INDIVIDUAL TRANSITIONS BETWEEN
ORGANIZATIONAL CULTURES

A Synthesis Project Presented

by

GRETCHEN M. HEATH
Submitted to the Office of Gradude Studies, University of Massachusetts Bogon, in
patial fulfillment of therequirementsfor the degree of
MASTER OF ARTS

May 2007

Critical and Creative Thinking Program



c. 2007 Gretchen M. Heath
All rightsreserved



INDIVIDUAL TRANSITIONS BETWEEN
ORGANIZATIONAL CULTURES

A Synthesis Project Presented

by

GRETCHEN M. HEATH

Approved asto style and content by:

Arthur Millman, Assodate Professor
Charperson of Committee

Carol Smith, Assodate Professor
Member

Peter Taylor, Program Coordinaor
Critical and Creative Thinking Program



ABSTRACT

INDIVIDUAL TRANSITIONS BETWEEN ORGANIZATIONAL CULTURES

May 2007

Gretchen M. Heath, B.S., Eastern Connetticut State University
M.A., University of Massachusetts Bogon

Directed by Assodate Professor Arthur Millman

When trangtioning between organizationd cultures, an individud can learn to identify
and relate to the new culture by usng organizational culture theories, undestanding his
or her own rate of adopion (therate at which members of asoda system adoptnew
ideas), and identifying with the behaviors of the employees of the new organization. By
identifying the culture and behaviors of the new organization, an individud will know
which behaviors are accepted within thenew culture and which arenot. A successful
trangtion requires theletting go of theold, in collaboration with the accepting of the new.
When a personistrangtioning, heor sheneedsto copewith the grieving of his or her
loss (of the past culture and environment) and the accepting of the new culture
simultaneoudy. A personmay redlize different phases during his or her trangtionand
can use these identified phases as guiddines to bring him or her throughthetrangtion.
When thecultureisfindly adopted by theindividual and the values and behaviors
become shared with other employees of the organization and its culture, the person has

successfully madethetrangtion.



TABLE OF CONTENTS

CHAPTER L INTRODUGCTION ...ceiieeeeeee et e e e e e e e e e e eee e e e e e e e e eennns 1
CHAPTER 2 UNDERSTANDING TRANSITIONS .. ..o 9
TR AN SITIONS L etiitttit et ettt e et et e s e s e e e e e e e e e s et s e s e e s s e s s e e s e s s e e s e s s ea s eanseansennsesnreansennss 9
NATIONAL CULTURE AND HOW IT AFFECTS TRANSITIONS ...ccvneieeeeeeeeeeeeeeeeeeenaeeennaeens 10
Nationd Culturesin the United SEALES.......cooeeee e 16
CULTURE SHOCK ettt e et e e et e e e e e e e e e e e e aeeeea e e e e seeaeeeanaeeenseesnnseennsesnnssennsannnnaens 19
RATE OF ADOPTION AND HOW IT AFFECTS TRANSITIONS. .. cvuiietieeneeeneeeneeeneeeneeenseensennss 22
FIVE PHASES TO A SUCCESSFUL TRANSITION ...uutttuieiteeeeeeeeneeeneseenaseenaseessseenaseennasees 24
INDIVIDUAL MOTIVATION IN TRANSITIONS ..euniitieteeeeeneeenseenssenssenssenssenssensssnssensesnseens 28
INriNGC VS. EXINNGC MOtVAIION. ... e e e e e 30
CHAPTER 3 ORGANIZATIONAL CULTURE. ... 33
UNDERSTANDING ORGANIZATIONAL CULTURE «.cvtnieeeeeeeeeeeeeeeeeeeeiaee e eaeaeeeenaseennaeees 33
SYSTEMS THEORY ..ueeeeeeeeeeeeeeeeeee e e e e eeae e e e eeee e seenseeaeseenseenssennsaeanssennseennseennasennns 35
THEORIES OF OREBANIZATIONAL CULTURE ..ttt e e e eaee e e e e e e e e e e eennns 38
Edga Schen@Three Levels of CUltUre............oociiiiiii 38
Geert Hofstede Six Cross-Organizationd Dimension............ccoencinincinnns 42
Charles Handy@ Theory Of Propriety .......c.cooiueeiiieiiiiiie e 48
SYNtNESIZING TREOMES.......eeiieie e 52
DEFINING A NEW CULTURE ..uuittnittetteesesnseensssnsesnsssnsesnsssnsssnsssnsssnsssnsesnsesnresnsesnsenrenns 55
A CULTURE CALLED Gl ittt e e e e e e e e e e et e s e e s e easeeennsenneeennaeees 57
CHAPTER 4 CONCLUSIONS AND FURTHER RESEARCH........ooeeiieeeeeeeeeeeeeee, 61
FFOR THE INDIVIDUAL «. ettt ettt ettt et e et et e e ee e e e e e e e se e e s e e e e s e e e e e e s e e s e e e e s s eanseenrennss 62
(=B |l I Y 0 = = 63
A DIMENSIONAL A CTIVITY etttteteeteueeeeeeseeasesasesnsssnsesnsesnsesnsesnsesnsesnsessesntesnsesnreensesnss 63
FUTUREWARRANTED RESEARCH ..ttittiietieee ettt teseeeseansesnsssnsesnsssnsssnsesnsssnsesnsesnsennss 65
CLOSING THOUGHTS «.eetieieeeee e et e e e e e e e e e e e e e e e e aeseea s e eeneseenseee s seennseennseennsannnneens 67
BIBLIOGRAPHY EEEEEEEEEEEE EEEEEEEEEEEEEEEGS



CHAPTER 1

INTRODUCTION

Thepurmpos of my synthesisisto create an in-depth undestanding of what a
person goes throughwhen in trangtion between organizations Thoughl will befocuang
on peoplein trangtion within an organizationd environment, thereaders should allow
themselves to interchangethe facts of thetrangtionswith ther own. Thispape is
intended to be used as atemplate for anyoneto use with ther own lives. However, it is
written specifically with individuds and managersin mind to allow for a better
undestanding of thetrangtionstha they are experiendng or thetranstionstha a
manager@ staff are experiendng.

In selecting this project, | foundmyself engaged by ideas of culture and adesire
to explore these ideas further. | wanted to have the oppotunity to show how culture
encompasses everything and tha it affects each and every oneof us | wanted the pgper
to act asa guidetha influences this kind of holistic thinking. When researching the
broad topic of QGulture,Ol came across afew definitions However, theonethat fit the
ideal am trying to demondrate is from Kotter and Heskett (1992) in which they quoted
from The American Heritage Dictionay: culture is Qhetotality of sodally transmitted
behavior paterns arts, bdiefs, inditutions and all other produds of human work and
thoughtcharacteristics of acommunity or popubtionQ(Kotter and Heskett, 1992 p. 4).

QPeople and ther relationships are the essence of cultureO(Hassen and Shes,

2003,p.1), implies tha without people, we would not have culture. And perhgpsthis



thoughtal so suggests tha withoutrelationshipsto be coordinated by these people, the
culture is nather complete nor stable.

Culture plays alargerolein this pgper, asthetrangtion that istaking placeis
happening between two cultures. An individud will need to learn howto adoptthetraits,
ideas, values, and bdiefs of thenew culture. Onething that Qe learned with my
research isthat trangtion occurs when something new is beginning and something old is
in the process of becoming the past.

Keep in mind throughoutthis pgpoer and as you putthethoughs tha arise from
this paper into your own life changes, tha thekey to trangtionisletting go of the past
and accepting where you are in thepresent. When any changeoccursin our lives, we are
always sad to see the past go. We often hold onto it, especidly if it made usfeel safe,
secure, or self assured. Finding a comfortable place in anew environment is nat always
easy. We often are uncomfortable and, in turn, vulnerable when discovering a new place.
We are excited, which keepsus motivated, but people often try to make the new
situaionswork by employingold tactics. These tactics may have worked before, but
they now need to be manipulated and changed in order to succeed in the new
environment. Duringatrangtion, people may find that they areidling, meaning tha they
can not find a place within ther past, nor a place in ther present or anticipaed future.
People like to explore and discover, they like to see thar options and they like to move
forward and advance fromwhere they werein thepast. Thisiswhy trangtionis so hard.
First and foremog, it ishard to let go of thar past cultures. Second it ishard to learn and
accept thetactics of thenew culture, especidly if they have notbeen used in a previous

culture. Thetime of idlingis designed to allow oneself time to let go of past tactics and



learn thenew ones. Itishowhumansadapt. After idlingfor alittle while andlearning
new survival tactics, a person can findly start putting them to use. In putting them to use,
individuds may find that they are notusang the old tactics and notfinding them as
important. They do nat valuethetactics as much asthey did before. Thenew tactics
have madethem so busy, that thetrandtionisfindly beginning to take shgpe and thar
new culture appears comfortable and rewarding.

Thereasontha all of thisisimportant to meisbecause | lovetheart of change |
love how a little changecan create an entire movement, an era. Intheshort story, Orhe
Soundof ThundeQ by Ray Bradbury (1952) a man goes back in time. He aters thepast
by mistakenly killing abutterfly. When the man gets back to present time, hefindstha
theworld has suffered dight changes tha affect hislife. Themoral of the story istha
onesimple changemadetheworld a different place.

Thislesson can be applied when people are going througha job change whether
thechangeisoccurringin ther job duties and responsbilities, job title, or to whomthey
arereporting. A changecan make a personthenext CEO of the company or
unemployed. Perhgps an acquisition occurs within acompany. There are now two sales
depatments, with two sets of sales teams and two sets of management working togeher
asoneteam. Bob, asalesman, has nottrangtioned well andisfeeling onedgeall day at
work because the other salesmen recently joining Bob®team are outperforming him.

He continues to worry abouthis peformance and produdivity. He does notseep well
and has started to fedl the effects of this stress. Despite coungl from medical and
psychological professionds, hefindshimself dragging at work and at home. His

relationshipswith his friendsand co-workers are diminishing, as hefocuses more on the



past than on his adjugment to the new environment. It seemslike asmall change to be
working with new people. However, it can create a postive or negative chan reaction if
people are not careful abouthow they handle themselves. Undeastanding theroots of
changeand how a person trangtions will allow individuds to recognize wha iscommon
and wha is notwhile undegoing trangtion.

As Qe said, these idess can be applied to any placein life. It isamatter of
interchanging the facts within the story to fit your own. | have chosen organizationd
trangtion because organizationsare a great source to use for atemplate. All people are
involved in some sort of organizationin ther life, whether it isthroughther jobs
hobbies, clubsto which they bdong,or with thar families or friends If | had chosen to
talk aboutindividuds going throughtrandtion from onesodeta culture to the next, nat
everyonewould be ableto relate. | would have needed to choo a specific culture and
not everyonereading this may relate to the specified culture. A work environmentisan
organization to which everyonecan relate. Thegaal of this pgper isto better understand
trangtion and how onecan manage oneself and others during atrangtioning period.

During my time in the Critical and Creative Thinking program at The University
of Massachusetts, Bogon, | acquired many skills and tools to enable critical and creative
thoughtthroughthe comprehensve study of such fieldsas psychology, philosophy,and
creativity. Throughreading, researching, andyzing, and evaluaing| have touched on
many other fieldssuch asthe arts, anthropology, sodology, busness management,
hedlthcare, and statistics.

