures and peljormance to 

public through various mechanisms. The role of press the study used as measure 

of this factor was among the mechanisms stated by them. 

As to the test of differences between the means of good and poor performers, the data indicated 

that there were no significant differences between the two groups on all items. 

Client demands and oversight is a measure of the effectiveness of civil society in demanding 

high performance from public organizations. The importance of effective monitoring of public 

organizations by citizens and the media in influencing performance has been documented 

(Grindle, 1997; Deininger and Mpuga, 2004). This factor, however, did not turn out to be 

important in distinguishing between good and poor performers. A possible reason for thi s is the 

mostly uninformed civil society as well as the general lack of neutral and serious investigative 

journalism that is necessary fo r drawing attention to public organizations, and more importantly 

lack of political atmosphere pave the way for such a condition to happen. 

4.3.2.4. Incentive System 

With respect to the ana lysis of thi s factor, Table II shows that the mean values of items 4.1 , 4.2 

and 4.3 were 3. 15, 3.42 and 3.5 1 for good performers and 2.50, 2.54 and 2.53 for poor 

performers respectively. This data stated otherwise, 63 percent of respondents from good 

performers and only 50 percent from poor performers were agreed or strongly agreed that 'the 

salary level in their organization is similar or greater than other civ il service organizations' 

(differences of 13 percent). Similarl y, 68.4 percent of respondents from good performers and 

50.8% from poor performers were agreed or strongly agreed that 'the benefit package offered by 

their organization is similar or greater than other civi l service organizations' (differences of 17.6 
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percent). Meanwhile, 70.2 and 70.6 percent of respondents from good and poor performers 

disagreed or strongly di sagreed respective ly that 'their salary suffices to pay the living expenses'. 

Coming to the views of the process owners on thi s issue: 

All of them said there is a salary and benefits package differences among 

bureaus. Among all, J ji'om the good and 2/i'0111 the poor peljormers said the 

reasons for salary differences is may be the relative importance of some 

bureaus to the government; 4/i'om the good and 4/i'om the poor peljorl11ers 

said there is a benefits differences in educational opportunities, educational 

expenses and allowances, and per diem and the reasons are differences in 

organizational policy and leaders' willingness, and all the 10 process owners 

said our salary and our organizationall11embers' salary is not sufficient. 

Though the views of interviewees did not confirm the ex istence of wages, sa laries and other 

benefits differential between the two groups directly, they pointed out that bureaus in general 

could differ to some extent over these issues. Moreover, whi le most process owners mentioned 

differences in "organizational policy and leaders' willingness" as the reasons for fringe benefits 

differential , most of them failed to point out the reasons for salary scales di fferences among 

bureaus. However, none of the interviewees was hesitant to express that salary of the 

organizational members is not sufficient to pay the living expenses. 

From the t-test result, the data clearly indicated that the computed t-values for the items 4.1 and 

4.2 of Table 11 are greater than the tabulated t-value or the t-criti cal value. Thus, there is a 

significant difference between means of good and poor performers on the two measures of 

incentive system. 

Incentive system includes wages and salaries received by employees for services rendered as 

well as di scretionary payments other than direct wages (i.e . fringe benefi ts). It is generall y 

believed that there is a pos itive relationship between remuneration and public sector performance 

and/or better benefits package promote higher performance (Mills, et a1. 1994; Kiltgaard, 1997; 

Grindle, 1997). If this is true, then salaries and/or benefi ts package should be higher in good 

performing organizations. The data clearly shows that the employee benefits package is arguably 

the most important external factor that turned out in di stingu ishing the two groups of bureaus 

70 



(d ifferences of 13 and 17.6 percent between good and poor performers on items 4.1 and 4.2 of 

Table II respectively). However, there was an overwhelming agreement among respondents 

from both groups that salaries are in adequate. 

4.4. Elements of Organizational Culture Changed and Techniques Used 

The aim of this part is identifying whether the good and poor performing bureaus significantly 

differ in the elements of cu lture they think more important and the techniques they employ to 

change it. 

The study particularly uses Rousseau's cultural layers model and Schein's cultural embedding 

and change mechanisms described in the literature review. Accord ing to the literature, the 

cultural levels to be treated, the behavioral patterns and norms leaders demonstrate, and actions 

to be taken and/or the techniques to be appli ed by management to enforce the change are major 

factors that matters to create, develop, or change the organizational culture. Following this, the 

responses were grouped into culture levels or elements changed, reasons why culture was 

changed, effectiveness of the change, and opinion of changing the deeply held beliefs and 

assumptions. Except the check-list used for describing the 'reasons why culture was changed ' , all 

factors were measured using five point scales from questionnaire admini stered to respondents. 

4.4.1. Descriptions and Analysis of Culture Levels Changed and Techniques Used 

Cultural elements and techniques have been defined using Rousseau's model which defines the 

five cultural layers and Schein' s cultural embedding mechanisms respectively. The question 

provides 3 examples of cu lture elements (techniques) adopted from the literature for each of the 

5 levels which are rated by the respondents, as described in Table 12 blow. 

Table 12: Description of culture elements or layers and categories of cultural change techniq ue 

Layer Category Questioll Category Category 
1 2 3 

Artifacts Hard Employee badges, uniforms, logos, decor, etc. Pass ive Secondary 
Hard Old ritualslroutines ended and new ones established Passive Secondary 
Hard How often success stories heard Passive Secondary 

Behavioral Hard Performance rel atedpay scheme Coercive Primary 
Patterns Hard Appraisal scheme assesses new behav ior Coerci ve Primary 

Hard Use of new procedures, rules and regulations Coerc ive Secondary 
Behavioral Neutra l Consistency of leaders behaviors and actions Pass ive Primary 
Norms Ne utral Employee Question and Answer sess ions. Pass ive Primary 

Neutral Line staff actively invo lve in process redesign. Pass ive Secondary 
Values Soft Commun ication about ethics, codes of practice, etc. Pass ive Secondary 
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Soft Staff SUPPOlt scheme to speak out what are vio lated Passive Primary 
Soft Group therapy or Organizational Development Pass ive Primary 

Beliefs and Soft Communicati on regarding organi zational mi ss ion. Pass ive Secondary 
Assumptions Soft Communication regarding what was important. Pass ive Primary 

Soft Individual therapy to help employee di scuss about Pass ive Primary 
their emotiona l responses. 

Category I separates the culture elements mto hard and soft accordmg to whether they are m the 

outer visi ble layers or the inner invisible layers. Behavioral norms in the middle are classed as 

neutral. Catego ry 2 is concerned as to whether the cultural elements represent coercive or passive 

teclU1iques . It is assumed that the 3 behavioral pattern examples suggest a coercive management 

style. All the others are more passive in that they can be less easi ly enforced. It is agreed some 

could be in either category; for example, employees mayor may not be 'forced' to wear a 

company uniform and to hear success stories. While category 3 classes the techniques according 

to whether they represent Schein's primary or secondary techniques. 

4.4.1.1. Elements of the Artifacts and Behavioral Patterns 

The aim of thi s part of the study is identifying the two cultural layers (i.e., the artifacts and 

behavioral patterns) were changed and the teclmiques used to change those layers by the two 

groups 

Table 13: Test of difference between means for the artifacts and behavioral patterns indicators of good 

and poor performers 

Good per/ormer~' Poor performers T-va!ues P-va!ues 
Indicators o/the CII!tura! Layers N=1l3 N=110 

Means Standard Means Standard 
deviation deviation 

Layer 1 or Artifacts: 
1 I. Employees given lapel badges, 
uniforms, use of BPR Logo, etc. 3.92 1.095 4.03 .088 -.787 .432 
1.2. Old rituals and routines were ended 
and new ones estab lished. 3.65 1.295 3.59 1.336 .313 .755 
1.3. Success stories about teams and 

employees working to the new order. 3.31 1.268 3.41 1.258 -.5 87 .558 

Layer 2 or Helll/ viora! [Jattems: 
2. 1. Performance related pay, reward 
and promotion systems. 2.18 1.219 2.15 1.1 72 .197 .844 
2.2 . Apprai sa l scheme that assesses new 
behavior is in place. 2.82 1.495 2.70 1.392 .635 .526 
2.3. Use of new procedures, ru les and 

regul ations. 3.34 1.468 3.93 1.090 -3.407 .00 1' 

-*=Slgnijicant at 9) percent confidence interval and P<O.05. 

