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Measuring Organizational
Culture

Abstract

The purpose of this paper is to describe a hybrid approach to the
issue of measuring organizational culture. The hybrid approach
combines both qualitative and quantitative methods. The
methodology minimizes social desirability biases, while
permitting systematic comparisons across individuals, groups,
organizations and time periods. This methodology for measuring
culture is illustrated, by a study which focuses on the
socialization of newcomers.
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MEASURING ORGAMIZATIONAL CULTURE

Caren S5iehl and Jocanne Martin

Studies of organizational culture have relied almost
exclusivelwv on qgusalitative methods, such as ethnogir-aphic
obeservation or in—depth., open—ended interviewing. There are good
reasons for these chpices. (ualitative methods produce richly
detailed data which can be used to generate "thick descriptions"
{Geertz. 1273 of cultures. Such data allow ambiguities,
contradictions. and paradoxes to be explored with relative ease.
In addition, manv would define culture in terms of a socially
constructed reality, and qualitative methods are usually
considered epistemologically congruent with this approach {cf.
Berger and Luckmann, 19463 Burrell and Morgan, 197%9).

Some have stated a preference for these methodoclogical
choices in even stronger terms, arguing that culture must be, or
is best, studied using gqualitative methods {(e.g., Geertz, 1973;
Motrgan and Smircich, 19803 Smircich, 1980). For example, Daft
(1980:632) categorizes culture as a topic of the highest order of
complexity. He then =tates that "low variety" methods., such as
quantitative approaches, would be inappropriate for the study of
such a topic because of the dangers of oversimplification.

The Need for Svetematic Comparisons

The advantages of gualitative approaches have been bought at
a cost. It is exceedingly difficult to make analvytic comparisons

on the basis of the data available. There are many centrally
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important theoretical questions which cannot be answered until
culture can be measured with repeatable, easily administered
instruments which permit systematic comparisons.

For example, culture i1s generally defined in terms of the
values and interpretations that organizational members share
{e.g., Gamst and MNorbeck, 127&; Fettigrew, 1272; Van Maanen and
Schein, 1979:  BRaker, 1980; Pondy, Frost, Morgan, and Dandridge,
19870 . In order to determine the extent to which values and
interpretations are shared, the responses of individual
organizational members must be compared. In order to learn if
an organization ha; sub-cultures with distinctive values (cf.
Gregory., 198%; Louis, 198Z%; Martin and Siehl, 19783; VYan Maanen
and BRarley, 1984), it must be possible to identify and compare
groups that share values. In order to study culture as a dynamic
process of learning and change (Schein, 1981), systematic
comparisons across time must be possible. In order to test
speculations abeout a relationship between type of culture and
levels of productivity or profitability, it would be helpful if
entire organizations could be compared. It is difficult to make
these types of comparisons systematically, when only gualitative
data are available. Without guantitative measures, important
blindspots in our knowledge about culture are inevitable.

Given the potential benefits, it is not surprising that a
few studies have used quantitative approaches to the study of
culture (i.e., Cooke and Rousseau, 1983; Kilmann and Saxton,
1983 . These studies have usually relied upon direct gquestions

about employees® valuez. such as: "Doeg it help people in youwr
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organization to *fit in® and meet expectations if they: please

those in positions of authority? Work for a sense of
accomplishment? Maintain their personal integrity?" Answers to
such direct questions are 1likely to be biased by social
desirability concerns. For example, employees may be reluctant

to admit departures from their personal values or the values
espoused by top management. If employees are given guarantees of
anonvmity. and if thev respond to such guestions with reference
to generalized others. rather than themselves personally, these
social desirability biases can be reduced, but they will not be
entirelv removed.

This chapter presents a hybrid approach which combines
gualitative and quantitative methods for studying organizational
cultures. The methodology minimizes social desirability biases,
while permitting svstematic comparisons acroses individuals,
groups, organizations, and time pericds. Eefore describing the
methodoloay, it is important to specify the aspects of culture
that will be measured.

A Concentual Framewarl:

A few definitions make the task of measuring cultural
content more manageable. In accord with previous research, we
define culture in terms of shared values and interpretations. It
is important to distinguish espoused values from values—in-use,
as these mav differ (Arayris and Schon, 1978). Espoused values
are fhe values which peaople sav thev believe in. Espoused values
are communicated directly, for example, in statements about one’s

philosophy of management. Values—in-use are those which are

actually enacted.
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Values—~in—use surface in two types of cultural
manifestations: practices and forms. Fractices may be
formalized, for exaample, a training program or a structured
performance appraisal procedure. Practices may also be informal,
such  as unspolken norms about the deference due superiors or the
desirabilityv of emcoothing conflicts.

Qther cultural manifestations. labeled "forms" in this
chanter. reflect values—-in—-use more indirectlwv. Cultural forms
‘include jargon or special language (e.g., Edelman, 1977; Fondy.,
197833 Hirsch. 1280) 3 humor {Bolan and Hoffman, 1983,
craganizational stories {e.g.., Clark, 192703 Wilkins., 19783 Martin,
1982): and ceremeonies and rituals {(e.g., Gephart, 1978; Moch and
Huff, 1981: Smircich. 198%). Forms mav be embedded in practices
and one form mavy be embedded in another. For example, a training
pregram mav include award ceremonies where organizational stories
are told.

Until recently, organizational members and researchers have
focused most of their attention on formal and. o a lesser
extent. informal prachtices. In contrast, organizational cuilture
research has drawn attention to what can be learngd from cultwral
faorme. Although emplovees are often reluctant to admit it.
practices are often implemented in a manner which differs from
formal rules and procedures. Cultural forms are less subject
than practices to managerial contrel and therefore are less
susceptible to sccial desirability biases. For these reasons,
cultural forms, in contrast to practices, offer a clearer

reflection of what values are in-use and whether emplovyees are
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committed to them. For example, a shared organizational story
about a "fast track," frequently promoted employee may give
more accurate information about a companvy’s values—in-use than
could be obtained from any descriptions of official promotion
criteria. For this reason. in the study described below
particular emphasis was placed on values—-in-use, as they were

reflected in cultural forme such as stories and jargon.

if

A Hyvbhedid Mescyrs m€ Dol ties

The present studv uses these conceptual distinctione in a
two—-stage approach to measuring organizational culture. The
first of these stages uses qualitative methodology to gain  an
understanding of the content of a culture or a <sub-culture.
Ethnographic cbservation, in—depth interviews, and archival data
are used to determine espoused values and values—-in-uce,
particularly as the latter are reflected in cultural forms. These
gualitative data are then used to censtruct a questionnaire,
responcses  to which can be coded quantitatively. In the second
stage. the questionnairé is administered to any set of present or
potential organizational members, to measure quantitatively their
levels of cultural awareness and commitment. If the guestionnaire
is administered for comparison purpocses at two or maore points in
time. qgualitative data collection can be continued during this
csecond staage.

This hvbrid methodelogy retains some of the richness
charactericstic of #clusively qgualitative approaches. The
auestionnaire focuses on the specific values, practices, and
forms which have evelved in the particular organizational

setting. However., the questionnaire items are structured to
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permit statistical analvses, producing data useful for
comparisons within and across organizations at various points in
time. Because the items measuring awareness and commitment are
indirect and subtle, and because anonymity of questionnaire
responses  can be guaranteed, sccial desirability biases are
minimirzed. This metheodology for studving culture is illustrated
below. in a estudy which focuses on the sccialization of
newcomers.

