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Preface

Today, the significance of cultural change within organizations is impossible to ignore. 
The organizational culture is the ultimate way of addressing a firm’s problems. One 
reason for this is that organizations empowering change are presumably open to new 
ideas in every sphere. Changes in organizational culture are crucial for marginalizing 
a firm’s activities. Organizational cultural change is a broad concept that elevates 
individuals’ interest in firms’ patterns, beliefs, values, and assumptions. Technology is 
the main driver of change within organizations. New technologies have helped firms 
advance in today’s turbulent market through a wide cultural shift.

This edited volume, Organizational Culture – Cultural Change and Technology, is a 
collection of nine chapters that examine organizational cultural change from diverse 
perspectives. This book highlights the following topics:

• The strategic significance of organizational cultural change in today’s world

• Opportunities and challenges of organizational change facilitated by technological 
implementation

• The role of individuals (i.e., organizations, employees, management, stakeholders) 
in organizational cultural change

• The outcomes of cultural change (i.e., innovation, competitiveness, performance, 
behavior, retention, employee satisfaction, etc.)

Chapter 1, “Organizational Culture Change and Technology: Navigating the Digital 
Transformation”, highlights market demands to integrate new tools and techniques 
that are exceptional in bringing about change. This chapter is a well-written academic 
piece that explores the relationship between technology and organizational culture 
change in today’s world.

Chapter 2, “Organizational Culture in Enterprises Applying the Humanistic and 
Economic Paradigm of Management”, helps to understand how modern societies have 
altered the view of change as necessary. The need for change empowers employees to 
humanize the internal work environment. Under the humanistic approach, this topic 
determines the relationship between the management paradigm and the organizational 
culture’s dependencies, references, and values.

Chapter 3, “The Impact of Technological Advances on Cultural Conflicts within 
Organizations”, indicates how organizations have embraced technologies to influ-
ence their values and conventions. As technology affects a firm’s behavior, norms, 
and performance, it shows that cultural heritage supported by digitalization leads 
to misunderstanding and hostilities.



IV

Chapter 4, “Does Stress Type Matter? Clarifying the Relationships between Public 
Service Motivation, Work-Related Stress, and Employee Attitudes”, highlights 
stress as the most common characteristic altering a firm’s working environment. 
This chapter explores the relationship between public service motivation and 
environmental, organizational, and job stress, which has a direct effect on employee 
job satisfaction and turnover.

Chapter 5, “Organizational Culture as an Analytical Perspective on ‘Organizational 
Failure’ ”, suggests that the knowledge-based economy brings a major shift in the orga-
nizational models. This chapter shows that to function smoothly in a knowledgeable 
society, universities are required to function as organizations.

Chapter 6, “The Role of Organizational Climate in Cultural Transformation”, 
explores the most common dimensions of the workplace climate and their influence 
on organizational culture. The employee’s efficiency and productivity depend on the 
organization’s climate. This chapter analyzes the employees’ work duties and their 
effect on the organization’s system and work culture.

Chapter 7, “The Role of Employee Behavior and Organizational Culture in Strategy 
Implementation and Performance in a VUCA World”, examines how, today, organi-
zations encountering numerous challenges need to adopt profound approaches that 
influence employee behavior and organizational culture. The cultural orientation 
enables firms to cope with market volatility, uncertainty, complexity, and ambigui-
ties. This chapter emphasizes the need for effective strategy execution and employee 
behavior in achieving high performance in a world with volatility, uncertainty, 
complexity, and ambiguity (VUCA).

Chapter 8, “Interplay between Technology and Culture in Driving Change for Employee 
Satisfaction”, expresses the synergetic relationship between technology, organizational 
culture, and employee satisfaction.

Chapter 9, “The Influence of Employer Brand Dimensions on the Affective Organizational 
Commitment of Employees in Small and Medium-Sized Enterprises”, emphasizes 
building a healthy workplace by identifying the implements of employees’ branding.

The volume includes the latest theoretical developments that are vital for driving 
organizational change. It highlights the concept that integrates new thinking, feelings, 
and intuitions needed for steering the change in the business culture. This book is a 
valuable guide for organizations, practitioners, writers, and professional audiences. 
The editor appreciates all those who contributed to the success of this book. We 
sincerely thank all the individuals who energetically supported us in this endeavor.

Muddassar Sarfraz and Wasi Ul Hassan Shah
School of Management,

Zhejiang Shuren University,
Hangzhou, PR China
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Chapter 1

Organizational Culture Change and 
Technology: Navigating the Digital 
Transformation
Kivanc Bozkus

Abstract

The chapter investigates the critical relationship between technology and 
organizational culture change. It presents a framework that elucidates the interplay 
between technological adoption and the ensuing cultural shifts within organiza-
tions. The author delves into the various stages of the digital transformation 
process, examining the challenges and opportunities that organizations encounter 
as they integrate new technologies. By drawing on real-world examples and case 
studies, the chapter underscores the pivotal role that organizational leaders play in 
guiding their teams through these transitions, fostering a culture of adaptability, 
and promoting a growth mindset. The chapter also explores the importance of 
addressing the human element in digital transformation efforts, emphasizing the 
need to effectively manage change, overcome resistance, and bridge skill gaps 
to ensure a successful transition. Furthermore, the author discusses the ethi-
cal implications of adopting new technologies, advocating for a responsible and 
people-centric approach to innovation. In conclusion, the chapter offers a forward-
looking perspective on the future of organizational culture in the digital era, 
anticipating emerging trends and novel technologies that will continue to shape the 
way organizations function. This informative chapter provides a valuable resource 
for understanding and navigating the complex interplay between organizational 
culture change and technology.

Keywords: organizational culture change, digital transformation, technological 
adoption, leadership and adaptability, ethical implications

1. Introduction

The digital age has brought about significant transformations in the way we live, 
work, and interact with one another. Technological advancements have allowed us to 
connect with people from all over the world, access vast stores of information at our 
fingertips, and automate a wide range of tasks. As these changes continue to unfold, it 
is increasingly apparent that technology is not only changing the way we live but also 
the way we work.
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This chapter explores the interplay between organizational culture and technol-
ogy in the digital era. I delve into the ways that technological advancements have 
influenced organizational culture and vice versa. I discuss how the adoption of new 
technologies has affected the way we communicate, collaborate, and make decisions 
within organizations. I also examine the ethical considerations associated with the use 
of technology in the workplace such as privacy and data security, job displacement, 
and environmental impact.

Furthermore, this chapter outlines the future of organizational culture in the 
digital era. I discuss how remote work arrangements and the increasing significance 
of diversity and inclusion are expected to impact corporate culture in the future. I 
also examine how the rapid development of automation and artificial intelligence 
technologies will continue to influence corporate culture, and the potential effects 
on employee well-being, work happiness, and mental health as they become more 
integrated into many facets of organizational life.

Ultimately, the dynamic interplay between organizational culture and technology 
is complex and multifaceted. As the rate of technological change quickens, businesses 
must continue to be watchful and proactive in spotting new trends and cutting-edge 
technologies that will influence organizational culture in the future. By doing this, 
organizations may foster a culture that is more adaptable, resilient, and inclusive, 
setting themselves up for long-term success in a setting that is dynamically unstable 
and uncertain.

2. The framework of the digital transformation

Numerous breakthroughs and technological advancements at the beginning of 
the digital age have changed how businesses function [1]. The interaction between 
technological adoption and subsequent cultural shifts inside businesses becomes an 
intriguing research topic as technology continues to advance at an exponential rate. 
Understanding the difficulties and opportunities brought on by these developments 
requires a framework that clarifies this interaction.

Organizations must first recognize the potential advantages of adopting new 
technologies before the adoption process can begin [2]. This understanding frequently 
results from a knowledge of the competitive environment and a desire to stay relevant 
in the face of upheaval [3]. The sheer use of technology, however, does not ensure suc-
cess. To ensure the successful adoption and utilization of new technologies, corporate 
culture must undergo a fundamental transition [4].

Technology advances must be successfully implemented, and organizational cul-
ture, which is the shared values, assumptions, and beliefs that shape behavior within 
a company [5], is a key determinant. A positive cultural shift that embraces change is 
necessary to create an atmosphere in which people feel empowered to try new things, 
learn new things, and adapt to new ways of doing things [6]. Promoting a growth 
attitude, open communication, and teamwork are essential components in creating a 
culture that welcomes technology improvements [7].

It is crucial to take into account both the macro and micro-level factors that 
have an impact on this relationship in order to better understand how technological 
adoption and cultural changes interact. On a larger scale, firms are under a great 
deal of pressure to adapt due to the external environment, which is characterized 
by quick technological development, escalating competition, and altering customer 
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preferences [8]. Due to this external pressure, businesses must assess their current 
procedures and consider using new technology in order to stay competitive [9].

Simultaneously, at the micro-level, individual attitudes and behaviors play a vital 
role in the successful integration of technology within organizations. Research has 
shown that individual resistance to change can hinder the successful implementation 
of technological innovations [10]. Thus, organizations must invest in training, skill 
development, and change management initiatives to ensure employees are equipped 
to navigate the dynamic landscape shaped by technology [11].

In conclusion, a framework that elucidates the interplay between technological 
adoption and the ensuing cultural shift within organizations recognizes the complex 
interdependencies between macro-level environmental factors and micro-level 
individual behaviors. By understanding this interplay, organizations can better 
anticipate and navigate the challenges and opportunities that arise from technological 
advancements, ultimately fostering a culture that supports innovation, adaptability, 
and growth.

3. Stages of the digital transformation process

The digital transformation process, a multifaceted endeavor, has piqued the 
 interest of scholars and practitioners alike as it involves the integration of new 
technologies into the core of an organization’s operations, fundamentally altering the 
way it creates and delivers value to customers [12]. As organizations embark on their 
digital transformation journeys, they encounter a myriad of challenges and oppor-
tunities at various stages of the process. A deeper understanding of these stages, in 
conjunction with the associated challenges and opportunities, is essential for organi-
zations seeking to navigate the complexities of digital transformation.

The acknowledgment of the need for change by an organization and the following 
creation of a future vision are what define the initial stage of digital transformation 
[1]. At this stage, firms struggle to determine the most pertinent technology and 
create a comprehensive strategy that is in line with their main business goals [4]. 
However, if firms keep a strong emphasis on strategic planning and resource alloca-
tion, the chances for growth and greater competitiveness that result from integrating 
digital technologies can offset these initial hurdles [3].

Organizations must deal with the challenges of integrating new technologies into 
their existing processes and infrastructure as they go to the deployment stage [13]. 
Effective change management is essential at this level because firms must deal with 
potential resistance from staff members who are concerned about how new technolo-
gies may affect their jobs and duties [10]. Organizations must make targeted training 
and skill development investments to promote a culture of learning and flexibility in 
order to address these issues and seize the potential for increased productivity and 
efficiency [11].

Organizations refine their usage of new technology and change their processes 
during the optimization stage of digital transformation to get the most benefit pos-
sible from these advances [14]. Organizations at this stage struggle to strike a balance 
between utilizing the advantages of current technology and remaining adaptable in 
the face of ongoing technological breakthroughs [6]. Organizations in this stage have 
opportunities if they can use data and analytics to guide decision-making and pro-
mote continuous improvement [15].
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The ability of an organization to fully integrate new technologies into its core 
business processes and culture defines the maturity stage of digital transformation. 
At this point, the organization has achieved a level of digital readiness that enables it 
to continuously adapt and innovate in response to changing market conditions [16]. 
Organizations must negotiate the difficulty of maintaining their innovative edge at 
this level to avoid becoming complacent and risking falling behind their rivals [9]. 
Organizations that have successfully traversed the previous phases of digital transfor-
mation are well-positioned to use their digital capabilities for sustained growth and 
competitiveness, thus the prospects in this stage are wide [12].

In conclusion, the process of digital transformation takes place over a number of 
stages, each of which presents its own set of opportunities and problems for compa-
nies. Organizations can more successfully navigate the challenges of digital trans-
formation by understanding the nuances of these stages and the implications that go 
along with them. In doing so, they will ultimately realize the enormous potential of 
new technologies to spur growth and competitiveness in the digital age.

4.  The role that organizational leaders play in guiding their teams through 
transitions

Organizational leaders are crucial in supporting their staff through changes, 
establishing an adaptable culture, and encouraging a growth mentality in the quickly 
changing digital landscape [6]. Understanding the duties and skills needed of lead-
ers to successfully manage these changes is essential given the growing incidence of 
digital transformation programs [1].

Leaders must first present a clear vision and strategy that is in line with the larger 
corporate goals and explain the advantages of adopting new technology as firms 
undergo digital transformation [12]. By sharing this vision, executives may address 
team members’ potential fears and uncertainties while also instilling a sense of 
urgency and direction for the organization [17]. Additionally, as the environment is 
constantly changing, leaders must be adaptable and flexible in order to make changes 
in reaction to new knowledge and market conditions [9].

The development of a culture that welcomes change and adaptability is essential 
to guiding teams through digital transformation [5]. Organizational leaders can 
influence this culture by exhibiting actions that show a willingness to try new things, 
learn from mistakes, and adapt [18]. Cultivating a culture of adaptation requires 
fostering open communication, teamwork, and a willingness to challenge the status 
quo [19].

Additionally, leaders must encourage their team members to adopt a growth 
mentality [7]. This way of thinking, which is defined by the conviction that skills and 
intellect can be acquired via work and education, has been associated with higher 
levels of motivation, adaptability, and performance [20]. Leaders may foster a culture 
where team members feel empowered to adopt novel technology and strategies by 
praising and rewarding effort, tenacity, and ongoing learning, ultimately spurring 
innovation and growth [21].

The techniques and tactics used by these leaders to effectively manage the com-
plexity of digital transformation can be better understood by real-world examples 
and case studies. Microsoft’s change under CEO Satya Nadella’s direction is one 
noteworthy example. Nadella realized right once that the company needed a cultural 
change to encourage innovation and agility in response to the quickly evolving digital 
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landscape [22]. He promoted a growth mindset, urging staff members to embrace a 
“learn it all” attitude rather than a “know it all” attitude [23]. Microsoft was able to 
revitalize its product line, enter new markets, and achieve tremendous growth by 
adopting this attitude [24].

The evolution of DBS Bank, a preeminent financial organization in Asia, is 
another intriguing case study. DBS Bank started a digital transformation journey 
under the direction of CEO Piyush Gupta [25]. Gupta promoted an organizational 
cultural shift by highlighting the value of cooperation, experimentation, and 
customer-centricity [26]. DBS Bank was able to successfully restructure its business 
model through these initiatives, utilizing digital technologies to optimize operations, 
enhance client experiences, and spur innovation [25].

Walmart is a shining example of a business adopting digital transformation to 
keep its competitive edge in the retail sector. Walmart has made significant invest-
ments in its e-commerce capabilities and introduced a number of digital initiatives 
targeted at improving the consumer experience, such as mobile apps and click-
and-collect services, under the direction of CEO Doug McMillon [27]. A culture 
of innovation and adaptation has been fostered throughout the company thanks to 
McMillon’s leadership, allowing Walmart to maintain its lead in the quickly changing 
retail sector [28].

These case studies show how essential organizational leaders are in assisting 
their teams as they undergo digital transformation. These executives have effectively 
navigated the opportunities and challenges given by the digital revolution by adopt-
ing a growth mentality, encouraging an environment of adaptation, and continuously 
emphasizing customer-centricity.

In summary, organizational leaders are crucial in supporting their teams, while 
they undergo digital transformation, creating an environment that is flexible, and 
encouraging a growth attitude. Leaders may successfully negotiate the intricacies 
of technology change and position their organizations for long-term success in the 
digital age by fostering four crucial qualities.

5. The human element in digital transformation efforts

For firms hoping to stay competitive in today’s ever-changing business environment, 
digital transformation has become essential. While the successful implementation of 
new technology is an essential component of these efforts, the human element must 
also be taken into consideration [1].

Effective change management is essential for handling the human element of 
digital transformation [17]. This entails creating a distinct vision and strategy, 
outlining the advantages of change, and including staff members at every stage [12]. 
Organizational leaders may support the successful integration of new technology 
while also addressing possible worries and uncertainty among team members by 
encouraging a culture of adaptability and growth [19].

Overcoming this natural human predisposition to reject change is a major 
issue in efforts to implement digital transformation [29]. Engaging staff members 
in decision-making can help overcome this resistance by giving them a sense of 
ownership and influence over the changes being made [30]. Additionally, sup-
plying continuing assistance, materials, and training can assist staff members in 
developing the abilities and self-assurance required to adopt new procedures and 
technology [31].
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Another critical component of addressing the human factor in digital transforma-
tion is bridging skill gaps. Digital talents are increasingly in demand as businesses 
adopt new technologies. Organizations must make targeted training and development 
program investments to provide their personnel with the essential skills and abilities 
to solve this challenge [32]. Additionally, encouraging an environment of constant 
learning and development can assist firms in being flexible and adaptable in the face 
of ongoing technological progress [21].