72 



Getting layer I or elements of the artifacts leve l 'use of lapel badges, uni forms , or extens i ve use 

of BPR Logo, or new distinct office decor/ furnishi ngs', 'ending old rituals and routines and 

estab lishing new ones', and 'success stories about teams and employees working to the new order' 

are those elements respondents from good and poor performers rated well or very well with mean 

responses of3.92, 4.03 , 3.68 and 3.53, 3.31, 3.4 1 respectively. 

With regards to the t-test result, Table 13 shows that the computed t-values for all items were less 

than the tabulated t-value. Thus, the data shows that there were no significant differences 

between means for measures of good and poor performers . 

Getting nex t the elements of behavioral patterns level 'Performance related pay, reward and 

promotion system' and 'Appraisal scheme that assesses new behavior' are the poorl y or very 

poorly used techniques by good and poor perfo rmers with mean responses of 2.1 8, 2.15, and 

2.82, 2.70 respectively. However, respondents from good and poor performers rated the 

remaining measure of behavioral patterns (i.e . use of new procedures, rul es and regulations) well 

or very well with mean responses of3.34 and 3.93 respectively. 

Regarding the t-test result, Table 13 shows that on ly one element of a measure of behaviora l 

patterns (i.e. , use of new procedures, rules and regulations) was significantly different among the 

two groups; none of the other elements and techniques considered were significantly di fferent in 

distinguishing between the two types of organizations. 

In general, the literature identified that many socia l scientists suggest that there is an over 

emphasis on the outer layers. This research also shows this, the use of artifacts is highl y 

pronounced than behavioral patterns in the two groups, and that the two Schein's primary 

cu ltural embedding mechanism s or two elements of behavioral patterns which address coercive 

and primary technique of the cu ltural model previously described were overlooked by both 

groups of organizations. The data also showed that there is a significant difference between the 

two groups of bureaus in the use of new procedures, rules and regulations. This difference, 

however, appears to be attri buted to differences in the type of culture currently predominating in 

the two groups of bureaus identified in the first part of analysis than to the recommendation by 

management consultants. Because whoever the consultants are the bureaus were using, the use of 

new processes , rules and regulations could not be optional for organizations undertaking BPR 
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project. As noted earlier, the tirst part analys is showed that the current dominant cul ture of poor 

performers is a hi erarchy culture and literature identified this type of culture primary focus on 

control , rules and regulations. Thus, thi s highly pronounced d ifference in the use of the technique 

may well reflect a historic use associated w ith an autocratic management style. 

4.4.1.2. Elements of the Behavioral Norms, Values, and Beliefs and Assumptions 

The aim of thi s part is identifying the three cultural layers (i. e., the behaviora l patterns, va lues, 

and beliefs and assumptions) changed and teclmiques used to change those cultura l layers by the 

two types of organizations . 

Table 14: Test of difference between means fo r the behaviora l norms, va lues, and beliefs and 
assumptions indicators of good and poor performers 

Good performers Poor performers T-vailles P-vailles 
Indicators of tile Cllltllral Layers N~l13 N=lJO 

Means Standard Means Standard 
deviation deviation 

Layer 3 or Bellavioral Norms: 
3. I.Leaders consistently exh ibited the 2.88 1.409 2.05 1.078 4.936 .000' 
new behavior req uired of employees? 
3.2. Em ployee question and answer 

sess ions or schemes or surveys. 2.90 1.433 2.62 1.361 1.519 .130 
3.3. Staff actively invo lved in redesign 
of processes and decision o f the culture 
change mode l to be employed. 3.35 1.4 13 3.32 1.394 .143 .886 

Layer 4 or Vailles: 
4. 1. Regular communications to 
employees about the organ ization's 
eth ics, codes of pract ice, standards, etc. 3.06 1.365 2.80 1.360 1.436 .153 
4.2. Support scheme to staff speak ing 
out when ethics, standa rds are violated. 2.82 1.495 2.70 1. 392 .635 .526 
4.3. Group therapy or organi zational 
development for change. 3.04 1.375 2.95 1.374 .489 .626 

Layer 5 or Beliefs and Assumptions: 
5.1. Regu lar communications about the 
underlyi ng organ izational miss ion. 3.35 1.4 13 3.32 1.394 .143 .886 
5.2. Regu lar commun ications about 
what was now considered impoltant. 3.23 1.261 3.07 1.194 .956 .340 
5.3. Therapy to help individua l 

employees discuss their emotional 2.18 
responses and exp lore the root causes . 

1.2 19 2.15 1.172 .197 .844 

-'~Slgnificant at 95 percent confidence II1terval and P<O. OJ. 

As shown in Table 4.13 , among the elements of behavioral norms level (i.e. , Layer 3) 'leaders 

consistency in exhibiting the ir theory in practice and the new behavior required of employees' 
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and 'employee question and answer sess ions or schemes' were the poorly or very poorly used 

techniques as confirmed by respondents from good and poor performers with mean responses of 

2.88,2.05, and 2.90, 2.62 respectively. The 'staff active involvement in redesign of processes and 

decision of the culture change model to be used' however, is the well or very wel l used technique 

by the two groups. 

Regarding the test of difference between the means of good and poor perfo rmers, Table 14 shows 

that the computed t-values for item 3.1 was greater than the tabulated t-value or the t-critical 

va lue. That is, the two groups are significant ly different in one element of a measure of 

behavioral norms (i.e. , leaders consistency in exhibiting their theory in practi ce and the new 

behavior required of employees). 

Accord ing to Schein (2004) the primary mechanisms are the major or powerful tools that leaders 

have avai lable to teach their organizational members how to perceive, think, fee l, and behave 

based on their own conscious and unconscious convictions. However, the study show those two 

elements of behavioral norms which address the pass ive and primary technique of the cultura l 

model previously descri bed were less pronounced by both groups of organizations, but more 

importantly by the poor performers. The study also show except the leaders consistency in 

exhibiting their theory in practice and the new behavior requircd of cmployees, none of the 

elements of behavioral norms did turn out to be important in distinguishing between good and 

poor performers. 

Followed by Layer 4 or elements of Values, Table 4. 13 shows respondents from good and poor 

performers approved with the means response of 3.06, 2.82, 3.04 and 2.80, 2.70, 2.95 that 

'regular communications to employees about the organization's ethics, codes of practice, 

standards, etc', 'support scheme to staff speaki ng out when ethics, standards, or codes of practice 

are violated', and 'group therapy or organizational development for change' were used poorly. 

From the t-test result, the data shows that the computed t-values for all measures of values were 

less than the tabu lated t-values (t-critica l values) . That is, there were no significant differences 

between the means of good and poor performers. 

With regards to the views of the process owners on the 5 layers of organizational cu lture, most of 

them (4 from good and 3 from poor performers said that: 
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The BPR Logos, mission, vision, and values were wriflen and preached to their 

organizational members; One-stop-shopping (in this case 'new distinct oJJice 

decor/filrnishings') is in place; heard success stories aboul the Mosses and 

Jewish withdrawal fi'om Egypt, Mogul, [MBA during the BPR project training; 

new processes, rules and regulations were in placed very_ well. They also 

confirmed Ihat peljormance related pay, reward and promotion :.ystem and 

appraisal scheme that assesses new behavior are not in placed. 

As noted earli er, the literature identified that there is an over emphas is on the outer layers fo r 

many reasons. As a resu lt, organizations do not try to change the inner elements of values and 

beliefs. This research also shows thi s, the use of elements of values which address the soft or 

invisible, passive and more of the primary techniques were underutilized. Although these 

techniques relatively used more by good performers than by poor performers, the data showed no 

significant relationship between the elements of va lues and performance. 