Socialization: Opening the Black Box

The process of <socialization often appears to be as
mveterious as a black boux. New emplovess enter the organization
and. some indeterminate time later, emerge as socialized
organizational membhers. Fart of what is in the black box of
socialization is an enculturation process, whereby newcomers
become aware of and. to scome extent, committed to the shared
interpretations and values of "old guard" organizational members
fe.g., Louis, 19803 Van Maanen and Schein. 1979).

Some critical questions about this enculturation process are
currently unanswered. When do newcomerse become aware that
particular values and interpretations are shared? At what point.
it ever. is that awareness transformed into commitment? Can
important parts of this enculturation process be completed within
a few months on the job? Are some manifestations of culture
predictablyv learned first? Are others absorbed later, perhaps
because thev are more difficult to communicate or less essential
for survival on the idobh? Answers to these guestions would help

demvstify the enculturation preocess.
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The hvbrid methodology is particularly well suited to
address these issues. The first stage of the methodology can be
used to gain a preliminary understanding of the culture,
especially as it is perceived by longer term emplovees. (1) The
second stage then can be used to determine the extent to which
newcomers  share these cultﬁral perspectives. Thie second stage
of the process can include the collection of comparative data.
If a company has a training program for newcomers. trained and
untrained emplovees can be compared to determine if the training
facilitates enculturation. Comparisons can also be made across
time. perhaps spon after an employee starts work and again a few
monthe later. in order to address questions about the sequence {n
which cultural information is learned.

A BHuilding Bleock Conceptualization of the Enculturation

Process

Even after a verv short time on the job, new employees
should be aware of and, to some extent, committed to espoused
values. This kind of cultural knowledge is likely to be absorbed
during the hiring process., assuming that the new emplovees have
some choice in the selection of the company and a minimal level
of interest in learning about it. In addition, job applicants who
espouse the same values as current employees may be more likely
to be hired.

Familiarity with values-in-use should develop more slowly
than knowledge of espoused values., in part because values—in-use
must be inferred indirectly from cultural forms and practices. In

addition. the various cultural forms may usually be learned in a

predictable sequence.
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The informaticon carried in some cultural forms is essential
for a new emplovee®s suwrvival. For example, if new emplovees do
not understand company jargon, thev will find it difficult ¢to
learn the technical requirements of their jobs and they will have

problems deciphering the meaning of other cultural forms, such as

stories o rituals. Thus, learning jargon is a fundamental
buildinag bloclk. essentizl for comprehending the rest af
orcanizational 1life. For these reasons, new employees should be

familiar with much of a company’s jargon soon after starting work
and should master most of that jargon relatively quicklvy.

Having become fairly proficient with jargon, new emplovees
can  then use this knowledge to interpret other cultural forms.
For example. when new emplovees start work they probably will be
unfamiliar with most organizational stories, but after a
relatively short while thev should be aware of the stories that
figure centrally in the organization’s culture.

Organizational stories are ambiguous stimuli. It is
difficult to infer values—in-use from a story. Many alternative
interpretations are logically plausible. When new emplovyees
start worl, they should be unable to interpret the value
messaages of stories in the same manner as longer ferm employees.
After some time on the job, this type of cultural learning should
be better developed.

Although meanings and interpretations of a jargon word or a
story may vary. at least the word or the storv itself can be
articulated. Other cultural forms tap tacit knowledge which is

more difficult teo articulate. For example, it may take =&

ey
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relatively long time for emplovees to be able to recognize and
anticipate the ways top executives use language to express their
values. Emplovees whe have developed this skill would probably
find it difficult to articulate exactly what rules are guiding
their judgments about language use. This type of tacit knowl edge
should be difficult to acquire, and even rudimentary traces of
it should emerge slowlv, relative to the other types of cultural
knowledae discussed above. The design of the =tudy described
helow includes cemparisons between groups and across time, thus
permitting examination of this building block conceptualization
of the cultural learning process.

An analveis of beliefs about practices can be used to assess
if the newcomer is becoming ideclogically committed to the
organization. New emplovees starting work =should be only vaguely
familiar with most company practices. Their guesses about the
exact nature of theose practices may reflect their current beliefs
about shared values-in-use. To the extent that those guesses are
wrong, the direction of the errors (pro- or anti-company) is an
indication of the level of their per=sonal acceptance of, and
cemmitment to these shared values. For example, estimates of the
companv’se willingness to fire emplovees mav under-estimate (pro-
caompany) or over-estimate f(anti-company) actual involuntary
turnover rates. If new emplovees are successfully enculturated,
the number and magnitude of pro-company errors should be agreater
after a few months than at the start of emplaovment. This measure
of commitment is= subtle enough that it should minimize social

decsirabilityv biases.
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METHOD

Stage One: Observation, Interviews, and Archival Study

The studv was conducted at a Fortune S00 company in the
electronice industrv. During the first stage of the study, the
first author collected qualitative data for a period of three
months. Three methods were used: observation, open-ended, in-
depth interviews. and archiwval studv.

The first author began bv ochserving, for 20 days, the daily
activities of five emplovees, representing five functional areas,
at a branch office of the firm. She then attended a one-week,
off-site retreat. Invitees included the organization’s top
management team. middle managers labeled as "riging stars," and
exceptional sales peonle who had met pre—-established performance
criteria during the previous year. A series of interviews were
conducted with approximately fifty of these and other, lower
ranking emplovees, during the retreat and subsequently in various
field settings. Finally, written documents were studied,
including sales reports, personnel records, company newspapers,
correspondence. memoranda, and ten vears of annual reports.

During all aspects of this data collection effort, field
notes were kept. focusing on espoused values and on cultural
forms and practices that supported or refuted those values. In
the context of this volume, the qualitative aspects of this study
are not distinctive. =o further description of these procedures
and results will be held to a minimum. Appendix A contains more
details about the qualitative data collection effort.

The Questionnaire

Data collected during the first stage of the study were used
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to construct a questionnaire for use in the second stage of the
studv. The guestionnaire had five sections: espoused values,
company  jargon, organizational stories, tacit knowledge, and
beliefs about practices. The content of the questionnaire items
was tailored to fit the specific cultuwre of the company. Because
this questionnaire is the crux of the hvbrid methodology, the
structure of each secticon of the questionnaire is described in
detail below. Examples of each type of questionnaire item are
also presented.

Espoused wvalues: In stage one of the study, five values
were espoused bv almost all members of the top management team
and were mentioned hv a majority of the cther company employees
interviewed. Most of thecse values were also mentioned in the
company’s  annual reports. For #xample, one espoused value
concerned the importance of meeting =social and environmental
commitments to communities suwrrounding corporate facilities. The
questionnaire acked respondents to rate the importance of each of
these five values to the company and to themselves personally.
{(On  these item=. and on all subsequent items unless otherwise
mentioned, empl ovees responded on  1l-point  scales.) This
provided a measure of whether the questionnaire respondents were
aware that these values were espoused by many organizational
membhers and whether the respondents had a personal ideclogical
commitment to these espoused values. Because these items directly
asked respondents® opinions about values, the data from this
section of the questionnaire, in contrast to other sections, may

be open to social desirability biases.

iy
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Jargon: Thiz s=section of the guestionnaire consisted of a
vocabulary test. Respondents were asked to define twenty words
or phrases. Theze examples of company jargon were selected

because thev were particularly relevant to the company, trather
than the industrv as a whole, and because they had been used by
emplovees in a wide variety of circumstances. Twelve of the
words or phrases had technical meanings, such as MOF  (Master
Order Farm). while eight referred to more value—laden aspects of
the corpeorate culture, for example, "working the issue,”
(confronting disagreement and continuing the discussion until
genuine consensus is reached) . Definitions were coded as
correct or incorrect. {Inter—-coder reliability on this and
subseaguent coding tasks was perfect, with one of the authars and
a graduate student reaching 100% agreement after a brief training
session.)

