Workshop Activity Notes
ORGANISATIONAL CULTURE

What is this thing called organisational culture?

Spoken of in other ways, culture in organisational terms is broadly the social/behavioural manifestation and experiencing of a whole range of issues such as: 
· the way work is organised and experienced
· how authority exercised and distributed
· how people are and feel rewarded, organised and controlled		
· the values and work orientation of staff
· the degree of formalisation, standardisation and control there is/should be
· the value placed on planning, analysis, logic, fairness etc
· how much initiative, risk-taking, scope for individuality and expression is given
· rules and expectations about such things as informality in interpersonal relations,
· dress, personal eccentricity etc
· emphasis given to rules, procedures,
· specifications of performance and results, team or individual working

SOCIOLOGICAL APPROACH

Organisations as miniature societies - independent individuals combining and interacting, in an ordered fashion, for the purpose of achieving certain goals.
DOMINANT IDEOLOGIES

Developed by organisation - what are desirable goals and outlooks for members Which behaviour patterns are helpful, acceptable, and which are not.
SOCIALISATION

The process whereby an individual, with a potential for a very wide range of behavioural patterns, is led to develop actual behaviour patterns which are within the range of what is customary and acceptable in the group.
THE PROCESS
· Imitation of others - learning from the reaction of others - which behaviours bring acceptance - praise - rewards - recognition – security
· In the extreme case - organisational rules and norms may be internalised by the individual - accepted as their own personal standards of action - they become part of the personality
· The speed and effectiveness of socialisation determine employee loyalty, commitment and productivity. The basic stability and effectiveness of organisations depends upon their ability to socialise new members.

CULTURE SYSTEMS

· Organisations behavioural rules and norms are the product of its central value systems or culture
· This will have developed as a response to an organisations need for survival and functional efficiency

FUNCTIONS OF CULTURE

· Specifies goals and values toward which organisation should be directed, and by which its success and worth should be measured
· Prescribes appropriate relationship between Individuals and the Organisation
· What the Organisation should expect from Staff
· What Staff should expect from the Organisation
· Indicates how behaviour should be controlled - and by what means
· Which Qualities, Behaviours are valued - which vilified
· Establishes appropriate methods of dealing with the external environment

TYPES OF CULTURE   
POWER CULTURE (Dictatorship)
· The organisation needs to dominate its environment and conquer all opposition.
· Those in authority require absolute control over subordinates
· Little need of precise rules since operates through obedience and rapid responses to central dictates
· Key people will have won position by playing the organisation power game. They will be power orientated, politically minded, willing to take risks.
Examples
· Small entrepreneurial organisations
· Small family firm

ADVANTAGES
· Good at co-ordinating effort to achieve goals
· Adjusts rapidly to change, new technology, new environment
PROBLEMS
· Not good within large complex organisations
· Power motivated staff may keep vital information for own gain

ROLE CULTURE

· Obedience to legitimate authority, rational rules and procedures. Great emphasis on formal hierarchy and status.  Example - the Bureaucratic system of organisation
· Authoritarian - Results important but the means by which obtained equally so
· Conformity to rules - respect for precedence - need for legitimacy, legality.
ADVANTAGES
· Well suited to coping with large scale operations
· Development of expertise within a rational division of labour
PROBLEMS
· Not suited to flexibility – innovation - constant redeployment of skills

TASK CULTURE
· Commitment to solving the problem or getting the job done - all rules, procedures and structures constantly evaluated in terms of contribution to getting task done
· Flexibility - speed of reaction - creativity. Many middle and junior managers prefer to work within a task culture Examples - Matrix organisations - project group approach
· Product groups of marketing departments, merger, take over sections of merchant bank.

ADVANTAGES
· Good at getting job done by use of groups, project teams or task force.
PROBLEMS
· Control is difficult.  If resources are limited various task groups compete rather than work together.

PERSON ORIENTED

· Meeting the psychological and social needs of individual members e.g. early Kibbutz – communes
· Professional groups undertaking joint research Barristers chambers - Architects partnerships
· Organisation is used by its members to fulfil personal needs which they would not be able to fulfil outside the organisation.
· Individuals influence each other by example, helpfulness and caring.
ADVANTAGES
Good at meeting the needs of individual members
PROBLEMS
Very unstable since compliance with rules voluntary




Workshop Activity

Culture of Organisations - 1

Activities:


1. Attempt a definition of what is meant by ‘the culture of an organisation’.
Organizational culture as the “personality” or “DNA” of a company- it shapes everything about how the organization functions. 4 main types are described in this document.

2. Prepare a list of the factors that impact upon the culture of an organisation
1) Leadership style & Management Approach
2) Organizational structure
3) Work organization
4) Values and behaviors norms
5) Human resource practices
6) External environment
7) Company size and age		


With reference to the article ‘Culture at the core – Apple Computer’ found in Appendix 1 below :

3.  Describe the corporate culture created at Apple by the co-founders. What do think were the advantages and the disadvantages? Explain how the advantages could have been built upon and the disadvantages minimised.