Lastly, getting Layer 5 or elements of the bel iefs and assumptions 'regular communications to 

employees about the underlying organizational mission and how BPR is related to it' was the 

only elements of the beliefs and assumptions that respondents from good and poor perfo rmers 

have approved being used well or very we ll with means responses of 3.35 and 3.32 respective ly. 

Whereas, 'therapy to help individual employees di scuss their emotional responses and explore the 

root causes' was the technique that poorly used by the two groups of organizations. 

Concerning the t-test analysis in identifying whether there were significant differences between 

the means of good and poor performers, none of the elements of a measure of beliefs and 

assumptions was significantly different between the two groups of bureaus. 

As noted earli er, the literature identifi ed that organizations emphasis on the visible parts of 

cultural elements. This study also shows except communication about the underl ying 

organi zational miss ion, the remaining two invisible elements of culture or techniques lacked 

emphas is. However, none of these techniques did turn out to be important in di stinguishing good 

and poor performers. 

Overall , the two groups of organ izations emphasized harder, passive, and secondary techniques 

over the softer , coercive, and primary ones. The earlier literature highlights that these different 
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techniques may well have a different impact on employee behavior, responsiveness, feelings , and 

attitudes. With Schein's primary activities being leader oriented, it ' s under utili zation suggests 

that leadersh ip is not strong in the organizations. The issue of employee performance as a result 

of using these techniques is addressed latter. 

4.4.2. The reasons why the techniq ues were chosen 

This checklist question aims to test the hypothesis by asceltai ning the driving force behind the 

cultural change techniques that were chosen. The 3 stated in the hypothesis (,recommended by 

consultants', 'actions that staff could easi ly see' (i.e . visibility), and 'speed of implementation and 

results') are listed alongside 2 more neutral ones ('previously used to good effect', and 'gain staff 

commitment'), and the free choice provided by 'Other'. Accord ingly, respondents described the 

reasons why the techniques were used as shown in Table 15 blow. 

Tab le 15: Response of respondents on the reasons why the cultura l change techniques were chosen 

Good Performers Poor Performers 
Variables N=113 N= IIO 

Number of % Number of % 
respondents respondents 

4.4.21 . Reasons for using the techniques: . :. Act ions that staff cou ld eas ily see them. 21 18.6 19 17.3 .:. Previous ly used to good effect. 29 25.7 27 24.6 . :. For speed of imp lementation and results . 82 72.6 80 72.8 .:. Important to gai n staff commitment. 
47 41.6 50 45.5 

4.4.2.2. Who suggested the techniques: 
• Staff 7 6.2 5 4.6 
• Management. 11 29.2 35 31.8 JJ 
• Consul tants. 47 41.6 46 41.8 
• Competi tors. 29 25.7 28 25.5 

4.4.2.3. The Consultants used: 
> Psychologist 4 3.5 5 4.6 
> Socio logist 7 6.2 10 9 .1 
> Change Management consu ltants 85 75.4 83 75.5 > Hu man Resource consultants 29 25.7 36 32.7 

As Table IS shows, respondents from the two groups were able to select a number of reasons 

given for using the techniques. Among those reasons, 'speed of implementation' was the most 

chosen technique by the two groups (i.e., by 72.6 percent and 72.8 percent of respondents from 

good and poor performers respectively) with 'staff commitment' next and the other two remaining 
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being similarl y chosen low by both groups. Thus, both groups of organi zations most probably 

were using the techniques fo r the same reasons. 

Regardi ng the survey 'who suggests that techniques' recall that the hypothesis suggested that it 

was consultants that reconunended the more visible and more act ion ori ented techniques . 

Whether consultants were involved or not, then visibility ('staff see') is the least chosen technique 

by both groups (i.e., 18.6 percent and 17.3 percent respondents from good and poor pe rfo rmers 

respective ly) and acti on ori ented ('speed') is the most chosen teclmique by both groups of 

bureaus, and where respondents' replies from both groups show that suggestions came from a 

wide vari ety of sources, no consciences about who suggest the techniques. Thi s result most 

probably attr ibuted to lack of communication and/or transparency in making employees know the 

sources, or to limitation of the question in including other options such as, fo r example, the 

regional and federal government direction than to rely on the free choice provided. Given BPR's 

emphasis on empowerment, then in both groups the proportion of suggesti ons fro m staff appears 

low. 

4.4.3. Effectiveness of the Cultural Change Techniques 

It was considered that simply ask ing respondents to rate the effectiveness of the changes was 

open to inconsistencies in the responses and a possible tendency to rate high. As most culture 

writers look to changes in behavioral patterns as the outco me of changes in culture elements, 

then respondents were asked to rate 7 areas of em ployee behavioral changes expected fro m BPR. 

Tab le 16: Test of di fference between means for behaviora l improvement indicators of good 

and poor performers 

Good performers Poor performers T -va lues 
Indicators N= 11 3 N= II O 

Mean Standard Mean Standard 
dev iati on deviation 

I. Resul ts oriented. 3.5 1 1.254 3.53 1.26 1 -.083 
2. Customer foc us 3.68 1.152 3.68 1. 141 -.003 
3. Creation of innovative ideas. 2.75 1.340 2.73 1.327 .140 
4. Commitment to the organization. 3.48 1.402 2.82 1.441 3.465 
5. Cooperative team worki ng. 3.33 1.392 2.87 1.4 11 2.397 
6. Acceptance and li se of responsibili ty 2.71 1.406 2.79 1.447 -.434 
7. Acquisi ti on and lise of new 

knowledge and sk ill s 2.98 1.439 3.04 1.465 -.278 
*=Stgn tficant at 95 percent confidence IIlterval and P<O.05. 

P-va lues 

.934 

.998 

.889 

.00 I * 

.0 17* 

.665 

.78 1 
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As shown in Table 16, 'customer focus', and 'results oriented' were the most chosen areas for high 

or very high of improvements by both good and poor performers with the mean ratings of 3.51 , 

3.68 and 3.53, 3.68 respectively. Whereas, 'creation of innovative ideas', 'acceptance and use of 

responsibility', and 'acquisition and use of new knowledge and skills' were rated low by good and 

____ I~Jo~or ~formers with the mean ratin~ of 2.72, 2.71 , 2.68 and 2.73, 2.79~ 3.04 respectively. 

Getting next, the views of the process owners about the type and extent of employees behavioral 

improvements gained as a result of the implementation of the BPR project: 

Four ./i"om good and three ii-om poor pel/ormers said there are improvements 

and mentioned such as quality and efficiency of services, employee commitment, 

customer focuses, team works, unnecessary delays and bureaucracies. Whereas, 

the rest (i.e. , J ./i"om good and 2 ./i"om poor pel/ormers) of the process owners 

said that the BPR theory is important and the process designed in their 

organization was good, but did not implemented accordingly and did not bring 

any improvement. 

The test of difference between the means of good and poor performers shows that the two groups 

of bureaus have significant differences only in 'commitment to the organization' and 'cooperative 

team work', of the 7 measures of organizational members' behavioral improvements. 

As the data shows, the lower numbers from both groups of bureaus selecting 'acceptance and use 

of responsibility' suggests that 'empowerment', a much vaunted attribute of BPR, is slow to be 

taken up by employees or to delegate authority by leaders. Equally low was 'creation of 

innovative ideas'. This is surprising given that the earlier analysis (data in Table 14) showed a 

high degree of line staff active involvement in the design of the new processes. Again, various 

hypotheses could be established for this apparent inconsistency (e.g. a link to lack of 

commitment, staff ideas being rejected, staff being restricted to the details, etc.). Given that BPR 

is supposed to be all about starting from 'a clean sheet of paper' then lack of innovation should be 

a major concern. The other things being constant, acquisition and use of new knowledge and 

skills considered to be the prerequisites for innovation as well as for efficient and quality services 

were rated low by respondents from both groups. In fact, this is not surprising given that the 

earlier data in Table 14 showed group therapy or organizational development for change being 
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the poorly used technique and one could not imagine that new know ledge and skill s come out of 

thin air. 