Organizational stories: The guesticnnaire focused on four
stories., celected because they had been recounted without
prompting by manyv different tvpes of employees during the in-
depth interviews and informal conversations. This section of the
aguestionnaire asked respondents how much of each story they had
heard. Three morals te each story were then presented. Although
all three morale for each story were logically plausible, data
from the first stage of the study indicated that longer term
emplovees generally concidered one of the morals to be the
"eorrect! interpretation, another mor-al was obviously
"incorrect," and the third moral was ambiguous. Respondents were
asked to assess the appropriateness of each moral on an ll1-point

ecale. The endpoints of this scale were l1abeled “"correct" and

Y



Siehl and Martin, MEASURING, p. 13

"incorrect" and the midpoint was labeled “"ambiguous." To the
extent that newcomers evaluated the morals in the same way as the
longer term emplovees. the newcomers were demonstrating knowledge
of the chared interpretations of meaning prevalent in this
organizational culture. For example. the star of one of those
stories was a ceecretary of a sales unit in MNorthern California:s
Sus=an Sandere had been working for the companv for about
vears. She was well-respected by everyone--her manager,
zales people. arnd other secretaries. She was extremely skil

and her performance had been rated as excellent. Due to

two

the

1ful

her

efforts, Susan’s manager did not need to direct his attention to

proofreading or correction tasks. Susan also had a pleasant 7
pereonality. In fact., <she was one of those people who was
generally cheerful, even on bad davs. During her second vear

»

with the companv, Su=zan®s husband, who worked for another

companv, was promoted to & new job in Arizona. Although he would

be losing a valued emplovee, Su=zan®s manager approved her request

far a transfer to a branch office of the company in Arizona.

office was not hiring at the time but gladly accepted

transfer. knowing that her skills would be helpful in
capacitv in the future.

The possible three morals to this story were: "We believe
that people are clearly our most important asset and we take
pride in treating our emplovyees well,” {Correct); "Employees are
one part of the financial structure of the company and are as
important as their contribution teo the bottom line," (Incorrect);

and "Recause gecod emplovees are hard to find., we feel it is to

This

her

some
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the companyvy’s advantage to trv to meet the needs of such peaople,*

(Ambiguous: logically plaucsihle, pragmatic rather than
humanistic. an interpretation not offered or considered

appropriate by longer—term emplovyees).

Tacit knowl edge: Thies section of the questionnaire
contained extracts From the company president’s letter to
stockholders. published in the companv®s annual report. Two

raragqraphs from the letter, countesr—-balanced across versions of
the auestionnaire. were reproduced with every fifth word left
hlank. FRespondents were asked to supply the ten missing words.
Their responses were coded as +2, totally correct (exactly the
zame word as in the president®s letter); +1, partially correct (a
svnanvm or more abstract version of the word); or 0, incorrect.
Accurate performance &t  this task indicates knowledge of the
subtleties of language used toc communicate this companv’s

corporate obhjectives and philosophy of management. (2)

Practices: Five statementz describing managerial practices
were taken from published material about the company. A key
numerical fact in each statement was left hlani. A multiple

choice tesst format reguired the respondentes to fill in the blank
with one of twe predesignated alternatives. Respondents were not
aware that both alternatives were incorrect. Because the

migsing information was npumerical, the incorrect alternatives

could be equally incorrect. One alternative made the company
lock better than in fact it was: the other wae biased against
the companv. For example, one item estimated the company’s

market share as 35% or 48% (the true figure at the time was 40%):

another item calculated sales force turnover to be either 12% or
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145%. (the correct figure was 14%). Ideological commitment to the
companvy should be reflected in a disproportionate preference
(areater than the 50% eupected by chance) for the positively
biaszed. pro—companv alternatiwves.

Staoe Two: Sampnle Selection and Questionnaire

Adminictiration

Subhiects: The emelovees wheo participated in the second
=taae of the studv were entry-level, newly hired sales people.
The sample included all twenty sales pecople hired by the company
during a two—month pericd. (Freliminary data analvses produced
significant results with this small sample size, so a larger
sample size was unnecessarv.)

Desian: Versionse of the questionnaire, appropriately
counter—balanced. were administered to the new emplovees at two
points in time: within one week of starting work and eight weeks
later. The responses of two groups of employees  (trained and
untrained) were contrasted at each of these time periods.
Thus. the design of the studyv illustrated two different kinds of
comparisons (across  time and across groups) that can be made
using this hvbrid methodologyv. Belaow. reasons for these
comparisons are given and a chronology of the new employees?
activities is presented.

The comparizons across time permit an examination of the
building bleock conceptualization of the enculturation process.
Given the particular circumstances of this aorganizational
setting, we expected that new employees at the company would

alreadv exhibit some tvpes of cultural knowledge within one week
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on the job. New employees at this Ffirm could exhibit
considerable self-selection, as sales positions inmn  the high
technology industrv were plentiful at the time this study was
conduc£ed. Furthermore, managers at the company exercised
considerable selectivity in the recruitment and hiring processes.
Both these factore should facilitate shared values and
interpretations before and during the initial dave of employment.

Durina the next eiaght weeks all twenty new emplovees studied
written orientation material and attended a one—-day orientation
session. In addition. these emplovees interacted on the job with
their peers and immediate managers. Because these new emplovyees
were to doin the sales force, they devoted most of this time to
learning about the company’=s productse and different potential
marlkets. Thus. 1t was expected that, at the end of the eight
weel: pericd, some, but not all, of the cultural information
described in the guestionnaire would have been learned, tacit
knowledae heing the most difficult to absorb.

During the last two of the eight weeks, half of these new
emplovees participated in a ten—-day technical training program at
reaiocnal headguarters. The training of the other ten employees
wae deferred until after the present study as completed, due to
scheduling reasons which had no relationship to the topic of this
studv. Thus, respeonses of the trained and untrained groups could
bes compared, to determine if the training impacted the content,
sequence, o speed of cultural learning.

During the last two weeks of the study, the new employees
who did not attend the training class continued to interact with

co—workers., learning product and market information on the job.
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During this time. their activities were the same as they had been
durina the preceeding weeks. In contrast, the other group of
emplovees had been taken off-site, to regional headquarters, to
attend the training class. Their training was designed to be
evcluszivelwv technical. as were the formally and infarmally stated
chiectives of the ftrainers. Inepite of this technical focus,
participation irn an off-site training pregram should have freed
the new emplovess from the time presswes and cognitive demands
of performing an unfamiliar job, giving them slack for learning
non—technical information. For these reasons, we expected that
participation in the training process, in spite of its technical
focus. would facilitate the learning of cultural information.
Thus. in contrast to the untrained group, the trained employees
were expected to have learned more of the material included in
the aquestionnaire. {(3)

During the entire eight weeks of this second stage of the
studv. collection of gualitative data continued. The first
author attended the orientation session., observed employees on
the iob, and attended eight of the ten days of the training
program, including several after-hours events such as a tequila

partyv and a araduation dinner.