In conclusion, successful initiatives to implement digital transformation must 
focus on the human factor. Organizational leaders can assure a smooth transition, 
utilize the advantages of digital technologies, and position their companies for long-
term success in the digital age by skillfully managing change, overcoming resistance, 
and bridging skill gaps. The different aspects that affect an organization’s workforce, 
such as change management, resistance to change, and the need to fill skill gaps, must 
be understood by organizational leaders. Leaders may foster a positive environment, 
where people can adapt, grow, and succeed despite the continuous digital transforma-
tion by being proactive and addressing these concerns. In turn, this enhances the 
organization’s long-term success and competitiveness in the rapidly evolving digital 
landscape.

6. The ethical implications of adopting new technologies

The rapid adoption of new technologies has undeniably revolutionized the way we 
live and work, offering unprecedented opportunities for innovation, efficiency, and 
growth. However, the relentless pursuit of technological advancement also raises a 
number of ethical concerns, necessitating a responsible and people-centric approach 
to innovation [33].

One significant ethical concern associated with technological adoption is the 
potential impact on employment and income inequality [34]. As automation and 
artificial intelligence (AI) increasingly replace human labor in a variety of tasks, 
there are growing concerns about job displacement and the widening gap between the 
highly skilled and less-skilled workers [35]. To mitigate these negative consequences, 
organizations and policymakers must prioritize workforce retraining and skills devel-
opment, ensuring that individuals have the necessary skills to adapt to the changing 
labor market [36].

Privacy and data security are also pressing ethical concerns in the digital age as 
organizations increasingly rely on the collection and analysis of vast amounts of per-
sonal data to drive decision-making [37]. The potential misuse of this data, as well as 
the risk of unauthorized access by malicious actors, raises important questions about 
the ethical boundaries of data collection and surveillance [38]. Organizations must, 
therefore, adopt rigorous privacy and security measures, while also being transpar-
ent about their data practices and ensuring that individuals have control over their 
personal information [39].

The environmental impact of technology adoption is another important ethical 
consideration. While new technologies have the potential to drive sustainability 
efforts and reduce our environmental footprint, they can also contribute to increased 
energy consumption and electronic waste [40]. Organizations must carefully consider 
the environmental implications of their technology choices and strive to minimize 
their ecological impact through responsible practices such as energy efficiency, 
recycling, and sustainable sourcing [41].
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It is critical for organizational leaders, legislators, and society at large to have 
continual conversations about the implications of technological adoption in light 
of these ethical considerations. Stakeholders can collaborate to create frameworks 
and rules that strike a balance between the pursuit of innovation and the defense 
of human values, rights, and dignity by encouraging open discourse and ethical 
thought [42].

Organizations should also give ethical issues top priority when making strategic 
decisions, focusing on the interests and well-being of those who will be impacted 
by new technology and their communities [43]. To make sure that ethical issues are 
promptly addressed and incorporated into organizational procedures, this may entail 
putting in place ethical monitoring mechanisms, such as the usage of ethics commit-
tees or the employment of ethics officers [19].

In the end, overcoming the difficulty of managing the moral ramifications of 
technological adoption necessitates a team effort and a shared dedication to respon-
sible innovation. Organizations, politicians, and society as a whole may work together 
to fully utilize the potential of new technologies while preserving the values and 
principles that define our humanity by acknowledging the significance of ethical 
considerations and taking a people-centric approach.

In conclusion, there are several ethical ramifications of implementing new 
technology, necessitating a responsible and human-centered approach to innovation. 
Organizations may choose the technologies they adopt more wisely by taking into 
account the social, economic, and environmental repercussions of their choices, help-
ing to create a more egalitarian, secure, and sustainable future for all.

7. The future of organizational culture in the digital era

In reaction to new trends and cutting-edge technologies, organizational culture 
is about to go through considerable changes. The ongoing expansion of remote and 
flexible work arrangements is one trend that is anticipated to have a significant impact 
on corporate culture [44]. Since the COVID-19 epidemic has expedited the shift to 
remote work, firms must reconsider conventional ideas of collaboration, communica-
tion, and employee engagement as they adjust to this new reality [45]. It will be neces-
sary to create new procedures and technologies to accommodate a more scattered 
workforce in addition to placing more focus on encouraging a sense of connectedness 
and shared purpose among all employees, regardless of where they are physically 
located [46].

The increasing significance of diversity and inclusion is another significant trend 
influencing organizational culture in the future [47]. Organizations in the digital age 
must work to foster a culture that values individuals with varied viewpoints, life expe-
riences, and backgrounds because diverse teams are better able to spark creativity and 
address challenging issues [48]. This will need, in addition to the adoption of more 
inclusive hiring and retention procedures, a sincere dedication to developing a culture 
of decency, empathy, and belonging [49].

In the future, the rapid development of automation and artificial intelligence (AI) 
technologies will also continue to influence corporate culture [50]. Leaders will need 
to consider the moral ramifications of adopting these technologies, as well as their 
potential effects on employee well-being, work happiness, and mental health as they 
become more integrated into many facets of organizational life [33]. Organizations 
must establish a people-centric innovation strategy to overcome these obstacles, 
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ensuring that the advantages of AI and automation are fairly distributed and that any 
potential hazards are sufficiently addressed [51].

Organizations must take into account the possible effects of emerging technologies 
such as blockchain, the Internet of Things (IoT), and virtual reality (VR) on their 
organizational culture as they look to the future [52, 53]. These innovations have the 
potential to completely change how workers engage with one another and the com-
pany as a whole in terms of communication, collaboration, and decision-making [54]. 
Organizations must invest in the necessary infrastructure, training, and support, 
as well as address any potential ethical issues and make sure that staff members can 
adjust to these new tools and ways of working, in order to fully realize the potential of 
these technologies [55].

In conclusion, rising technology, changing labor dynamics, and shifting societal 
norms and expectations will interact in an increasingly complex and dynamic way 
to define organizational culture in the digital era. Organizations may build a more 
resilient, adaptable, and inclusive culture that is well-suited to thriving in the digital 
era by proactively tackling these obstacles and embracing the opportunities given by 
new technological breakthroughs.

8. The interplay between organizational culture change and technology

As businesses from all industries struggle with the intricate interactions between 
organizational culture change and technology, the digital era has brought up a wide 
range of benefits and problems. Technology adoption is both influenced by and 
results from organizational culture [5]. Organizations frequently undergo significant 
cultural changes as they embrace and integrate new technologies into their daily 
operations. These cultural changes can have an impact on whether these technology 
projects are successful or unsuccessful [56]. For instance, the implementation of com-
munication and collaboration technologies can result in a culture that is more trans-
parent and open, which would increase employee engagement and collaboration [57]. 
On the other hand, the use of monitoring and surveillance technologies might foster a 
climate of distrust and apprehension that eventually works against the organization’s 
goals [37].

It is important to incorporate knowledge from many disciplines in order to 
comprehend this dynamic interaction better. For instance, organizational behavior 
provides insightful viewpoints on how people and teams interact with and are 
influenced by technology [58]. The fundamental mechanisms that promote suc-
cessful technology adoption and integration inside businesses can be uncovered by 
studies by looking at elements such as individual characteristics, motivation, and 
 communication [59].

However, management studies emphasize the structural and strategic aspects 
of technology adoption, offering guidance to organizational leaders on how to deal 
with the opportunities and problems presented by new technologies [9]. Technology 
studies offer a critical lens for examining the broader social, economic, and ethical 
implications of technology adoption within organizations. This includes understand-
ing the role of leadership in fostering a culture of adaptability and innovation, as well 
as the significance of aligning technology investments with the organization’s broader 
strategic objectives [33, 60]. Examining the unintended effects of emerging technol-
ogy and promoting more responsible, human-centered approaches to innovation are 
some examples of this [42].



11

Organizational Culture Change and Technology: Navigating the Digital Transformation
DOI: http://dx.doi.org/10.5772/intechopen.112903

It is crucial for executives to comprehend the connections between cultural 
transformation and technology adoption as firms continue to traverse the digital 
era and to make use of the wealth of knowledge offered by diverse academic 
disciplines. To manage change and get over opposition, this requires encouraging 
a culture of ongoing learning and flexibility among staff members, as well as a 
growth attitude [7].

Additionally, organizations need to carefully weigh embracing the advantages that 
come with new technologies with considering the ethical ramifications of doing so 
[55]. This entails making sure that the advantages of innovation are dispersed fairly, 
as well as taking into account the potential effects of technology on employee well-
being, job happiness, and mental health [33].

Finally, as the rate of technological change quickens, companies must continue 
to be watchful and proactive in spotting new trends and cutting-edge technologies 
that will influence organizational culture in the future. By doing this, businesses may 
foster a culture that is more adaptable, resilient, and inclusive, setting themselves up 
for long-term success in a setting that is dynamically unstable and uncertain.

In conclusion, by combining knowledge from a variety of disciplines, including 
organizational behavior, management, and technology studies, it is possible to gain 
a greater understanding of the intricate interactions between organizational culture 
change and technology. Organizations may create more effective strategies for 
handling the potential and challenges of the digital era by incorporating these various 
viewpoints, ultimately creating a culture that is well-prepared to flourish in the face 
of constant change and unpredictability.

9. Organizational culture theories and models

The study of organizational behavior and management has long recognized the 
significance of organizational culture in shaping employee behavior, influencing 
operational procedures, and impacting overall productivity. To gain insights into the 
diverse nature of organizational cultures, researchers have developed frameworks and 
models that offer a multidimensional understanding of cultural characteristics and 
their implications. By exploring these frameworks and models, organizations can gain 
valuable insights into their own culture, identify areas for improvement, and foster a 
positive and productive work environment.

The competing values framework (CVF) suggests four cultural kinds based on 
the contrasts between internal and exterior focus and flexibility and stability [61]. 
Clan, adhocracy, hierarchy, and market are a few examples of cultural types that offer 
insights into the norms, beliefs, and behaviors that distinguish various organizational 
cultures. The competing values framework’s multidimensional structure is based on 
several theoretical stances. To create the framework, [62] drew influence from several 
disciplines, including organizational theory, management, and sociology. For a 
thorough knowledge of organizational culture, the CVF combines ideas from systems 
theory, organizational effectiveness, and cultural aspects. According to the CVF, 
there are four main cultural kinds, each of which is distinguished by organizational 
practices, attitudes, and behaviors.

1. Clan culture: Employee engagement, teamwork, and collaboration are priori-
tized in clan cultures. Clan cultures encourage a sense of community and priori-
tize fostering ties within the organization [61].
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2. Adhocracy culture: The innovation, entrepreneurship, and adaptability that de-
fine adhocracy culture. Adhocracy-based organizations promote experimenting, 
taking calculated risks, and using a flexible approach to problem-solving [61].

3. Hierarchy culture: In hierarchy cultures, defined procedures, stability, and struc-
ture are stressed. Efficiency, defined roles and duties, and obedience to policies 
are valued in hierarchical organizations [61].

4. Market culture: Market culture places a strong emphasis on achievement, com-
petition, and methods that are results-driven. Customer satisfaction, objective 
achievement, and attention to external market dynamics are prioritized in orga-
nizations with a market culture [61].

The CVF has applications for managing and comprehending organizational 
culture. The framework’s cultural types can have an impact on organizational effec-
tiveness, leadership philosophies, and strategic decision-making [61]. The framework 
supports attempts to promote cultural transformation, identify cultural gaps, and 
evaluate the current company culture.

The validity and application of the CVF in various organizational situations have 
been investigated through empirical investigations. Research by [63] gives proof of 
the CVF’s ability to predict organizational outcomes such as employee commitment, 
performance, and satisfaction. These studies show the framework’s applicability in 
actual organizational settings and add to its empirical underpinnings.

The Denison model highlighted the four cultural characteristics of engagement, 
consistency, flexibility, and mission [64]. It investigates the link between these 
cultural characteristics and organizational efficiency, emphasizing the value of a solid 
and adaptable culture in obtaining excellent performance. To provide a thorough 
knowledge of organizational culture, the Denison model draws on a number of theo-
retical stances. To provide a comprehensive framework, [64] combines ideas from 
systems theory, social psychology, and organizational behavior. The model places a 
strong emphasis on four crucial traits that together lead to a good organization: mis-
sion, adaptability, involvement, and consistency.

Mission: The Denison model’s mission component is concerned with the strategic 
alignment and coherence of an organization. Strong mission-driven organizations 
display a common sense of purpose, specific goals, and a well-defined vision [64].

Adaptability: The adaptability dimension looks at an organization’s capacity to 
meet changes and challenges from the outside. It includes traits such as adaptability, 
creativity, and the ability to learn and grow under challenging circumstances [64].

Engagement, participation, and employee empowerment levels within the organi-
zation are all reflected in the involvement dimension. Organizations with a high level 
of employee involvement encourage collaboration, ownership, and dedication [64].

Consistency: The alignment of systems, processes, and behaviors within the 
organization is the emphasis of the consistency dimension. Consistent organizations 
have coherence, distinct values, and a robust culture that penetrates every aspect of 
their operations [64].

The Denison model has applications in managing and comprehending organiza-
tional culture. It offers a framework for evaluating an organization’s current cultural 
strengths and shortcomings, pinpointing opportunities for development, and direct-
ing cultural change initiatives.
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The three levels of culture described by [65] include artifacts and behaviors, pro-
fessed values, and underlying presumptions. This approach places a strong emphasis 
on how shared presumptions and ideas influence company culture, and how it affects 
how employees behave and make decisions.

According to Schein’s three levels of culture paradigm, culture may be seen in 
three different ways: through objects and actions, professed beliefs, and underlying 
presumptions. These levels engage in specific interactions that influence organiza-
tional culture [65].

Objects and behaviors: On the surface, artifacts and behaviors are how culture 
is expressed. They comprise the physical setting, signs, customs, language, and the 
outward behaviors of the group’s members [65]. These components offer hints about 
the deeper facets of culture.

Espoused ideals: Individuals inside the organization’s represent their declared 
ideas and values through their espoused values. They are the clear manifestations of 
the organization’s values, including its mission, objectives, and ethical standards [65]. 
Embedded values direct behavior and decision-making.

Underlying assumptions: Unconscious or taken for granted, underlying 
 assumptions are the foundation of organizational culture. They are the deeply 
ingrained attitudes, expectations, and beliefs that shape how members view and 
interpret the outside world [65]. These presumptions influence behavior and are 
hard to alter.

The three levels of culture paradigm developed by Schein offers useful applica-
tions for comprehending and controlling organizational culture. It offers a guide for 
evaluating the outwardly apparent behaviors and artifacts, understanding the values 
upheld, and discovering the underlying presumptions. Organizations may better 
communicate, establish a healthy work environment, and connect their culture with 
their strategic goals thanks to this understanding [66].

Clan, adhocracy, hierarchy, and market are the four main organizational culture 
types identified by the framework provided by the organizational culture assess-
ment instrument (OCAI) created by [61]. This paradigm makes it easier to evaluate 
and quantify organizational culture, assisting in the discovery of cultural assets and 
opportunities for development.

The clan, adhocracy, hierarchy, and market organizational cultures are the four 
categories identified by the competing values framework (CVF), which serves as the 
foundation for the OCAI model [61]. According to the paradigm, every organiza-
tion has a dominant culture type that influences its members’ beliefs, actions, and 
practices.

The OCAI model provides useful insights for identifying and controlling organiza-
tional culture. It is a structured assessment tool that enables companies to determine 
the type of culture they currently have and contrast it with the culture they would 
like to have. This knowledge makes it possible to implement focused interventions 
that will promote employee engagement, harmonize culture with strategic goals, and 
boost organizational performance [61].

The adaptability and efficacy of the OCAI model in diverse organizational situ-
ations have been confirmed by empirical study. For instance, [67] looked at the 
connection between organizational culture and organizational success and discovered 
that there is a correlation between performance and culture congruence. These stud-
ies add to the empirical support for the OCAI model and demonstrate its value for 
comprehending and controlling corporate culture.
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10. Technology acceptance models

For organizations and people to succeed in the current digital world, technology 
must be widely adopted and used effectively. Researchers and practitioners have 
created a variety of technology acceptance models to better understand and anticipate 
technology adoption and usage patterns. These models are designed to provide light 
on the variables affecting people’s acceptance and adoption of new technology.

Models of technology adoption act as frameworks for describing people’s intent 
to adopt and use technology. These models take into account a number of variables, 
such as user beliefs, perceptions, attitudes, and behavioral intentions, that affect the 
acceptance and adoption of technology.

Technology acceptance model (TAM): Davis’ technology acceptance model (TAM) 
is one of the most popular technology acceptance models [68]. Perceived utility and 
perceived usability are crucial variables in determining users’ attitudes and behavioral 
intentions toward adopting technology according to TAM.

The UTAUT, or unified theory of acceptance and use of technology [59] created 
the unified theory of acceptance and use of technology (UTAUT) to combine and 
expand on a number of earlier technology acceptance models. Performance expec-
tancy, effort expectancy, social influence, and facilitating conditions are the four 
main factors identified by UTAUT as influencing the uptake of technology.

Extended technology acceptability model (TAM2): By including new elements that 
affect technology acceptance, the extended technology acceptance model (TAM2) builds 
on the original TAM. TAM2, which was proposed by [69], comprises elements, including 
subjective norm, image, job relevance, output quality, and outcome demonstrability.

The Theory of Reasoned Action (TRA), created by [70], is a comprehensive social 
psychology theory that has been used to explain how people embrace new technology. 
According to TRA, a person’s attitude toward a behavior and subjective norms can 
have an impact on their decision to accept a technology.