Overall , except 'commitment to the organization' and 'cooperative team work', none of the other 

factors turned out important in di stingui shing the two groups of organizations. While looking for 

the factors of performance differential, identifying the existence of high or very high 

commitment and cooperative team work in good performers is tempting to claim that is it. Of 

course, they are, though not the only ones. But, how thi s could happened where those elements or 

techniques expected to have role on employee behavioral patterns, norms, values, and beliefs and 

assumptions were not found being used well or very we ll by good performers than the poor 

performers?, is a huge question not answered. The reasons for this finding probably could be 

attributed to the type of culture currently dominating the organizations, adherence to selection 

and recruitment principles that develop a sense of professionali sm, better benefit s package, and 

leaders' consistency in exhibiting their theory in practice and the new behavior required of 

employees noted in the earlier analysis. 

4.4.4. Opinion of Changing the Inner Cultural Elements 

This final cultural question, using a Likert scale, was a direct question concerning the opinion of 

the respondent whether employees ' values and be liefs can indeed be changed. The question was 

made open by the provision for qualification or other comment. It provides a form of benchmark 

against the previous questions. For instance, if in subsection 4.4.1 inner cu ltural elements were 

used we ll or very well and in subsection 4.4.3 there was significant behavioral changes one 

would expected this question to be answered 'strongly agree'. If many outer elements were used 

well or very we ll but there was little behavioral change then it may indicate that espoused views 

are not realized. And so on. 

Tab le 17: Test of difference between means for views of good and poor perFormers on changing the 

deeply held employee values and beliefs 

Good Performers Poor Performers T-values P-va lues 
Variables Means Standard Means Standard 

Deviation Deviation 
Views as to whether the deeply 4.04 .939 4.04 .957 .620 .95 1 
held employee va lues and 
beli efs can be changed. 

-*=Slgl1lficant at 9) percent confidence ll1terva l and P<0.05. 
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Respondents were decidedly 'up-beat' when it came to the question as to whether employees' 

va lues and beliefs could be changed to align them to the organ ization. As Table 17 shows 

respondents from the two groups of organizations agreed or strongly agreed with mean ratings of 

4.04 it could. Over 37 qualifications were given by 122 respondents from the two groups of 

D ureaus. Those se lected 10 or more times include: Time available' or 'takes time' (79 

respondents), 'needs co-ordination of many related changes' (22), 'depends on current beliefs' 

(1 1), and 'need to invo lve people' (10). Other than the need fo r ti me there appears little consensus 

as to other fac tors or requirements. 
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CHAPTER FIVE 

SUMMARY OF MAJOR FINDINGS, CONCLUSION AND RECOMMENDATIONS 

This chapter consists of the summary of the major findings, conclusions and recommendations 

~esented here under in their respective orders. 

5.1. Summary of the Major Findings 

The purpose of this study was assessing the organizational culture and performance of Oromia 

Regional Government State Bureaus as the subject and to come up with valuable findings that 

may contribute to the search fo r effecti ve public sector organizations and/or give vital 

recommendations that enable overcome the challenges encountering with respect to identi fy ing 

gaps, creating or developing or changing organizational culture, improving organizational 

perfo rmance and change process so that they could commence prov ision of effective and 

efficient services to tax payers as well as contribute to the change and development of the region 

and the country. 

To thi s end, the study tried to search for a valid answer to the following basic questions 

formulated in relation to the problem: 

1. What are the dominant current and preferred cultures of the good and poor perfo rming 

Oromia Bureaus? 

2. What are the major internal and external factors influencing the culture and performance 

of the good and poor performing Oromia Bureaus? 

3. Do leaders of the good and poor performing Oromia Bureaus think organizational culture 

could be changed? If so: 

3.1. At what levels do they try to change? 

3.2. What types of techniques are used? 

3.3. How effecti ve do they think these changes are? 

Since the ultimate goal of this study was to learn about a large population (i. e., the organizational 

culture and performance of Oromia bureaus as a whole) by survey ing the sample population, 

descriptive survey method was considered an appropriate and employed in search for answer to 

the bas ic questions. In class ifying the bureaus into good and poor perfo rmers, the study used the 

reputation method (ask ing knowledgeable persons who are well-informed about the functioning 
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of public organizations) which has been used ex tensively in sociological studies in combination 

with the regional government performance evaluation resu lt and ranking. 

The study used both quantitative and qualitative data gathering tools (i.e., questionnaires and 

guided interview) in supplementing one with other to counteract the weakness or bias that each 

data gathering procedure or device has and generate more adequate data . Accordingly, interview 

was conducted with one process owner from each bureau (i.e., with 10 process owners) using the 

guid ing questions to supplement the stud y with qualitative data and obtain broader views and 

opInIons. 

Moreover, the following three sets of questionnaires which was assumed enable to secure more 

reliable and adequate information from a large number of respondents (i.e ., from 250 

respondents) were designed: First, in identifying the now and preferred types of culture ex isting 

in the two groups of bureaus (finding answer to the 1st basic question) , the standard ized 

Cameron and Quinn's Organizational Cu lture Assessment Instrument II was used as it is. This 

instrument is preferred, because many researchers have proved that it is the framework that was 

empirically derived, has been found to have both face and empirical validity and helps integrate 

many of the cultural dimensions proposed by various authors. Second, in assessing the major 

internal and external factors influcncing thc cu lturc and performance of the good and the poor 

performing organizations (finding answer to the 2nd basic question), a questionnai re was adopted 

using the culture assessment model deve loped by Schein (1992). Third, in examining the 

elements of culture and techniques leaders think more important to change organizational culture 

and its effecti veness (find ing answer to the 3'd basic question), a questionnaire was adopted using 

Rousseau' s ( 1990) culture layers and Schein 's ( 1985, 2004) cultural embedding and changing 

model 

The questionnaire was pilot tested and finally administered to 125 respondents from the well­

performers and to 125 respondents from the poor-performers and totally, to 250 respondents 

from the two groups of bureaus. Among these questionnaire, 230 (92 percent) were returned. 

Among the returned, in turn, the responses of 7 (2 .8 percent) questionnaire were either 

completely unusable or incomplete, and excluded from the data analyses. Of the remainder, the 

responses of 11 3 questiOImai re from the good performers and 110 from the poor performers and 

in sum, responses of 223 (89.2 percent) were complete and usable, thus included in the analysis. 
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The response rate, about 89.2 percent, combined with the high usability of the responses leads 

one to believe that the instrument and finding have some degree of va lidity. 

Accordingly, the major findings of the study were the following: 

1. Among the six dimensions of the current organ izational culture, the two groups of bureaus 

have differences in fi ve of them: the good performing bureaus appear to have a clan type of 

current dominant characters, leadership sty le, management of human resources or employees, 

glue holding the organizations together and strategic emphasis, while the poor performers appear 

to have a hierarchy type ones. For the other dimensions of organizational culture measures, 

namely, the current success criteria , and the six dimensions of the ' Preferred' organizational 

culture, the study found no differences between the two types of organizations. On top of this, the 

two groups of bureaus were found be different in core organizational culture type: the core 

organizational culture type that the good performing bureaus currently have and that the 

organizational members think it thei r organization should have in the future, appear to be a clan 

culture type (congruence between the 'Now' and the 'Preferred ').That is, the good performers 

values the people, places a premium on teamwork, participation and consensus more than the 

poor performers. Whereas, the core organizational culture type that the poor performing bureaus 

currentl y have and that the organizationalmemhers think it their organization should have in the 

future, appear to be a hierarchy and a clan culture type respecti vely (discrepancies between the 

'Now' and' Preferred'). That is, the poor performers emphasis on procedures, rules and controls 

more than good perfo rmers. 