FRESULTS AND DISCUSSION

Oheservation. Interview. and Archival Data

Space limitations preclude a detailed description of the
gualitative data, s highlights. relevant to the conceptual
framework outlined ahove, are presented. These highlights are

drawn from both the stage one data and the qualitative data
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collected during stage two of the studv. Five espoused values
recurred freguently in the speeches, interviews, informal
conversations. and written documents of the company’s top
executives. These espoused values included a focus on the

qualitv of the firm®s products., *the importance of the financial
prosnerity of the firm, itse social repeonsibility to maintain the
enviraonment and to be a good neighbor to the surrounding
community. and. to a lesser extent, humanitarian concerns for
empl ovees.

The emplovee’s values—in—use, as inferred indirectly from
cultural forms and practices. had a somewhat different emphacsis.
The importance of an humanitarian approach was accentuated, while
less stress was placed o©on other tvpes of values. {(4)
Specitically, a core of four values—in-use repeatedly surfaced:
first. "The familv of an emplovee is an integral part of the
companv: " second. "The cempany doesn®t undercut the future by
considering only the short-term consequences of decisions; third,
"The company believes that people are clearly the most important
asset of the companv:" and fourth, "We are different. We build a
unigue product and our people are unigue also.”" A sampling of
forms and practices,. from which the emplovees and researchers
inferred these values., is presented below. Many of the examples
are taken from the orientation session and the training program,
in order to illustrate wavs in which the new employees were
exposed to these aspects of the culture.

The +First of the values-in-use, which emphasizes the

companv’®s concern for the families of its employees, isg
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illustrated by the storv of the secretary whose request for a
transfer was granted so she could remain near her husband and
etav with the companv. This story also illustrates the second
value—-in-use. The branch office, to which she was transferred,
did not immediately need her services, although it was 1likely
that her superlative skills would be useful in the longer term
future. In this story. the companv did not undercut the future
bv considering enly the short-term consequences of decisions.

The companv®s third value-in-use, that the companvy cares
about its emplovees. wae manifested in  the ritualistic
orientation sessicon. The coordinator of the orientation session
described its objective as follows: "Most employees go through
huver’s remorse. They aren’t totally confident thev made the
right decizion. All we want to do today is let them know that we
are reallwv happv to have them on board. We want them to share
our ideal of giving 100% to each other and teo the company." As
the last part of this statement indicates, the company®s emphasis
on caring about its people was not totally altruistic.

Another illustration of this third value—in—use was observed
during the technical training program. Trainees had been told to
prepare for a test. to be administered during the afternocon of
the second dav. Just before breaking for lunch, the instructor
held an "impromptu" review session. She asked several sample
exam agquestions of each individual, beginning with the last person
in the last row and moving sequentially through the class. One
trainee appeared to be completely unprepared and failed to answer
a single aquestion correctlv. Rather than reprimanding this

individual publically ar privately, the instructor was
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encouraaing and offered additional study help during lunch.
Later that afternoocn the trainer observed to the researcher, "We
believe that if an emnlovee is failing to perform. we owe that
persen  assistance.” This statement is clearly consistent with
caring abhout the companv’s emplovees and considering them a
primarv ascset.

The campanv’ s fourth value—-in—use emphasized the
oraanization’s uniagueness. This value was primarily communicated
throuah Jjaraen and humor. Jaurrgon is understandable only to
company insiders. so bv definition this cultural form emphasizes
something wnigue about an organization. At this particular
companv. for example. the "company ethic"” was a phrase used to
characterize the organization®s pride in its supposedly unigue
emphasis on gualitv and service.

As emplovees remained longer at the company., their humor
alesa began to reflect a concern with the company’s uniqueness.
For example, at the beginning of the training program laughter
WRE SCcarce. The few iockees told contained little jargon and were
understandable to an cutsider. Father than focusing on  the
unique attributes of the companv, these early Jjokes were
relatively universal: foolish mistakes, sexual innuendos, etc.
Bv the end of the training program, laughter occurred frequently.
Understanding these jokes required more knowledge of the unigue
attributes of the company, and more familiarity with its jargon.
These later jokes were not funny to an outsider. The targets of
the jokes were out—-groups. either competitive companies or

emplovees wheo were not members of the sales division. These
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changes in joking behavior suaggest that jokes, like humor, may be
a cultural form particularly well-suited to communicate the value

placed on unioueness (3).

Thece examples can only suggest the richly detailed portrait
of the corporation’s culture which emerged from the first stage
of the studv. The descriptions of the examples do, however,
illustrate the kinds of material subsequently integrated into the
auestionnaire.

Buesticnnaires Data

At time 1. the new emplovees scheduled to receive training,
and those whose traininag was to be deferred, were not expected to
respond differentlv teo the guestionnnaire. Two—-tailed t-—-tests
revealed that the two groups responded significantly differently
{(p.<D%) to only three of the 57 guestionnaire items. ©Since this
proportion of the responses would be significantly different
eimplv by chance. the data from the two groups at time 1 was
pooled for the first part of the discussion below.

At time 1 the new emplovees were already aware of, and
personally committed to, the espoused values of the management
of the companv. At time 1 the new emplovees rated the five values
espoused bv  top management as highly important tb the company
{mean of 8.8 on an ll-point scale. averaging across the five
values) and to themselves personally {(mean of 8.8, again
averaaging across the five values).

At time 1, the new emplovees had also begun to learn the
jaragon of the companv. At this time, the new employees correctly
defined a mean of 7.1 of the 12 technical words or phrases (59%)

in the vocabularv test and a mean of 3.9 of the 8 more value-
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laden words or phrases (49%)., The technical Jjargon mav have been
learned somewhat faster than the value-laden jargon because the
former mav have been more essential for performance on the new
job. It mav also be normatively appropriate to teach definitions
of technical terme explicitly. while value-laden jargon may be
tranesmitted in a more tacit manner (Goffman, 1957).

At time 1 the new emplovees were partiallv familiar with two
oraanizational stories (means of 5.3 and 4.8, respectively, on
1l-point scales). The other two stories were essentially
unfamiliar (means of 0.8 and 1.5, respectively). The new
emplovees showed only a rudimentary ability to interpret the
storvy messages in the same manner as longer term employees. On
the ll-point scales rating the mescsages, "correct” morals should
have received hiagh ratings, "neutral" morals should have been
rated near the mid-point of the =scale. and "incorrect" morals
should have received lower ratings. At time 1, averaging across

the four stories. the new emplovees showed a weak trend in  the

predicted direction, giving the "correct” morals a mean rating of
' = U = g

8.3, "neutral” morals a mean of 7.8, and "incorrect" morals a
mean of 5.4 ~t time 1, tacit knowledge was less well
devel oned. as indicated bv the new emplovees” inability to fill

in the blanks in the president®s letter correctly (mean of 7.1
correct ocut of a possible score of 20.0).