To explain consumers’ acceptance and adoption behaviors, technology acceptance 
models rely on a variety of theoretical pillars. These foundations include diffusion of 
innovation theory, social psychology, and cognitive psychology.

Cognitive psychology: To explain how people create beliefs and attitudes toward 
technology, technology acceptance models include cognitive psychology principles. 
These models place a strong emphasis on cognitive processes, including information 
processing and decision-making, as well as perceived usefulness and usability.

Social psychology: Models of technology acceptance use social psychology 
concepts as social impact and subjective norms. These ideas emphasize how social 
variables, societal norms, and interpersonal influence affect people’s decisions to 
accept new technologies.

Technology adoption models frequently cite Rogers’ diffusion of innovation 
theory when discussing the spread of new ideas [71]. This theory examines variables 
such as innovativeness, compatibility, complexity, trialability, and observability to 
explain how ideas spread and are embraced within a social system.

For both researchers and practitioners, the application of technology acceptance 
models has important implications. The design and execution of technology-based 
treatments can be influenced by these models, which offer a framework for compre-
hending users’ technology adoption habits. Organizations can create strategies to 
encourage technology adoption, enhance user experiences, and improve organiza-
tional performance by recognizing key factors impacting technology acceptance.
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Technology acceptance models are essential for comprehending and forecasting 
how people will accept and adopt new technology. Models, such as TAM, UTAUT, 
TAM2, and TRA, offer useful insights into the variables that affect the acceptance and 
adoption of technology. These models provide a thorough understanding of users’ 
ideas, attitudes, and intentions toward the adoption of technology by merging cogni-
tive psychology, social psychology, and diffusion of innovation theory. These models’ 
useful applications help businesses create efficient technology adoption strategies, 
enhance user experiences, and promote successful technology implementations.

Organizations can modify their strategies to overcome certain hurdles and 
increase the chance of technology adoption by utilizing the information offered 
by technology acceptance models. For instance, firms can emphasize the technol-
ogy’s perceived utility and simplicity in order to allay users’ worries and boost their 
intention to adopt. Additionally, fostering good social norms and encouraging peer 
influence can help promote technology acceptance. These methods can be informed 
by an understanding of the social influence and subjective norms that drive technol-
ogy adoption.

In addition, the design of user-centered interfaces, simple user interfaces, and 
efficient training programs can be influenced by technology acceptance models. 
Organizations can reduce complexity, give crystal-clear benefits and demonstrations 
of the technology, and foster an environment that encourages technology adoption 
by taking into account the elements outlined in these models. This can then result in 
greater productivity, better judgment, and superior organizational performance.

In summary, technology acceptance models offer useful perceptions into the vari-
ables affecting people’s acceptance and adoption of new technologies. These models 
help organizations create efficient plans for fostering technology acceptance and 
adoption by taking into account users’ beliefs, attitudes, and behavioral intentions. 
The theoretical underpinnings of these models are strengthened by the incorpora-
tion of cognitive psychology, social psychology, and diffusion of innovation theory. 
The applications of technology acceptance models enable businesses to enhance 
user experiences, adopt technology more effectively, and lead successful digital 
transformations.

11. The impact of digital transformation on organizational culture

Digital transformation is a strategic requirement for enterprises in the modern era 
and it is defined as the integration of digital technologies into various organizational 
functions. While technology developments are frequently the center of attention 
in the context of digital transformation, organizational culture is also significantly 
impacted.

The common values, beliefs, customs, and behaviors that influence the workplace 
and direct employee behavior are referred to as organizational culture. Due to their 
significant impact on work processes, communication channels, decision-making, 
and employee roles and responsibilities, digital transformation efforts have the 
potential to disrupt and redefine corporate culture.

Within enterprises, digital transformation develops an innovative and adaptable 
culture. It urges staff members to try new things, take chances, and value lifelong 
learning [72]. Organizations can increase productivity, automate jobs, and streamline 
operations by implementing digital technologies. Organizations must foster a growth 
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mentality, promote cooperation, and offer resources for continual learning and 
development in order to keep up with this trend toward innovation and agility.

A more empowered and collaborative workplace culture is frequently the result 
of digital transformation. Between teams and departments, smooth communica-
tion, knowledge exchange, and cooperation are made possible through digital tools 
and platforms [73]. This change calls for a culture revolution in which networked 
and decentralized decision-making processes replace hierarchical ones. Employee 
participation in cross-functional collaborations, sharing of ideas, and sharing 
of expertise are all encouraged, establishing an inclusive and empowered work 
environment.

In order to successfully implement digital transformation, organizations must 
be agile and responsive to ongoing change. It calls into question established working 
practices, needs a culture that welcomes change and ambiguity, and motivates staff 
to actively look for new opportunities. The promotion of a culture that encourages 
experimenting, learning from mistakes, and embracing change as a driver of progress 
is crucially dependent on organizational leaders.

There are difficulties associated with how digital transformation affects company 
culture. Organizations may encounter cultural inertia entrenched in conventional 
working methods, reluctance to change, and fear of job displacement [74]. Effective 
change management techniques, transparent communication, and employee engage-
ment are required to overcome these obstacles. To provide employees the digital skills 
they need to succeed in the new workplace, organizations must engage in training and 
upskilling initiatives.

The effects of digital transformation on organizational culture have broad-ranging 
repercussions. A supportive and flexible culture can boost worker satisfaction, draw 
in and keep top talent, encourage creativity and innovation, and boost organizational 
performance. On the other hand, a mismatch between organizational culture and 
digital transformation initiatives can result in resistance, disengagement, and eventu-
ally the failure of transformation attempts. Therefore, to achieve congruence with 
their aims for digital transformation, organizations must actively manage cultural 
change.

Digital transformation has a big impact on company culture and goes beyond 
just being a technological activity. A cultural shift inside businesses is required to 
accommodate the shift toward innovation, empowerment, collaboration, adaptation, 
and flexibility. Organizations may traverse the difficulties and take advantage of the 
opportunities brought by the digital era by identifying and resolving the influence 
of digital transformation on organizational culture. To create a culture that supports 
successful digital transformation, it is essential to utilize effective change manage-
ment techniques, involve employees, and invest in the development of digital skills.

12. Challenges and opportunities in adopting new technologies

Organizations constantly struggle with the problem of implementing new tech-
nology to stay competitive and foster creativity in today’s quickly changing digital 
market. Adopting new technology comes with a number of difficulties:

1. Technological complexity: Because new technologies frequently have compli-
cated features and functionalities, businesses must engage in learning about and 
mastering them [12]. With regard to technology selection, system integration, 
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and personnel training for the new technologies, this complexity can provide 
difficulties.

2. Employee resistance to change: The implementation of new technology can cause 
disruption to typical work processes and elicit resistance from staff members. 
Employees may worry about losing their jobs, encounter a learning curve, or be 
unsure about how new technologies will affect their roles and duties. Gaining 
employee buy-in and fostering a good culture of technology adoption requires 
strong change management tactics and transparent communication to address 
this opposition.

3. Cost factors: Adopting new technologies frequently entails high upfront expens-
es, such as infrastructure upgrades, technology acquisition, and training initia-
tives [75]. To justify the adoption of new technology, organizations must care-
fully consider the financial ramifications and prospective return on investment.

4. Integration obstacles: Adding new technology to current systems and procedures 
can be a difficult and time-consuming undertaking [12]. Organizations may 
encounter compatibility problems, data migration issues, and interoperability 
problems, necessitating the development of strong integration strategies and 
ensuring seamless system connectivity.

Adopting new technology also present substantial opportunity for development 
and transformation:

1. Increased productivity and efficiency: New technologies offer the potential to 
automate operations, streamline workflows, and boost operational effectiveness 
[76]. Organizations can improve resource utilization, lower manual errors, and 
boost productivity by implementing new technology, which will produce better 
business results.

2. Innovation and competitive advantage: Using new technologies, businesses can 
frequently innovate and set themselves apart from competitors [77]. They can 
provide a competitive edge by opening doors to new business models, product 
offers, and consumer experiences. Organizations that embrace technological im-
provements have the chance to lead in their respective marketplaces and pioneer 
industry disruptions.

3. Data-driven insights: Organizations now have access to priceless data and use-
ful insights thanks to emerging technologies, such as artificial intelligence and 
data analytics [12]. These insights allow for the identification of fresh growth 
prospects, improved customer comprehension, and evidence-based decision-
making.

4. Better customer experience: Making use of new technology can improve how 
customers are treated generally, which will increase customer loyalty and 
satisfaction [76]. Mobile applications, personalized marketing platforms, and 
customer relationship management systems are just a few examples of the tech-
nologies that help businesses meet changing customer expectations and provide 
tailored experiences.
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A deliberate approach is necessary for the effective adoption of new technology, one 
that takes advantage of the potential and handles the problems. Organizations ought to:

1. Create a technology adoption strategy: Businesses should integrate technology 
adoption into their overall company strategy by outlining their objectives in 
detail and selecting the solutions that will best help them achieve them [75].

2. Invest in change management: Successful technology adoption requires over-
coming opposition to change. In order to promote employee acceptance and 
excitement, organizations should invest in change management activities, which 
include effective communication, training programs, and incentives.

3. Promote an innovation culture: Businesses should establish an atmosphere that 
values innovation, reward experimentation, and promotes lifelong learning [77]. 
Fostering cross-functional cooperation, offering resources for skill-upskilling 
and training, and recognizing and applauding successful technology adoption 
projects can all help achieve this.

4. Perform a cost-benefit analysis: Businesses should carefully assess the financial 
ramifications of using new technologies, taking into account both immediate 
costs and future gains. A thorough cost-benefit analysis can be done to help jus-
tify investments and guarantee that the technologies chosen are in line with the 
organization’s strategic goals [12].

5. Prioritize user experience: When adopting new technology, user experience 
should be taken into account in the main. To ensure seamless technology adop-
tion and optimize user happiness, businesses should consult end customers dur-
ing the decision-making process, solicit their comments, and offer user-friendly 
interfaces and intuitive designs [76].

Organizations have opportunities and problems as a result of the adoption of 
new technology. Organizations can take advantage of opportunities for increased 
efficiency, innovation, data-driven insights, and better customer experiences despite 
constraints, including technological complexity, reluctance to change, financial 
considerations, and integration issues that may occur. Organizations can overcome 
obstacles and seize opportunities to promote successful technology adoption and gain 
a sustainable competitive advantage by developing a strategic approach, investing 
in change management, fostering an innovation culture, conducting cost-benefit 
analyses, and placing a high priority on user experience.

13. Conclusion

In conclusion, the intricate relationship between organizational culture and 
technology adoption highlights the importance of understanding and addressing the 
multifaceted challenges and opportunities presented by the digital era. As businesses 
navigate this rapidly evolving landscape, embracing adaptability, continuous learn-
ing, and a people-centric approach will be crucial for long-term success.

Leaders play a pivotal role in fostering a culture that not only embraces innova-
tion but also prioritizes ethical considerations, striking a delicate balance between 



Organizational Culture Change and Technology: Navigating the Digital Transformation
DOI: http://dx.doi.org/10.5772/intechopen.112903

19

Author details

Kivanc Bozkus
Artvin Coruh University, Artvin, Turkey

*Address all correspondence to: kbozkus@artvin.edu.tr

leveraging new technologies and upholding human values. By doing so, organizations 
can create an environment that is not only resilient but also inclusive and supportive 
of all stakeholders.

The rapid expansion of remote work, the growing emphasis on diversity and 
inclusion, and the increasing integration of technologies such as AI, automation, and 
IoT present both challenges and opportunities for organizations. To thrive in this 
ever-changing environment, businesses must develop strategies that acknowledge 
and address the human factor in digital transformation, focusing on communication, 
change management, and skills development.

Moreover, recognizing the ethical implications of technology adoption is essential 
for organizations to ensure a responsible and sustainable approach to innovation. 
By engaging in open discourse and collaboration, businesses, policymakers, and 
society can work together to harness the full potential of emerging technologies while 
safeguarding the well-being of individuals and communities.

Finally, understanding the complex interplay between organizational culture 
change and technology adoption requires insights from various disciplines, enabling 
businesses to develop a comprehensive and proactive approach to managing change. 
By cultivating a culture of adaptability, curiosity, and growth, organizations can posi-
tion themselves for success in an increasingly uncertain and dynamic world.

In summary, the digital era presents a unique set of challenges and opportuni-
ties for businesses. By adopting a people-centric approach to technology adoption, 
carefully weighing the ethical ramifications, and fostering a culture that promotes 
adaptability, inclusivity, and continuous learning, organizations can successfully 
navigate the complexities of the digital age and secure their place in the future.
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the Creative Commons Attribution License (http://creativecommons.org/licenses/by/3.0), 
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Chapter 2

Organizational Culture in 
Enterprises Applying the 
Humanistic and Economic 
Paradigm of Management
Barbara Mazur

Abstract

The issue of organizational culture has recently become particularly important. 
One of the reasons for that is the increasing empowerment of employees, which 
requires changes in organizational culture. The need for change stems from the belief 
that management and culture should stand in harmony. The aim of this chapter is 
to examine the relationship between management paradigms and the orientations 
of organizational cultures. To accomplish that, a literature review was carried out 
on both paradigms of management (economic and humanistic) and groups of vales 
(terminal and instrumental), as well as on the types of organizational culture (task-
oriented and human-oriented). The research problem focuses on determining the 
orientation of organizational culture and its dominant values through the lens of the 
management paradigm. Reflections on the relationship between management para-
digm, values, and the orientation of organizational culture are theoretical, revisional, 
and conceptual. On the basis of the literature analyses, a model of the relationship 
between the paradigms applicable in the management and the type of organizational 
culture resulting from their application was created. In the model, the economic 
paradigm was assigned a task-oriented type of organizational culture, unlike the 
humanistic paradigm, which was assigned a human-oriented type of culture.

Keywords: economic paradigm of management, humanistic paradigm of management, 
task-oriented organizational culture, human-oriented organizational culture, terminal 
and instrumental values

1. Introduction

In recent years, the internal work environment has become increasingly impor-
tant. Researchers prove that nowadays, it is not the technological changes that are 
the most significant in the company, but rather a new approach to employees. This 
new approach means that an employee is perceived not as an economically under-
stood capital, but primarily as a human being—each has his/hers unique potential 
and investments in him/her are unlimitedly developing. This humanistic approach 
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assumes that man develops throughout all their life, and this is a crucial feature of 
human nature. Under the humanistic management, the employee shall strive to 
develop his/her personality, competences, and skills. There are no predictable limits 
to this development. The human-focused approach is more and more emphasized but 
still rarely applied. It contrasts the economic approach that prevails in the business 
world. Both approaches make different assumptions about human nature and refer to 
different values in management. The adopted values determine the shape of the orga-
nizational culture of the companies applying them. Thanks to organizational culture, 
the enterprise becomes a psychological environment with social dimensions.

The issue of organizational culture is not new in management literature, and the 
belief in its growing importance does not raise doubt among researchers. However, 
although the very concept is considered crucial in management sciences, it is also 
viewed as an ambiguous notion. Despite this ambiguity, it has been successfully 
adopted in management theory and is frequently used in interpreting the behavior 
of employees. Culture is attributed with many functions that can be performed in 
relation to both the internal and external environment of an organization. It is widely 
accepted that it is culture that decides whether a given organization is able not only to 
survive on the market but also to develop successfully. And although in every orga-
nization so much depends on it, there are still questions that have not found compre-
hensive answers in previous studies. One of such questions should examine the nature 
of the relationship between management system used in a given company and type 
of organizational culture. The present considerations attempt to fill this research gap. 
They fall within the broader context of the dependence of organizational culture on 
individual subsystems of organizations. The study of its relationship with those sub-
systems, for instance, with the management system, is possible thanks to recognizing 
organizational culture as part of the organizational system. In this article, the main 
research problem is to determine the linkage between the subsystem (management 
and its relevant paradigms) and the organizational culture orientation.

Investigating and explaining the relationship between the economic and human-
istic paradigm of management and the orientation of organizational culture focused 
on tasks and social relations is the main axis of this research. In order to explain this 
dependence, reference was made to M. Rokeach’s Test of Values and the types of final 
and instrumental values contained therein, which were grouped into categories of 
interpersonal, intrapersonal, competence, and moral values. A model approach to 
these relationships was presented after prior analysis of the literature concerning both 
management paradigms and specific types of values and orientations of organiza-
tional cultures.

The article consists of four parts preceded by an introduction and crowned with 
conclusion. They are devoted to presenting the basic assumptions of the economic 
and humanistic management paradigm, explaining the concept of organizational 
culture by defining the place of values and the typology of values in organizational 
culture, presenting orientation in organizational culture, and linking orientation with 
management paradigms.

2. Humanistic and economic paradigms in management

The humanistic and economic paradigms coexist in contemporary management 
theory. They differ, however, with regard to their understanding of a human being, its 
needs, and motivation to take action [1, 2].
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The economic paradigm assumes that business activity aims at profit maximiza-
tion and interpersonal relations are perceived as short-term transactions [3, 4]. With 
disregard to moral considerations, the mechanism of utility and self-interest prevails 
[2, 5, 6]. Hence, a man is conceived mainly as a homo economicus—he or she is searching 
for the quickest gratification of undertaken actions, often acting opportunistically for 
the sake of own gain. Therefore, people are creatures seeking to increase the material 
usefulness of the broadly understood benefit. It is appropriate to favor individual ben-
efit rather than the social, collective one [3]. Supporters of the economic orientation in 
management tend to assume that the main goal of an enterprise is profit maximization, 
and the primary and only duty of managers is to earn money for the shareholders [7].