Theskillsandtools | have acquired are applicable anywhere. For ingance,

metacognition or thinking aboutthinking, can beused in any situaion. However, when



thistool is applied to scholarly thought it can create a new patern of thinking and allow
for new perspective. By applyinganew perspective, we may see thingsin a different
light For example, when in thedark we may make ajacket on ahange outto bea
person or amark onthewall to beabug. When the lightis on, we see tha thereisonly a
jacket and mark onthewall, notapesonandabug. Seeingthingsinanew light,
whether in acultural or individud perspective, can allow usto reprocess thethoughttha
we were having and critically and creatively come up with anew lineof thinking. Here,
evaluaion and redesign allow usto clarify our thought for ourselves and for our
audience, which allows usto deerminewhether there could be abetter way to say
something or refineathougtt to its ssimplest form. By rethinking the thoughtprocess we
can gain adifferent perspective of our own origind thoughs. Metacognition and
perspective allow usto realize where we are whilein trangtion and can hdp usgo back
to our roots and undestand how we gotto wherewe are. Using metacognition can hdp
usget out of adownward spiral, by employingit as a coping tool that allows usto step
back and evaluae our thougtts. Following thetrangtion, we can use new perspectives to
hdp usredize theviewpoints of othersin our new culture. Looking thoughthe eyes of
the people who are already where youwant to be and see wha makes them happyisa
great way to envisonther situaion. Fully immersng yourself in anew environment or
culture will allow you to better undestand its core fundanentals. Perspective can be
used to see why others are fulfilled in the new culture into which you are trangtioning.
This bringsusto another tool, evaluaion and redesign of atheory, thoughtor
idea. Allowingoneself to use past ideas as stepping stones ingead of framed pictures can

bedifficult, especialy if it took alot of time and thoughtto create that idea. | often find



tha it ishad to let go of athoughttha | have developed so intensaly. In evaluaing and
redesigning thoughs, ideas, and theories, onemug expect from the beginning tha
everything tha we are thinking of is going to be another stepping stone. Layingto rest a
onee brilliant though can betormenting. A lot of work, energy, and effort gointo these
thoughs and alongwith these brilliant thoughs comes self congratulation, recognition,
and motivation. Qe learned in CCT that during the evaluaion and redesign process
noneof my thoughs are wasted, as they are used as a bridgeto the next thought These
stepping stones have multiple uses because they serve as history. This shows uswha
was donewrongin the past and allows usto learn how notto repest it. These stepping
stones are also used as lockboxes for thoughs. We do not only use these thoughs to
build upon,we use these thoughs for appreciation of ourselves. We can also use these
lockboxes of knowledgeto better undestand our thoughtprocess and paterns When
you look back throughyour lockboxes of thoughs, ideas, and theories, you may find tha
two merged thoughs or asimplified though, may work with the newest thoughttha you
are aboutto throw into thebox. These boxes contain ourthoughs, they are amap, they
are pieces of apuzle, and they are stepping stones. They are history, they arethe
birthing groundfor new thoughs and when combined they are very powerful toolsin
furthering our theories, ideas, andteachings In this pgoer, | have used my own self-
created stepping stones to design and redesign thethoughs that compo< this pgper.
Throughoutall my research and writing, | have used my lockboxes of knowledgeas
stepping stones to reach these condusons For example, in graduding from different
levels of school or trades we use each level as a stepping stoneto reach the next.

Throughoutthis process, our stepping stones are often reused to hdp collate new



knowledgetha has been attained. While conduding research for this pgoer, | founda
large amountof information that did notfit within my main idea or purpose. While this
information was not utilized in this paper it has been putin alockbox. Perhgpsthis
informationwill bemorerelevant at alater date. In thefuture, thisinformation may re-
emergeand | can go back into tha lockbox and retrieve theinformation to collate with
my new idess. Intheend,| truly used thisingghtaboutstepping stones as aform of
motivation. Knowing tha theresearch, thought and knowledgewere not wasted made it
easier for meto ddete supafluouspassages and expandin greater detail onwhat | felt
would berelevant to my audience.

Starting with trangtion, Chgpter 2 will leave the reader with a broad
undestanding of what people go throughwhile trangtioning from oneorganizationd
culture to another, induding the symptoms of culture shodk and how therate of adopion
of new idess affects their willingnessto change Motivationwill also play arolein this
chapter, as throughmy research and writing | discovered that motivationisthekey to
successful trangtion. In Chapter 3, organizationd culture will be addressed alongwith
itsties to trangtion and systems theory (which shows ustha each piece of an
organizationis pat of alarger whole) will hdp thereader better investigate his or her
studioninitsentirety. Chepter 4, theconduson,will show both indviduds and leaders
how the overall thoughs and theories in the paper apply to themselves. It will explain
future research tha is warranted after the efforts of this paper.

My intentionsfor this pgoer are for the audience to walk away with thar own

lockbox of information to apply and manipulate asthey please. A successful trangtion



beginswith learning abouttrangtionsand the corporate cultures to which oneis

trangtioning.



CHAPTER 2

UNDERSTANDING TRANSITIONS

Transitions

During theimplementation of a changewithin an organization, atrangtion mugs
occur in orde for theintended changeto happen. My mog influential reading about
transtionscame from William Bridges. Bridges (1991)explainstha, Qrandtionisthe
psychological process people go throughto come to terms with a new situaionQBridges,
1991,p. 3). Comingto termswith anew situdion can be chdlenging because we are
hanging onto the past situaion. Bridges also states that Qrandtion starts with an ending®
(Bridges, 1991,p. 3). Heexplainsin hiswritingsthat atrandtionis not the outcome and
tha a person mug create an ending to the situaionin order to leave it behind. Creating
theendingis very difficult, especially if you haven®doneit before or if you are well
rooted in the old situation.

To better undestand thetransition process, |@e identified distinat phases that a
person may experience. Jug as with mog phase related processes, theamountof time it
takes to go througheach phase and eventudly throughthe entire process will vary with
each individud. It will vary based on anindividud@ nationd culture, rate of adopion
(acceptance of the new), motivationfor thetrangtion and change cultural distance (how
different theold culture was from the new), experience with trangtioning, aswell as
emotiond and mental stability to copewith thetrangtion. | will first discuss naiond
culture, rate of adopton, and motivation, as these are dynamics of atrangtiontha are

central to undestand when going throughatrangtion that has emerged froma change



National Culture and How it Affects Transitions

Cultural values, traditions and practices can berecognized and observed at
different levels and for different size groups(naions ethnic groups corporations €tc.).
When a group shares a history together, they have a culture. Cultures consst mainly of
shared values, bdiefs, andtraditions 1n organizationd cultures people especially share
common behaviors. Inthissection, | will discuss descriptionsof naiond culture, which
isculture at anaiond level. Later in Chapter 3, | will reflect on corporate cultures.

In consdering theeffects of naiond culture, keep in mind tha there are three
ways in which it affectstrangtion. Thefirst is when people come from a specific
geographic region and they bring to the organization the characteristics of tha culture.
The secondway that nationd culture affects trandtion is throughthe organization®
culture. Peoplein trangtionfromoneorganizationto thenext, may betrangtioninginto
adifferent larger culture tha has different nationd culture dimensonsthan the previous
organization, especially when migrating from onecounty to another. Thethird way tha
nationd culture affects trangtionis throughthenaiond culture of theleaders of the
organization. Aswe will seein Chapter 3, an organization'sculture often beginswith the
leaders. They decidewhich behaviors and acts are acceptable and which are not They
have alarge effect ontheculture of the organization. Corporate culture is different from
nationd culture in that naiond culture is something tha we adoptfrominhabitinga
certain region or county. Itisaprodud of our sodety, upbiinging, and our demographic
location, making it extremely difficult to change Corporate culture exists only ingdethe
workplace and is therefore more flexible and able to changethan anationd culture.

Thoughchangemay occur, culture of any fashion can be complicated, deeply ingrained,

10



and difficult to change Resistance fromindviduds and groupsisusudly expected in
corporate culture.

Throughextensve access to a great deal of research and studying of individuds
and ther naiond culture in theworkplace, Geert Hofstede (2005)identified five
dimensonsfor describing variations of nationd culture. Theresults of his research span
seventy-four counties. From thedata collected, common Gbhenomenain a sodetyOwere
groupel together to create these dimensons regardless of thelogic tha may explain
them differently. Hogedeis currently professor emeritusof Organizationd
Anthropology and Internaiond Management at Maastricht University in The
Netherlands His son, Gert Jan Hofstede, a professor of Information Systems at
Wageningen University in The Netherlands followed in his footstepsand continued to
study cross-cultural management with hisfather.

Since this paper is geared more toward theindividud in trangtion and notthe
leadership creating the change | will focustheddinitionsof naiond culture onthe
individud. Individuds reading this pgpoer should envisionthar own naiond culture and
decidefor themselves where they lie within each dimengon. Definingyour cultural
attributes will hdp you find a better undestanding of your differences and similarities
with the new organization and its employees. When we as individuds learn aboutour
differences and similarities we can use them to adgpt to our new environment. We dor®
need to Qyet ridOof our attributes; however, we need to undestand those of the others
and of the organization so tha we can work together withoutbecoming offended or
confused by the actionsof others. A questiontha Nancy Adler (2002)offersusis GHow

does your persond cultural backgroundaffect your values, attitudes, thinking, and
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behavior?2O(Adler, 2002,pg. 70). Answering this question will help when recondling
differences between yourself and othersin theorganization. Thisinformation has been
directed toward management to enable better undestanding of theindividuds and groups
they are managing. In trangtion, these dimensonscan allow individuds to assess thar
cultural behavior and how it may create advantages or disadvantages to thar specific

trangtioning situaions

Hofstede® Five Dimensions of National Culture are as follows:

1. Power Distance (unequd vs. equd) D rheextent to which the less powerful members
of inditutionsand organizationswithin acounty expect and accept tha power is
distributed equdlyO(Hofstede, 1992,pg.46). Emphasizing humen equdity, this
dimengonfindstha asmaller power distance on the scale shows more equd member's
in the sodety regardless of gende, religion, sexud orientation, or age. Some cultures
expect an equd amountof power and respect for each person, whereas other cultures
may expect certain figures of the sodety to have more power than othe's. A larger
power distance is often foundwith specific values of other dimensonssuch as
collectivism and masculinity. Individuds at the battom of the hierarchy may look upto
thar supeiorsfor tasks and ideas in theworkplace. When trangtioning, individuds
fromalarger power distance sodety may find that they are in anew culture tha
suppots equdity. It may bedifficult for people of power to surrende this power

equdly to al. Ontheothe hand, people coming from a smaller power distance sodety
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may find that they are in anew culture tha demands high respect for only certain

individuds.

. Individualism versus Collectivism (dlonevs. together) BThis dimengonfocuseson
how much theinterest of agroupovercomes theinterest of theindividud. It shows
how people feel aboutthar relationship with thegroup. If individuds are doing
something in ther best interest, as oppo®d to doing the best thing for the group, they
are consdered individudists. If thesituaionis opposte andtheindividudsfed tha
they should dowha isin thebest interest of the group, then they are collectivists.
Neither directionisrightor wrong;rather this dimenson allows usto undestand a
person@actions If, throughthdr culture, people are more collectivist, then they may
enter ther new workplace culture wanting to learn abouthow their roleisimportant in
the company and howthey can dothar pat. If people are from an individudistic
background,they may want to learn aboutthear responsbilities and how they can
achieve them successfully.

Hofstede mentionsBond® Chinese Vaue Survey Study, in which students of
twenty-three countries were questioned on theimportance they place on certain values.
Rated highly in individudistic sodeties were tolerance of others, having a close
intimate friend, trugworthiness, and beng conservative. Students from collectivist
sodetiesranked filia piety (parental obedience and respect), chastity of women, and
pariotism as very important. | realize throughthis study that trugworthinessis
important to individudists (and according to Hofstede Americans more so than any

other naiondity) because they live in a sodety where you can nottrug othesin your

13



group. When you can®trugt everyoneand especially when your peers have not been
pre-chosen for you, such asin acollectivist sodety, finding aclose friendis atreasure.

| also realized tha collectivists trangtioning into anew company, especially onewhich
has not been chosen for them, will have difficulty as they are used to pre-chosen pahs
Sonsin collectivist counties are more likely to follow their fathersCcareers than choose
another field. Individudism and collectivism show how n&iond culture dimensons

can redlly affect a person@trangtion.