The multiple choice test, measuring values—in-use inferred
from company practices, was scored by assigning +2 for each
selection of a pro-company error and +1 for each anti-company

errar chosen. Summing across the five items in this test,
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=

emplovees showing no bias should, on the average, score 7.5. A
score of +10 indicates the maximum pro—-company bias and +5 is the
lowest possible score. indicating maximum anti-company bias.
Using this scoring metheod, the new emplovees at time one showed
virtually no evidence of pro— or anti-company bias {(mean of 7.6).

The next step in the analvsis examined the changes in
cultural knowledas which cccurred between time 1 and time 2.
Differences between these two time pericds are referred to as
cultural learnina scores. These =cores were calculated,
szparatelyv for the trained and untrained groups, for csix types of
cultwral learning: espoused values, iargon, stories, story
interpretation. tacit knowledge, and beliefs about practices.

The maaonitude of the cultural learninag scores of the trained
and untrained groups were then compared using one—tailed t—tests.
These tests revealed no significant differences between the two
aroups in three areas of cultwal knowledge acguisition: espoused
values, dargon. and tacit knowledge. In the discussion below,
data from the trained and untrained groups are pooled for these
variables. In the remaining three areas of cultural knowledge,
(etory familiaritv. story interpretation, and beliefs about
nractices), the trained group learrned significantly more than the
untrained group. s thess data are discuseed separately for the
two arouns,

Table 1 presents the mean espoused value scores for the
combined groups (trained and untrained emplovees). By time 2 the
new emplovees showed very high levels of awareness of, and
perzsonal commitment to. the values espoused by the top management

of the companv (means of 9.1 and 9.2, respectively, averaging
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across the five values). Although the ratings at time 2 were
higher than at time 1. these differences were significant for
cnlv one of the five ratings of awareness (t=2.12, df=18, p<.03)
and were marginally eignificant for only one of the five
commitment ratings (t=1.&7, df=18, pi.086). For all of these
measures of espoused values, the came explanation can be
offered. Auwarenesse of and commitment to espoused values was
alreadvy =oo high at time 1 that a ceiling effect at time 2
prevented the differences from being significantly higher. This
ceiling effect is not unexpected, given that these items are more
direct. hence more open to social desirability biases, than the
other items in the guesticnnaire.

Table 1 alse contains the jargon data for the combined
aroups. Bv time 2 the new emplovees showed considerable macstery
of company jargon, correctly defining a mean of 9.3 of the 12
technical wordes or phrases (80%) and a mean of 4.2 of the 8 more
value-laden worde or phrases (78%). For both of these types of
jaracn. the differences between time 1 and time 2 scores were
significant (£=5.7%9, df=18, p<.0001 and t=6.57, df=18, p<.0001,
respectivelv). Although the newcomers were familiar with some of
the jargon at  time 1, eight weeks later they had become
significantlv more adept at understanding the special language of

the corpo-ation.

it

Table 2 presents the story data for the trained emplovees
and Table = presentsz the same data for the untrained employees.
By time 2 the trained group was quite familiar with two of the

stories (means of 2.3 and 7.7. respectively) and was partially
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familiar with the remaining two stories (means of 4.4 and 3.0,
respectivelv). At this time the untrained group was moderately
familiar with two stories (means of 7.2 and 6.6, respectively)
and was =till unfamiliar with the remaining two stories {(means of
2.9 and 1.7. respectivelv). For the trained group, the
differences between time 1 and time 2 were significant for all
four stories (t=4.81. df=12., p<.001; t=%F.13, df=18, p<.006; t=
%.84. df=18. p<.002; t=2.48, df=18, p<.02, respectively). For
the untrained aroup., onlvy one of the fouwr differences between
time 1 and time 2 wa= marcinally significant (t=2.00, df=18,
p.08).

Averaging across the four stories, at time 2 the trained
emplovees were appropriately giving the "correct" morals high
ratings, rating the "neutral” morals near the midpoints of the
scales., and giving the "incorrect" morals low scores, (means of
?.5, 7.4, and I.8, respectively). Again averaging across the four
stories. at time 2 the untrained group also gave high ratings to
the ‘'correct” morals {(mean of 9.2) and rated the '"neutral”
messages near the midpoints of the scales {mean of 7.58).
However., in contrast to the trained group, the untrained group
gave relatively high ratings to the "incorrect® morals (mean of
S5.3) . The uwntrained groupn was less able than the trained group
to differentiate storv messages considered "incorrect" by longer
term emplovees.

For the trained aroup. these differences between time 1 and
time 2 were siagnificant for all four of the "correct" messages,
for all three of the "incorrect" messages, and for two of the

five neutral messaages. For the untrained group, no significant
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differences between the time 1 and time 2 message ratings were
found. with the exception of the ratings for oOne "neutral®
mecssaqge. 1hus. after eight weeks of emplovment the trained
emnlovees generally interpreted the quanizational stories in the
came manner as lcnaer term emplovees. After the same time
period, the untrained emplovees also showed some improvement in
their abilitv to interpret the ctories. but not to the same
degree o with the csame roneistency as the trained employees.

The tacit knowl edae data. for the trained and untrained
groups combined. are preeented in Table 1. At time 2 the new
emnlovees received a tacit knowledge score of 8.9 {out of a
maximum of 20 points). Although this represented an improvement
over their time 1 ecore. the difference between the two time
periods Was not =ignificant. Although some improvement in this
difficult arena of cultural knowledge was noted, these skills
were =till auite rudimentary after two months of employment, even
for those who had participated in the training program.

Finallv, the measure of beliefs about practices showed that
at time 2 the trained employees had a strong tendencyY tao make
errore which were favorable to the company (mean of 8.7). Forr
the trained emploveas. this bilas, indicating cammitment, W&S
eignificantly etronger at time 2 than at time 1 (t=4.00, df=18,
p< . 002 . At time Z the untrained employees also had a strong
tendencv to make errors which were favorable to the company (mean
of 8.7, a marginally zignificant increasze in comparison to time
1 (£=1.96. df=18, p<.09?. The change in the trained employees’

pro—cmmpanv hime was eignificantly greater than that for the

s i LRI
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untrained emplovees (t=1.99, df=19, p<.03). However, it should
be noted that at time 2. both groups showed strong tendencies to

make errores favorahle to the companv.

COMCLUSION

Comparisecns across the two time periods provided suppart for
the buildina block conceptualization of the encul turation
process., The new emplovees who had just started work were aware
of. and committed to. many of top management’™s espoused values.
At this time thev were familiar with much of the company’s
technical and value-1aden jargon and aware of a few
organizational stories. However, at this time the new emplovees
failed to interpret the messages of those stories in the same
fashion as lonager—-term emplovees, showed virtually no evidence of
tacit forms of cultural knowledge, and did not exhibit a strong
pro—companv bias in mispercepticns of company practices.

After a few months on the job, the encultwration process
apparentlv was successful. Mew employees had fully mastered the
jaraon, were thoroughly familiar with the organizational stories,
generally interpreted those stories in the same manner as longer-—
term emplovees. showed & =light improvement in tacit forms of
cultural learning. and exhihited a strong pro—-company bias in
misperceptions of company practices.