However, in recent years, a humanistic paradigm has emerged and is now being 
more and more heard of [7–9]. The basic concept of this approach is the one where 
a man is conceived as a zoon politicon and has the right to unconditional respect for 
dignity [10]. Unlike the economic paradigm, the humanistic one assumes that human 
nature is not given once and forever and can be improved through continuous educa-
tion [11, 12]. Humanistic management flourishes as an almost natural response to 
management models where the main search for financial returns damages the well-
being of people, both inside and outside the company. It is an alternative proposal to 
the management of the companies where the well-being of people is prioritized above 
the achievement of merely financial goals [12].

What mostly distinguishes the two views is the ethical component. It remains a 
central category in the humanistic approach as it attributes the inalienable right to 
respect for one’s own dignity, independent of ethnicity, nationality, social status, or 
gender to every human being [8, 13]. Human is identified as a rational being who 
realizes his/her right to freedom in social interactions based on values.

Humanistic management creates and runs a business using three interrelated 
principles. All three have ethical connotations and require the use of:

1. Unconditional respect for the dignity of every human being that underpins all 
interpersonal relationships, including business relationships;

2. Ethical reflection, an integral part of all business decisions;

3. Seeking normative legitimacy for corporate actions that is critical to establishing 
corporate accountability [4].

Applied together, these three principles contribute to the development of human-
ism through economic activities that bring values to all mankind. The need to respect 
the human dignity as a goal of humanistic management results in economic and 
social impacts [2]. In this approach, management involves assuming responsibility for 
ethical issues in business decisions. Shifting from the one-dimensional goal of profit 
maximization to the multidimensional and value-based understanding of organiza-
tional success is a fundamental principle.

3. The concept of organizational culture

The term culture, which originally referred to the cultivation of fields, quickly 
gained a wider meaning. Since the times of Cicero, who wrote about the “cultiva-
tion of the human soul,” it has been used in a metaphorical sense, referring to other 
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spheres. In the broadest sense, culture encompasses all that is the aftermath of collec-
tive activity in the behavior of human societies. If one refers culture to an organiza-
tion, it is the result of a joint action of managers and subordinates, aimed at achieving 
the set objective. It determines the manner of its implementation, resulting from the 
values professed in a given organization. Culture is about shared views, ideologies, 
values, beliefs, expectations, and norms [14]. By studying the organizational culture 
of a company, one learns about the way of thinking of its employees and the prin-
ciples and norms they follow. With this knowledge, it is possible to choose effective 
methods of influencing their behaviors [15].

The adaptation of cultural analysis to business practice resulted in creating an 
organizational cultures elements canon. It includes cultural values, basic assump-
tions, social and organizational norms, ways of communication, stories, narratives, 
myths, metaphors, rituals, symbols, customs, organizational heroes, taboos, cultural 
patterns, cultural artifacts, and subcultures [16, 17]. Organizational culture is 
therefore a set of values manifested, among others, in such areas of behavior as the 
way employees are treated. It is a set of norms on how managers relate to their subor-
dinates and how these subordinates relate to their subordinates [18].

The concept of organizational culture is broad-based, ambiguous, and abstract. 
Being a complex phenomenon, it is uneasy to analyze. The difficulties are caused by 
many reasons, one of which seems to be utterly important. It is the fact that orga-
nizational culture is not isolated from other elements of the whole organizational 
system. Multidirectional relationships with other subsystems (strategy, structure, 
human resource management, etc.) make culture arduous to study. Many elements 
and relationships between them are invisible, often unconscious, and thus difficult to 
observe and measure [19]. Despite that, researchers persistently strive to get to know 
organizational culture better because of the functions it performs. It sets boundaries, 
provides employees with a sense of identity, and facilitates their engagement not only 
in their own interest but in the interest of the entire organization. It is a social binder 
that serves to maintain the integrity of the organization thanks to standards that 
define what employees should do and how they should do it and what values should 
guide their behaviors. It also serves as an explanatory and control mechanism, shap-
ing the attitudes and behaviors of employees [20]. The recognition of organizational 
culture as part of the organizational system makes it possible to study its relationship 
with other subsystems, for example, with the management system. In this work, the 
research problem was the interdependence between one of the organizational sub-
systems, that is, management and organizational culture. This issue has not received 
much attention so far. The article is an attempt to fill the existing gap in this field.

3.1 The place of values in organizational culture

The study of values is recognized as an appropriate and necessary part of the 
research on culture. “If we shy away from considering values, we cease to deal with 
something that is most important both within individual cultures and in human 
culture seen as a whole (…). When we eliminate values, we are left with a barren 
list of cultural elements or events, and there is a constant temptation to revive it by 
introducing the values we have just discarded, or by camouflaging the introduction of 
values derived from our culture” [21]. Benedict in “Patterns of Culture” [22] argues 
that the difference between cultures is not determined by the presence or absence 
of important values, but by the extent to which opposing values cooperate, that is, 
whether they are more or less synergistic in nature. If Benedict only analyzed values 
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without paying attention to the relationships between them, she would not be able to 
understand the subtleties and power of culture. Referring to her concept of synergy 
as transcending the dichotomy of values, Trompenaars and Hampden-Turner [23] 
formulated the definition of culture, assuming that it is a scheme by which a group 
habitually mediates in the case of differences between values—for example, between 
rules and exceptions, technology and people, conflict, and consensus. Cultures can 
learn to reconcile such values at ever higher levels, so learning the many exceptions 
leads to better rules. Such reconciliation brings health, wealth, and wisdom. On the 
other hand, cultures in which one pole of values dominates and combats the other are 
a source of stress and plunge into stagnation.

American anthropologists Kluckhon and Strodbeck [24] argue that each culture 
emphasizes a limited number of values (called cultural values) that concern solving 
basic human problems. According to the dictionary, “values are culturally condi-
tioned, established and transmitted views on what is desirable, beneficial and valu-
able in a given social reality: these views enter into mutual relations according to a 
hierarchy, creating a system of values and norms within a specific culture” [25].

The determination of individual cultures’ typical values has long been used in the 
descriptions of cultures made by anthropologists or historians. In the most valuable 
characteristics or synthetic analyses presented by researchers such as Malinowski 
et al. an extraction of value determinations can be observed. “In this way, the descrip-
tion brings characteristics of the actual physiognomy of culture. Such a characteristic 
is important both in the internal aspect of its own coherence and non-contradiction, 
and in the external aspect – by formulating an implicit or explicit comparison with 
other described cultures” [21]. Values, like any other manifestation of culture, are 
part of nature and therefore fall within the field of science interest.

The concept of value derives from German words Wert and Wuerde, which mean 
honor, dignity, and seriousness. Values in an organization are a set of common 
features that determine the actions of people and thus constitute the criteria for mak-
ing decisions. Some authors define values as the unique DNA of an organization that 
allows it to maintain its continuity and contributes to the consolidation of its market 
success. A value system assures that when making choices, everyone throughout the 
organization follows the same principles.

Numerous research of organizational culture emphasize that values are its key 
component. Ł. Sułkowski, who defines it as a “learned product of group experience 
based on values, norms, and resulting cultural patterns,” perceives values as the core 
element. This view is consistent with the method of defining adopted by Schein 
et al. [17].

Ł. Sułkowski states that organizational culture contains four elements, the first of 
which—the most central—includes both terminal and instrumental values. The sec-
ond element, forming another cultural circle, includes patterns, norms, and cultural 
rules, as well as rituals, myths, symbols, and taboos. These elements of culture are 
directly related to personal and environmental values and influence organizational 
behaviors (third element), constituting their basis. By embracing the behaviors of 
employees—intentional (conscious) and habitual (unconscious)—they shape the 
structure of communication and power in the organization. The last element, arti-
facts, is related to external, material aspects, such as the layout of space [26]. They are 
secondary to values, norms, and basic cultural assumptions. The system of elements 
established by Ł. Sułkowski is presented in Figure 1.

Assuming that values in an organization are centrally located, the study of orga-
nizational culture consists in the search for these values. It is easiest to observe the 
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“outer” layer of culture, including artifacts and behaviors [27]. By examining the 
external symptoms of culture, one can indirectly look for basic, internal elements. 
A study in search for different value configurations in organizations should include 
an analysis of all presented spheres leading to the identification of key values. Such a 
study—indirectly also through the study of “external” symptoms of culture—makes 
it achievable to reach the internal key elements. However, it is also possible to take a 
different path, omitting external elements, consisting in reaching the values directly. 
Such a straight way gives a greater chance of reaching all the values present in the 
organizational culture, allowing for its better recognition.

3.2 Typology of values in organizational culture

Often used in research and treated as a universal tool for the study of values (thus 
used to study the organizational culture) is the M. Rokeach Value Test. M. Rokeach 
is the creator of the well-known and widely used classifications dividing values 
into two types: terminal and instrumental values.1 Terminal values (safety, material 
well-being, social maturity, perfection, love, environmental protection, passion-
ate life, beauty, self-esteem, friendship, pleasure, family, equality, inner peace, life 
success, happiness, social recognition, freedom, salvation, health, and human life) 
relate to behavior; instrumental values (ambitious, pure, intellectual, loving, logical, 
independent, responsible, courageous, cheerful, helpful, obedient, hardworking, 
tolerant, creative, honest, kind, talented, faithful, forgiving, and balanced) deal with 
the extreme (terminal) states of existence. Terminal values embrace moral categories 
(e.g., honesty) and competence categories (e.g., intelligence). They can also be classi-
fied into one of two groups: intrapersonal values—focused on the individual (such as 
prosperity, exciting life, social recognition, dignity, freedom, and prosperous life) or 
interpersonal values—focused on society (such as mature love, friendship, wisdom, 
equality, and sense of accomplishment).

1 There are at least five versions of the M. Rokeach test, four of which show 18 final and instrumental values.

Figure 1. 
Axiological model of organizational culture. Source: Sułkowski, 2002.
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Instrumental values are described either as personal (the final way of describing 
oneself) or as social (the final way of describing society). Among personal values, 
there are moral values (e.g., honest, responsible, forgiving, and obedient) and 
competence values of cognitive and intellectual nature (e.g., ambitious, independent, 
courageous, intellectual, and gifted). Social values related to interpersonal relation-
ships include such instrumental elements as helpful, tolerant, and courteous.

The usefulness of the M. Rokeach Value Test for management practice was con-
firmed by the research on professional groups [28, 29] and on ethnic and religious 
groups in the organization [17, 30] conducted in the 1980s, 1990s, and at the begin-
ning of the twenty-first century.

4. Orientations of organizational cultures

Organizational culture has many theoretical models, typologies, and classifica-
tions. They are often cited in management literature and repeatedly used in empirical 
research undertaken by authors from many countries. Their most cited creators are 
E. Schein, G. Hofstede, F. Trompenaars and Ch. Hampden-Turner, and Ch. Handy. 
The issue of organizational culture orientations in terms of prevailing values has 
attracted less attention than models and classifications of cultures. However, a certain 
number of research do exist, the earliest of which was a study conducted at Ohio 
State University in the 1940s, when two fundamental values of behavioral traits were 
discovered: the structure of initiation (task orientation) and consideration (relation-
ship orientation) [31]. Another research that yielded similar results is a University of 
Michigan study that presented two analogous types of behavioral traits: production-
focused and worker-focused [32].

Also in later literature, it is noted that organizational culture, which is shaped by 
external and internal factors, can in practice adopt one of two orientations—task 
orientation or interpersonal relationships orientation. Each of them points to a 
different purpose and to those aspects of everyday life that are considered the most 
important in a given organization. Many analysts (despite the fact that not everyone 
uses the same terminology) consider these two orientations of organizational culture 
to be crucial [17, 33, 34].

Several researchers [19, 35, 36] deeply discussed task and relationship orienta-
tions and considered them to be the most important in organizational culture. They 
perceived them as valuable for studying as they bring forth the most general aspects 
in social groups in organizations. The two are also useful when investigating leader-
ship, group processes, and conflict management [37]. Task orientation refers to the 
focus on the very work and goals of the organization. Relationship orientation refers 
to the human side and how interrelations are valued [34].

In literature, a diverse nomenclature is used in relation to the abovementioned orien-
tations of organizational cultures. Harrison [36] proposes to use the term of task culture 
and person culture, arguing that the concept of task culture encompasses the goals of an 
organization that are relevant to all its activities and that members of the organization 
are expected to support. On the other hand, he refers to the concept of an organizational 
culture oriented at a person based on harmonious interpersonal relationships.

Cameron and Quinn [38] use different terms, namely, goal orientation and support 
orientation. The content of these terms remains coincident with the terms used by 
Schein [19] who distinguished task-oriented and relationship-oriented organizational 
culture. These two are also referred to by him as as aimed at “being” and “doing”.
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Task orientation reflects the degree to which members of an organization are will-
ing to pursue common goals. In this case, achieving the goal is the greatest value [36]. 
The most important thing is to perform the task, so the focus is put on the achieve-
ments of employees, rewards, and competing.

Relationship orientation emphasizes the importance of belonging to a group—
employees are actively involved in solving work-related problems. In this case, the 
aim of an organization is primarily to meet the needs of employees [19]. What this 
orientation reflects is the concern for employees, emphasizing the importance of 
bonding, participation, and cooperation. At the core of any organizational culture lies 
the assumption about proper interpersonal relationships, thanks to which a group can 
feel safe and efficient at work [19].

5. Bridging cultural orientations with management paradigms

Based on the terminal/instrumental division of values, it is possible to link the 
dominant values with the organizational culture orientation. Among terminal values, 
the intrapersonal ones—focusing on the individual (e.g., prosperity, exciting life, 
social recognition, dignity, freedom, and prosperous life)—will foster the emergence 
of task orientation, while interpersonal values—focusing on society (e.g., mature 
love, friendship, wisdom, equality, and sense of accomplishment)—will create 
favorable conditions for the relational orientation. Among the instrumental values, 
the relational orientation will be favored by moral values (e.g., honest, responsible, 
forgiving, and obedient), while task orientation will be supported by competence 
values, especially cognitive and intellectual, having a more personal character (e.g., 
self-acceptance—ambitious, independent, courageous, intellectual, and talented).

In task-oriented organizational cultures, intrapersonal values belonging to the 
group of terminal values will dominate, and as for the group of instrumental values, 
competence, cognitive, and intellectual values will be the most prevailing.

In the interpersonal relations oriented organizational cultures, interpersonal 
(focusing on society) and moral values will dominate from the group of ultimate 
values.

Referring the two orientations to management paradigms, it can be assumed that 
when a humanistic paradigm is present in management, an organizational culture 
concentrated on human relations is created, while when an enterprise is managed 
in accordance with the economic paradigm, a task-oriented culture emerges. This 
conclusion results from a comparative analysis of the values dominant in the orga-
nizational culture with the assumptions underlying in the studied management 
paradigms. The relationship between the discussed paradigms and the orientation of 
organizational culture is shown in Figure 2.

The conclusions drawn from the analysis allow to state that it is, as a consequence, 
the management system based on the dominant paradigm (economic or humanistic) 
that determines the basic values in the organization and thus affects the organiza-
tional culture orientation. The presence of certain values results from the assump-
tions adopted in a given management paradigm. The management system based on 
the economic paradigm emphasizes the importance of terminal values belonging 
to the group of intrapersonal values and instrumental values representing the com-
petence group. The management system referring to the humanistic paradigm, in 
contrast, considers interpersonal and instrumental values (among moral ones) as the 
most important.
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6. Discussion and conclusion

The subject of the article is the organizational culture under the influence of the 
management paradigm used in the enterprise. It presents two orientations of organi-
zational culture, one of which—orientation on interpersonal relations and the values 
associated with them—is determined by the application of the humanistic paradigm, 
while the other—orientation on tasks—is more closely related to the economic 
paradigm and its basic values.

Usually, organizations are designed to achieve certain goals, and therefore, the 
organizational task must be known and highly accepted by all organizational mem-
bers. Relationship-oriented and task-oriented behaviors are not seen as mutually 
exclusive and can be combined [39]. It should be recognized that aside from duties, 
the mutual relations are crucial. Therefore, on the one hand, it is necessary to know 
how important the organizational task is for its members and, on the other hand, how 
important mutual relations are.

When considering learning organizations and their cultures, Schein concluded 
that task and relational orientation are equally important [19]. It should therefore be 
assumed that both orientations determine the organizational culture. Effectiveness 
of the organization depends on the willingness of its members to accept the goals and 
tasks, together with the sense of community. Schein believed that in a stable environ-
ment, it is safer to be task-oriented, while in a complex and dynamic environment, 
there is a greater need for a relationship orientation. This is due to the necessity of 
mutual trust and the need for efficient communication between employees. The 
communication is necessary to solve numerous problems arising in the changing 
environment [19].