3. Masculinity versus Femininity (toughvs. tende) B Some have argual tha masculinity
and femininity should be separate dimensons However, Hofstede disagrees because
they are so closly related. If acounty has many masculinevalues, then it will also
have few femininevaues. A masculinesodety isfoundwhere men are expected to be
tough,assertive and possess material success and women are expected to betender,
modest, and putthdar energy into qudity of life. In afemininesodety, both men and
women are expected to betende, modest, and sengtive to qudity of life.

Thepower distance in afemininesodety is generdly smaller, where equdity is more
probable. | picture afemininesodety as more reserved, while | see amasculine soaety

as more blunt and outspoken.

4. Uncertainty Avoidance (rigid vs. flexible) BHofstede lets usknow tha ambiguity
creates anxiety. Thisdimendonistheextent to which ambiguousand unknown
studionsare tolerable, and therefore, whether thefuture is predictable or not

Hofstede states, @he essence of uncertainty isthat it is a subjective experience, a
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feelingE. Fedlingsof uncertainty notonly are jus persond but may also be partly
shared with other members of ond3 sodetyO(Hofstede, 2005,pg. 165) He suggests
tha uncertainty isalearned behavior and behaviors are learned throughour caregivers,
sodety, and culture. Here, our coping skills are deermined. When people are leaving
thar past and movingtoward ther future they mus employ coping skills. When people
expeience violent change such as theloss of someoneclose to them, they recognize
the need to employ thar coping skills. However, very often, when people are involved
in awork related trangtion, they may notrecognize the dramatic loss they are
experiendng and, in turn, notapply the appropriate coping skills. | see uncertainty
avoidance as avery important dimendonfor apersonin trandtionto discover. If | ask
myself how much ambiguity istolerable for me, | may be able to recognize that my
new ambiguoussituaion may take alittle extra work, paience, and coping. However,

when | know how much work to expect, | may find it easier to cope

5. Long-term Orientation versus Short-term Orientation (aka Confucian Dynamism) D
Thisfifth dimension was actudly identified and added to Hofstede@ list of nationd
dimengonsafter theinitial four were already formed. When people are from a short-term
oriented sodety, they may find themselves respectful toward traditionsand preservation
of thepast and present. Inalongterm oriented sodety, people may find themselves

looking forward to therewardstha are to follow.
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National Culturesin the United States

|dentifying your own nationd culture dimendonsand how your sodety ranks
may hdp you undestand wha to expect from your culture and the cultures of others. |
have foundlearning of the advantages and disadvantages to each of these dimensonsand
how they apply to peoplein trandtion, to be extremely beneficial. Such knowledgecould
hdp them discover strengthsand weaknesses and utilize these to their advantage  For
example, if an individud istrandtioninginto amasculine organization with alarge power
distance and long-term orientation, and is coming from another masculine organization
with asmall power distance and short-term orientation, she may find tha she needsto
show greater respect of power toward all employess, if sheisaperson of power. Shewill
also need to let go of her will to bein control, respect toward traditions and her
expectation of rewardsas motivators. If shewere a person of lower statusin her
sodety/workplace, she may need to learn to take initiative and manage herself efficiently
withoutddegation of work from others.

According to Hoftsede, Individudism isthe mog prominent dimengonfoundin
the United States with a score of 91 of 100, ranking 1% in theworld for mogt
individudistic attributes and values. Indviduds coming from an indvidudistic sodety
may find that trandtioninginto a collectivist-run organization will bedifficult in regards
to theindividud® acceptance of and acceptance by their peers. A person fromthe
United States trandtioning to another organization within his own county or another
individudistic sodety may findtha heis more easily accepted, because hevalues the

same traits and shares the same work ethics.
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The United States also tendsto be more short-term oriented, ranking number 31
of 39 counties and regions with ascore of 29. Pakistan scores a0, beingthe mog short-
term oriented county, while Chinascores 118 as the mos long-term oriented country.
(Note: thoughthe origind research scores were based on a scale of 0-100, Hofstede
expandeal the scopeof the study, requiring alarger scoring system). Short-term oriented
sodeties are indined to produe quick results, are concerned with persond stability, and
have respect for tradition, while longterm oriented sodeties are indined toward
perseverance, are concerned with persond adgptiveness, and have respect for
circumstances. Individuds trandgtioning from a short-term oriented sodety may find tha
they need to give theresults rapidly in an Gippropriate manneO(whaever tha may bein
thar progective cultures). When in trangtion, people from short-term oriented sodeties
may find it harder to let go of thar past situaions, while people fromlongterm oriented
sodetiesmay findit easier to let go and find motivation toward ther future postion.
However, members of short-term oriented sodieties may findit easier to jus (hedin the
present and embrace thetraditionsand culture of the new situaion. | think that this all
dependson the person®@ persondity and the situation fromwhich heor sheis
trangtioning. Here, by GituaionQ1®n implying corporate culture. Whether short-term
or long-term oriented, people can use the aspects of tha dimensonto ther advantage or
disadvantage

The United States has relatively weak Uncertainty Avoidance, scoring a46 and
comingin 62 in theranks Greece has the highest score of 112, where Singapore ranks
74" with ascore of 8. Intheworkplace, an individuad may be more apt to tolerate

ambiguity and chaos have more changes of employers with shorter service periods and
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focusondecision processes. | find thisinformation very useful for individudsin
trangtion fromthe United States, as weaker uncertainty avoidance will allow people to
accept the changes going on aroundthem because they are more tolerant of ambiguous
situaionsand are used to changes of employers. Hofstede also shows tha ethnic
tolerance and philosophic tendendes of relativism and empiricism are attributes of weak
uncertainty avoidance sodeties. Thismay further hdp individuds in trangtion with ther
acceptance of new situaionsand othersOvalues, bdiefs, traditions and idess.

Thepower distance in the United States scored a 40, tying with Luxembourg and
Estonia. Audria scoresthelowest with an 11 and Malaysia scores the highest with 104.
The United States has afairly small power distance in comparison to many of theother
counties andregionssurveyed. A small power distance promotes decentralization, a
hierarchy established for convenience, and has less supavisory staff, while alarger
power distance promotes centralization, establishes hierarchy asinequdity between
levels, and has more supeavisory staff. Individudsin trangtionfrom a small power
distance sodety may find themselves more self-sufficient and able to work alone while
feeling equd to ther supeiors. Trangtioning into an organization with the attributes and
values of alarge power distance sodety, individuds may find tha they are less motivated
because they have log ther own power and the control over ther duties tha they had in
thar past postions

On the Masculinity index, the United States scored a 62, making it 19" in the
world for Masculinevalues. InaMasculine sodety, people live to work, find

management aggressive and decisive, and the strongest winsduring conflict. On the
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opposte side in aFeminine sodety, people work to live, are managed throughintuition
and consenaus and compromise and negotiate for resolution of conflicts.

Each individud places differently onthe scale of these dimensonsand each
individud that istrandtioningislearning to adoptand accept new spectrums of each
dimengon. Thissectionis meant for individuds to interpret based on their own
experiences. Chagpter 3 will hdp determinethe corporate culture tha theindividuds are

trangtioning into, as well astheculture that they are leaving.

Culture Shock

When moving from oneculture to another, people may find themselves confused
and overwhdmed by thechanges. They are expeiendng culture shock. These same
feelingscan occur even if oneremainsin thesame culture, but aspects of the culture are
changad. In Chapter 3, 13l discuss how leadership actudly hepscreate and mold the
culture of organizations Leadership hasthe power to changeaculture fromitsroots,
usudly to hdp theorganizationreform itself for onereason or another. When a change
in the culture isimplemented in an organization, the employees will go througha
trangtionin order to adgot to the changeand hdp it be successful for the sake of the
organization. When this trangtion occurs, whether the employee is moving to a new
organization or experiendng changewithin his existing organization, hemay find himself
confused and overwhdmed by thechanges. Culture shodk isimportant to undestand for
individuds going throughtrandtion so they can prepare themselves for the symptoms

which may overpower their psyche

19



According to Adrian Furnham and Stephen Bochne in thar 1986book Culture
Shock: Psychological Reactions to Unfamiliar Environments, grief and fatalism are two
traditiond aspects of culture shodk. They describegrief as Ga ubiquitous extremely
stressful reaction to thereal or imagined loss of a significant object or roleE. O(Furnham
and Bochner, 1986,pg. 163) Thissuggeststo methat grief can apply anywhere, even in
an imaginary situaion, so thereisnowrongreasonto grieve. Infact, | findit very
acceptable to grieve ove theloss of an old environment. A past environment had
friends teams, and responsbilities tha provided purpose, security, and a predictable
outcome. Now tha we have log tha security and thefeeling of bd onging we need to
start over and collect and maintain al of thisin our new environment. Furnham and
Bochne also explain tha culture determines many of our reactionsto grief, our
bereavement behavior.

Fatalism, also known as @ocusof controlQis Ghe generalized expectation that
outcomes are determined by forces such as powerful others, luck or fateE. O(Furnham
and Bochne, 1986,pg. 166) When individuds are in trandtion, they are notonly
grieving thar loss of asecure environment butfeel they arelosng control of ther livesto
thar new situaion. They do notknowthe power tha others may hold over other
employees or themselves in the new environment. They can only wait to see theresults
and understand tha the control is out of their hands until they have become immersed in
thenew environment to regain some of the control tha they used to find comforting.

Elisabeth Marx, author of Breaking through Culture Shock: What You Need to
Succeed in International Business (1999) lists reactionstha may occur when workingin

anew culture. Thoughthis pieceis aboutrelocating and working internationdly, this can
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still beapplied to trangtionswithin theworkplace of our existing naiond culture. The
reactionsare as follows:

¥ Confusonaboutwhat to do

¥ Anxiety

¥ Frudration

¥ Exhilaration

¥ Ingppropriate sodal behavior

¥ Inability to get close to your busness partner and clinch thededl

¥ Fedingisolated

¥ Becoming depressed
Marx goes on to explain anthropologist Orberg® (1960)six main aspects of culture
shodk: strain, sense of loss and feelingsof deprivation, feeling rejected, confuson,
anxiety and even disgud/ange, and feelingsof hdplessness. Thoughdightly repditive
from Marx@ own list of reactions togeher these reactionsand aspects help creste an
undestanding of what an individud goes throughduring culture shod.

During trangtion, a person mug identify these abnomal behaviors as short-term
and temporary. These reactionsare needed in orde to adgpt to new environments. These
reactionsto an entirely new or changing environment are all part of the adaptation
process. Thoughculture shodk is seemingly inevitable, it istemporary and if aware of
the consequences and reactionsof culture shod, individuds may better prepare

themselves mentally, emotiondly, physcally, and spiritudly.
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Rate of Adoption and How it Affects Transitions

(Rate of adopionisthere ative speed with which an innovdion is adopied by
members of asoda systemO(Roga's, 200Q p. 221). | would like to replace the word
OnnovaionOwith rganizationd culture,Oas culture is not only afactor in therate of
adopton, butis adopied in the same way as an innovaion. Everett Roge's, author of
Diffusion of Innovations (2000) is adiffusonresearcher who foundhisinitial interest in
thefield as an undegraduae by watching farmers use oblete tools, when they could be
usng new innovdionsto bemore efficient. Yearslater, while doing graduae work in
agricultural innovdions Rogea's was given the opportunity to join Professor George Beal
of lowa State University in a project where heinterviewed farmers regarding ther use of
innovdions In developing histheory onrate of adoption, Roge's has made himself
known as adiffuson scholar. Histheory appliesto trangtions by showing that members
of asodal system (individuds) adoptideas and innovaionsat different rates. Because it
isasubst of asodal system we can note tha a corporate culture will behave in the same
manne. Depending onthar naiond culture aswell as the corporate culture fromwhich
they are coming, individuds may adoptthenew culture slowly or rapidly compared to
othersin trandtion. Therate of adopionwill be dower when an organizationis adoping
anew idea. However when an individud is adoping an idea (or corporate culture), the
rate of adopionincreases in speed asthereis only oneperson tha needsto decidethe
preferred idea (or corporate culture). Roge's distinguishes five main attributes of an
innovaion, which we can also apply to an organization@culture. Relative advantage is
how the cultureis favorably compared to thelast. Compatibility is how consstent theold

culture® values, past experiences, and needsare with thenew one An interesting note
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aboutcompdibility isthat it has the ability to block the person® acceptance of the culture
if thevalues and bdiefs of the person@nationd culture do nat agree. Complexity isthe
level of difficulty for undestanding and utilizing the culture. Trialability isthe degree to
which the culture can be experimented with before joining (which is very limited in the
workplace). Thefind attribute is observability, which is the degree to which theresults
of trandtioninginto thenew culture are viewable. Observingtheresultsisastretch, asa
person can only base theresults on past trangtionas into the postion, andthisis still
weskened by the observed persongcompatibility with the culture in thetrangtion.