Althouah these rtresults provide support for the building
block conceptualization of the enculturation process, 1t is
important to note two limitations of the present study. First,
the exact amounts of cultural knowledge exhibited at the two

time periode are prchably particular to the organization
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studied. For example. in a firm with less opportunity for
selection of. and self-selection., by new employees, there should
be less evidence of shared cultuwral knowledge immediately afiter
startinag emplovment. However, the relative mastery of the
different cateqgories of cultural knowledge fits predictions based
on the building block conceptualiz-ation. If that
conceptualization ise correct, a eimilar pattern of relatiwve
masterv should be found in other organizational settings.

It is poscible that jargon is ea=sier to learn than stories
because less information iz conveved in a word or phrase than in
an entire event hicstorwv. It is also possible that the content
of the value messaagecs transmitted with jargon is simpler and
easier to understand than the complex and ambiguocus messages of
stories. Both of these explarations may contribute te the results
of the preszent studv and are worthy topice for future research.

The results also supported predictions concerning the
effecte of *training expected in this particular company. In
centrast to the untrained group. the trained group showed greater
masterv of some kinds of cultural information by the end of the
eicht week pericd of the study. These results are consistent
with the euplanation that attendance at the off-site training
seczions mav have facilitated cultural learning. by removing the
new emplovees from the time pressurecs and cognitive demands of
performing an unfamiliar job. Training primarily facilitated
familiarity with. and interpretation of, organizational stories.
FPerhaps in the first few weeks on the job, 1learning jargon is
escential. . mastering tacit knowledge is inessential, and

absorbing organizational cstories is an intermediate priority,
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occuwrina onlvy if a training program or csome other stimulus
creates slack which permitse this kind of deferrable cultural
learning.

This expnlanation for the results, howewver, must be
tentative. Differences between the trained and untrained groups
mav be attributable to factors cther than the training (cf..
Campbell and Stanlev. 1943 . For example, the two groups may
have been differentiallv expeosed to companv events which
impacted the rate at which they absorbed cultural knowledge. Even
if differences between these two groups can be attributed to the
tiraining, in other organizations the content of training and on-
the—-job experiences mav be different. Future research., testing
the slack explanation in other firms., could rule out such
alternative explanaticns for differences between the trained and
untrained agroups.

This discussion of the issues raised by the present study
has lead to several suggestiones for future research. A general
theme underlies thecse suggestions: in order to understand the
results of this study more fully and generalize from them,
comparative studies are needsd. This need for more comparative
research 1s neot particular to the present study. The entire
domain of organizational culture is faced with problems which
cannot be resclved without comparative data. Although some
culture researchers do not aim te construct generalizable theory,
others could use comparative data, collected with the hybrid
methodologv. to address a wide range of theoretical problems.

For example, too many culture studies have assumed the
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existence of a universally shared organizational culture or sub—
culture. The hvbrid methodology can be used to test this key
assumption bv comparing individual and aroup differences in
perspective. For erxample, researchers could measure the extent
te which top management values and interpretations differ from
those of lower level emplovees. In a firm with a single dominant
culture., pockets of ignorance, resistance, and fanatic enthusiasm
can he di=scovered. Qcoupational, divisional, and hierarchical
sub-cultures could be located. Ceongruencies and conflicts among
aroups and individuals could be mapped, providing a complex and
detailed picture of what is -— and what is not —— chared.

With the hyvbrid methodology, systematic comparisons across
time can be made, permitting the study of cultuwre as a dynamic
process. For example, researchers can use the methodology to map
the spread of a new belief across an organization. The death of
an chesolete culture or the birth of a new culture could be
studied. In a mature organization responding to a crisis, the
process of cultural adjustment could be examined, to determine
where accretion and adjustment occur easily and and where
inertia i= stronaest. I+ deliberate attempte to manage cultural
chanae were attempted. short and leong term effectiQeneSs could be
assessed.

With careful attention to standardizing data collection
procedures during the first stage of a study, the hybrid
methodology can  be used to make systematic comparisons across
organizations. making a whole domain of previously inaccessible
theoretical is=ues open to empirical examination. For example,

potential meraers and acquisitions could be evaluated for
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cultural "fit." Cluster analvses could determine if distinctive
tvpes of cultures exist, for example, with particul ar
orientations towards humanism, innovation, or the importance of
the "bottom line." Claims that szome types of cultures generate
more commi tment, productivity, or profitability could be
empiricallv tested.

Ferhabps most impertantly, if comparisons acroess
oraanizations are possible. the institutions studied bv previous
researchers can he classified as deviant or as representative of
particular subaoroups. One can determine if the frequently
mentioned members of the "Culture 500," such as I.B.M., Digital
Eouipment. and Hewlitt—-Fackard, are cultural norms or anomolies.
The results of previous studies could be systematically
inteagrated. The existence of comparative data would make it
easier to explore relationships between culture and other areacs
of organizational rezearch, eventually facilitating the
intearation of culture into the core of organizational theorvy.

The hvybrid methodology retains some of the strengths of
ogualitative apprcaches, avoids strong social desirability biases,
and permits the generation of comparative data. With variants on
this methodolooical approach,. arganizational culture researchers
could address the centrally important issues described above. If
we continue to fail to generate comparative data which address
these thecretical blindspets, ouwr interesting speculations will
remain speculations and interest in culture may be deservedly

evanescent.
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AFFENDIX A: GQUALITATIVE DATA COLLECTION FROCEDURES

The researcher beagan a typical day of observation at the
local branch office by riding to the office with the first-line
manaaer. During the one~hour drive. the manacer would dictate
hise “to-de" list for the dav inteo a hand-held recorder. He would

aleo dictate anv correspondence to be tvped by his secretary. Of

it

pecial  interest to the researcher were his internal memoranda,
which contained numercus examples of company jargon.

Upon arriving in the office, the manager made copies of &1l
these documents available to the researcher for subseguent
examination. The researcher uvsually spent the next hour talking
informallv with emplovees in the coffee roam. She attempted to
learn what activities were planned for the dav, 1in order to
distribute her obeservation time evenly across individuals and
functions. &t the end of the hour, & record was made of the
announcements  and memoranda posted on the bulletin beoard in  the

coffee room.

The remainder of the dav was spent ocbserving meetings and

dicscus=siones. The number of participantse in these activities
ranasd fiom 10-15 emplovess to one-on-~one discussions, for
examnle. between a3 manager and a subordinate. The researcher

joined emplovees for lunch every day and met with at least one
employee at the end of each day to discuss any questions which
had arisen. For example, at first, much of the jargon and almaost
all of the iJokes were unintelligible to the researcher.

Emplovees provided explanations and definitions of unfamiliar
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terminologvy and helped the researcher distinguish jokes and
iaraon unigue to this company. These definitions and
explanations were corroborated by asking similar questions of
other emplovees on subsequent occasions. Each night., after
leavina the field =etting, the researcher expanded field notes

and reviewed documents collected during the day.

During the off-zite retreat for top management and "rising
stars." each morning began with two-hour meetings of small
aroups. Each aroup was composed of eight sales representatives

and a rotating chairperson selected from the top executive team.
The torpicse of the small group sessions varied each day, and
included issues directly relevant to the present study, such as
the importance of the companv®s philosophy of management and the
"culture" of the companv. At the end of each morning, all
participants gathered in a large room, where the <emall group
discussions were summarized by one member of each group.