2. Among the internal fac tors influencing organizational culture and performance, recruitment 

criteria, employee recognitions and sanctions are the measures turned out to be significant in 

distinguishing between the well-and poorly performing bureaus: the good performers use an open 

and competiti ve recrui tment procedures to communicate the organization 's performance 

expectations to employees and produce high ly profess ional and capable staff, while the poor 

performers probably hire employees based on po li tical and personal connections more than the 

good performing ones. Moreover, the good perfo rmers recogni ze employees who go beyond the 
\ 

call of duty in th~ performance of their tasks and sanction those who perform below expectations 

and disregard the organization's rules and regulations based on a transparent, fair and unbiased 

criterion more than poor performers. Furthermore, good performers are more likely to sanction 
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employees for performance-related offences than the poor performers. Conversely, the poor 

performers are more likely to sanction employees for money-related offences than the good 

performers. For the other internal factor measures, namely, organizational mission, performance 

expectation and evaluation, and autonomy in personnel and budgetary issues, the study found no 

significant differences between the two groups of bureaus. Besides, among the external factors, 

the only measure that showed significant differences between the two groups was the incentive 

system: Indeed, though public organizations in Ethiopia including Oromia do not determine the 

salaries and benefits of their employees (i.e. , a prerogative of the government through the 

budgeting process), an amazing, but an important finding of thi s stud y is that the remuneration is 

higher in good performing organizations than poor performing ones. For the other measures of 

external factors, namely, client demand and oversight, specificity of task and political 

interference, the study found no significant differences between the two types of organizations. 

3. Among the elements of behavioral patterns, the only measure that showed significant 

differences between the two groups was the use of new procedures, rules and regulations: the 

poor performing bureaus use the new procedures, rules and regulations (i.e., use the visible and 

coercive techniques) more than good performing ones. Meanwhile, the leaders' and/or 

managements ' consistency in exhibiting their theory in practice and the new behavior required of 

employees was the only measure among the elements of behavioral norms that showed 

significant differences between the two groups. That is, leaders of the good performing bureaus 

exhibit their actions and behavioral norms consistently (use the neutral and passive techniques) 

more than the poor performers. Besides, among the measures of the behavioral improvements of 

employees as a results of the elements of culture changed and/or techniques used, the two 

measures that showed significant differences between good and poor performers are the staff 

commitment to the organization and cooperative team working: the staffs in good performing 

bureaus are committed to their organization and cooperatively work in team more than those in 

poor performing bureaus, which is probably be as a result of differences in the internal and 

external factors the findings of thi s study suggests. 

5.2. CONCLUTION 

Based on the major findings, the stud y drew the following conclusion: 
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The study has empirically analyzed the characteristics of the good and poor performing bureaus 

in Oromia. The basic premise is that the culture that eventually develops in a particular 

organization is a complex outcome of external pressures, internal potential s, response to critical 

events, and , probably to some unknown degree, factors that could not be predicted from 

knowledge of either the environment or the members. In the process, some organizations deve lop 

cultures that support, encourage and reward high performance; whereas others adopt a culture 

that perpetuates poor performance. The findings also showed that the good and poor performing 

organizations are different mainly in six respect: core organizational culture type, recruitment 

procedures, recognition and sanction systems, incentive systems, leaders ' actions and behavioral 

norms, and in employee commitment and cooperative team working, which are classified into 

internal , external , and both internal and external variables. 

To the extent that the characteristics of an organization determine the organization's culture and 

performance, the study conclude that different organizations-even those in the same region 

and/or in the same sector often have different culture(s) and performance which is may be partly 

attributed to differences in the core organizational culture type, employees recruitment 

procedures, recognition and sanction as well as incentive systems, leaders ' behavioral norms and 

actions, and to differences in the employees commitment and cooperative team working. And, 

creating effective public sector organization requires taking situations in the specific 

organizations into consideration and focusing on those internal and external variables, in which 

the two groups of organizations differed , rather than one-size-fits-all approaches or simple 

solutions. 

5.3. Recommendations 

Based on the findings of this study, the following recommendations are given in the study: 

1. Public seclor change policies should be tailored 10 specific organizations: As illustrated in the 

study different organizations-even those in the same region and/or in the same sector often have 

different cultures and pel;formance. As a result, public-sector changes cannot be based on one­

size-fits-all solutions; rather policies should be tailored to specific organizations, taking into 

consideration the organizational culture(s). Organizational change therefore entails an assessment 

of the culture and performance, good understanding of the nature of the culture(s) and different 

cultural forms, and using those forms to faci litate change, where necessary. However, it is 
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important to note that enhancing organizational effectiveness does not always involve altering 

the existing culture; in some cases, as with new organizations, a new culture must be created. In 

well-performing organizations, the task is to find ways to embody and transform the existing 

culture. In general , organizational change would require a different strategy informed by the 

challenges and opportunities of the culture and performance oLspecific organizations. 

2. Reforming the incentive , recruitment, and recognition and sanction 5ystems are a prerequisite 

fo r organizational culture change and peljormance: The importance of adequate salary and 

transparent incentive system in promoting efficient public sector organizations cannot be 

overemphasized. Increasing the remuneration for employees would not only stem the outflow of 

workers from the public sector but also reduce corruption. Salary-reform in Ethiopia should also 

be based on open and honest dialogue between the government and the other stakeholders. Such 

a dialogue would not only educate the stakeholders about budgetary constraints faced by the 

government, but also would provide an opportunity for the govenunent to press upon the 

stakeholders the need for increased effectiveness as a way of justifying higher wages. Such 

discussion could also bring some change and end the unnecessary protection of inefficient 

employees by civil service rules. Although generous benefits package is critical for ensuring 

good performance; good benefits alone wo uld not guarantee good performance. The management 

of the organizations should recruits employees through a rel atively competitive system and 

provides new employees with a comprehensive induction-training program. As a result, 

employees of such organizations are more likely to see themselves as more competent than poor 

performers. In addition, leaders should be able and wi lling to take advantage of the relati vely 

generous benefits provided by the organization to demand high performance from employees and 

to sanction those who do not measure up to the organization' s expectations in a system that is 

generall y seen as fair. 

3. Cultural change and peljormance improvement requires the commitment of stakeholders: 

Initiating sustainable change requires the full commitment of the national and regional political 

leaders, organizational leaders, and the support of employees. Lack of commitment by politicians 

often results in lapses in policy. The commitment of public-sector employees to the change effort 

is also necessary to create a sense of ownership and diffuse the " reform fati gue" that has become 

widespread in the public sector. Among others, employees' commitment could be enhanced 
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through active invo lvement in and building consensus on the change process, providing adequate 

salary and transparent incenti ve system, recruiting employees through a relatively competiti ve 

system, and using fair and unbiased eva luation, recognition and sanction systems noted earli er. 

4. Change shouldfocus 110t only on management, but also on leadership: The centrality of the 

leadership question in Oromia is illustrated in thi s study by the find ing that internal factors are 

critical in distinguishing between good and poor performers. Among other things, effective 

organi zations have leaders who are able to create a pos itive organizational culture given the 

resources, opportunities and constraints of their organi zation. Yet, public-sector reform has 

focused on improving the management of organ izations. Kotter's (1 996:26-27) distinction 

between management and leadership is quite apt here. According to him, management involves a 

set of processes to help keep the complicated system of people and technology running smoothl y. 

Conversely, leadership invo lves a set of processes that create organizations in the fi rst place or 

adapt them to significantly changing circumstances. Leadership defines what the future should 

look like, aligns people with that vision, and inspires them to make it happen despite obstacles. 

Kotter' s cry for effective leadership in the private sector is equall y true for Oromia bureaus: 

"Successful transformation is 70 to 90 percent leadership and onl y 10 to 30 percent 

management." Yet, lack of visionary leadership is a serious problem, particularly in public sector 

where a poor incentive system, lack of resources, excessive bureaucratic rules and regulations 

and poli tical interfe rence in the running of public organizations make it extremely diffi cult to 

attract and retain such people. If it is to see or create effective organizations, leaders at different 

levels must avoid such obstacles. 