Advantages (Pros):

1. Innovation and Creativity
- Encouraged "thinking the unthinkable"
- Promoted doing things differently
- Fostered groundbreaking product development (Apple II, Mac)

2. Strong Customer Loyalty
- Created extremely strong customer base
- Customers "fell in love" with their Macs
- Users were highly loyal ("would not use anything else")

3. Entrepreneurial Spirit
- Encouraged employees to "do their own thing"
- Challenged establishment thinking
- Promoted optimistic outlook ("insanely optimistic")

4. Technical Excellence
- Technical staff treated as "Gods"
- Created groundbreaking machines
- Strong focus on product innovation

Disadvantages (Cons):

1. Lack of Control
- Culture was "unharnessed and uncontrolled"
- Difficult to implement necessary business controls
- Challenging to manage as company grew larger

2. Internal Conflicts
- Clashes between creative staff and business executives
- Battles between co-founders themselves
- Conflict between creative culture and business needs

3. Decision-Making Problems
- Culture of consensus led to:
  * Postponed decisions
  * Reversed decisions
  * Avoided decisions
- Difficulty making and implementing big decisions

4. Management Challenges
- Hard to balance creativity with corporate control
- Difficult to implement necessary changes
- Challenging to maintain stability

5. Cultural Resistance
- Difficult to adapt to business necessities
- Resistance to traditional business practices
- Struggles with transition to larger corporation

Recommendations for improvement might have included:
1. Maintaining creative culture while adding:
   - Clear decision-making processes
   - Balanced control systems
   - Professional management practices

2. Better integration between:
   - Creative and business teams
   - Technical and management staff
   - Innovation and corporate control

3. Development of:
   - Clear leadership structure
   - Defined decision-making processes
   - Balanced approach to consensus

4. Explain how the culture of indecision reflected the problems within the Apple Corporation.
1) Making a big decision became “a nightmare”—three major problems
· Postponing decision
· Reversing decision
· Avoiding decisions altogether	
2) Scully’s management approach:
· Left the original culture largely untouched
· Tried to balance creativity with corporate control
· Attempt not to destroy the “creative maelstrom”
Consequences:
· Lost opportunities
· Delayed actions
· Frequent decision reversals
· Eventually contributed to leader changes:
Scully fell out of favor
Spindle faces similar issues
Spindler left within a year due to these problems

5. What advice would you have given the in-coming chief executive?
There is a quite lot of challenges to confront for the in-coming chief executive.
Personally speaking, I would recommend having a clear hierarchy between those geniuses. Someone needs to balance and implement their talents rationally. Otherwise, they are out of control and aggressive. Building a nice and coherent relationship between them.


	






Appendix 1

Culture at the core – Apple Computer

The founders of the famous Apple Computer company, Steven P. Jobs and Stephen Wozniak, virtually started the whole PC industry with their Apple II. At the same time they created a very different type of culture than had previously existed. They encouraged their employees to ignore the ‘establishment’, think the unthinkable, be insanely optimistic and to do their own thing. The result was a PC which created an extremely strong customer base – a Mac user would not use anything else, they fell in love with their Macs!

However, according to at least one former senior employee, there was a downside to the culture at Apple. It was ‘unharnessed and uncontrolled’. A clash between the staid executives hired to run the company’s marketing and financial activities and the madcap creators of groundbreaking machines was inevitable. All-out battles became common, not the least between the two co-founders!

PepsiCo executive, John Scully, brought in to bring big company thinking to bear upon Apple’s problems soon found himself in conflict with the remaining founder, Stephen Jobs. Their dispute over the design of the Mac resulted in a victory for Scully but further battles were to come. The technical wizards at Apple were used to being treated as Gods but Scully had to attempt not to destroy the creative maelstrom that brought the Mac into existence whilst at the same time implementing the control necessary to run a big corporation.  A necessary evil was the laying off of many employees to ensure the company’s survival.

His approach meant leaving the culture alone but the costs were great. Making a big decision became a nightmare – searching for consensus meant postponing decisions, reversing them or avoiding them. Still Apple’s fortunes flourished – such was the strength of their customer base. Scully however, fell out of favour and was replaced by Michael Spindler, who began, like Scully with massive lay-offs. Although initially successful, within a year Spindler was gone – the Apple cult of consensus had meant lost opportunities, delay and reversal got to him quite quickly!

The new Chief Executive, Gilbert Amelio, took on quite a job. Although coming to Apple with a formidable reputation as the saviour of failing companies the task in front of him was daunting. Amelio had a mission to change failing corporate cultures – Apple would put him to the test. Apple’s share of the PC market was down to 8% when he took office in 1996. Any lower and the once mighty Apple corporation would be reduced to minor, bit part players.