Determining therate of adopion attributes of the new culture may suppot people
in learning aboutther differences. Identifying differences between cultures can offer
individuds preparedness for upaoming changes. For example, if individuds find tha
thar values are not compatible with those of the organization, they are onestep ahead as
they have aready recognized thedifferences. They are not confused when the
differences arise in situaions and they may work throughthem ingead.

| bdieve tha there are other attributes not mentioned in theworks | consulted that
could also contribute to someond3 ability to adoptanew culture. These attributes are
onéseducation level, length of time in the past work environment, and the need for or
motivation to trangtion and accept the changebe ng implemented. If individuds have a
highe education level, they may find tha they have more common cultural experiences
to refer to during thetrangtion. If individuds have been in the same workplace for 10
years, they may find tha they resist the new changes and that it may take longe to adopt

thenew culture. When thereisaneed or motivation tha hdpspeople trangtion, they
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may be more apt to accept the new changes as they have foundareason and purpo to
do so.

In conduson, aperson@rate of adopion for an innovaion can be adgpted to fit a
culture. Using theattributes of an adopion, people can determine where they may have
or are having difficulties with the cultural adeptation. Determining thelevel of relative
advantage, compaibility, complexity, trialability and observability can hdp individuds
in trangtion unde'stand where to concentrate thar energy and time to successfully and

more rapidly adoptthenew culture.

Five Phases to a Successful Transition

| Qe created some distinat phases of trangtion, based on my readingsof William
Bridges (1991) alongwith some of my own experiencesin trandtion. Bridges authored
Managing Transitions (1991)and broughtlogical writing to readers curiousabout
managing their own, aswell as othas trandtions Heisoneof theonly authors who
gpeaks directly of trandtionsand nat jug of the effects of trandtionsand change The

following phases were adgpted from his writingson trangtions

Phase 1: Identifying and accepting that a change needs to occur. Inthis phase, learning
aboutthechangeisimportant, dongwith ganing a solid undestanding of why the
changeis necessary. Thiswill facilitate the acceptance of thechange Oneshould note
tha when achangeis small, we may notidentify tha a changehas occurred and that we
arein trangtion. When alargechangeoccurs, we are apt to prepare ourselves for the

trangtion, while during small changewe may notbe prepared. Recognizing a small
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changeisjug asimportant asrecognizing alarge It isimpaortant to be prepared for the
trangtion and to accept tha thetrangtionis goingto occur as oppogd to being shodcked

by thefedlingsand effects of thetrangtion.

Phase 2: Letting go of the old. Bridges states that @hangecauses trandtion, and
trangtion starts with an ending O(Bridges, 1991 p. 19) For this phase, |e researched
coping with grief and stress, as our environment and identity as we know it is aboutto
change Hereiswhere our coping skills and ability to grieve comein. In order to let go,
an individud mug recognize the death of tha person, oppotunity, era, etc. Inastuaion
of organization change it isimportant tha a personlet go of theold behaviors and values
tha applied to the old organization and the gods tha were being aimed at. People are
changing ther values, bdiefs, and gods and engaging in new behaviors, however, thisis

only applicable to ther work culture.

Phase 3: Moving into the new. Herewe learn wha has changad. In this phase, we mugt
identify wha isnew. We often compare this with our old environment. Thenext phase
is aboutaccepting the new environment as our own. In Phase 3, we are able to be excited
aboutthenew things We are till applying our old tactics to the new situaions butwe
areinterested in our new environment. We see the differences between our
environments, butit excites usto see wha the new environment will bring. New faces,

new responsbilities, and new space al bring usto the apex of our change
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Phas 4: Accepting the new. We nolonge look at the environment as something new
and exciting, rather we look at it as something different than we had before. We compare
it with our old environment and Qhe way thingswereQ Learning to use perspective (my
favorite CCT skill) can hdp uslearn why the natives of the new environment feel
comfortable in ther culture. Here, we may begin to gointo an idle. Thisisimportant as
we are in the process of carefully learning our new environment. At this point we have
begunto assess the change but have yet to fully immerse ourselvesin our adopied
environment. We manage our everyday activitieson aday to day basis and we have
leveled out our feelingsof excitement and fear since our origind arrival and our plateau
of Phase 3.

During thetrangtion stageit isimportant notto lose one® sense of self. A person
may feel tha her old culture is being attacked by the new culture. Thisisbecausethe
new culture is going aboutits busness, while the new personistryingto apply her old
cultural skillsto her new environment. Indvidudsin trangtion are vulnerable. They are
notrooted and are usudly motivated smply by thar need to fit in and become accepted.
In order to be accepted, individuds need nat lose themselves while moving on from the
Quay thingswere doneédin ther last culture. It isimportant that people learn to identify,
accept, and appreciate the differences between themselves and the new culture. People
expect others to do as they do because they don®©undestand why people do as they
don® In othe words people are anticipating themembers of thar adopted culture to act
in amanne befitting thetrandtiona@ old culture because thetranstiona has not yet
ganed afull undestanding of the expectationsof the new environment. A full

appreciation of thenew culture enables a successful trangtion.

26



Phase 5. Making the new the now. In this phase, we begin to find our niche We are no
longe managing ourselves on aday to day basis or wondeing wha may happen next.
We know wha will hgpopen next, and can begin to anticipate or plan our actions We
have performed our day to day activities enoughtimes to be able to predict what the next
pat of our day will looklike. We know howto commute between places (to and from
work, to and from other offices, whereto have lunch, etc.). We have learned wheniitis
appropriate to discuss company matters with our new boss. We know which behaviors
are accepted and which are not, as we have developed an undestanding of the
consquences and rewards of our behavior and actions We have notonly become
sengtive to and appreciative of our new environment, we have become equd, accepted
members.

We can use these stages to hdp guide usthroughatrangtion and undestand wha
we may beup agang or what to look forward to next. Each individud person will
handle these stages differently. Some may stay in Phase 1 longe than others, while the
others find Phase 3 comforting because they adapt easily or have a highe rate of
adopton of thenew culture. Some may boune aroundphases or revisit phases.
Eventudly, thetrangtionwill cometo an end and theindividud will have completed the
trangtioninto thenew culture. In order for individuds to successfully complete the
trangtion, they mug stay motivated to doso. Thenext section outlines the dynamics of

human motivation.
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Individual Motivation in Transitions

People often find themsel ves motivated smply by a need to bdong Though
motivation is often foundwhen a person discovers a purpose, according to Abraham
Maslow (1954)there are more needstha motivate humansand ther behavior than a
simple need to bdong. The American psychologist, widdy consdered thefather of
humanism, has been commonly acknowledged for his proposl of a hierarchy of human
needs Masow@ theory has made appesrances in many of my undegraduae and
graduae courses aswell as my research. | use hishierarchy of needson a persond basis
andin my own thinking to hdp me better undestand other people@ motives.

L et@ keep in mind tha motivationis crudal to trandtioning. It allows usto
physically, mentally, emotiondly, and spiritudly prepare for thetrangtion and the
undelying changetha isin progress. Throughmy research and thinking for this pgper, |
discovered that motivationisthe modeof trangortation tha gets usthroughatrangtion,
as a ship would guide usthroughabodyof water. Asafoundingfather of motivation

theories, Mas ow hdpsusundestand wha motivates people in ther day to day lives.
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Figurel. Maslow's Hierar chy of Needs Chart

Maslow calls his theory a (holistic-dynamic theoryQ It was designed to be
postive and purposeful. Histheory isbased onthe basic needsof life tha motivate
humans. Thereisahierarchy of needstha a human encounters and Maslow uses these
needsto describe how humansare motivated (see Figure 1). Thefirst and mog basic
needsare physological. Our need to physcally stay aive (our need for oxygen, food
water, phygcal movement, etc.) is our mos important need/responsbility. Our bodies
are naurally andinginctualy motivated by self preservation. If hungyy, wefind
motivation to seek food. This need mug befulfilled in order to moveonto thenext basic
need of life, our safety. After all, withou breathing and nounshment, we would have no
reason to keep ourselves safe and secure. Maslow explainsthat thefirst level of needs
musg be Qvell gratifiedObefore we condgder thenext level of needs Safety needsindude
security and stability in ourlives, such as protection, shdter, and freedomfromfear. The

safety needscan bejud as motivating as the physological needs Thenext need to arise
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isthedesire for bdongingness and love Here, a personfedlstheneed to bdongto a
groupor beable to feel and give affection. Thisisfollowed by theneed for self-esteem
which is how we feel aboutourselves. Self-esteem is also amotivator used during
trangtion. Thefind need described by Masow, for which hehas garnered the most
attention, is self-actudization. Accordingto Maslow, after all of theneedsdescribed are
met we are motivated by theneed to self-actudize. Thepoint of this need isto feed our
urgeto bewha we are, to dothat at which we are good,and to naturally create wha we
feel we are destined and ableto do. Only after all of our needsare met to stay aive and
to undestand ourselves, we can then focuson our need of self-actudization. Thisis
where we develop our creativity and the human motivation to (heQ

Maslow@ Hierarchy of Needsis explained in this pgper to show theroots of
motivation and whereit liesin individuds. Since motivationis needed for trangtions it
isimportant to learn where motivation comes from and how it fitsinto our priorities.
While there are other types of motivation which have been studied, Mas ow( theory puts
into perspective basic human needs Thenext section explainsintringc and extrindc

motivation and how they apply to transitions

Intrinsic vs. Extrinsic Motivation

Intringc motivationistheinternd drive to complete a desired task, while extringc
motivation isthroughrewardstha are given to usby those tha would like to see us
complete thedesired task. Itisargued tha intringc motivation can beundemined by
extringc rewards because the extringac reward gives the person a separate motivation of

receiving thereward. Stephen Ray Flora, author of The Power of Reinforcement (2004)
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callsthisamyth. According to his examinaion of theresearch, it cannotbe proved tha a
person@intringc motivationis undemined by extrindc reward. Asayoungchild, Flora
was placed into a systematic postive reinforcement program to address his poor spdling.
The program was successful in motivating youngFlorato become a better spdler. He
started his work in reinforcement during his undegraduae work at The University of
North Caroling where he studied basic learning and reinforcement processes. In his
graduae work he coneentrated on systematic reinforcement and became involved with
individuds with developmental disorders and dangerousbehaviors. He hypohesized tha
such systematic reinforcement programs have improved the qudity of lifein those
individuds.