In contrast, Harrison [36] recognizes that the strongest side of task-oriented 
organizational culture is coping in a changing environment, but he also believes that 
human-orientation is not inappropriate in such conditions. He highlights the growing 

Figure 2. 
The model of dependence between management paradigms and organizational culture orientations. Source: Own 
elaboration.
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pressure on organizations to create a relational culture. This pressure stems from the 
changing environment in which organizations operate in. What is required is a greater 
emphasis on interpersonal relationships involving both employees and customers, 
business partners, shareholders, and representatives of various interest groups [32].

In the light of the discussion on the benefits of alternative use of particular para-
digms in specific market situations, a complementary approach should be considered 
appropriate. Economic management is recommended in engineering companies with 
a project structure in which deadlines, rules, and the hierarchy of performed activities 
are important. However, in service companies, operating on the basis of employees’ 
creativity and common values, better results in relation to teamwork and greater 
involvement of employees can be obtained by applying humanistic management. The 
alternative use of paradigms in management is also supported by cultural conditions 
affecting the orientation of the organizational culture of enterprises operating in a 
specific cultural and social environment.

Recently, as a result of organizational culture research on Vietnamese enterprises, 
a division of interpersonal orientation into two sub-orientations has appeared in lit-
erature [40]. The relationship orientation has been divided into status orientation and 
unity orientation. Status orientation reflects the distance between organizations/lead-
ers and employees. It makes it easier to deal with bureaucratic systems that prevent 
local workers from competing fairly. Conversely, the unity orientation emphasizes the 
sense of community. Working in a group is perceived as efficient and harmless, even 
if it is inconsistent with the instructions received from superiors.

Increasingly numerous studies prove the cultural conditioning of organizational 
culture orientation. The orientation toward unity reflects the collectivist Confucian 
values [41]. This proves that organizational culture is influenced not only by manage-
ment paradigms but also by other factors, such as the impact of cultural values. A 
need for further research into the determinants of organizational culture orientation 
is indicated. This need is also evidenced by the results of the comparative research on 
the value of organizational cultures of social and commercial enterprises in Poland 
operating in the dairy, trade, and insurance industries [42]. A comparative study of 
management reports relating to language artifacts constituting one of the elements 
of organizational culture confirmed the existence of differences in the orientation 
of the organizational culture of the surveyed enterprises. Organizational cultures of 
social enterprises turned out to be more oriented toward social relations than toward 
commercial enterprises, while organizational cultures of commercial enterprises were 
more often task-oriented. The study found that corporations often require employees 
to conform to predetermined values, while social enterprises build organizational 
culture to a large extent based on the values and needs of its members.

Values are a key component of organizational culture. The creation of a relevant 
value system in an organization contributes to improving the effects of its activities 
and consolidates its favorable image. In order to develop the appropriate organiza-
tional culture (fulfilling assigned functions), the knowledge of its relationship with 
other subsystems is needed. The article addressed the issue of the linkage of the 
organizational culture orientation with the adopted management paradigm. After 
analyzing the existing literature, the thesis was made that in humanistically managed 
enterprises, an organizational culture based on interpersonal relations is created, 
while in enterprises managed in accordance with the economic paradigm, a task-
oriented culture prevails. This thesis was supported by referring to values and their 
model approach by M. Rokeach. The basis was the assumption that the management 
paradigm determines the values that consequently determine the orientation of the 
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Chapter 3

The Impact of Technological 
Advances on Cultural Conflicts 
within Organizations
Ritu Mishra, Saumya Singh and Suruchi Pandey

Abstract

Although some beliefs and norms may not change, as few hold the opinion 
“ culture reflects the heritage of society” rapid pace of digitization and pressures of 
global competitiveness have accelerated the organizational changing processes and 
employees behavior patterns. When people from various cultures get together, it 
might lead to misunderstandings and hostilities. Recent decades have seen significant 
shifts in cultural norms and values as a direct result of technological advancements. 
These shifts are happening faster than ever before, and they are causing tension 
between different cultures which is negatively impacting their Performance. This 
chapter will examine how technological advancements have influenced culture, and 
the impact of organizational culture on employee performance and behavior. And 
contain broad introspective musings on Cultural Shifts and historical contemporary 
roles of digital technologies; defining traits that encode in our minds and support 
positive behavior. Rest sections focus on flawed human characteristics with the 
concept of culture and how it is defined to examine the ways in which technology 
can lead to cultural change in Employees and the potential for conflict that might 
come from these changes. The last section will discuss the societal consequences of 
technologically-induced cultural shifts and techniques to cope with them.

Keywords: norms, digitalization, cyber culture, technology, performance

1. Introduction

1.1 Organizational culture

In today’s world, technology is so pervasive that at first, people reacted strangely 
to it and thought something must be wrong. However, by passing of time they began 
to adapt these technologies, and eventually, technology began to take inspiration from 
the way individuals, groups, and societies conceived of the world [1]. The importance 
of an organization’s culture in fostering peak performance cannot be overstated as 
involvement of modern techniques had changed the human behavior by making things 
easy and time saving, which is improving their performance at all levels [2]. In the 
modern world, a thorough understanding of organizational behavior—including its 
subsets of culture, values, and norms—is essential before attempting to broaden an 
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organization’s cultural standards. According to Stephen P. Robinns’ Perspective on 
Organizational behavior is the study of how an organization’s structure, culture, and 
policies influence employee actions and decisions for the benefit of enhancing that 
organization’s efficiency. Culture gives the vitality essential to optimal functioning, 
much like a healthy cardiovascular system ensures that all of the organs receive suffi-
cient blood flow [3]. Numerous studies have shown introspective looks into the ways in 
which digital technology has altered modern western civilizations in boosting human 
organizational performance. The rules, beliefs, customs, and culture of an organiza-
tion are the glue that holds its myriad individuals, groups, and structures together [4]. 
What make a country’s culture trendy are kinds of things that foreigners do there, such 
as eating, drinking, and socializing. When it comes to cultural shifts, technology has 
always acted as a barrier. There is a risk of conflict as new technologies arise and pose 
threats to established norms and values. Culture is a broad and intricate subject with 
many facets. The views, values, and customs held in common by a community. People’s 
thoughts, emotions, and actions are molded by the beliefs, values, and norms they 
were raised with [5]. They also have an impact on interpersonal dynamics. Cultures 
refers to the deep structure of organization which is rooted in the value, belief, and 
assumptions held by organizational members. Also Members’ perceptions of them-
selves, their inner workings, their relationships with the outside world, and their hopes 
for the future are all manifestations of the organization’s culture. According to The 
Business Dictionary, culture is based on shared attitudes, beliefs, customs, and written 
and unwritten rules that have evolved over time and are considered valid [6].

There are eight mainstays that support a thriving company culture influenc-
ing Performance and behavior of employees. The Openness, Confrontation, 
Trust, Authenticity, Proactively, Autonomy, Collaboration, and Experimentation 
(OCTAPACE)” profile was created by U. Park. Research into the OCTAPACE culture 
of any organization lends credence to the importance of training staff members to 
keep the workplace healthy and productive. Later, T.V. Rao proposed the OCTAPACE 
culture as a forward-thinking, beneficial method of constructing businesses.

In this way, an organization’s culture serves as the social glue that binds its mem-
bers together by outlining acceptable norms for communication and behavior. Finally, 
organizational culture functions as a control and meaning-making system that influ-
ences employee dispositions and actions. There appears to be a growing recognition of 
the power of company culture in shaping employee actions in the modern workplace. 
Technology now plays a central role in shaping every aspect of our lives, and the 
modern workplace is no exception [7]. The unexpected Covid-19 outbreak acceler-
ated the speed of technology-driven businesses as many employees worked from 
home, changing societal attitudes about the importance of technology in the work-
place. Despite the fact that an organization’s culture provides a common language and 
framework for understanding one another, there is still room for improvement in this 
area [8]. Culture can have a significant impact on an employee’s performance if it fails 
to adequately support these roles. So, the members of a culture have a common set of 
values and other ideas, concepts, or notions. A company’s culture is something that 
Culture shapes how people behave, how they see the world around them and what are 
the changes occurred in their behavior with the changing Technological Culture.

1.2 Types of organization culture

A strong company culture is essential to the success of any business [9]. A com-
pany’s culture consists of the norms that employees follow when interacting with one 
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another and with those outside the company. There have been many helpful attempts 
to identify and quantify different types of organizational culture, which can help you 
learn more about the prevalent corporate culture at your company. Two business pro-
fessors at the University of Michigan, created the Organizational Culture Assessment 
Instrument (OCAI) to measure company culture. Based on their analysis of over 
12,000 businesses, they identified four distinct corporate cultures: clan, adhocracy, 
market, and hierarchy. While some cultures are more pervasive than others within 
an organization, every company has its own distinct blend of the four major cultural 
dimensions [10]. Below is a breakdown of the Competing Values Framework’s 39 
indicators and 2 dimensions:-.

Hierarchy Culture: Characterized by a strict organizational structure; What 
people do is governed by formal rules, processes, and policies; Bureaucracy implies a 
value for consistency, predictability, and effectiveness [11]. Procedure and process are 
valued more in hierarchical societies. Leaders make sure workers stick to the company 
way — the methods that have been shown to be effective in the past. This society has a 
strong preference for doing things right [12]. Following the laws and guidelines helps 
businesses cut money and avoid making many mistakes. The military units I served 
with often emphasized rank and authority. NASA, Exxon Mobil, and General Electric 
are three other companies that could have a hierarchical culture.

Market Culture: Goal-oriented and competitive in dealings with the outside 
world. A market culture is one in which people value efficiency and productiv-
ity above all else. Competition is commonplace, even among coworkers [13]. The 
market culture places a premium on steadiness while maintaining an outward gaze. 
This culture has a strong preference for getting the job done. The primary focus of 
these businesses is to maximize profits and expand their market share. Amazon and, 
historically, Ford Motor Company under Henry Ford are two examples of companies 
that may have a market culture.

Clan Culture: Friendly and cooperative, clan cultures are like one big happy fam-
ily or clan where everyone knows each other and works together. In this way of life, 
people enjoy doing things together [14]. The clan’s culture encourages adaptability 
and inward concentration. Members of these groups have common values and are 
bound together by a sense of loyalty and tradition. Companies such as Ben & Jerry’s, 
Pixar, and Love’s Travel Stops may have clan cultures. Organizational structure mod-
eled after a family; Characterized by mutual respect, care, and support; Emphasizing 
the cultivation of a compassionate workplace.

Adhocracy Culture: Fundamental to this way of life is the idea of ad hoc. Leaders 
in an adhocracy are often viewed as inspirational innovators who are willing to 
challenge assumptions and take risks, and employees in such an environment are 
not afraid to take risks themselves [14]. Organizations are in the business of creating 
novel products and services (* ad hoc: temporarily, specialized), making them the 
most responsive to the hyper volatile business conditions. In an adhocracy, they value 
adaptability and keeping an eye on the outside world. These people take pride in 
being the ones that do it first. Culture places a premium on adaptability and novelty. 
Companies like Tesla and Door Dash may have an adhocracy culture.

1.3 Cultural components influencing employees performance

Several factors can be identified that influence employee behavior and perfor-
mance at work place, Cultural components always have unique personal characteris-
tics which periodically put a dramatic influence on both individual behavior and the 
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behavior of those around us [15]. Any leadership position may be attained with the 
proper skills and abilities to adjust changes with the culture if required. Few compo-
nents affecting culture are as follows.

1.4 Norms

Norms are the unspoken standards of conduct that serve as informal guidance 
for social interaction. People are told by norms what they should be wearing, 
talking, and believing. They are never put into writing because that would be 
considered a policy or practise. They spread by word of mouth and behavior, and 
are upheld by the consequences people face when norms are broken [16]. Because 
of these responses, they are able to exert considerable control over the behaviors of 
those around them. The adage “work hard, play hard,” “show early, stay late,” that 
“consistently appear busy or relaxed” are frequently used in the workplace are few 
excellent examples of norms.

1.5 Artifacts

Organizational artifacts are the things people can see, touch, hear, and read about 
the business. Artifacts can include anything from the physical layout of an office to 
the wording of memos and letters to the greetings exchanged during meetings and 
phone calls to the receptionists’ responses to visitors and outside calls. Artifacts have 
the potential to disclose a lot of information.

1.6 Leadership

The “first step in improving an organization’s culture is for its leaders to take an 
honest inventory of how things currently stand [17]. Everyone must ascertain wher-
ever our culture lags low about the employees and normal people have envisioned 
and whether there are areas that can be enhanced. Leaders who can inspire this kind 
of introspection must be approachable and sympathetic. By exhibiting these traits, 
leadership can assess the culture and win the respect of those who work for them.. 
Trust in leadership, management, and coworkers, as well as trust that the company 
will deliver on its promises, are essential to fostering a healthy culture inside any 
organization. They must acquire Qualities to:

• Possess sound communication and listening abilities, and be approachable, 
genuine, open, and transparent.

• Make two-way communication a priority by paying attention to your staff and 
allowing for open, frank discussion

• Reinforce the organization’s goals, objectives, and values on a regular basis in 
both your words and your deeds.

1.7 Purpose and values

Organizational values are the core convictions about what is right and beneficial 
for the business. An organization is said to be value-driven if its ‘value set’ is known 
and understood by all its employees, rather than just the management. The more the 
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value, the greater its impact on one’s actions [18]. This is true regardless of whether or 
not they have been stated. Unlike professed ideals that are idealistic and not expressed 
in the action of the management, the influence of “couched morals rooted down 
in organization and are toughened by behavioral attitude that can be substantial. 
Performance, proficiency, competition, and teamwork are all terms that can be 
implied or stated directly.

The stated goal and core values of the corporation should match its declared objec-
tives and ways of operation. Any discrepancy between an employer’s words and deeds 
will be swiftly pointed out by their staff. Employees who adhere to the organization’s 
goal are more committed to its success, more inclined to work there for a long time, 
and better equipped to contribute to that success. Organizations need to do the follow-
ing to foster a purpose-driven culture that strengthens workers’ ties to their work:

• Adopt a framework for introducing their purpose or mission to life through 
action and conduct (values).

• Clearly communicate the purpose, mission, and values; and

• frequently exhibit concrete examples of employees’ contributions to the success 
of the organization.

1.8 Employee empowerment

Workers wish making difference and contribute to the team. What they really 
want from their employers is the freedom to do their jobs when, where, and how 
they see fit. When companies give their workers more freedom, responsibility, and 
appreciation, they foster a more positive work environment. Workers who have 
more autonomy in their work get better results. As a result, the company culture has 
become more robust. A culture of empowerment can be fostered in a company by:

• “Providing flexible work arrangements, including location flexibility (e.g., remote, 
hybrid and work from anywhere) and schedule flexibility (e.g., flextime, compressed 
work week, shifted start-stop times, part-time schedules, job sharing and more)

• Demonstrating appreciation for employee contributions through rewards, 
recognition, compensation and benefits

• Encouraging managers and peers to provide employees with frequent and 
meaningful feedback”

1.9 Holistic and inclusive well-being

Employers have a significant role to play in reviving their exhausted staff mem-
bers. In particular, employers should prioritize the health and happiness of underrep-
resented employee groups, who are disproportionately affected by discrimination and 
stress in the workplace. The following are some ways in which businesses can make 
holistic and inclusive well-being central to their mission and values:

• “Investing in resources and tools that support employees’ physical, emotional 
and mental health
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• Reinforcing business norms that promote healthy culture, including regular 
business hours, meeting-free days, recommended daily breaks, PTO usage and 
ideas for connecting informally with colleagues

• Evaluating diversity, equity and inclusion programs to assess whether all employ-
ees feel supported to be their authentic selves at work regardless of whether they 
work on-site, remotely or a combination of the two

• Ensuring equity and inclusion is not just touted in hiring practices, but is also 
ingrained throughout all business practices and reflected in the culture

1.10 Professional development and growth opportunities”

When workers do not see room for advancement in their careers, they generally look 
elsewhere for employment. Employees are more inclined to stay with a company if they 
can see a clear route for professional growth and promotion. Employees in a company 
with a growth culture are more likely to innovate because they are more open to trying 
new things, taking calculated risks, and looking beyond the status quo for answers.

Organizations can foster a culture of growth by:

• Activating professional development frameworks that include financial support 
and time allocations

• Offering coaching and internal advancement programs

• Intentionally developing young talent by encouraging mentorship connections 
and strong on boarding programs

• Rethinking how they create growth and connection opportunities in today’s 
hybrid and remote work environments, especially for young talent who may 
need more hands-on mentorship.”

1.11 Communication

A healthy company culture is built on solid communication. The other five factors 
of organizational culture outlined in this article are only as effective as the level of 
employee engagement, awareness of the employee experience, and implementation of 
new programmes and products that are communicated to the workforce. Employers can 
gain employees’ trust by open communication. When companies are able to effectively 
convey information to their staff, it helps them feel more included and invested in their 
work. Organizations can build a trusting and healthy culture with communication by:

• Having an internal communication strategy aligned to the organization’s purpose 
and values

• Investing in communication training for leaders and managers and identifying 
employee influencers capable of championing the culture and values

• Listening to employees by asking them questions, providing space for employee 
input, and taking time to reflect on what they have to say
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• Adopting the tools and channels necessary to frequently reach out, listen to and 
engage all employees, regardless of when, where and how they work.