5. Merely modifoing the actions of a part of an organization and using a narrow range of 

techniques (e.g. coercive techniques alone) will not change the culture : Cultural change require 

using a multiple of techniques (i.e., hard and soft , primary and secondary, passive and coercive 

teclmiques, with particular emphasis on the soft and pass ive ones) and changing the shared 

behav iors and symbolic context in which specific organizational actions occur. A successful and 

sustainable change must transcend the coercive actions and be anchored firml y in the 

organization's culture. As Kotter ( 1996 : 14) explained, organizational change will sti ck only 

when it becomes "the way we do things around here," and when " it seeps into the very 

bloodstream of the work unit. " Until the new behaviors become rooted in the social norms and 
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shared values of the organ ization through persuasions, group and individual therapy and are 

transmitted to new employees as a way of do ing things, such practices could disappear as soon as 

the pressures associated with the change effort are removed. 

6. Involving the civil society in peljormance measurement is important: Organizational change is 

often a response to external pressure or circumstances. In the private sector, competition and 

threats to the company' s profits are often cited as the motivations fo r initiating cultural change in 

an organization. In the public sector, the civil society can be expected to provide the oversight 

besides putting pressure on ineffective organizations to change. Effecti ve civil society, however, 

requires informed citizenry and the avai lability of free politica l process. The involvement of the 

civi l society in performance measurement would not only provide the deep and sustainable 

demand for institutional changes on the part of the society; it could also put pressure on the 

poorl y performing organizations to improve their activities. The effecti veness of civil society in 

thi s monitoring and oversight responsibility can be enhanced, however, through the creation of 

an evaluation fo undation, staffed by experts to conduct eva luations and reviews of the 

organizations, and make such information available to the public through the media in non­

technical jargon. 
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Addis Ababa University 

College of Education 

School of Graduate Studies 

Department of Educational Planning and Management 

Mlljor: Humlln Resource lind Organizational Development. 

Appelldix A 

Title: An Assessment of Organizational Culture and Performance in Oromia 

Bureaus. 

Dear the Orgallizatioll Members! 

The purpose of th is questionnaire is to gat her relevant data that he lp to assess the Organizational 

Cul ture and Perfo rmance of O romi a Burea us. I would like to assure you in advance that the study 

is purely for academic purpose as we ll as all the in fo rmation will be kept con fid enti a l. hence it 

would not affect anyone in anyway. Rather, the resul t of thi s study is bel ieved to bring invaluable 

organi zational culture concepts that help acce lerate change process and improve performance into 

the regiona l bureaus. Indeed, you r genuine, frank and timely response is o f prime importance fo r 

the success of th e study. Thus, you are kindly requested to respond to each question items 

ca refull y and responsibly. 

General Direction: 

You are not required to write your name . 

You are required to read and fo ll ow strictly the instructi ons in each palt of the quest ionna ire. 

Part I: Personal Information/ Data 

Please indicate you r response in writing where blank space is prov ided and by t icki ng "-I" one of 

the options that apply to your persona l data in each item: 

1.1. You r orga nizat ion's name: _ _ _______________ _ 

1.2. Your current position: 

I .3. Gender: o Male. 

104. Age: 0 Under 29. 

030 - 39. 

1.5. Marita l Status: 0 Married. 

o Single. 

o Female 

040 - 49 

OOver 50 

oDivorced 

o Separated 

1.6. Highest Ed ucational Attainment: 



D Senior SecondGlJ' School 

D University/Post- University 

1.7. Number of Years in C urrent Position: 

DLess than 3 years. 

D 3 - 10 years. 

Part II : Dimensions of Organ izational Culture 

DTechnical/Polytechnie 

D Other/not stated 

D Over 10 years. 

In thi s palt, the Organ izationa l Culture Assessment Instrument (OCA I) is emp loyed spec ifica lly 

to learn the dominant organizational culture. The OCA I cons ists of six questions. Each question 

has fo ur alternatives. Divide 100 po ints among fo ur alternat ives in each question, depending on 

the extent to which each a lternative is similar to your own organ ization. Give a higher number of 

po ints to the alternative that is most s imil ar to your organization. For example, in question I, if 

a lte rnative A is very similar to your orga nization, alternati ve Band C are somewhat similar, and 

alternati ve D is hardly simi lar at all , you might g ive 55 po ints to A, 20 po ints each to B and C, 

and 5 points to D. Please, j ust be sure that you r total equals JOO for eaeft questioll . 

Note in Fig.2. 1 that the response co lumn for the instrument is labe led Now. These responses mean 

that you are rating your organization as it is currently. The in strument in Fig.2.2 has a response 

column labeled Preferred. In thi s instrument you rate your organi zation as yo u think it should be 

in five years (in the jill"re) in order to be hi ghly success ful. You will a lso note that the two 

instruments are identical except for the response co lumn- i.e., now and preferred. 

2. 1. Figure 2. 1: The Organizat ional Cu lture Assessment In strument-CurrentlNow. 

2.1.1. Domillallt characters Now 

A. The organization is a very personal place. It is like an extended fami ly . People 

seem to share a lot of themse lves. 

B. The organ ization is a very dyn amic and entrepreneurial place. People are w illing 

to st ick their necks out (to do) and take risks. 

C. The organi zation is very results-oriented. A major concern is wi th gettin g the job 

done . People are very compet itive and ac hi evement -o riented. 

D. The orga nization is a very contro lled and structured place. Forma l procedures 

genera lly govern what people do. 

Total 100 



2.1.2. Orgallizatiollal Leadership Now 

A. The leadership 111 the organization IS genera lly co ns idered to exemplify 

mentorin g, faci litating or Ilurturing. 

B. The leadership 111 the organi zation IS genera ll y considered to exemplify 

entrepreneurshi p, innovation or risk-tak ing. 

c. The leadership in the organi zat ion is genera lly cons idered to exempl ify an 

aggress ive (determined/forceful to succeed), results-oriented focus. 

D. The leadership 111 the organization IS generall y cons idered to exemplify 

coordi nating, organi zing or smooth-running effic iency. 

Total 100 

2.1. 3. Management of Employees Now 

A. The management style 111 the organ izati on IS characte ri zed by teamwork, 

consensus, and partic ipation. 

B. The manage ment style in the o rga nization is character ized by indi vidual ri sk-

tak ing, innovation, freedom and uniqueness. 

c. The management sty le in the organi zation IS characterized by hard-driv ing 

compet itiveness, high demands and achievement. 

D. The management sty le III the organizati on is characterized by security of 

employment, conform ity, pred ictability and stabi li ty in relati onships. 

Total 100 

2.1.4. Orgallizatiollal Gille Now 

A. The g lue that ho lds the organi zation together IS loyalty and mutual trust, 

commitment to this organization runs high . 

B. The g lue that ho lds the organization together is commitment to innovat ion and 

deve lopment. There is an emphas is on be in g on the cutting edge (the newest, 

most advanced stage in development). 

C. The glue that holds the orga nization together is the emphas is on achi evement 

and goa l accomp lishm ent 

D. The g lue that ho lds the organi zation together is formal rul es and po licies. 

Maintai ning a smooth-runn ing operat ion is important 

Total 100 



2.1.5. StTlltegic Emphasis Now 

A. The organi zation emphas izes hum an deve lopment, high trust, openness and 

partic ipation persist. 

B. The organizati on emphas izes acquiring -.-new --.resoUl:ces.- and creating new--

challenges. Trying new things and prospecting for opportuniti es are va lued. 

C . The organizatio n emphas izes competiti ve actions and achievement. 1-1 itt ing 

stretch ta rgets and w1I1nmg in the marketpl ace (prov idin g superi or quality 

services) are dom i nant. 

D. The organization emphas izes permanence and stabili ty. Efficiency, contro l and 

smooth operati ons are important. 

Total 100 

2.1.6. Criteria ofSllcces.' No w 

A. The organi zation defin es success on the bas is o f the deve lopment of human 

resources, teamwork, empl oyee commitment, and concern for peopl e 

B. The organizati on defi nes success on the basis o f having the most ulllque or 

newest productslservices . It is a product/service leader and innovator 

C. The organization defin es success on the bas is of winning in the 

m a rketp I acel prov i d ing superi or quality service and outpacin g the 

com peti tion/satisfy i n g clistomer demand. Competitive market/service 

leadershi p is key. 