According to Flora, @hefindingstha do suppot the view that rewardsmay have
detrimental effects generally come from highly contrived, very artificial laboratory
situationgO(Flora, 2004,pg.41). He explainsthat there were limitationsin these studies
tha promoted theresults. Thetasks and rewardsmore than likely did nat have meaning,
and thereward was given only oncae, or promised but not ddivered, jud to receive results.
Also, thetasks were usudly only donefor a short period of time. Flora argues agang the
validity of the studies, because these limitationsprevented the full possibility of human
respone.

| would suggest that individuds in trandtion find thar motivation fromwithin
and notrely on tha which comes fromtheoutside | fedl tha intringc motivationis most
reliable, as we can notcounton othersto tell uswhen we are doing agoodjob or give us
rewards based on our peformance. While we can use extringc rewardsto motivate

oursalves, | fed tha we should not depend onthem as a sole source of motivation.
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Althoughsome studies have foundthat extringc rewards can undemineintringc
motivation, | bdieve tha motivationsare based ontheindividud and howthe
prospective reward is perceived. Itisuptothepersonin trandgtionto decidehowto
utilize these two types of motivation, to stay motivated and continueforward throughout
thetrangtion. My best form of motivationis ganed throughthe undestanding tha a
trangtionis atemporary process which we mug go throughin orde to create a

successful change
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CHAPTER 3

ORGANIZATIONAL CULTURE

When individuds are in trangtion from oneorganization to another, they will find
themselves needing to undestand a different set of values, bdiefs, rituds, and idess.
Alongwith these, they will need to undestand the purpose of thar new peers andther
new organization. Undeastanding the new culture of the organization and its attributes
will hdp individuds better undestand the process that they are gang throughduring the
trangtion, and allow them to concentrate on the approprate attributes and dynamics of
the culture tha may bemore difficult to undestand and accept. In this chapter, | will
discuss organizationd culture. | will address systemstheory asit isrelevant to
individuds and discuss where such cultures lie within a system and how they are
affected. | will discuss three organizationd theories, which were chosen specifically for
their versatility to be used togeher or separately. The CCT programsCOeulture will be
diagnosed and discussed according to thetheories presented, alongwith Hofstede®3
dimengonsof naiond culture. This chapter isintended to hdp thereader developa

well-roundal undestanding of organizationd culture.

Understanding Organizational Culture

Organizationd culture istheway of lifein an organization. It influences howthe
members act and thar pumpose and motives behind thos actions When the environment

changes aroundthem, they mug trandtionto theenvironment in order to survivein thar
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culture. Because people are seeking acceptance they tend to dowha is consdered Qhe
nomQ

Theculture of organizationscan changearounda person or a person can enter a
new yet pre-existing culture. Either way, an individud will need to go throughsome type
of trangtion. In order for usto undestand wha we are going throughduring atrangtion,
we mug undestand wha atrandtionis and wha we are trandtioninginto and from.
Undestanding the basic dynamics of culture will help us see the differences between the
new and old domeins

Thefirst issuewhich mug be addressiswhat is culture and howdoesiit apply to
organization®? Onedédfinition of culture is Orhe predominating attitudes and behavior
that characterize thefundioning of a group or organizationQ(American Heritage
Dictionay, 2009. When achangeof culture occurs, a person moves into a place where
thar set of values are nolonge valid to al of those aroundthem and they mug learn the
new set of values and behaviors to be successful. In sodety when people moveinto a
new culture, they still hold onto thar old values while learning to adoptthevalues of
ther new environment. Often, thar culture may not be undestood by othersin the new
sodety. However, holding onto ther old valuesis more commonly accepted after
trangtioningto anew sodety. Inan organization, people are working together as ateam
with ashared purpos. They all need to beonthesame valuelevel and work togeher to
accomplish thar gods, by usng thevaues tha have been set in place by theentire
culture of the organization. Desmond Graves, author of Corporate Culture: Diagnosis
and Change, quoted B.F. Skinne (1971 as describing culture as a @ongantly adaptive

mechanismQ A cultureisin acongant state of trandtion within itself and its system.
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Theindividuds are the atoms that make up a culture and are the affected element when a

changeoccurs.

Systems Theory

These organizationd cultures are dl pat of alarger system. Undeastanding the
theory which govansthese systems can hdp usunderstand the entirety of the
organization and how it is affected by variouselements, such asits employees and
resdent produds.

In discussing system theory, it isimportant to undestand where people and
culturesfit into thelarger dynamic. A system contains subg/stems, subg/stems contain
cultures, cultures are made up of people, and people are the mechanics tha make the
system work. An organizationis a subg/stem; thelarger culture to which the
organization bdongsisthesystem. Thelarger culture actudly lies within yet another
larger system, its environment.

| discovered a great deal of well organized materia on systems throughCarter
McNamara (1997) Hiswritingson systems thinking and how they apply to
organizationshdped me learn to identify a system. A ssimple way to make this
degermindionisif you can remove apiece and changethe dynamics of theitem, theniitis
asystem. If youtake away apiece andthefundiondity is different, or achangeoccurs,
then it isasystem (McNamara, 1997) Breaking up the variouspieces of awhole could
create a nonfundioning system. McNamara uses an elephant as an example: Of you
break up an elephant, you don®have a bund of little elephantsO(McNamara, 1997, pg.

3). Healso explainstha tryingto make a system larger than it is can result in the system
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itself breaking up to compensate for log stability. When a problem arises theentire
system is affected by it. McNamara states that Ga circular relationship exists between the
overall system and its parts.O(McNamara, 1997, pg. 3)

Undestanding systems during the situaiond event of achangewill hdp
individud employees (or thefacilitator of thechange incorporate theright tacticsinto
the changethereby improving the chances for success. Undeastanding tha a changemug
occur within asystem, will hdp people see the benefits and consequences of the
implemented change Systems theory teaches ustha when we push on oneend of a
system, we will see reactionsand results fromtheothe side (Kurtyka, 2005. The
antithesis of the systems theory view is the @edudionistOview. Here, the problems or
dgtuaionsare looke at in isolation rathe than as a piece of a system or as awhole.
When identifying a problem or situaion, we mus undestand tha it is a piece of awhole.
For example, when a persontakes a step forward, a piece of thar system (theleg) will
extend forward in front of therest of thebody. Further, Kurtyka® theory would follow
tha theremainde of thebody mug follow theleg as theresulting reaction of the step
itself. Itisnotastep if ony thelegisbengextendal. Itisaleg extendgon. Andeven
then, those muscles can not work withoutthe brain sending asignd to tell them to move
Whether the system is the human body or an organization, we mug undestand tha
making a changeor manipulating onepart will affect therest.

When a stimulusis given, areaction occurs, especially with human bengs
Thoughan organizationis notaliving breathing being, we mug treat it as so becauseit is

made of up living breathing people.
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Alongwith theideatha theorganizationis made up of people and tha the
organizationis a system, we need to undestand that this system exists within alarger
system, its GenvironmentQ When the environment aroundthe organization is changed,
the effects will reverberate throughthe organization.

When changeoccurs within an organization made up of people, the people feel
the effects of thechange When the people feel the effects of the change they are going
througha QrangtionO Transtionscan affect people in many ways. They can creste or
destroy motivation. They can cause peopleto quit or cause them to excel. Either way, a
cognitive prepaation, of both the organization and the person, need to beimplemented
throughoutthe system to create a successful trangtion.

To summarize, atrangtion occurs with achange achangeoccurs within a
culture, acultureislocated within asystem, and as a system is effected by reactionstha
occur within each of its parts. In order to make achange an organization mug first look
at its system and thelarger culturein which it islocated. Then the changeitself can be
organized and undestoodin order to produce the prope reactionsnecessary to create a
successful change Because the @hangelis actudly situaiond, it is only when the
actionsare implemented tha the changeis complete. After thechangeisinitiated, the
trangtion can begin. A trangtion cannotoccur withouttheinitiation of achangeand a
changecan not be complete untl thetrangtion hasrunits course. So, undestanding the
root of atrangtion (therootbeng the system) can make or break the changebeang

trangtionad toward.
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Theories of Organizational Culture

When trangtioning between organizationd cultures, individuds may find tha
they are motivated by new factors tha are foundin the new culture. Undestanding the
culture that the person has moved into can hdp for a better undestanding of the
chdlenges of trangtioning. Thefollowingtheories of organizationd culture may hdp
break down the organization'scultural structure. Thiswill inturn allow a better
appreciation of anew culture and anticipae wha isto come.

Thetheorists used in this section were chosen not jus by ther popukrity in the
field of corporate cultures and leadership, but also because of thediversity between thar
theories. Edga Schein, Geert Hofstede, and Charles Handy are known worldwidefor
ther work in organizationd behavior, culture, and leadership. Ther theories complement
each other and can all be consdered when gathering information abouta corporate

culture.

Edgar Schein@ Three Levels of Culture

According to Edga Schan, professor of management at the Massachutts
Inditute of Technology®famousSloan School of Management, culture is Gustoms and
rightsQ it@ a phenomenontha surroundsusallQ and Qhe accumulated shared learning
from shared historyQ With an M.A. degree in soda psychology from Stanford and a
Ph.D. in sodal psychology from Harvard, Schein iswell known inthesoaal psychology
field for hiswork in leadership and organizationd development, primarily organizationd
sodalization and management development. Schan saysto undestand an organization

onemus undestand its culture. Understanding an organization® culture will alow usto
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see what isreally going onand howto adgpt and take in the ways of the culture as
newcomers.

In his bookentitled Organizational Leadership, Schein explainstha GCultures
begin with leaders who impose ther own values and assumptionson a groupO(Schen,
1992,pg. 1) Sincethecultureis created by its leadership, theleadership can bedefined
by the culture. If the culture of an organizationisuntamed it can grow like arainforest,
in any given direction. Leadership mug take control to maintain a clear culture with the
desired direction. Perhgpsthis can be doneby maintaining cultural behaviors expected
within the organization, even by firing those that will not behaviorally peform as
desired. Schen bdievestha undestanding thedynamics of culture isthe best way to
learn why it is so hard to changethe cultures ways. It seems obviousto me tha when we
learn the obdacles of a situaion, we can initiate and create ways to pass them and make
thechange Schen bdievestha the best leaders are thos tha have thetalents to work
with and undestand culture. He saystha Qeaders creste and changecultures, while
management and administrators live within them.O(Schen, 1992,pg. 5)

Schan diagnoss organizationd cultures by breaking the culture down into three
levels of culture. Perhgpsthistheory ismog bendficial to those tha are conaultantsin
busness development or change as this theory ismog organized to break down an
organization and show its culture in aformal report. To learn to create a picture of what
isredly going onintheorganization, seeingits true identity will hdp usmake changesin

amore strategic, safe, and purpossful manne.
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Edga Schan@® Three Levels of Culture are:

1 The “artifacts”. These are thetangible produds tha can be observed to form an
undestanding of theorganization'sculture. They indudethe physcal environment,
languaye, technology, produd producd, the expected professond manneism tha is
shown publicly by its members, stories told of the organization, written values, and
conduded ceremonies. Schen saystha thislevel of theculture is easy to observe, yet
difficult to deciphe. Schen also comesto agreat assumptiontheory of theresearcher
involved in diagnosng theorganization'sculture. If theculture tha is being researched
isin thesame larger culture as theresearchers, then it is easier for them to deciphea
whd theartifacts mean. Since they came from the same culture and share similar
symbols, rituds, and values, they undestand the basic assumptionsof the culture.
When theresearchers are coming from a different larger culture than the organization,
they may perceive thesymbols and valuesin theway that they learned fromthar own
culture. Theefore, theactud point of the culture is miscondrued. In CCT, perspective
isamgjor tod to learn to become a critical and creative thinker. Using many
perspectivesin asituaionis wha hdpsussolve aproblem. Theartifacts level of

cultureistheinitia culture tha atrandtiona sees when arriving.