Today’s” businesses encounter intricate problems. Despite the ever-shifting 
landscape, one constant remains: a company’s success or failure hinges on its ability to 
attract and retain the best individuals available. These six aspects of company culture 
they directly or indirectly effects employees are essential to the success of every busi-
ness. In the normal context of constant development and competition, the alternative 
cannot survive for very long in lack of any of these components.

2. Cultural change

The HRD environment and culture of an organization originates in the values 
of its leadership and is further shaped by the HRD system and its associated prac-
tices [19]. Cultural transitions were previously seen as highly idiosyncratic or only 
tenuously linked to other social movements, making their research the purview of 
historians and political scientists [20]. “Changes in the ideas, norms, and behaviors 
of a group of people (or shifts in the contents or themes of their products reflecting 
such shifts) over time, typically on the scale of decades or centuries, are difficult 
to study and understand, but recent theoretical and methodological advances have 
led to the emergence of more systematic and rigorous approaches in psychology”. In 
Strong organization culture, employee feels appreciated and hence have gained great 
decision making ability which ultimately leads to better performance [21]. They do 
not feel helpless at work; they at least have some influence over it whether via work-
ing from home or selecting their own endeavors, or even in new job orientation. An 
organization’s culture consists of the unspoken norms, customs, and underlying 
values that shape employee behavior and ultimately, productivity [22]. As the nature 
of global competition shifts and the demand on businesses increases, companies are 
increasingly prioritizing and putting more emphasis on their cultures. This is due 
to the paradoxical fact that strong organizational cultures foster both continuity 
and change. Consensus on a common set of values acts as a stabilizing force inside 
an organization. The psychological insights gained from studying cultural shifts in 
relation to the reliability of different tests of mental operations can be quite novel 
[23]. Many studies of cultural shift have assumed that persistent cultural ideas like 
individualism/collectivism, social capital, and gender disparity have constant char-
acteristics throughout history. It’s an empirical question, though, whether the psy-
chological import of such ideas holds steady or shifts over time [24]. The term culture 
change or transformation refers to a transition that can affect an entire company or 
just one division. To achieve the desired culture, it is necessary to alter the attitudes, 
beliefs, and abilities of the workforce. It all starts with a person’s conviction (heart) to 
alter their ways. Then, individuals need the knowledge (thought) and ability (skills) 
to implement the changes in behavior that are necessary.

However, organizational culture is a major stumbling block to change; the require-
ment for cultural change is often overlooked in transformation initiatives, which is 
known to contribute to the high rates of transformation project failures [25]. The culture 
of an organization and its strategic direction tend to converge over time and reinforce 
one another. The challenge arises when top management makes a strategic shift that calls 
for a sea change in employee mindset and behavior [26]. While in theory a new strategy 
can be adopted instantly, in practice it often takes much longer and requires much more 



Organizational Culture – Cultural Change and Technology

46

effort to do so, especially if the status quo of old attitudes and behavior patterns persists. 
Our world is characterized by two main types of cultural shift:

2.1 Employee level cultural change

People have a natural inclination to resist change; a comprehensive strategy that 
takes into account both personnel and the organizational processes that shape their 
actions and behaviors on the job is necessary to overcome this resistance and achieve 
lasting improvements in the company’s culture. There must be two steps involved 
at the employee level. First, all employees should be updated on the company’s new 
business plan or other changes in a way that takes into account their individual 
learning styles and interests. Second, employees should be actively engaged through 
team meetings, staff workshops, or other venues in adapting the new strategy or goals 
to their specific areas of responsibility. Taking a two-pronged approach like this can 
assist foster new norms that will drive the behaviors needed to get there.

2.2 Organizational level culture change

However, attempts at the individual level are insufficient to foster long-term 
cultural change since culture eventually becomes institutionalized and engrained in 
the very fabric of the organization, creating its structure and systems and reinforcing 
these in turn. In specifically, seven change shaping levers that support organizational 
culture can be identified; these levers need to be realigned with a new strategy to 
encourage good cultural changes.

3. Developing organizational climate

The term organizational climate refers to the degree to which a company encour-
ages its workers to express their unique personalities and ideas on the job. An organi-
zation’s mood, or organizational climate, as some call it, can evolve slowly over time 
and fluctuate often depending on how much attention is paid to it [27]. The climate of 
an organization can be gauged with the help of questionnaires and other instruments. 
The health of an organization’s culture can be gauged by measuring employee satis-
faction on a variety of factors. A company may, for instance, find out through its staff 
that, while its constraint system is robust, its decision-making procedures are in effect 
[1]. Several variables impact the atmosphere in an organization. The culture of an 
organization can be improved with the help of incentives like annual bonuses, parties, 
and presents. When employees are trusted, valued, heard, and given opportunities to 
contribute, it’s a sign of a positive work environment. When companies invest in their 
employees’ personal and professional development, they boost morale and productiv-
ity [28]. The morale and output of workers can be affected by the atmosphere of the 
workplace. However, in order to achieve these desirable outcomes, a company must 
make substantial investments in a number of critical areas. The following are domains 
where the influence of organizational climate can be seen.

3.1 Constraints

The importance of setting limits and limits in the workplace cannot be overstated. 
When workers have clear goals and responsibilities but are also encouraged to think 
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beyond the box, they tend to excel. However, it is important for businesses to avoid 
placing too many restrictions on their employees, as this can have a negative impact 
on morale and output.

3.2 Communication

Organizational climate is enhanced when employees feel they receive constructive, 
fair, and regular feedback from their leaders [29]. They also appreciate the opportu-
nity to be heard on issues that matter to them and their daily work. In other words, 
communication works best when all parties have a fairly equal amount of time to 
share their thoughts.

3.3 Decision-making

Buy-in is a powerful motivator. That is why it is good for an organization to 
seek their employees’ input on important decisions, especially when it comes to 
individual and departmental goals. If employees feel involved with business efforts 
from beginning to end, they are more likely to feel a stronger sense of ownership and 
accountability.

3.4 Policies and procedures

Employees can be a valuable resource in developing better policies and procedures 
for their work units and even companywide. By being on the front lines and experi-
encing processes firsthand, they can help root out inefficiencies, errors, and discrimi-
natory practices. As a result, organizational climate improves.

3.5 Infrastructure

Organizational climate is also affected by infrastructure, which includes facili-
ties, equipment, technologies, and other tools that help employees do their work. 
Though some innovations in infrastructure may be more challenging to a workforce 
at first (e.g., getting new computers), a forward-thinking, responsive organizational 
climate usually appeals to employees. Organizational climate is important for many 
reasons. It establishes constraint systems so employees know appropriate boundaries. 
It also drives how organizations communicate, make decisions, establish policies and 
procedures, and contribute innovatively to their fields.

3.6 Classification of organizational climate

All organizations are unique, which means each one differs in organizational cli-
mate from one another sharing peoples of different mindset and behavior. As cultural 
climate are the recurring patterns of behavior, attitudes and feelings that characterize 
life in the organization, while an organization culture tends to be deep and stable 
[30]. However, they can often be categorized under some common organizational 
climate types, four of which are explained.

1. People-Oriented Climate The organizational culture that includes a core set of 
values and puts its onus on care and concern for the employees’ results in people-
oriented climate.
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2. Rule-Oriented Climate The organizational culture that provides for featured 
benefits and puts its burden on attention to details by all the members’ result in 
rule-oriented climate.

3. Innovation-Oriented Climate The organizational culture that introduces new 
ways and processes to develop new and innovative things results in innovation-
oriented climate.

4. Result-Oriented Climate The organizational culture that gives preference to 
values and puts its onus on refining every detail of the processes to refine and 
achieve results is known as result-oriented climate.

3.7 Technological impact on cultural norms

In recent years, technology has had a profound effect on culture, causing shifts in 
norms and priorities. These shifts will become more obvious as technology advances, 
increasing the potential for cultural friction. In this paper, we’ll look at how technologi-
cal advancements have influenced culture, how those shifts have affected values and 
conventions, and how that might lead to friction between groups with different world-
views. “Technology is available in the market for a price. But what is not available in the 
market for a price are Values, which translates to – Culture, Empathy, Ethics, Transparency, 
and Trust.” (Arundhati Ashoka, 23).In recent decades, technological advancements have 
fueled a wide range of cultural shifts. The emergence of social media has been one of the 
most transformative factors since it has radically affected people’s habits of sharing infor-
mation and interacting with one another. The advent of social media has made it easier 
for people to communicate with one another across geographic and cultural boundaries. 
Because of this, individuals are more open to discussing their beliefs and ideals with one 
another, which has altered their perspectives on life [31]. The expansion of online shop-
ping is another example of how technology has influenced cultural shifts. The advent of 
online marketplaces has revolutionized the way commodities are bought and sold, mak-
ing it simpler than ever to gain access to a global market. As a result, people’s perspectives 
on consumption and the worth of material goods have shifted. The proliferation of 
mobile devices has also contributed significantly to the shift in values. Thanks to smart 
phones and other mobile devices, we can now get our hands on news, music, and movies 
whenever and wherever we choose. The result is a shift in how we value social interaction 
and how we spend our free time [32]. The idea of technology is similarly intricate and 
varied. It’s the methods employed to resolve issues or accomplish objectives. Technology 
has the potential to better people’s lives, but it also has the potential to cause them harm 
[33]. There are numerous ways in which technological advancements may alter cultural 
norms. It has the potential to alter people’s modes of expression, education, employment, 
and socialization. People’s perspectives on themselves and the world can also be altered 
by technological advancements [34]. Technology-driven cultural transformation has 
the potential to spark serious conflicts [35]. Emergence of new technology might pose a 
threat to established norms and values. People with contrasting norms and beliefs may 
find themselves at odds as a result. Technology can influence cultures in a number of 
different ways. Introducing novel concepts and ideals is one approach. For instance, the 
proliferation of online communication has facilitated the exchange of ideas and ideals 
among people from different parts of the world. Traditional patterns of living can also 
be altered as a result of technological advancements. People’s ways of working and living 
have shifted as a result of the advent of automation and the resulting displacement of 
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some workers. Altering social structures is another way in which technology contributes 
to cultural shifts.

For instance, [36] the proliferation of social media has given rise to brand new 
online communities, which have the potential to profoundly affect individuals’ 
attitudes and actions.

• Technology-driven cultural transformation has the potential to spark serious 
conflicts. Emergence of new technology might pose a threat to established norms 
and values. People with contrasting norms and beliefs may find themselves at 
odds as a result.

• For instance, the proliferation of social media has contributed to wider societal 
divisions. This is because social media users can choose to exclusively interact 
with other users who share their views, creating a kind of echo chamber. Because 
of this, there is a higher potential for confusion and strife. The rise of automa-
tion is another example of the potential for conflict that might arise as a result of 
technology-driven cultural change. Displacement of workers due to automation 
is a potential source of friction between employees and their employers.

There is no denying the profound effect that technological advancements have had 
on our culture [37]. Rapid technological progress has facilitated widespread cultural 
corruption through materialism, edging us ever closer to an unhealthy lifestyle’s 
nonexistence. One positive effect of technology is that it has allowed society to 
increase production, provide services to a wider population, and enjoy more prosper-
ity. It has also had a significant cultural impact and impacted daily life. Language, art, 
movement, education, and faith are just few of the cultural spheres that have been 
profoundly influenced by technological advancements [38]. The global dissemina-
tion of knowledge made possible by digital technology has altered the ways in which 
different societies perceive and engage with one another. Cultures are influenced 
by and can mingle with one another thanks to technological advances. It has had an 
impact on every facet of society, including medicine, transportation, and even power. 
However, there are many who worry that technology is replacing humans’ intellectual 
success with mindless conveniences. The good and the bad effects of technology on 
culture are equally significant. While it has improved areas like education, healthcare, 
and research, it has also altered cultural norms and practices in profound ways. The 
overemphasis on technology is to blame for unemployment and cultural backward-
ness [39], as well as the resulting lack of trust among the general public.

• There have been both beneficial and negative impacts of technology on culture.

• Causes of addiction include reliance on others, mass-produced culture.

4. Organizational culture transformation

Industry’s repeated failures at Change Management gave rise to Cultural 
Transformation, a pumped-up procedural and behavioral paradigm [40]. In the early 
21st century, as we re-engineered businesses and procedures, we learned that people 
were not like machines or processes and therefore could not be re-engineered [41]. As 
a result, Endeavor employs an array of methods for bringing about the cultural and 
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individual shifts that are necessary for every business to function at its highest poten-
tial [42]. To make any kind of lasting change at a firm in the modern day, we must 
first acknowledge that individuals must condition their attitudes, values, beliefs, and 
priorities in order to alter their behavior and, by extension, the company’s culture. 
Intentional leadership behavior, leadership actions, and employee inputs are required 
to successfully design an organization-wide transformation beyond.

4.1 Three M’s of cultural transformation

Organizational culture always a hot topic within human resources departments 
as it effects impact all aspects of a company’s operations and Functioning. Recent 
[36]. Psychological Researches has uncovered three leading elements of Cultural 
Transformation [43].

4.2 Measure

This is the first essential step in any cultural change initiative – finding out 
where you are starting from by taking the time to learn the core values of your 
valued employees. By determining what is important to people at levels within your 
organization, you can align your culture effectively. And Baumgartner says not to be 
surprised that values can differ by level, function and, if your company has multiple 
offices, by location as well.

4.3 Manage

Once you have a list of your employees’ core values, simplify them as best you can 
and narrow them down to 1–3 values so that you can methodically adjust your orga-
nization’s recruitment, engagement and retention around a manageable list. Focusing 
on these main values, apply them to your organization’s:

• Communication: values to reinforce those ideals in every written and spoken com-
munication. In the end, this will result in the development of a language exclu-
sive to your company’s culture. Integrate your company’s beliefs into the way you 
evaluate applicants for employment and the recruiting process. Standardize the 
criteria through which you assess applicants’ values. Establish culture gatekeepers 
and refrain from recruiting candidates who do not strongly fit the culture.

• Employee Engagement / Development: Establish a road map for success beneath 
your organization by letting your fundamental values dictate how you engage 
and develop your staff. For instance, if your staff members desire to Encourage 
everyone to be challenged by your company’s principles by assigning them to tasks 
that will push and broaden their horizons. Give them benefits that will help them 
achieve a better work-life balance if they want one. Play to your staff ’s strengths 
and honor your company’s basic beliefs.

4.4 Monitor

It is essential to establish metrics by which your progress may be monitored. 
According to Baumgartner, in order to effect lasting cultural shifts, you must provide 
concrete evidence that people’s lives are improving as a result of your efforts. Think 
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about and evaluate: Are individuals more involved and content than before? Is there 
an increase in output? What kind of progress have we made in terms of memory 
retention? Is there greater nuance in the hiring process? How well do new hires mesh 
with the existing team dynamic?

Supporting your organization in achieving its goals is no easy task, but by keeping 
these three Ms. in mind and addressing them, you can help it succeed. Once it hap-
pens, good things will start happening across the board for your business.

4.5 Cultural values and its dimensions

The IBM Values Survey was conducted from 1967 to 1973. (Geert [44]) Factor 
analysis on the findings of a global survey provided Geert Hofstede with the founda-
tion for his first model. It’s been improved upon since then. Using a framework bor-
rowed from factor analysis, he explains how a culture shapes individuals’ values and 
how those values influence their actions. Cultural values were intended to be analyzed 
along four dimensions in the original theory: The cultural dimensions theory given by 
Hofstede are as under;

1. “Power Distance Index (PDI),

2. Individualism vs. Collectivism (IDV),

3. Uncertainty Avoidance Index (UAI),

4. Masculinity vs. Femininity (MAS)

5. Long-term Orientation vs. Short-term Orientation (LTO)

6. Indulgence vs. Restraint (IND)”.

The Power Distance Index (PDI) measures how much less powerful members 
of institutions and organizations (such as families) acknowledge and anticipate that 
power is not allocated fairly. In this dimension, followers at the lower level sense 
inequity and authority. A higher Index degree means that hierarchy is undeniably cre-
ated and followed in society, without hesitation or justification. A lower Index score 
indicates that individuals challenge authority and want to share power.

Collectivism vs. Individualism (IDV): This indicator investigates the degree of 
social integration of individuals. Individualistic cultures tend to have weak relation-
ships that frequently only connect a person to his or her immediate family. “I versus 
the We” is emphasized. Collectivism, which is its antithesis, Imagine a world where 
extended families and other in-groups are connected through tightly-integrated ties. 
These in-groups have an undeniable bond of loyalty and stand by one another when 
there is an issue with another in-group.

Index of Uncertainty Avoidance (UAI): The Uncertainty Avoidance Index 
measures a society’s propensity to welcome or avoid an occurrence that is unexpected, 
uncharted, or inconsistent with the status quo. An index with a lower value indicates 
that more people accept different viewpoints. The environment is more free-flowing, 
ambiguity is more common, and society tends to put less restrictions.

Masculinity vs. Femininity (MAS): Masculinity refers to the inclination in soci-
ety for success, bravery, aggressiveness, and monetary benefits. Its opposite stands for 
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a preference for harmony, modesty, helping the weak, and high quality of life. Women 
tend to exhibit distinct ideals in their respective communities. Equally with males, 
feminine civilizations value modesty and compassion. Women are more competi-
tive and emphatic in civilizations where men are more dominant, although they are 
noticeably less emphatic than men. They nevertheless acknowledge the discrepancy in 
values between men and women. In communities that are predominately masculine, 
this component is typically seen as forbidden.