D. The organizati on defin es success on the basis of effic iency. Dependable 

de li very, smooth scheduling and low-cost prod ucti on/service are critical. 

Total 100 

2.2. Figure 2.2: The Organizational Culture Assessment Instrument- Preferred . 

2.2.1. DOII/blll"t c/1lITl1cters Preferred 

A. The organization is a very personal pl ace . It is like an extended family. People 

seem to share a lot of themselves. 

B. The orga nizat ion is a very dynami c and entrepreneurial place people are willing 

to sti ck their necks out(to do) and take risks. 



C. The organi zati on is very results-oriented. A major concern is with getti ng the job 

done. People are very competit ive and achievement -oriented. 

D. The organization is a very contro lled and structured place . Formal procedures 

genera lly govern what people do. 

Total 100 

2.2.2. Orgal/izatiol/al Leadership Preferred 

A. The leadership 111 the organization IS generall y consid ered to exempli fy 

mentoring, fac ilitati ng or nurturing. 

B. The leadership 111 the o rgani zation IS generally considered to exel11plify 

entrepreneurship, innovation or ri sk-taking. 

C. The leadership in the o rganization is genera lly considered to exemp li fy an 

aggress ive (determined/forceful to succeed), results-oriented focus. 

D. The leadership 111 the organ ization IS genera lly considered to exempl ify 

coordinating, organizing or smooth-running effic iency. 

Total 100 

2.2.3. Mal/agemel/t of Employees Preferred 

A. The management sty le 111 the organization is chara~teri zed by tea mwork, 

consensus, and participation. 

B. The management style in the organization is characterized by indi vidua l ri sk-

taking, innovation, freedom and uniqueness . 

C. The management sty le in the organ ization IS characterized by hard-driving 

competitiveness, high demand s and achievement. 

D. The management sty le 111 the organization IS characterized by security of 

employment, confo rmity, predictability and stabili ty in relationshi ps. 

Total 100 

2.2.4. Orgal/izatiol/al GIlle Preferred 

A. The glue that holds the organization together IS loya lty and mutual trust, 

commitment to thi s organi zation runs high. 

B. The gl ue that ho ld s the organization together is com mitment to innovation and 

development. There is an emphasis on being on the cutting edge (the newest, 



most advanced stage in development) . 

C. T he glue that holds the organ ization together is the emphasis on achievement 

and goa l accomplishment 

D. The g lue that hold s the organ ization together is formal rul es and policies . 

Maintaining a smooth-run ni ng operatio]] is impOl:tant 

Total 100 

2.2.5. Strategic Empllasis Preferred 

A. The organi zation emphasizes human deve lopment, high trust, openness and 

participation persist. 

B. The organization emphasizes acqui ring new resources and creating new 

challenges. Trying new things and prospecting for opportuniti es are va lued. 

C. The organ ization emph asizes competit ive act ions and ach ievemellt. Hitting 

stretch targets and winning in the marketplace (prov idin g superio r quality 

services) are dominant. 

D. The organization emphasizes permanence and stability . Efficiency, control and 

smooth operat ions are important. 

Total 100 

2.2.6. Criteria of Success Preferred 

A. The organ izat ion defines success on the bas is of the development of hum an 

resou rces, teamwork, employee comm itment, and co ncern for people 

B. The organi zation defines success on the basis of having the most lInlque or 

newest products/services. It is a product/service leader and innovato r 

C. The organ ization defines success on the basis of winning 111 the 

marketp I ace/prov id i n g superior quality service and outpacing the 

competition/satisfy ing clistomer demand . Competit ive market/service 

leadershi p is key 

D. The organi zation defines success on the basis o f effic iency. Dependable 

de li very, smooth scheduling and low-cost production /service are critical. 

Total 100 



Pat·t III: Internal and External Factors Influencing Organizational Culture and 

Performance 

This part of the questionnaire or th e study is intended to learning the major internal and externa l 

factors influencing the o rgan izatronal cu lture and , in turn, performance. Thus, please indicate 

your response by ticking "-J" only one box you may think the most appropriate fo r each question 

o r statement o f the following: 

3.1 Internal Factors 

3.1.1 Organizational Missioll 

3. 1.1.1 In you r o rga nizat ion, everyone believes that battling against poverty is one o rtheir 

function s as a pub lic servant. 

D Strongly disagree. D Undecided. DAgree. 

D Disagree. D Stronglyagree. 

3.1. 1.2 In your o rganizatio n, everyone be lieves that the citizens are our clients and they 

Should get appro priate serv ices. 

D Strongly disagree. D Undecided. DAgree. 

DDisagree. D Strongly agree. 

3.1.2 Recruitmellt Criteria 

3 . 1.2.1 In your organi zation, employees were hired more o ften for such as family, Persona l 

and po litical connections, g ifts to and knowing o fficial s. 

DStrongly disagree. DUndecided. DAgree. 

DDisagree. D Stronglyagree. 

The selection and recruitment principles such as good Curricu lum Vitae, en try test, 

inte rview and other credentials a re less val ued in your organ ization. 

DStrongly disagree. DUndecided DAgree. 

D Disagree. DStronglyagree. 

3.1.3 Performallce Expectatiolls and Evaluation 



3.1.3. 1 The wri tten job description prov ided by o rgan ization reflects your curre nt fu nct ions. 

o Strongly disagree. OUndecided. OAgree. 

o Disagree. OStrongly agree. 

3.1.3.2 In your organ ization, employees were in form ed changes in the profess ional 

standard requ i rement(~'e l ated to thej oQ(sJ 

o Strongly disagree. OUndecided. OAgree. 

o Disagree. OStronglyagree. 

3.1.3.3. In your o rgan ization, the eva luat ion was objective and job(s) re lated. 

o Strongly disagree. OUndecided. OAgree. 

o Disagree. OStronglyagree. 

3.1.3.4. In you r organization, employees know when the next eva luation is goi ng to be held. 

o Strongly disagree. 0 Undecided. OAgree. 

o Disagree. o Strongly agree. 

3.1.4. Employee Sallctiolls 

3. 1.4.1. What is your op inion about that in your organi zation no one is except ional and staff 

members who have fou nd violating the rul es and regu lat ions been discipli ned in 

accordance with their deed? 

o Strongly disagree. o Undecided OAgree 

D Stronglyagree. o Disagree 

3.1.4.2. In the past three to five years staff in your orga ni zat ion been d isc iplined for which 

of the fol lowing reaso ns? (Ticking 1II0re than one item is possible). 

o Poor work peljormance. o Embezzlement. 

o Insubordination. OAccepting bribes. 

o Lack ofdiscipline. ODoing another job (moonlighting). 

o Absence fi'0I1i work without leave. 

3.1.4.2 Overa ll, staff in your organi zation been sanctioned more often fo r performa nce 

related issues than others. 

o Strongly disagree. 

oDisagree. 

o Undecided. 

3.1.5. A lltollomy III Persollllel al/{I Blldgetary Isslles 

o Agree. 

o Strongly agree. 

3.1.5.1. You do have an adequate freed om in the perfo rmance of your duties. 

O Strongly disagree. 0 Undecided. DAgree. 

o Disagree. O Strongly agree. 

3. 1.5.2 . Your orga ni zation has the d iscretion in deciding where to cut or increase its budget. 



DStrongly disagree. D Undecided [J4gree. 

D Disagree. DStronglyagree. 

3.2. External Factors 

3.2.1. Specificity of the orgallizatioll's Tasks 

3.2. 1.1. The instructions and policies from di CfeJ:e nt parts of the-government complement-

each other than it presents conflict. 

DStrongly disagree. D Undecided. [J4gree. 

D Disagree. DStrongly agree. 

3.2.1.2. In you r organization , the staff have a say in and freedom to di sagree with the 

Po licies that your o rga nization is asked to imp lement. 

D Strongly disagree. D Undecided. [J4gree. 

D Disagree. DStrongly agree. 

3.2.2. Politicalillterferellce 

3.2.2.1. Your orga ni zation rece ive political pressure frequentl y to perform tasks in a way 

that it would not have otherwise done . 