2. The espoused values. Thesecondlevel of cultureis the Gespoused valuesQ These are
the perceived values of themembers of the organization. The shared values and
assumptionsthat are pat of theartifacts level are made by leadership and molded by

the enforced rules of behavior tha evolved over time. Theespousd values are the
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values and bdiefs tha theindviduds and groupshave of the organization. These
espousd values can befoundthroughsoda gaheings makingthevalues testable
throughsoda validaion (i.e. focusgroupsfor consultant research). At an
organizationd level, these espoused values will not present themselves, even when the
behaviors foundat the artifacts level are being shown in a professond manne. The
espousd values of a culture can be determined and used by thetrangtione after the

person has made soda bonds

3. The basic assumptions. Thethird and degpest level of culture liesin the (hasic
assumption®) They are the hardest values of a culture to change as they are not seen,
nor recognized by the groupor outsiders. Schein writes, GCulture as a set of basic
assumptionsdefines for uswhda to pay attention to, wha thingsmean, how to react
emotiondly to what is going on, and wha actionsto take in variouskindsof
situaionsO(Schan, 1992 pg. 22) When individuals trandtion to anew culture,
organizationd or nat, they may find themselves misinterpreting the behaviors and
actionsof othes. Humanstendto bevery quick to judge but when enteringa new
culture, it iswise to step back and learn the behaviors before we react to them. We may
feel we arereleasing extra anxiety or become very defengve, because we are out of our
comfort zoneand without@ognitive stabilityQ We have notonly broughtover our
expectationsfrom our last culture, butalso those of our families and pe'sond
experiences. Basic assumptionsare made over time by individuds and groupsand
serve as motivation for our behaviors. For example, we may beunde the assumption

tha two executives whispering in the hdlway are talking aboutsomeonewithin the
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organization dueto past experience and learned behaviors from our previousculture.
Perhapsthe executives are confidentially discussing changes to employee bendits and
cannotrisk theinformation beng overheard. We use our basic assumptionswithout
even recognizing them and our basic assumptionscome from our own experience and
thelearned experience of interacting within a specific groupor culture. Thisiswhy
basic assumptionsare the hardest part of an organizationd culture to change We do
notrecognize tha they are even there, by isolating them and attempting to changethese

assumptionswe can cause chaos in a smooth opaation.

Geert Hofstede@ Six Cross-Organizational Dimension

Earlier in the Chapter 2, | described Hofstede® Five Dimensions of National
Culture. Hisideas have influenced many researchers to create ther own theories and
idesas of dimensons allowing usto better undestand the complexity and diversity of
culture.

Hofstede also shows usthat a peson@nationd culture and thenationd culture
which dominates the organization will affect the organization® Gorporate cultureQ
When Hofstede® five dimensonsof nationd culture were putto use in corporate culture,
hediscovered Six Cross-Organizational Dimensions. Thoughthese two theories are very
distinct in thar core, they can beused together to better undestand corporate cultures
and theindividuds that comprise them. Each dimensonisrated onascale of 1-100. So,
acompany could have qudities of theopposng dimenson. However, mos organizations
will score more toward oneside of thescale than the other. These six dimendonscan

ater how a pesontrandtions
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Geert Hofstede® Six-Cross Organizational Dimensions are as follows:

1. Process-oriented vs. results oriented cultures. In aprocess-oriented culture the staff
tend to nottake risks and only putsmall effortsinto thar job, while in the results-oriented
culture the staff putin alargeamountof effort, are comfortable with new situations and
feel achdlengeeach day at work.

People moving from a process-oriented culture to a result-oriented culture may
feel overwhdmed by the new chalenges and will need to learn howto putin a most
concerted effort to rise to these chdlenges. Whereas, people moving in the opposte
direction may find themselves bored or withouta drive, as they haven®any challenges of

which to rise.

2. Employee-oriented vs. job-oriented cultures. An employee-oriented cultureis
concerned with employee welfare. The staff feel asif thar persond lives aretaken into
accountwith thework tha they do. Whereas, in ajob-oriented culture, the staff feel
pressured to get thejob done regardless of wha they may be going through

People moving from an employee-oriented culture to ajob-oriented culture may
feel major pressure to complete ther tasks, even if they have something goingonin ther
persond livestha hindeasthere ability to doso. Inthereverse situaion, people froma
job-oriented culture may fed tha they are puting more effort into the tasks than others,

asther previousexpeience have taughtthem to leave therr persond lives at home.
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3. Parochial vs. professional cultures. Thisdimengonis similar to thelast described in
regardsto theinfluence of the employeesOpersond lives. In aparochia culture, the staff
of the organization tend to use the same behaviors at work asinthehome. The
employees also feel tha thar persond lives were taken into accountuponther hire. Ina
professiond culture, theemployeesfeel tha thar persond lives are solely thar own
bugness and tha thear hiring was a direct result of thar competence and job skills.
Individuds moving froma parochia culture to a professiond culture may feel
tha their comments or their Qvay of doing thingLare ingppropriate. People movingin
the opposte direction may fedl similar consequences, where they may notfit in because
of the Qvay they do thing®D Movingin either direction, individuds may feel that ther

skills are not appreciated as they were before.

4. Open systems vs. closed systems in organizational cultures. An opean-Systemin an
organization is when the culture welcomes newcomers and outsiders as if they were thar
own. A peasonfeesat homewithinafew days. Of course, in aclosed system, new
employees and outsiders do not fedl asif they Git inOand can take up to a year to fedl
accepted, and in some cases even longe. During Hofstede® research, in a closed-system
organization nemember of themanaging boad confessed tha hestill felt like an
outsider after twenty-two yearsO(Hofstede and Hofstede, 2005, p. 295. Employessin a
closed-system tend to bevery secretive even among fellow employees; they tend to
bdieve tha only Gpecial peopledfit into the organization.

Individuds moving from an open-system to a closed-system may find it

extremely hard to adgpt as they are used to feeling accepted. When people do not feel
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accepted in thar environment they may actudly not survive thetrangtion. Especialy if
those people have aready reached Mas ow@ prodaimed (heed for bdongngGand (heed
of self-esteemQ They may find themselves needing to start all over agan asthey are
shown tha they do nat bdong. Unless they have the self-esteem to endure until they are
accepted, they have a stronge chance of failing. ThoughMas ow® (heed of bdonging®
comes before the Qheed for self-esteemQ | fedl that if people have already experienced
whd it feelslike to have self-esteem, they can use that to protect themselves from feeling
ovaewhdmed by thefact that they are notyet accepted. When people movein the
opposte direction, from a closed-system to an open-system, they may feel dightly
ovewhdmed. Yet, they may till enjoy the attention and gratitudethey receive.
However, they may findit hard to bdieve tha they are so accepted by this open-system
community. Perhgpsthis personfindstha shewant to protect herself fromthis
overbearing kindness or use caution when alowing people near, with her guard down.
Movingin either direction can bedifficult to adjus to. Persondly, | fedl tha movinginto
aclosed-system when people are used to being accepted regardless of their Gtatus) is a

more difficult trangtion.

5. Loose control vs. tight control cultures. A looge-control cultureis very flexible when
it comes to such issues as cods to the organization or meeting times. Jokes aboutthejob
and the organization are acceptable and frequent. Thetight-control culture doesn®allow
leeway on cods or for tardiness. Jokes are not acceptable and formal dress codes and

dignified behavior is often expected thoughthey may not bewritten.
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Here, thetrangtion for people moving from aloose-control culture to atight
control culture may find that they are usng unacceptable behavior in thar new place of
work. They may need to sit back and oberve the behavior of othersin order to learn
howto act in an acceptable manorin this organization. The same appliesto the opposte
trangtion, however they may initialy feel surprised tha people are tardy to meetingsor
goover budge withoutapprovd. They may lookdown uponthis andfeel offended by

other staff membersOimprope behavior.

6. Normative vs. pragmatic cultures. A nomative culture follows rules and procedures
carefully, evenif it hindasther results. Budness ethics and honesty are well valued in
the nomative cultures. 1n apragmatic culture the cusomersOneeds are highly valued
and prioritized abovefollowing prope procedures.

Individuds moving from a nomrmative culture may find themselves too structured
for ther new pragmatic culture. They will need to learn to look ahead to theresults and
be sure tha they can achieve thoe results for ther cugsomers. They areusedto a
specified order of opeaationseven if it achieves better results. Learningto think
creatively to achieve resultsis a skill tha islearned from experience and observation.
When people are moving from a pragmatic culture to a narmative culture, they may find
themselves frudrated with thar end result, especialy if theresult of the process and
procedures tha they feel forced to implement isfailure. People trandtioninginto a
pragmatic culture should use caution, asther order of opeaationsmay cos them thear

competence rating or ther success in the organization.
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Asdescribed earlier in thetrangtion phases, aperson mug learn to let go of the
old and accept the new to allow thetrangtion to be successful and complete. Regardless
of direction, each personin trandtion mug take into accountthe ways of the new
organization. Thegoodnewsistha humansare an adgptable species. When we move
from oneclimate to the next, our bodies adjus according to thetemperature. Of course,
it does take timeto adgpt longterm butit seemingly works every time. When we move
from oneculture to the next, we adgpt to our new environment and behaviors. When our
old behavior islessimportant than our new behavior we have successfully madea
trangtion.

We can actudly apply Geert Hofstede@ six cross-organizationd dimengonsto
ourselves, whilein trandtion. Perhgpsyou are trandtioning to a new organizationin
which only oneof thesix dimengonsis different from your previousorganization. Or
perhgps you are doing a Qotal Otrangtion, where you need to learn to adoptall six
dimendonsof thenew organization. Either way, if you can diagnos your new
organization'sculture and compae it to the onewhich you are currently tryingto let go,
perhgosyou could prepare yourself to adgopt and learn to lean toward the new direction.
Themod efficient way to adapt to anew culture isto learn aboutit and become familiar
with it without judgingit. Comparing it to your past culture is unavoidable. Y oucan®
ignore where you jug came from, but you can learn and accept the differences of thetwo
cultures. Educating yourself on thedifferences bringsyou onestep closer to a successful

trangtion.
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Charles Handy@® Theory of Propriety

Charles Handy, a Fellow of theLondonBusness School, developad a Theory of
Propriety that breaks down organizationd culturesinto four categories. In his 1978book
Gods of Management: The changing work of organizations, Handy assignseach culture a
Greek godand apicture symbol to hd p better understand the dimensonsof each culture.
Handy developed this work from a chapter of oneof his published booksUnderstanding
Organizations. Handy isrecognized for hiswork in organizationd cultures and has

authored several booksdedicated to hisresearch and idess.

Charles Handy® Four Organizational Cultures are:

1. The Club Culture. The Greek god,Zeus and spider web are chosen to represent this
culture. Thiscultureisfoundin smaller organizationsor organizationsthat rely on
seniority (usudly the president/owner) to facilitate the expected behaviors and values
of the organization. CBelectionO(of employees and clients) and GuccessionCeare very
important to its survival. Its main attributeis its Gpeed of decisionO This
organizationis organized by verbd agreements, quick decisions, minimal
doaumentation, and mog importantly trug. Budnessis handled very pragmeatically
andin apesond manna. Theindividuds of these organizationsare truged to do
wha isbest for ther company. If trug is misplaced the personis nolonge an asset
to the company andis usudly terminaed. Since there aren®any procedures used to
achieve results, empahy and trug are themain resources for doing busness.

Organizationswith a club culture arerunfairly inexpensvely. Theadvantage here
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beng speed, this organization thrives when time is of theessence. The staff here are
usudly pad very well and taken care of when traveling on busness or attending to

clients.

. The Role Culture. The God of order and rules, Apdlo, and the symbol of the Greek
temple were chosen to represent therole culture. Thepillars of thetemple represent
Gundionsand dimensong) Thisisthemost commonly foundculturein
organizations where an organizationd flow chart are usudly employed and roles and
tasks are taken serioudy. Thestaff join theorganization and climb ther chosen or
given pillar to gan authority, managerial duties, and sometimes senior roles. Rules
and procedures are mog important in this culture. Everything tha achieves results
has been carefully and logically andyzed. Critical thinking skills are well suited
here. Theorganizationtha carries this culture is stable and predictable. Mog days
are repditive and procedures are congantly bengimproved for efficiency. A major
sen<e of job security isfelt by the employees of these organizationd cultures, asthey
are uudly viewed as indispensable. It isavery closed-system, asindividuds are
solely expected to act in thar assigned role and notlet thar persondities prevail in
thar duties. Individudstha work here tend to stay for thelife of thar career asitis
safe and stable. Changein these culturesis notwelcome. Because of the
organization'spredictability, creative thinking is not needed and may actudly go
agang thegrain of efficiency and be seen as athreat. Many measures aretakenin a
critical thinking manne to ensure and protect the sability of the organization agang

major environmental changes. Thefirst example of arole culture that comes to mind
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is TheWalt Disney Company. It isironic because The Walt Disney Company isa
large part of thecreative busness world. However, the structure of the organization
isvery role oriented. Each person has arole and each role mug follow therules and
procedures to produe results. Theorganization even goes asfar as calling thar
employees Gast membersOto illudrate tha they al have arole in theopaations
Thisisimportant, as The Walt Disney Company mug provide safety for itstheme
pak guests and predictability for the company@future. Role cultures are safe and

usudly very successful.