IND: Indulgence vs. Restraint Whether or not the basic delights are realized, this 
dimension ultimately serves as a gauge of happiness. A civilization that permits the 
relatively unrestricted satisfaction of fundamental and natural needs is considered 
indulgent to human needs.

4.6 Changes in values and norms

There have been substantial shifts in values and conventions as a result of techno-
logical advancements. Popularity of social media is only one factor that has pushed 
individuals to put more effort into marketing themselves. The ideals, customs, and 
practices of a society are all manifestations of its culture [45]. A culture can learn about 
itself through its members by examining how they think, act, and share knowledge 
and technology. Language, art, movement, education, and religion are just few of the 
essential facets of human civilization that have been profoundly influenced by tech-
nological advancements. A community’s culture provides a benchmark against which 
technological innovations are evaluated, and assessed. Technology has an impact on 
every facet of culture; it ultimately dictates the course of Cultural Revolution [46]. If 
technology is not in tune then will be conflict between the advancement of technol-
ogy and the preservation of cultural norms depending on the social and cultural 
circumstances of the community. When reason and emotion are in balance, freedom 
of speech in the technical world transcends boundaries of race, age, and educational 
attainment. The lack of limits, regulations, and repercussions could lead to a cultural 
decline if people exploit it to live out their wildest ambitions [47]. Culture can be seen 
in the ways in which people think and act. Culture is observed by people as a mirror 
reflecting their own ideas, behaviors, values, and acquired knowledge. Technology has 
had profound effects on fundamental facets of human culture, including language, 
education, mobility, art, and religion [48]. The cultural norms of a society are used as 
a yardstick by which technological innovations evaluate. The development of culture 
is ultimately shaped by technology since it has an influence on all facets of culture. 
Technology must be in sync with community social and cultural contexts if it is to 
occupy the larger cultural dimension. If it is not, there will be tension between techno-
logical progress and the maintenance of cultural norms”.

It increasingly common for people to construct identities based on how they 
appear online. Because of this, people’s views on privacy and authenticity have shifted 
[49]. Values and customs have shifted as a result of the expansion of online shopping. 
Nowadays, ease of use and availability are prioritized by consumers over product 
perfection. Our standardized way of life has erased traces of our heritage. Inevitably, 
technology has had a profound effect on our customs and values, and this influence 
may be broken down into subcategories based on how they manifest in modern soci-
ety. The language was developed so that younger generations may communicate with 
their elders and gain wisdom from their experiences. They created tools for farming, 
structures for living in, and weapons for both offense and defense [50]. Technology 
advances in tandem with the expanding human population. Because of scientific 
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and technological progress, the average human lifespan has risen. The advent of the 
printing press paved way for more people to gain access to education, literature, and 
information. When the technical world kept in check, people of various ages, back-
grounds, and levels of expertise are able to openly express their ideas and opinions. 
We rely on current techniques to fulfill our dreams letting true, and if no restrictions 
are there on rules, regulations, or consequences, humanity could suffer [28]. Every 
facet of human life is being affected by the rapid development of technology. Benefits 
of cutting-edge digital methods are having far-reaching effects on our societies. 
However, the process of cultural change management is one of the most important 
business problems, not the devices, software, or solutions themselves.

5. Cultural conflicts and conflict resolution

Because wars are fought between people, cultures are always present. The nam-
ing, framing, blaming, and taming of conflicts are all influenced by cultural norms. 
The existence or nonexistence of a conflict is a matter of perspective [51]. Culture 
is always a factor in conflict, regardless it has a significant impact or a minor one 
[27, 52]. Any argument that has an impact on us where it counts—where we create 
meaning and uphold our identities—always has a cultural component.. Disputes that 
refuse to be resolved, such as the Israeli-Palestinian conflict or the dispute between 
India and Pakistan over Kashmir, involve more than just questions of territory, 
boundaries, and sovereignty; they also involve the recognition, expression, and legiti-
mization of distinctive identities and methods of existence and meaning-making [53].

Generational culture shapes teen-parent problems, while gender culture shapes 
marital or partnership disagreements [54]. Conflicts between different disciplinary 
cultures in the workplace can lead to misunderstandings and miscommunication 
among coworkers. Culture is always present in war, whether it surges ahead with 
overwhelming force or creeps along undetected until it is almost tripped over by 
the unaware. A Brief Discussion. The following are the levels at which conflicts can 
be found:

5.1 Level 1 – Individual level conflict

All people have internal conflict, which management should be aware of. When 
a person’s desires and motivations are suppressed or when he is presented with 
opposing roles and objectives and is forced to make choices, conflict develops 
inside them. Unacceptability, Incomparability, and Uncertainty are other causes of 
interpersonal conflict.

Types of conflict at individual level are:

a. Frustration: An individual feels irritated when they fail to achieve their goals. The 
highest level of discontent is frustration, which leads to conflict in the individual. 
The four major categories for the protective mechanism, result, or response to 
frustration are as follows: [55]

(i) Aggression (ii) Withdrawal (iii) Fixation and (iv) Compromise

b. Goal Conflict: When two or more issues compete with one another, goal conflict 
arises. Conflict arises when an individual cannot decide which objective should be 
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pursued because it has both good and bad aspects or because there are two or more 
goals that are in competition with one another. The following aim conflicts have 
been discovered in this context.

c. On the Basis of Individual Cultural identity Conflict are then sub categories as:-

5.2 Approach-approach conflict

In this sort of conflict, one person will have two intense, positively valenced 
desires. Consider the following scenario: A person is faced with two tempting 
employment offers and must select one of them. Tension results. Such conflicts are 
less destructive after choosing a side. The other one instantly becomes less significant 
to him or diminishes. But in some circumstances, choosing will be exceedingly chal-
lenging. For instance, a lady must decide between choosing her parents or a lover for 
an intercaste marriage. These situations are similar to “you can’t have your cake and 
eat it, too.”

5.3 Avoidance-avoidance conflict

There are two negative ends at stake here. There are times when a person 
must pick between two undesirable outcomes. Both outcomes are undesirable in 
a dispute of this nature, but he cannot remain neutral. A woman, for instance, is 
forced to choose between working a job she despises and staying unemployed. The 
person is hemmed in by two antagonistic dangers, anxieties, or circumstances. If 
she is stuck between the two options, she can always leave the field. However, the 
escape could have negative repercussions. A person who is unable to persuade his 
or her mother or spouse could, for instance, turn to harmful behaviors like exces-
sive alcohol usage or suicide.

When trapped in such situations with no way out, some people may resort to 
‘amnesia’ or other defense mechanisms like regression or fantasy to alleviate their 
stress.

5.4 Approach-Avoidance conflict

This is also a very tough and complex conflict to resolve. For the simple reason that 
in this kind of struggle, the target of one’s desires serves as both an attraction and a 
repulsion. In this case, the target item will be emotionally charged in two ways. The 
pleasant valence first draws the guy in, but the negative valence pushes him away. 
Frustration and stress result from being drawn to the target but unable to approach 
it. An individual may be torn between accepting a job offer because the pay is good 
and turning it down because it’s too dangerous. Aman wants to get married and start a 
family, but he has little interest in taking on parental obligations.

5.5 Multiple-Approach-Avoidance conflict

Multiple positive and negative valences will be at play in some of life’s events. Let 
us say a woman has accepted a marriage proposal [54]. For her, marriage represents a 
number of good things—namely, the chance to spend the rest of her life with someone 
she adores. However, if she feels she will lose out in the marriage because she will no 
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longer be able to maintain her current level of financial and social status, she may 
become resentful of the union. The cumulative value of both valences will determine the 
outcome of this conflict. If positive valence wins out, she’ll leave her career and pursue 
marriage; if negative valence wins out, she might turn down marriage and keep working.

5.6 Level-2 Interpersonal conflict

Interpersonal conflict is the most common and readily apparent sort of “conflict, 
and it happens when two or more people disagree. All conflicts may be boiled down 
to interpersonal tensions since the majority of disputes result from tensions between 
members of the same organization or group and members of other companies or 
groups (2001).

According to Researcher Wherten and Cameron, there are four sources of inter-
personal conflict.

1. Personal Disparities: Personal disparities can be a key cause of interpersonal 
conflict. The upbringing, cultural and familial customs, family background, 
educational experiences, and values of each person vary.

2. Information Deficiency: Information deficiencies can sometimes lead to disputes 
between people. This kind of dispute frequently comes from a breakdown in 
organizational communication.

3. Role incompatibility is yet another potential cause of interpersonal conflict. Many 
managers work in cross-functional organizations nowadays, where their particu-
lar positions may not be compatible due to interrelated duties and functions.

4. Environmental Stress: Environmental stress may also be the cause of the inter-
personal conflict. Environment-related stress is brought on by dwindling or 
scarce resources, downsizing, pressure from the marketplace, and a high level of 
uncertainty.

5.7 Level3- Group level conflict

Most of the group is made up of two or more people who interact with one another, 
possess distinct roles and status relationships, and adhere to certain principles and 
standards of conduct to ensure efficient operation. Groups have an influence on other 
organizations as a whole in addition to the conduct of its individual members. Two 
different sorts of conflict arise during this contact process:

a. Intra Group Conflict: Intra group conflict is visual when group conflict may arise 
in three ways [56].

Intra group conflict is like the interpersonal conflict with the difference that the 
persons involved in the conflict episode belong to a common group. The causes are 
similar to those of interpersonal conflicts.

i. An all new issue arises.

ii. When new values are imported from the social environment into the group and
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iii. When a person’s extra group role comes into conflict with his intra group role.

b. Inter Group Conflict: Conflicts between different groups in the organization 
are known as inter-group conflicts [57]. Organizational conflict is another way 
to describe inter-group conflict. Intergroup conflict factors can be categorized 
under the following four headings:

1. No joint decision-making.

2. Disparate objectives.

3. Differences in objectives and perceptions and.

Organizational conflict may be categorized structurally into four categories:

a. Hierarchical Conflict: This is the conflict that arises between several organiza-
tional levels. For instance, the top or lower level management may disagree with 
the intermediate level management.

b. Functional Conflict: Conflict that arises inside an organization’s multiple 
functional divisions is referred to as functional conflict. Because the marketing 
department and the manufacturing department could clash

c. Line-Staff Discord: One may say that line staff conflict is the conflict between 
members of the queue and staff: Conflict between members of the queue and 
staff may also be referred to as line-staff conflict. Conflict arises when staff per-
sonnel have little control over those in queue because of this. d) Formal-Informal 
Conflict: This type of conflict occurs when formal and informal organizations are 
involved.

5.8 Level 4-Organizational level conflict

De Dreu and Weingart [58] the term stress brought on by the surroundings. 
Resources are becoming increasingly scarce, which causes environmental stress. 
Conflict at the organizational scale might arise between the buyer and seller organiza-
tions, between a union and the organizations that employ its members, or between the 
organizations that are regulated by the government and those that are impacted by it.

5.9 Process of conflict

Conflict is a dynamic process consisting of a chain of events which tend to unfold 
in a particular sequence There are 5 stages of a conflict episode as described below.

1. Latent Conflict: Conflict episode begins with latent conflict. Important sources 
of organizational conflict include competition for scarce resources, drive for au-
tonomy, divergence of sub-unit goals, competition for organizational positions 
and even role conflict.
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2. Perceived Conflict: In few situations Conflict perceive even if, no conditions 
latent conflict exists and latent conflict circumstances present might be in a 
relationship with out of the participant perceiving conflict. Perceived Conflict 
results due to the misunderstanding of each other’s true position.

3. Felt Conflict: It is at the felt level that college of employees becomes sensitively 
mixed up in a conflict and face anxiety, tension, frustration, or hostility. There 
is an important distinction conflict. Between perceiving conflict and already Per-
ceived conflict results due to feeling conflict, Because a conflict is perceived does 
not mean that it is — personalized. The Cognition and personalization are two 
distinct stages.

4. Manifest conflict: Conflict behavior that is really manifested can take many differ-
ent forms, including open anger, physical and verbal violence, sabotage, indiffer-
ence, retreat, and so on Parties act in ways that cause reactions from one another.

5. Aftermath Conflict: Depending on how the dispute is resolved, the consequenc-
es of conflict-related behaviors can either be beneficial or harmful for the parties 
involved.

5.10 Models of conflict resolution management

Conflict Management by M P Follet M P Follett highlighted prime issues rise by 
conflicting environment. She makes the case in her essay “Constructive Conflict” that 
conflict should be seen as a typical organizational process [59]. She believed it to be 
no wasteful outbreak of incompatibilities, in spite regular methods through which 
socially valuable differences register themselves for the enrichment of all concerned 
[60]. For the constructively working on conflict. Follett says there are 4 ways of 
resolving conflict:

1. Dominance is the triumph of one side over the other: This is the quickest ap-
proach to resolve a dispute, but it rarely works in the long run.

2. Making a compromise is the second technique to resolve a dispute. In this, each 
party makes a small concession in order to achieve peace, or, to put it another 
way, in order to resume the activity that the war has halted. The cornerstone of 
trade union strategies is compromise.

3. Situational manipulation by one party is what manipulation is all about.

4. Integration seeks an outcome in which neither party is required to make any 
concessions and where the goals of both parties are satisfied. Only integration, 
she said, actually stabilizes.

Conflict Mode of Thomas-Kilmann [61] on the Instrument Behavioral scientists 
Kenneth Thomas and Ralph Kilmann devised the Thomas-Kilmann Conflict Mode 
responding to right or wrong, although one or more styles might be avoidance, and 
accommodation. This is another form of conflict resolution. Conflict resolution 
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methods that are improper for the circumstances at hand, such as competitiveness, 
cooperation, and compromise, have the affect of making the situation quickly get 
out of hand.

• Competing (Goal: I win, you lose)

A competitive personality comes off as forceful, dictatorial, confrontational, and 
threatening in others. A competitive style is an effort to exert pressure and achieve 
authority at the expense of the opposing party. When you need to execute an unpopu-
lar choice, make a speedy decision, the decision is crucial in a crisis, or it’s critical to 
let people know how important an issue is to you standing up for your rights, using a 
competitive style of conflict management may be acceptable. The major drawback of 
utilizing this approach is that relationships may be irreparably damaged, which may 
inspire other parties to utilize subversive tactics to further their interests.

People have become nothing more than if you are not with me, you.

• Accommodating (Goal: I lose, you win)

In accommodating, we put other people’s wants ahead of your own because you 
want to maintain harmony. Maintaining the connection is of utmost importance. 
Smoothing or harmonizing can produce emotions in a person that vary from rage to 
joy and can lead to a false solution to a problem: The role of the martyr or complainer 
may be played by accommodating people because they lack confidence and are 
cooperative. However, because it maintains relationships, accommodation may be 
advantageous when one is mistaken or when one wants to minimize losses when they 
are going to lose anyhow. It may become competitive — I’m nicer than you are — if 
you use it all the time, which may lead to a lack of originality in dispute resolution and 
worsened power disparities.

• Avoiding (Goal: I lose, you lose)

Avoidance is the purposeful avoidance or withdrawal from a disagreement rather 
than its confrontation. This approach could come off as indifference to one’s own 
problems or those of others. Those who ignore a situation do so in the hopes that 
it will go away, solve itself without their assistance, or that someone else will step 
up to the plate. There are times when it is wise to avoid conflict, such as when you 
need more time to consider your options, pressing deadlines require a delay, conflict 
would damage a working relationship, or your requirements are unlikely to be met. 
Avoidance, meanwhile, can backfire if the other person thinks you do not care enough 
to interact. This approach permits the avoidance of conflict by ignoring it.

• Compromising (Goal: I win some, you win some)

The compromise approach shows that you are prepared to put up some of your 
aims in exchange for other people’s agreement to give up some of theirs. Resolutions 
may entail dividing the disagreement or looking for a middle ground, but compro-
mising keeps the partnership intact and can go more quickly than collaborating. 
Compromise has the drawback of sometimes being a quick fix and limiting fresh 
creative possibilities. It can lead to game-playing and less-than-ideal results if you 
consistently straddle the line or split the difference.
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• Collaborating (Coal: I win, you win)

Conflicts are seen as issues to be solved in the collaborative approach, and innova-
tive solutions that address the needs of all parties are sought for. You examine the 
situation in order to discover the underlying issues, challenge your own beliefs, and 
comprehend other people’s points of view without sacrificing your own self-interest. 
Collaboration takes time, consequently it might not be worthwhile constructing a 
win-win solution if the relationship between the parties is not significant. However, 
cooperation promotes connections, respect, and trust. Address the dispute immedi-
ately and in a way that shows willingness for all parties to obtain what they need in 
order to foster a more collaborative atmosphere.

6. Conclusion

Potential for conflict that can arise from technology-driven cultural change is 
significant. Undoubtfully technology is changing every aspect of our lives. And the 
benefits provided by new digital approaches are showing a huge improved impact 
on our societies. However, one of the greatest business challenges is not about the 
devices, software or solutions – it is about how we positively manage the process of 
cultural change. It’s important to remember that technology is not inherently bad as 
Technology and culture directly influence each other. As cultures change, so does the 
technology it innovates Structure. Much of this is for the greater good. It can be used 
to improve the quality of life and living Standards, but it can also be used to harm 
people. So it’s important to be aware of the potential for conflict that can arise from 
technology-driven cultural change, so that we can take steps to mitigate this conflict.