D Strongly disagree. D Undecided. DAgree. 

D Disagree. DStronglyagree. 

3.2.2 .2. Overall , to what extent wou ld you agree o r di sagree that emp loyecs w ith 

connecti ons to political and influential people in the govern ment or your 

organ ization have advantages at work than employees without such connections? 

D Strongly disagree. D Undecided. [J4gree. 

DDisagree. DStrongly agree. 

3.2.3. Cliellt Demalld ami Oversight 

3.2.3.1 In your o rganizat ion, everyone think that our cl ients have the ri ght to compla in to 

the next hi gher offi ce if they are di ssatisfi ed with services of our orga nization. 

D Strongly disagree. D Undecided. DAgree. 

D Disagree. DStronglyagree. 

3.2.3.2 .lncluding you r o rganization, what is your opin ion about that public o rganizations 

should disclose their every expendi ture and performance to the publi c? 

D Strongly disapprove. D Undecided. DApprove. 

DDisapprove. DStronglyapprove. 

3.2.3.3. What is yo ur opinion of it is the press ' s ro le to ensure that your o rgani zation is 

accou ntable to the public? 



D Strongly disapprove. U Undecided. ClApprove. 

DDisapprove. D Stronglyapprove. 

3.2.4. Illcelltive System 

3.2.4. 1. Salary leve l in your organ ization is sim ilar or greater than other civi l service 

Organ izat ions. 

D Strongly disagree. o Undecided. DAgree. 

DDisagree. D Strongly agree. 

3.2.4 .2. The benefi t package offered by yo ur organization is simil ar or better than other 

C ivil service organizat ions. 

o Slrongly disagree. D Undecided. D Agree. 

DDisagree. D Strongly agree. 

3.2.4.3. What is your opin ion about that your salary suffices to pay livin g expenses? 

D Strongly disagree. D Undecided. DAgree. 

DDisagree. D Stronglyagree. 

Part IV: Organizational Culture Change Techniques in Use and Its Effectiveness. 

This palt of the questionnaire is interested to learni ng about the type and extent of practices of 

organizat ional change techniques undertaken by the leaders in creat ing and/or changing the 

organizat iona l culture(s) with in the areas impacted by th e BPR project as we ll as for what reasons 

do these techni ques were used and the improvements resulted in empl oyees. Thu s, please indicate 

your response by t icking u.y" for each statement or question in the fo llowing subsections: 

4.1. Please indicate how well the BPR project in volved the fo llowing organizational and cultura l 

change techni ques within the areas im pacted by the BPR project (Please lick ollly olle COI IlIlIll YOllll1ay 

think Ihe IIIOst appropriate for each itell1): 

Extellt of Practice/Use 

Type of Teclllliqlle 
Very poorly UII Well Very 

poorly decided well 

4 .1. 1. Employees gIven lapel badges, uni forms 

and/or extensive use of BPR Logo, or new 

distinct office decor/fu rn ishings 

4. 1.2. O ld rituals and rout ines were ended and 

new ones established (E.g. status symbols, 



success pmties). 

4.1 .3. Success stories about teams and empl oyees 

working to the new order wh ich staff were then 

heard to repeat and exchange. How well did you 

hear such stories? 

4.1.4. Performan ce re lated pay, reward and 

Promotion system s. 

4. 1.5. Appraisal scheme that assesses new 

behavior. 

4. 1.6. Use of new procedures, rules, and 

regu lations. 

4.1.7. How well the leaders themsel ves 

consistentl y exhibited their theory in practice and 

the new behavior req uired of employees? 

4. 1.8. Employee question and answer sess ions or 

schemes o r surveys. 

5. 1.9. Line staff actively involved in redesign of 

processes and dec ision of the culture change 

model to be empl oyed. 

4.2. IO.Regu lar communications (written, verbal 

or v ideo) to employees about the organi zation's 

ethics, codes of practice, standards, etc 

4.2 .11 .. SUppOlt scheme to staff speaking out 

when ethics, standards, o r codes of practice are 

vio lated. 

4.2. 12. Group therapy or o rgan izational 

Development for change . 

4.2.13. Regular communications to employees 

about the underly ing o rganizational mi ssion and 

how BPR is related to it. 

5.2.14. Regu lar com municati ons to employees 

about what was now cons idered important, for 

example superior service, cu stomer va lue, etc . 



5.2.15. Therapy to help individua l employees 

di scuss their emot iona l responses and exp lore the 

root causes. 

4.2. For what reasons did th e BPR project in your orga nization include the most used techn iques 

stated above in question 5.2 (Please lick Ihe alternalive(s) being Ihe 

any ilel1l thai doesn'l apply) : 

4.2. 1 Because it is suggested by : 
DStaff 

DManagement 

DConsultants 

DCompetitors 

4.2.2 Because they are: 
D Actions that staff cou ld eas ily see 

D Previously used to good effect 

D Important fo r speed of implementation and results 

D Important to gai n staff commitment 

Other (please state) 

4.2 .3. Were any consultants used (please tick) : 
D Psychologist 

D Soc iologist 

D Change Management 

D Hu man Resource Management 

Other (P lease state) 

reason(s) and ignore 

4.3 . Please indicate the extent to which the cultural change initiated and/or the BPR project resulted in 

the following employee improvements (Please lick ollly Olle COI IlIll Il yau may think the most 

appropriate for each ilelll) : 

Type of Improvemellts Extellt of Improvements 

Very Low Undecided High Very 

low high 

4.3 .I.Results ori ented 

4.3.2.Customer focus (intern al or external 



customer) . 
4 .3.3.Creati on of innovative id eas 

4.3.4 .Collllllitlllenl to the organizat ion 

4.3.S.Cooperative team working 

4.3 .6. Accepta nce and use of responsibi lity 

4.3.7.Acq ui sition and use o f new knowledge 
and skills. 

4.4. Employees have feel ings about how to va lue and treat people and th eir re lationships, goods 

and resources, the environment, etc. as we ll as ideas about the meaning and purpose of li fe, work, 

and soc iety and business (Please tick ollly olle co/tmll1 you lIIay think the 1I10s1 appropriate for 

each itelll ). 

Item Strollgly Disagree UII Agree Strollgly 

Disagree decided Agree 

4.4. 1. Do you think it IS poss ibl e to 

change these more deeply held va lues 

and beliefs so as to a li gn them to the 

organizational mi ss ion? 

Wou ld you qua lify please your response to question 4.4. 1 _____________ _ _ 

A lot of t!tallks for your time and cooperation!! 
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Appendix B 

Title: An Assessment of Organizational Culture and Performance in Oromia 

Bureaus. 

The purpose of th is interv iew is (0 gather relevant data that help to assess the Organizational 

Cul ture and performance ofOromi a Bureaus. I would like to ass ure you in advance that the study 

is purely for academic purpose as we ll as a ll the information will be kept confident ial, hence it 

would not affect anyone in anyway. Rather, the result of this study is be lieved to bring in va luable 

organizational culture concepts that help accelerate change process and improve performance into 

the regiona l bureaus. Indeed, your genu ine and fra nk response is of prime importance for the 

success of the study. 

Thank you in advance for your time and cooperativeness!! 

Interview Guide Questions 

I. How do you explain the existi ng relationshi ps of peopl e at d ifferent levels and 

performance ofthe o rgan ization? 

2. What internal and external factors do you thi nk that are influenci ng the dai ly fu nctions or 

performance as well as the behav io rs, va lues, and bel iefs o f the people in your 

organization? 

3. Would you explain the major ro les plaid and/or actions emphasized by the leaders to 

create, or deve lop, o r change organi zati ona l culturc while introducing and implementing 

the BPR project in your organi zation? 

4. What organizat ional and cultural change techniques were employed within the areas 

impacted by BPR project (0 make organi zational members address that leve l's need for 

change, heighten their awareness of the ir own behavior patterns, and make them more 

open to the change process? 

5. Wou ld you explain what and the extent to which the BPR project resulted in your 

o rga nizat ional mem bers behav iora l improvements? 
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