Dinners during this retreat were elaborate. Fre- and post-
meal receptions featured top executives as keynote speakers.
These speakers emphasized the future of the company, the
technical and marketing challenges which faced the firm, and the
importance of the talents of the assembled superior performers.
Several award ceremonies were also held. The researcher attended
all these functions and ijcined informal conversations and leisure
activities. such as tennis, golf, tours of the surrounding

locale. and wvarioues eating and drinking gatherings.
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FOOTNOTES

Fartions of an earlier version of this paper were presented in
invited addresses at the meeting of the Western Academy of
Management, Celorado Springs., Colorado, April 1982 and at the
MATO Internaticnal Svmposium on  Managerial Behavior and

Leadership Research, &t. Catherine’s College, University of

Quford. Julv 19832. We wish to thank the following people for
their helpful comments on earlier drafts of this paper: Robert
Faulkner. FPeter Frost., Harecld Leavitt, Meryl Louis, Nigel

Micholson. Jeffrey Pfeffer, Lee Sproull, and Andrew Yan de Ven.
1. A researcher. somewhsat like a new emplovee, "learns" a
culture. Particularliv if the learning process is a short-term
endeavor. the researcher will learn most about the relatively
sunerficial aspects of the culture. more accessible to outsiders
and new emplovees. The present studvy focuses on the short—-term
enculturation of new emplovees, with reference to a particular
set of cultural manifestations. For a longer-—-term study, with a
need for deeper knowledge of tacitly—-held cultural assumptions,
it would be helpful to use sophisticated qualitative methods
dwrine the firset stage of the research process described in this
chanter. Particularly useful would be lengthy participant
pheervation {(e.g., Van Maanen, 1979; Smircich, 1980) and/or in-—
depth clinical interviews (Schein, 1984). However, no length of
involvement, clinical skill, or mix of qualitative technigques can
oguarantee that the researcher has understood the culture in the
various wavs it is perceived by its memhers.

-

2. karl Weick encouraged us to take an imaginative approach to
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designing this questionnaire and sugaested this measure of tacit
cultural knowledge. We are grateful for both his encouragement
and this particular suggestion.

. A cover letter to the questionnaire requested the new
emplovees”™ wvoluntarv assistance and assured +them that the
confidentialitv of their responses would be respected and that no
one at the companvy would have access to their individual data.
The response rate was 87%.

4. Althouch a disjunctien between the company’s espoused values
and values—in-use was anticipated. the content of this
digjunction was unexpnected. In contrast to the espoused values,
the values-in-use placsed more stress on humanitarian concerns and
de-emphacsized financial. product, and csocial responsibility
values. 0One plausible explanation for this disjunction concerns
the audiences to whom these value statements were addressed.
Values~in-use may be primarily oriented toward an internal
audience of emplovess, the primary beneficiaries of humanitarian

policie

n

B In contrast, espoused values concerning finances,
products. services. and =ocial responsibility should be more
relevant to an external audience, such as . customers and
shareholderes. If this explanation ie correct, studies of other
orcanizations should reveal similar disjunctions between the
content of espoused values and values-in-use.

5. This companv 1is not unique in its focus on the value of
uniqueness. Most organizational cultures place strong emphacsis on

unique accomplishments or distinctive institutional competence

{cf., Selznick. 1957: Clark. 1970; Wilkins, 1979). The claim to
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uniqueness is often communicated through organizational stories.

Ironicallvy, these stories are ot themselves unique to a
particular =settina. Instead. in widely divergent organizations.
virtuallw identical stories transmit the value of

uniaueness (Martin. Feldman, Hatch, and Sitkin, 1983). The present
studv =sugaests that., 1in addition to stories, humor and jargon
are cultural forme particularly well-suited to trarmsmit claims of

unigueness
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Table 1. Mean Amount of Cultural Knowledge for Trained and Untrained Employees

Combined
Maximum Mean at Mean at t=value
Type of culture kncwledge possible time 1* time 2* (time 2 —time 1) Probability*~
Espoused Values
Importance of goals to XYZ
Goal {#1 - Financial 11 7.2 8.0 2.12 .024
Goal #2 -Quality 11 10.0 10.1 0.24 n.s.
Goal #3 -Products 11 9.2 9.2 0.20 n.s.
Goal #4 - Social Responsibility 11 8.3 8.5 0.55 n.s.
Goal #5 - People 11 9.1 9.6 1.63 n.s.
Importance of goals to subject
Goal #l1 - Financial 11 7.1 7.7 1.67 .054
Goal #2 -Quality 11 10.0 10.2 0.94 n.S. -
Goal #3 -Products 11 9.1 9.6 1.63 n.s.
Goal #4 - Social Responsibility 11 8.3 8.1 -0.52 n.S.
Goal #5 -People 11 9.8 10.0 0.96 n.s.
Jargon
Technical 12 7.1 9.5 5.79 .0001
Cultural 8 3.9 6.2 6.57 .0001
Both 20 11.0 15.7 8.81 .0001
Tacit Knowledge 20 7.1 8.5 1.23 n.s.

Note: N = 20
* Higher scores indicate greater cultural knowledge

** QOne-tailed
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Table 2. Mean Amount of Cultural Knowledge for Trained Employees

Maximum Mean at Mean at t-value
Type of culture knowledge possible time 1* time 2* (time 2-timel) Procbability**
Story familiarity
Story #1 11 4.6 9.3 4.81 .001
Story #2 11 0.0 4.4 3.13 .006
Story #3 11 4.3 7.7 3.84 .002
Story #4 11 1.0 3.0 2.68 .02

Story messages rated appropriately

Correct messages

Story #1 11 8.1 9.9 5.51 .0001
Story #2 11 7.4 9.7 5.81 .0001
Story #3 11 9.0 10.2 3.67 .003
Story #4 11 5.4 8.1 6.82 .0001

Incorrect messages

Story #1 11 8.1 4.9 -5.40 .0001
Story #2 11 7.1 5.0 -2.60 .02
Story #3 11 3.3 1.6 -3.43 .004

Story #4%**

Neutral
Story #1 11 6.6 4.5 -11.7 .0001
Story #2 11 8.9 8.7 -0.48 n.s.
Story #3 11 9.4 7.7 ~3.43 .004
Story {f#f4*&** 11 6.9 6.9 0.00 N.S.
11 9.2 8.7 ~0.83 n.s.
Values-in-use 10 7.1 9.7 4.00 .002
Note: N =10
* Higher scores indicate greater cultural knowledge
Ll One-tailed

kK No incorrect message for story &
**%* Two neutral messages for story 4
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Table 3. Mean Amount of Cultural Knowledge for Untrained Employees

Maximum Mean at Mean at t=value
Type of culture knowledge possible time 1* time 2* (time 2 ~time 1) Probability**
Story familiarity
Story #1 11 6.0 6.6 0.66 n.S.
Story #2 11 1.6 2.9 0.89 n.s.
Story {#3 11 5.2 7.2 2.00 .08
Story #4 11 1.9 1.7 -0.29 n.s.

Story messages rated appropriately

Correct messages

Story #1 11 9.0 9.1 0.32 n.s.
Story # 11 8.4 8.8 0.29 n.s.
Story #3 11 10.3 10.0 -1.15 n.s. :
Story # 11 8.3 9.2 1.59 n.s.

Incorrect messages

Story #1 11 6.0 5.9 -0.10 n.s.
Story #2 11 6.1 7.6 0.29 n.s.
Story # 11 2.8 3.0 0.12 n.s.