. The Task Culture. Athena thewarrior goddess, hddspower in this organizationd
culture, as does the symbol of and. This culture lives for solving problems. It does
thisthroughself-contained groupstha are only dighty linked in ther effort to
complete thetask for the organization asawhole. Here, creativity is praised and
talents and fresh approaches enable you to contribute to the overall assignead task.
Young,energetic employees are usudly foundhere and thear rate of adopionfor
innovdionsand new ideas is high. People mug work well together asthey are all
moving toward the same god. They tend to feed off oneanother@ enthusasm and
mutud respect is often foundin this culture. For me this pants the picture of an
open-system. People here are willing to hdp those who have fallen behind. Handy
compares thetask and role cultures as QeamsOvs. @ommitteesQ Theteams of atask
culture are fully equipped with experts tha mug experiment to solve these problems;

therefore these cultures are usudly expensve. They can only thrive during times of
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expangon or launching of innovadions To survive thedown time, these

organizationstend to be short lived or grow into arole culture when expanding.

. The Existential Culture. Wha soundsmore exciting than to bein an organizationd
culture that isrun by Dionysaus the Greek god of wine and song, with the symbol of
an artist@ pdette? Theorganizationsin these cultures are actudly runfor the
individuds. Theorganizationworks for the people who mergethar common needs
and duties such as cusomer service doaumentation, scheduling, and filing with others
in ther area of expertise. These cultures do not suffer from a missing piece of
organization because when and individud mug leave tha personisnotan
indispensable part of the organization. Thisisbecauseit isrunforindividud
members and notfor membasasagroup Examples of an Existential Culture would
beauniversity or an artist studio. When an organization like this mugt be managed,
themanager isnotat thetop of the chat ddegating to thestaff. Handy has agreat
way of explainingtheindividuds of this organizationd culture. He writes,
QProfessionds do notwillingly take orders, fill in forms, or compromise onther own
plans Every teacher likesto betheuninterrupted king in his own classroom, jus as
every dodor isthegodof his consultingroomQ Thoughthe existential cultureisa
haven for self-motivated and self-indulgent experts, thereisacertain risk tha is
involved. Relying onthebehaviors and values of this culture are intriguing and

exciting, yet risky.
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Synthesizing Theories

Culture is nottangible nor a produd that can beglanced at and defined. Itisa
way of life whether in asodety or in an organization. Since cultureisnotvisible, people
can use these theories to hdp identify attributes of a new corporate culture that will hdp
them to observe wha they are adoping and accepting as ther new culture. These
organizationd culture theories can be used by indviduds to definetheculture they arein
or anew culture tha they are trandtioning into. Each theory uses a different approach
and can beimplemented sepaately or togeher.

It ispossible to combineall three theories when creating, working, or coping with
therespongs of change When trying to choos a specific theory to work with, one
should keep in mindtha these theories do not overlap each other. Infact, | findtha the
theories build uponeach other. Since they are uniquefrom oneanother, they can al be
used to hdp determinethe culture of an organization by usng multiple perspectives. In
CCT, themore peaspectives tha are used to solve a problem, the more thoroughand
predictable the outcome will be

CCultural undestanding and cultural learning start with self-indght O(Ott, et al,
2003,p. 95, quoied by Edga Schan) Schen teaches ustha perception and ingght play
alargerolein undestanding culture. Being ableto step outsidetheculturetha we arein
and open our mindsenoughto allow new information from other cultures to enter, will
allow usto better unde'stand wha motivates and creates the flow into other cultures.
ThoughSchein@ theory was written aboutleadership and creating learning environments,
it can also beapplied to trangtions We, theindividuds of an organization, can learn to

undestand a new culture by ssimply stepping back from our own and looking throughthe
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eyes of othersin thenew culture. When we are physically, mentally, emotiondly, and
gpiritudly making thetrangtion from oneorganization to another, we can learn to
implement the new culture easier (in other words trangtion easier), because we have
allowed ourselves to undestand its purpose, wha motivatesit and theindividuds which
compriseit in order to continuemoving forward and conduding ther day to day
activities.

Schein@theory can assist in identifying an intangible produd. Hofstede®
dimendonscan assi&t in identifying behavior of individud co-workers within the
organization. Handy® Theory of Propriety can assist in identifying the behavior of the
organization as awhole. Schein@theory differs from Hofstede® and Handy®in that it
only shows thethree levels of an organizationsculture tha draw a picture of the
organization, as oppogd to classifying and naming certain acts and behaviors tha the
culture and its membe's perform.

Onemay findwhile interrelating theories that Hofstede@ dimendonsmay mix
well with Handy@® categorization of cultures. For example, a club culture may be more
of an open-system tha is results-oriented, parochid, loose, and pragmatic. A role culture
may bea closed-system tha is results-oriented, job-oriented, professiond, tight, and
nomative. A task culture may bean open-system that is results-oriented, parochial,
loose, and pragmatic. However, an existentia culture could actudly lean toward either
sideof thedimensongscale. Accordingto Schein, aleader isresponsble for a partion
of theculture and why it istheway it @sOQ Since an existential cultureisusudly led by

oneperson, it could swing to either direction of thescale.
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Not only are we moving to anew culture in our workplace, which may affect our
way of lifein our homes andin our pesond lives. We now have a new purpo< of beng
at work. It may beonetha works well with our purpose and gods at home, or it may be
very different in tha we need to go througha mini trangtion daly to move back and
forth between our home culture and our work culture. Perhapsit takes longe for usto
relax after work, if our new organization is task-oriented and we have been moving non
stopall day. Or maybewe have moved into a power culture and we have learned to take
charge of any situaiontha isthrown at usat work and when we come home we need to
go back to shaingthe power with our loved ones. It ispossible tha the person had
aways had power at home and moved into a more relaxed atmosphere at work, where
they mud learn to share the power with other coworkers. | am confident tha
undestanding the culture of organizationswill hdp usbeter understand tha learning
aboutour culture and habitat will teach usto anticipae wha is next. When we learn to
know and expect wha is coming next in our new culture, we will beable to make easier
trangtions A successful trangtion creates a successful change A successful change
creates a successful busness. A successful trangtion requires motivation. Learning
aboutthedifferent types of organizationd cultures and thetheories as they related to the
structure of an environment, allows oneto preparefor what is coming up next within new
culture.

In conduson, these theories may hdp usbetter understand the culture we are
trangtioning to, when joining a new organization. During trandtion, the sodal culture
tha theindividud isfamiliar with changes. Being equipped with theknowledgeto

identify and definethe new culture gives individuds the ability to successfully follow
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throughwith thetrangtion and successfully create a changefor the organization and

themselves.

Defining a new culture

Recognizing the culture of a new organization takes time. It takes conaultants
monthsto achieve an in-depth undestanding of each level of a corporate culture. Asan
employee, it may beeasier to identify the espoused values of the culture fromthe
OnsdeQ Thougha consultant has professiond experience with identifying benaviors
tha congitute specific types of cultures or the dimensonstha may befoundwithin that
culture, an OnsderOmay be a step ahead of the consultant because they already posses an
intimate undestanding of the culture.

Asan employeg, it ispossible to discover thedimengonsof a culture within the
first few weeks. Existing employees may need alittle time to accept and adoptthe new
employee. They need to develop trug, in order to welcome them in as a peer and notjust
aco-worker. After this short incubaion period, the new employee can take note of the
behaviors of the staff and how they react to the behaviors of thenew employee. Taking
al tha was learned throughoutthis pgper, people can identify behaviorstha may be
unfamiliar to them from ther own experiences.

For example, if the staff behave in an open and engaging manne, talking freely
aboutpersond situaionsor inviting thenew employee to join in onaconveasation, it is
modg likely tha the new employee has trangtioned into an open-system as oppo®d to a
closed-system. If thenew employee is coming from a closed-system, hemay find it

awkward to talk to co-workersin such arelaxed fashion. However, engagingin the
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behaviors of the new culture can hdp the person trangtion more smoothly and more
successfully. Thenew employee may find tha these same behaviors are tranderable to
situaionswith his co-workers outside of theworkplace. Thiswould suggest tha the
organization embraces the parochial side of the (rarochial vs. professiond Odimenson.

If thenew employee findstha these same employees, while at work, are skipping over
standard procedures in order to satisfy clients or customers, the person may identify tha
heisin aresults-oriented culture as oppo®d to a process-oriented culture. In this culture,
thenew employee will want to learn which procedures will reduce time and increase
effectivenessin achieving theresults of hisfind produd. Not only will this give the
employee the oppotunity to produce work valued by the organization, hewill be sharing
the same values with his new peers and co-workers. In this example, after identifyingthe
dimensonscommonly found in the new culture and where he may lie ontherating scale,
the employee could categorize the paterns of theworkplace usng oneof Handy®
cultures. This example of a corparate culture would mog likely fall into the Task culture.
Thisundestanding of the culture may hdp individuds with thar expectationsas well as
thar acceptance of behaviors of thenew culture. One other thoughtto keep in mind, is
tha in alarge organization with more than onedepartment it is possible to find more than
one culture within the company. Each department may form thar own values, behaviors,
and Qvay of doing thinggd For example, the accounting department of an organization
may beamore nomative, tightly-controlled, and an employee-oriented culture which
would alow for critical thinkingand minimal mistakes. While the marketing department

may be more of an open-system, with aloose-control culture that allowsfor creativity.
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|dentifying behaviorsin a new corporate culture takes time and paience during
this observation process. When thenew employee has findly identified some of these
categorized behaviors, he can learn which are acceptable behaviors within the culture and
can adoptthese new behaviors uang his own rate of adopton. | imaginethat therate of
adopton for an individud, regardless of culture, would increase in speed with knowledge

of theculture at hand.

A Culture Called CCT

Thoughwe think of an organization as solely a corporate workplace,
organizationscan befoundanywhere. An organization can be defined as Gomething that
has been organized and fundionsas awholeQ or as Ga group united by common interest
or godO(The American Heritage Dictionay, 1983 pg 484) TheCritical and Creative
Thinking Program (CCT) at the University of Massachusetts Bogon, where | have spent
thelast two years becoming educated ontheimpartance, depth, and strength of critical
and creative thoughtis an organizationas well. | have identified the dimensonsand key
attributes of the program based on my research for this pgper.

In regardsto naiond culture dimensons CCT shares many dimengonswith the
US (consderingitslocation). | foundthe power distance to be small, as everyonein the
program is equd, regardless of age, seniority, or gende. Thisexplainshow| aso found
tha the environment was very feminine (and tha the power distance and masculinity vs.
femininity dimendonsinterrelate), as both male and female members shared the same
sengtivity to thequdity of life of theother members. Thereisweak uncertainty

avoidance when members are chdlengead with new situaionsor thought as each member
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has been taughtto use ambiguity to increase ther thoughtprocesses. Thoughweak
uncertainty avoidanceistypical intheUnited States, | feel tha CCT members are less apt
than the average American to befearful of ambiguoussituaions Ingead, these situaions
are welcomed. When looking at the attributes of the members and the program, |
discovered that both individudism and collectivism created a hedthy baance in this
culture. On anindividud level, members have joined the program for themselves, though
acollectivist approach is often taken in class and with members as the community is
tightly bondel. Thefind nationd culture dimenson, short-term vs. long-term oriented,
isshared by the program aswell. Pushed by thetime condraints, the culture is short-term
oriented as members must move quickly in order to complete thetasks at hand before the
deadlines. The CCT community is also very keen on thetradition of eating to promote
learning. Thelongterm orientation can befoundas members have a certain respect
toward perseverance. Members have joined the program to nat only learn butto invest in
and maintain the knowledgeattained.