Story it4*%%

Neutral

Story #1 11 6.9 6.1 -0.79 n.s.
Story #2 11 7.6 9.0 1.23 n.s.
Story #3 11 8.1° 7.2 -1.65 n.s.
Story #4x*x%% 11 5.5 7.3 3.52 .007
11 8.3 8.6 . 1.15 n.s.
Values-in-use 10 8.1 8.7 1.96 .09

Note: N = 10

* Higher scores indicate greater cultural knowledge

*% Two-tailed
*%%*  No incorrect message for story 4
*%%* Two neutral messages for story 4




Siehl and Martin, MEASURING, p. 40

REFFERENCES

argyris, Chris and Donald Schon. 1978. Organizational Learning: A Theory

of Action Perspective. Reading, MA: Addison-Wesley.

Baker, Edwin L. 1980. Managing Organizational Culture. The McKinsey

OQuarterly {(Autumn): 51-61.

Berger, Peter L. and Thomas Luckmann. 1966. The Social Construction of

Reality. Garden City, NY: Doubleday.

Boland, Richard and Raymond Hof fman. 1983. Humor in A Machine Shop: An

Interpretation of Symbolic Action. 1In Organizational Symbolism, ed.

Louis Pondy, Peter Frost, Gareth Morgan, and Thomas Dandridage,

pp. 187-198. Greenwich, CT: JAI Press.

Burrell, Gibson and Gareth Morgan. 1979. sociological paradiams and

Organizational Analysis. London: Heinemann Fducational Rooks, Ltd.

Campbell, Donald T. and Julian C. Stanlev. 1963. Experimental and Ouasi-

Experimental Desiqns for Research. Chicaqgo: Rand McMally and Co.

Clark, Burton R. 1970. The Distinctive College: Antioch, Reed and

Swarthmore. Chicago: Aldine.



Siehl and Martin, MEASURING, p. 41

Cooke, Robert A. and Denise M. Rousseau. 1983. The Organizational Culture
Inventory: A Quantitative Assessment of Culture. Uinpubli shed paper,

Northwestern University.

paft, Richard L. 1980. The Fvolution of Organizational Analysis in ASO,

1959-1979. Administrative Science Ouarterly 25: 632-636.

Fdelman, J.Marray. 1977. pPoli tical Language. New York: Academic Press.

Gamst, Frederick C. and rdward Norbeck, ed. 1976. Ideas of Culture:

sources and Uses. New York: Holt, Rinehart and Winston.

geertz, Clifford 1973. The Interpretation of Cultures. New vyork: Rasic

Books, Inc.

Gephart, Robert P. 1978. Status Degradation and Organizational Succession:

An Ethnomethodological Approach. Administrative Science Quarterly

23: 553-581.

Goffman, Frvinag. 1963. Stigma. Fnglewood Cliffs, NMJ: Prentice-Hall.

Gregory, Kathleen L. 1983. Native-View Paradigms: Multiple Culture

conflicts in Organizations. Administrative Science Ouarterlv

28: 359-376.



Siehl and Martin, MEASURING, p. 42

Hirsch, pPaul M. and John A. Y. Andrews. 1983. Ambushes, Shootouts, and
Knights of the Round Table: The Lanquage of Corporate Takeovers. In

Organizational Symbolism, ed. Louis Pondy, Peter Frost, Gareth Morgan,

and Thomas Dandridge, pp. 145-155. Greenwich, CT: JAI Press.

Kilmann, Ralph H. and Mary J. Saxton. 1983. The Kilmann-Saxton Culture-Gap

Survey. Unpublished paper, Oorganizational Desian Consultants, Inc.,

Pittsburgh, PA.

Louis, Meryl R. 1980. Surprise and Sense Making: What Mewcomers Fxperience

in Entering Unfamiliar Organizational Settinas. Administrative

Science Ouarterly 25: 226-251.

. 1983, Organizations As Culture-Rearing Milieux. In

Organizational Symbolism, ed. Louis Pondy, Peter Frost, Gareth Morgan,

and Thomas Dandridge, pp. 39-54. Greenwich, CT: JATI Press.

Martin, Joanne. 1982, Stories and Scripts in Organizational Settings. In

Cognitive Social Psychology, ed. Albert Hastorf and Alice Isen,

pp. 255-305. MNew York: Elsevier-NMorth Holland, Inc.

Martin, Joanne, Martha Feldman, Mary J. Hatch, and Sim Sitkin. 1983, The

Uniqueness Paradox in Organizational Stories. Administrative Science

Quarterly 28: 438-453.



Siehl and Martin, MEASURING, p. 43

Martin, Joanne and Caren Siehl. 1983. Organizational Culture and

Counterculture: An Uneasy Symbiosis. Organizational Dynamics

(Autumn): 52-64.

Moch, Michael, and Anne S. Huff. 1981. Chewing Ass Out: The Enactment of
Power Relationships Through Lanquage and Ri tual. Unpublished paper

delivered at the Academy of Management meetinags, Detroit, MI.

Morgan, Gareth, and Linda Smircich. 1980. The Case for Oualitative

Research. Academy of Management Review 5: 491-500.

Pettigrew, Andrew 1979. On studying Organizational Cultures.

Administrative Science Quarterly 24: 570-581.

pPondy, Louis R. 1978, Leadership Is A Language Game." In Leadership: Where

Else Can We Go?, ed. Morgan McCall and Michael Lombardo, pp. 87-99.

purham, NC: Duke University Press.

pondy, Louis, Peter Frost, Gareth Morgan, and Thomas NDandridae, ed. 1983.

Organizational Symbolism. Greenwich, CT: JAI Press.

Schein, Edgar H. 19R1. DNoes Japanese Management Style Have A Message for

American Managers? Sloan Management Review 23: 55-KRk.,

. 1984. Organizational Culture and T.eadership. San Francisco:

Jossey-Bass Publishers.



Ssiehl and Martin, MEASURING, p. 44

Selznik, Philip. 1957. IL,eadership and Administration. Fvanston, IL: Row,

Peterson.

Smircich, Linda. 1983. Studying Organizations As Cultures. In Beyond the

Method: Strategies for Social Research, ed. Gareth Morgan,

pp. 160-172. Beverly Hills, CA: Sage Publishers.

. 1983, Organizations As shared Meaning." In Organizational

Symbolism, ed. Louis pPondy, Peter Frost, Gareth Morgan, and Thomas

Dandridge, pp. 55-68. Greenwich, CT: JAI Press.

van Maanen, John, ed. 1979. Ouali tative Methodoloqgy. Administrative

Science Quarterly (Special Issue) 24: 519-712.

van Maanen, John, and Stephen R. Barley. 1984. Occupational Communities:

Culture and Control., In Research in organizational Behavior, ed.

Barry Staw, Vol. 6. Greenwich, CT: JAI Press.

van Maanen, John and Edgar H. schein. 1979. Toward A Theory of

Organizational Socialization. In Research in organizational Behavior,

ed. Barry Staw and L. Cummings, vol 1. Greenwich, CT: JAI Press.

Wilkins, Alan 1978, Organizational Stories As An Fxpression of Management

philosophy: Implications for Social Control in Organizations.

Unpublished Ph.D. di ssertation, Stanford University.