In regardsto the cross-organizationd dimengons | foundtha the CCT program
isamore results-oriented culture, as | have learned tha procedures and processes can
often hinde creative thought However, the culture welcomes the processes needed to
prepare individuds for creativity, therefore having process-oriented attributes as well.
Themembers of the program are both parochial and professiond, as the environment
thrives on membersOnatural persondities, yet the scholastic tones of academia are still
hdd. Of course, nevcomers are welcomed into this open-system organization, as they

are an asset in the collectivist partion of its culture. Findly, the CCT program isaloos-
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controlled culture. Thoughawaystightontime, thereis great flexibility given to hdp
members maintain an environment condugave to critical and creative thought
Theculture of CCT was grown and designed to promote critical and creative thought
This can also apply to any organization. Often, when we look at the purpo< of the
organization (onal levels of the culture) we will see why certain attributes and
dimensonsddinetha culture. It isimportant to recognize tha mog cultures are nat one
extreme of adimenson; rather they tend to weigh toward oneside of the spectrum more
than theother. For example, acompany may have the attributes of both an employee-
oriented or results-oriented culture however, they may be stronge on onesidethan the
other. | bdieve tha for a successful culture to exist, consderationsfrom both sides of

each dimenson mug bemadeto create abdance tha works for each culture

Effects of National Cultures in Organizational Cultures

Each naiond culture dimengon promotes different values which, in the
workplace, can hdp or hinde an individud® progress and produdivity. In her book
International Dimensions of Organizational Behavior, Nancy Adler (2002)explainsthat
organizationd culture does notdiminish naiond culture. People actudly tend to employ
thar cultural backgroundand ethnicity at work. Shenotes a study doneby Hofstedein a
multinationd organization where fifty percent of the employeesQdifferences in attitudes
and behaviors were dueto naiond culture. Thestudy condudel tha organizationd
cultures actudly enhance nationd differences in multinaiond environments. Though
Adler does not give a solid explanaionfor this (she feelsit is an ambiguousconduson),

| would imaginetha people notice thar differences and enhance them asaresult. |
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bdieve tha people like to enhance ther differences, asit isaspecial attribute that they
are either proud of and/or can use to gan attention. Perhagpsit is because the pasonfeels
shemug stay trueto her culture of origin, or perhgpsthis personisreceiving theattention
desired by the other members of the organization. Either way, Alder bdievestha
organizationscannotpeate beyond naiondityQ

For theindividud in trandtion, cultural differences can be used as advantages or
disadvantages. Adler points outtha Hofstede says cultural differences can motivate or
demotivate. | feel tha it isimportant for individudsto identify ther cultural differences
in order to enhance the differences tha can be advantageousand expect the differences
that could be ahindrance.

Nationd cultureis clearly separate from organizationd culture. Nationd culture
values will remain unchanged throughoutorganizationd culture trangtions while

organizationd culture values will changewith each trandgtion into a new organization.
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CHAPTER 4

CONCLUSIONS AND FURTHER RESEARCH

Individuds trangtioning from oneorganizationd culture to another can enhance
thar success rate of trangtion by educating themselves on the many dynamics of culture.
Undeastanding the process of trandtion allows for individuds to identify the phase they
are currently facing and how to copewith the stresses they may befeeling.

| used many stepping stones during the process of this project. | origindly had
theideatha individuds going throughtrangtionscould learn aboutorganizationd
culture and an organization® structure to improvethe experience of ther transtion. This
idearang truethroughoutmy research. However, | identified more pieces of the
phenomenaof culture than expected. | learned tha cultures exist within systems, which
allow the cultures to succeed (McNamara, 1997) | also learned tha cultures have
different levels (Schan, 1992)and that thedynanmics of a culture arise from the members
who assembleit. | also discovered tha motivationisthekey to trandtion and trangtion
isthekey to change | think thisisimportant to keep in mindin order to hdp indviduds
make successful trangtions Undeastanding thefactors (induding values) tha motivate
individudsto live thar day-to-day lives, dongwith thetheories of wha an
organizationd culture islike, can hdp individuds copewith change Thoughthis pgper
was written for theindividud, leaders can use theinformation presented to better
undestand ther employees and howthey can be better leaders. Thefollowingtwo

sectionsare my conduding notes for theindividud and for theleader.
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For the Individual

In order to trangtion successfully, it isimportant tha individuds explore ther
motivation, old workplace culture, new workplace culture, and naiond culture to
undestand how they will fit into thar new organization and its purposes. The purpose of
this pgoer wasto allow a person to step ingdethemany dynamics of a successful
trangtion. First andforemog, a peson mug have the desire and the motivation to want
to gothroughatrangtionin order for it to besuccessful. Theperson mug aso learn
aboutthetrangtion process. Diagnosngthenew culture, longwith ong3 naiond
culture, may allow for an individud to have a smoother trangtion. There are many
different phasesin atrangtion each of which we will handle differently depending on our
persondity, nationd culture, and rate of adopion. Some may befilled with joy to leave
the old ways behind, while otherswill hold onto theold ways alittle longe. Some may
find tha the new ways tha need to be adgpted to are not how they would doit. However
they will eventudly become accusomed to the Ghew way.O Taking thetime to learn
aboutthenew culture that the personis movinginto will notonly give the person an
undestanding of why thingsare donetheway they are, but it will aso allow the person
time to get used to a culture and become acclimated. We can use metacognition to
process these thoughs and learn aboutour new culture. When we learn abouttheways
of thenew individuds and of the new organization, we may find that we are less apt to be
offended or say something offengve to members of our new culture. Thisisjud like
researching before establishing atheory. We mud first learn aboutthe new environment

in order to appreciate it and become pat of it.
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For the Leader

Leadership can gan agreat deal of useful information fromthis pgoer. Thoughit
is geared toward theindividud, it may present managers and senior level executivesa
better undestanding of thefactors at work within a corporate trandtion. When leading a
groupof individuds, it is best to undestand the culture in which theleader is opeaating.
Learning wha theindividuds are going throughand how a culture of an organization can
bediagnosd and used are significant resources for leadership. Undestanding the
organization® culture can enhance theleader® ability to see what affects theindividuds
and how they may react to it. Undeastanding how atrangtion can affect the behavior of
an individud new to the company, may hdp leade's evaluae individuds and ther

progress within the organization.

A Dimensional Activity

During the presentation of my findingsfor this pgper, | was able to have the
audience paticipae in an activity that | designed to consder how the dimendonsof
nationd and organizational cultures can beapplied. Theactivity wasto break up the
roominto two organizations The culture of each organization was defined (by usng
Hofstede® nationd culture and cross-organizationd culture dimengong ona handout
and given to both groups. Organization A followed the United States naiond culture as
individudistic with asmall power distance. In terms of cross-organizationd dimensons
the organization was employee-oriented, parochial, and normative. It had aloosly-
controlled environment and was an open-system. Organization B had alarge power

distance and was of collectivist. Thecross-organizationd dimengonsof this organization
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were results-oriented, professiond, and pragmatic, with atighty-controlled environment

in aclosed system (see Figure 2).

Organization A:

Dimension Attribute

Small power distance Equdity

Individudistic Indgoendent, task over relationship
Employee-oriented Concern for employee welfare

Parochid Same behaviors used at work and home
Loose control Flexible w/ cods, time, dress code jokes
Normative Follows rules and procedures

Open system Newcomers are welcomed and encouraged

Organization B:
Dimension

Attribute

Large power distance

Inequdity

Collectivist Interdependent, relationdhip over task
Results-oriented big effortsinto work

Professiond Persond lifeis separate, hired on skills

Tight control Formal dress codes

Pragmeatic CugtomersOneedsvalued more than procedures
Closed system Secretive, Gpecia peopleOfitin

Figure 2. Activity handout

A member of the audience suggested breaking each organization into two groups

to hdp simplify thedialogue Thegroupshad approximately five minutes to discuss how

they would successfully trangtion into the opposng organization and to think about

which dimensonsmay beeasier to trangtion into than others. When the entire audience

began to discuss the activity, they quickly came to the conduson that trangtioning to

Organization B from Organization A was easier. This finding may reflect tha
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Organization A fits more with the United StatesOnationd culture. However, one
gentleman in Organization B said that hethrived in a @Oenvironment and tha hewould
prefer to stay there consderingits cultural dimensons Thegroupaso foundtha the
fluidity and ease of thetrangtion would depend onthe postion of thetrangtiona. For
ingance, if thetrangtione was afemale CEO of Organization B, with its large power
distance, shemay find tha movinginto Organization A, with a smaller power distance
sodety may bedifficult. Thisisbecause shewould be accusomed to her power and
would need to forfeit this power in order to accept and appreciate the values of her new
culture. However, if thetrandtione was a male worker in this same large power distance
and was moving to Organization A, he may need to learn howto use the new power tha
was given to him and begin to take initiative on tasks tha were ddegaed and explained
to him before.

In condugon, theactivity illugrated that each dimengon hasits own prosand
cons which depend onindvidudsOnationd culture and the organizationd culture from
which they are coming. Duringtrangtion, an individud should be aware of these pros
and consto undestand how they may differ in nationd and organizationd culture values

from othe's who are trangtioning.

Future Warranted Research

In future research, | would loveto beinvolved in some first-hand research, such
as focusgroupsand identification of cultures through guided surveys and interviews,
ddving degper into systems theory, coping, managing change organizationd changeand

development, corporate culture, cognitive psychology, and communication. This
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research could broaden theideas of this pgper, and enhance the qudity of theresults of a
more in-depth research project.

A next step in this research would beto compose astudy of individudsin
trangtion. | mightwell do this by gatheringindividuds from ajob placement firm who
are currently in trangtion between organizations Thequdificationsfor theindividudsto
beinvolved in the study would betha they have at least 10 years of organizationd
experience a any level in thear lifetime and that they are the selected candidae for an
open postion. Theindividud will also need to be starting the postionin the near future
S0 as to observe success from start to finish. | would give onehdf of thetrangtionasa
semina on this pgper® ddinitions findings and condusons and track the success rate
of al individudsin thestudy. Thesuccess rate can be measured throughfocusgroups
individud interviews, and surveys distributed before the study and then given after the
completion of thetrangtion. The purpo< of this study would beto learn how individuds
would use theinformation provided to them aboutthar nationd and organizationd
culture duning trangtion.

This study could lead to wondeful programs for individudsin trangtion and
organizationswith membersin trangtion. For example, a workshop on managing
trangtionsfor theindividud, or another workshopfor managingindividudsin trangtion,
could hdp organizationsand indviduds maintain and gain produdivity, reduce turnove
and improveretention.

My two yearsin the CCT program at the University of Massachusetts Boston
have hdped me research and recognize these condusonsand design further research

plans TheCCT skillstha | foundmog useful in this pgoer mainly consisted of
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metacognition, evaluaion and design, free writing, and the use of multiple perspectives.
Each tool hdped me look degper into my research and emerging thoughs to hdp enhance
thequdity of thefind produd. ThoughCCT has given me many tods for critical and
creative thought the guidance of my professors and peers is the main contributor to the

qudity of my find produd and degree.

Closing Thoughts

This paper focuses on the complexity of an individud @ culture, alongwith the
complexity of an organization® culture, conduding that individuds mus research and
definethar own nationd and cross-organizationd dimensonsto prepare for ther new
culture. | feel tha my findingsand condusonspromise to have a great deal of valuefor
individudsin trandtion between organizationd cultures, as they provide aframework for

the exploration of one3 culture and identity.
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