One way to mitigate the conflict that can arise from technology-driven cultural 
change is through education and sharing knowledge about not only our customs, 
traditions and norms but also to respect each and every culture in the same way as we 
do ours. It is important to educate people about the potential impact of new technolo-
gies; so that they can make informed decisions about how to use these technologies. 
Another way to mitigate the conflict that can arise from technology-driven cultural 
change is through dialog. It is important to create spaces where people can come 
together to discuss the impact of new technologies, and to find ways to bridge the 
gaps between people who hold different values and norms. Through taking these 
corrective measures we can help to create a more all-encompassing and harmonious 
societal face of technology-driven cultural change.
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Chapter 4

Does Stress Type Matter? 
Clarifying the Relationships 
between Public Service Motivation, 
Work-Related Stress, and Employee 
Attitudes
Leonard Bright

Abstract

This study explored the relationship that public service motivation (PSM) has 
to environmental, organizational, and job stressors, as well as the relationships that 
those stressors have to job satisfaction and turnover intentions. Based on a sample 
of frontline federal employees working as airport baggage and security screeners 
for the Transportation Security Administration (TSA) in the state of Oregon, the 
findings of this study revealed a complex pattern of relationships. PSM was found to 
be positively related to the environmental stressors, negatively related to the orga-
nizational stressors, and not directly related to the job stressors. The primary path 
through which PSM impacts turnover intentions and job satisfaction was found to 
exist through its relationship with the organizational stressors. The respondents with 
high levels of PSM reported significantly lower organizational stress, which increased 
their job satisfaction, which then lowered their turnover intentions. While PSM had 
no direct relationship to the job stressors, it was found to be indirectly related through 
organizational stress. That is, high levels of PSM were related with lower organiza-
tional stress, which lowered the salience of the job stressors, which then increased job 
satisfaction. The implications of this study are discussed.

Keywords: public management, public service motivation, stress, satisfaction, 
turnover

1. Introduction

Stress is a common characteristic of most work environments, and in our  
fast-changing society, the number of highly stressed employees is on the rise. 
According to a recent poll, two-thirds of professional employees have reported that 
they are more stressed than they were five years ago [1]. Understanding the causes 
and consequences of stress should be a top concern for public managers and scholars 
alike. Stress has been linked to a variety of physical and psychological disorders [2]. 
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Alleviating stress in the workplace is likely to improve job satisfaction, which has been 
found to be negatively associated with turnover [3–6].

Scholars have also explored work stress in the public sector. Recent polls have 
suggested that government workplaces are among the most stressful workplaces, 
when compared to private and nonprofit workplaces [7]. This fact may dampen the 
already strained public sector recruitment efforts. One potential solution to this 
conundrum is public service motivation (PSM), which is an altruistic need that 
attracts individuals to contribute to the well-being of their communities and to 
public service work. There is a large body of research that have explored the benefits 
of PSM on individual behavior in work organizations. This research has confirmed 
that PSM has both direct and indirect influences on a range of work outcomes such 
as job satisfaction [8, 9], performance [10, 11], and well-being [12] among public 
employees. However, one area of the literature that is still unresolved is the extent 
to which PSM reduces or increases stress in public sector workplaces. Some have 
theorized that high levels of PSM may cause individuals to be more resilient to the 
stress that is associated with public service [13]. However, empirical research has 
not confirmed this hypothesis. PSM has been found to be positively related to work 
stress [14–16].

There is a need for more research on this topic for at least two reasons. For one, 
there is a need to better understand the process whereby PSM impacts a wider 
range of stressors. Many existing studies in this area of research have used global 
unidimensional measures of work stress that conceal its more specialized and 
diverse sources. As Jiang et al. [17] have stated, the field has “failed to deeply explore 
or classify the sources of work-related stress as well as the mechanisms that influence it”. 
This is important given the fact that the distinguishing aspects of work stress in the 
public sector stress come not only from the difficulty of the formal job tasks but 
also from the environmental of large impersonal bureaucracies and the scrutiny 
that public organizations routinely receive from the public. Exploring the connec-
tions that PSM has on a wider range of stressors will help the field build a deeper 
understanding of the extent to which PSM is a detrimental or beneficial predictor 
of stress.

More research is also needed to explore the connections between the stressors 
that are related to PSM and work outcomes. Scholars have argued that the posi-
tive association that PSM has to work stress is an example of the dark side of PSM 
[14, 15]. However, empirical research is needed that connects the stress that is 
positively associated with PSM to the attitudes and behaviors of employees. Given 
the diverse sources of stress, do all the stressors that are associated with PSM lead 
to lower job satisfaction and higher turnover among public employees? Addressing 
this question would boost the importance of fostering strategies (i.e., person-
organizational fit) that have been shown to help mitigate the negative effects of 
stress [14, 18], and it will help pinpoint which stressors and related work outcomes 
need to be addressed.

Therefore, the purpose of this study is to investigate the relationship that PSM 
has to a range of work-related stressors and their impact on the job satisfaction and 
turnover intentions of a sample of federal employees. This paper is organized into 
several parts. First, this paper will explore research on work stress and various sources 
of stress in the public sector workplace. Second, the hypotheses that this study will 
test will be presented. Third, the methodology used to test this study’s hypotheses 
will be explored. Lastly, this paper will conclude with a discussion of the findings and 
implications of research to the research and practice in public administration.
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2. Work stress and strain

Work-related stress is one of the most researched areas in general literature. While 
there is no universally agreed upon definition of stress, there are several widely used 
definitions and concepts [19]. One of the most widely used definitions of stress was 
given by Folkman and Lazarus [20] who defined it as a “relationship between the person 
and the environment that is appraised by the person as taxing or exceeding his or her 
resources and endangering his or her well-being”. Others have conceptualized stress as a 
function of the level of control, resources, and/or support that are available to an indi-
vidual to address the job demands [21, 22]. Still more have framed stress as a misfit 
between the characteristics of individuals and the demands of their environment 
[23, 24]. In most models and conceptualizations, stress by itself does not automati-
cally lead to aversive outcomes. Stress will become aversive when it leads to a strain, 
which is a condition that occurs when stress surpasses the available resources, coping 
strategies, and control available to manage it. The consequences of stress and/or strain 
on the physical and psychological health of employees, as well as their performance, 
commitment, and satisfaction, are well-documented [25, 26].

2.1 Sources of stress and public sector work environments

The public sector is home to many of the most stressful occupations, such as 
corrections and policing, nursing, firefighting, and other government occupations 
[27–33], even though the findings are mix in terms of whether public sector work-
places are more stressful than other sectors [34, 35]. The source and type of stress in 
the public sector varies greatly. There is a plethora of scale and typologies of stress 
that can be used to understand stressors in the public sector [28, 36–38]. Most of the 
typologies of stress can be organized into at least three levels: job, organizational, and 
environment characteristics.

For one, job level stressors stem from the formal job responsibilities of employees. 
Job responsibilities vary in terms of the exposure that employees have to emotional 
demands, co-worker relationships, and work role conflicts, and overload. Jobs that 
expose employees to high emotional demands, poor co-worker relationships, and tasks 
that are difficult to address are associated with higher stress [27, 30, 32, 33, 39–41]. 
Next, organizational-level stress stems from the internal characteristics of the orga-
nizations, such as goal ambiguity, climate, participative opportunities, and reward/
compensation strategies. For example, there are scholars that suggest that public 
organizations are unique in terms of the ambiguity of their goals [42, 43], even though 
some have challenged this assertion [44]. Nevertheless, goal clarity has important 
consequences on the attitudes and behaviors of employees, such as stress [45, 46]. 
Work environments that contain ambiguous goals, few participative opportunities, 
and unfair reward strategies are associated with higher stress [30, 32, 39, 41].

Finally, environmental stress stems from the characteristics of an organization’s 
environment, such as media coverage and citizen perceptions/support. The mass media 
is a powerful institution that has shaped the behavior of organizations, governmental 
and nongovernmental alike. Many believe that the media is essential for democracy to 
thrive [47, 48]. As Blumler and Gurevitch [49] described, “the media are thus responsible 
for providing the political information necessary to allow citizens to make political deci-
sions and cast their ballot on the basis of informed choice”. Nonetheless, scholars have 
long argued that the media’s coverage of democratic institutions tends to lower the 
public’s confidence in these institutions by cultivating negative perceptions of those 
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institutions [50–52]. There is a body of research that has sought to clarify the process of 
how what is called the “mediatization” of public organizations effects political institu-
tions [53–56]. This research revealed that the incompatibility between the media and 
bureaucratic logic is linked to media-stress and fear among public servants [57, 58].

The messaging of the mass media impacts the opinions that citizens hold of 
public organizations and their support of their practices. Citizens are the ultimate 
beneficiaries of government action, even though national polls suggest that American 
citizens maintain a high level of skepticism and distrust of the federal government. 
According to the Pew Research Center [59], only 20% of the Americans believe that 
government can be trusted to “do the right thing” always or most of the time. However, 
environmental stresses may not impact all public organizations and employees 
equally. Organizations and employees who are more experienced with negative media 
attention and citizen criticism have developed effective coping and other organiza-
tional strategies that lessen the impact of this stress [60]. Like job and organizational 
stressors, environmental stressors are associated with work-related stress [41, 61]. 
The goal of this study is to explore whether public service motivation helps employees 
effectively cope with these stressors.

2.2 Public service motivation and work-related stress

Public service motivation is a need or internal call to service that attracts 
individuals to opportunities to contribute to the well-being of their communities 
[62, 63]. Scholars have found that PSM is related to a range of attitudes and behav-
iors in organizations, which includes job satisfaction [9, 14, 64, 65] and turnover 
[8, 11, 14, 65–70]. Consistent with the theory, some have hypothesized that PSM is 
a resource that helps public employees cope with stress and strain [14–16, 71]. For 
example, according to Bakker [13], “Those who are prepared to make sacrifice for the 
good of society will be better able to deal with organizational stressors because they know 
that dealing with those stressors serves the higher goal of helping others. They will not be 
upset by daily hassles because they find their work important and meaningful.” Hence, if 
this is the case, high levels of PSM should reduce the effects of stress on employees in 
public sector workplaces.

Regrettably, empirical research has not confirmed the Bakker [13] hypothesis. 
Three studies found that PSM was associated with higher job stress among govern-
ment employees in Egyptian and the French-speaking region of Switzerland [14–16]. 
A study by Gould-Williams et al. [14] suggested that the beneficial effects of PSM on 
stress were seen indirectly through the person-organizational fit. The direct relation-
ship that PSM had to stress was argued to indicate the dark side of PSM, which under-
mines employee well-being by raising performance expectations. However, Liu et al. 
[16] study presented a more nuanced explanation of the relationship between PSM, 
stress, and well-being. Using a sample of Chinese police officers, these scholars found 
that officers with high levels of PSM reported greater mental well-being in high-stress 
situations but reported lower physical well-being in low-stress situations. The authors 
reasoned that these findings were driven by the fact that PSM attracts individuals to 
stressful public service work that may satisfy their internal needs while contributing 
to elevated levels of physical fatigue. Findings by Liu et al. [16] highlight the fact that 
the association that PSM has to stress will depend on the type of stress under inves-
tigation and will not automatically lead to detrimental work outcomes. Hence, PSM’s 
association with the job, organizational, and environmental-level stressors and their 
impact on work outcomes are likely to vary.
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2.3 Work-related stress, job satisfaction, and turnover

Public service can be a stressful work environment given the complexity of the 
problems it addresses, the bureaucratic nature of its organizations, and the scrutiny 
it receives from its external environment. One question that deserves consideration 
is the extent to which the stress associated with the demands of public service work 
produces detrimental work outcomes. The general field has provided some answers. 
Job stress is associated with lower job satisfaction and higher turnover intentions 
[72–75]. However, Cavanaugh et al. [76] demonstrated that not all work-related 
stress produces detrimental consequences. According to the authors, challenge-
related stress is associated with work-related demands that provide positive feeling 
and achievement, which may be stressful but offer potential gains for individuals. 
However, hindrance-related stress is associated with work-related demands that tend 
to constrain or interfere with an individual’s work achievement and are not associated 
with potential gains. Unlike hindrance-stress, challenge-stress would produce positive 
work outcomes, because it does not hinder or interfere with employee work efforts or 
achievement needs, but instead promotes personal growth and triggers positive emo-
tions [77]. So again, the relationship that work stress has to the attitudes and behavior 
of employees will depend on the type of stress in question. If this is the case, the 
job, organizational, and environmental stressors investigated in this study produced 
hindrance-related stresses and thus will be associated with high levels of PSM, lower 
job satisfaction, and higher turnover intentions.

For the sake of analysis, how are job, organizational, and environmental stresses 
related? While job, organizational, and environmental stressors produce distinct 
impacts on the work outcomes, these stressors are interrelated. One of the most 
important relationships represents the association between the organizational and 
environmental stressors. The stresses that employees experience in their work are 
inherently linked to the formal roles and demands of their jobs. Using this logic, the 
stresses that stem from the organizational and environment levels of analysis will 
magnify the stresses already present at the job level of analysis. Below are the hypoth-
eses that were tested in this study.

Hypothesis 1: PSM will be positively related to job, organizational, and environ-
mental stressors.

Hypothesis 2: Job-, organizational-, and environmental-level stressors will be 
interrelated. Namely, organizational and environmental stress will be positively 
related to job-level stress.

Hypothesis 3: Job, organizational, and environmental stressors will be associated 
with lower job satisfaction and higher turnover intentions.

3. Methodology

The data for this study was drawn in 2017 from a convenience sample of all 
frontline federal employees working as airport baggage and security screeners for the 
Transportation Security Administration (TSA) in the state of Oregon. The survey 
population were employed at the same occupational classification level and served on 
the front line of the agency. As frontline employees, their work required direct contact 
with citizens during their daily work. To stay abreast of the latest rules and regula-
tions that governed their work, all employees were required to undergo monthly 
recertification training sessions. Agency officials integrated the survey instrument 
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into one of these required training sessions. The employees were provided with a 
workspace and instructions on how to complete the survey. The survey instructed 
the employees that their participation in the study was completely voluntary; their 
individual answers would be kept confidential; they could refuse to answer any 
question that made them uncomfortable; and they could end the survey at any time 
with no penalty or loss. Five hundred and fifty-seven (N = 557) useable surveys were 
collected with a response rate of 97%. The study sample was representative of the 
study population in terms of age, gender, and full-time status.

Several major variables were collected in this study. See Table 1 for a descrip-
tion of the variables and coding strategies. PSM was collected using the Kim [78] 
12-item revision of the Perry [79] 24-item PSM scale, which had good internal 
validity (Cronbach’s α = 0.843). Job, organizational, environmental stressors were 
all collected using multi-survey questions and summed. Work-related stress is 
assumed to increase as the experience that the respondents have in the job, orga-
nizational, and environmental stressors increases. These scales were found to have 
good internal/composite validity (Cronbach’s α = 0.740, 0.874, 0.822, respectively). 
For the sake of parsimony, turnover intentions and job satisfaction were collected 
using single-item survey questions. While multi-item scales are preferred in some 
cases, empirical evidence suggest that single-item survey questions can produce 
reliable and robust data [80].

Label Description/Survey 
question

Variable coding Min Max Mean SD

Age What year were you born? Year of birth – 
Year of study

19 74 41.94 13.1

Education What is the highest level 
of education you have 

completed?

1) No College 
to 5) Masters/

Higher

1 5 2.69 0.983

Gender What is your gender? 0) Male; 1) 
Female

0 1 0.447 0.498

Job Satisfaction 
(Sat)

How satisfied are you with 
your current job?

1) Extremely 
Dissatisfied to 
6) Extremely 

Satisfied

1 6 4.03 1.43

Minority status How would you describe 
your racial or ethnic group?

0) Minority; 1) 
Non-minority

0 1 0.754 0.431

Satisfaction How satisfied are you with 
your current job?

1) Extremely 
Dissatisfied to 
6) Extremely 

Satisfied

1 6 4.03 1.43

Public service 
motivation (PSM) 
[78]

Attraction to Public Policy 
(APM)

Sum PSM items 
1,2,3

3 18 11.82 2.68

Commitment to Public 
Interest (CPI)

Sum PSM items 
4,5,6

3 18 13.03 2.55

Compassion (COM) Sum PSM items 
7,8,9

3 18 12.09 2.54

Self-sacrifice (SS) Sum PSM items 
12,13, 14

3 18 12.55 2.73



71

Does Stress Type Matter? Clarifying the Relationships between Public Service Motivation…
DOI: http://dx.doi.org/10.5772/intechopen.112707

As shown in Figure 1, this study investigated the relationships between PSM, three 
work-related stressors, job satisfaction, and turnover intentions. The analysis of this 
study was conducted in three stages. First, a bivariate correlation analysis was con-
ducted to confirm the relationships among the study variables. Second, a structural 
equation modeling (SEM) in AMOS was used to explore the relationships among 
the study variables. Third, bootstrap analysis (2000 samples) was used to test the 
significances of potential mediation effects. Statistical significance was set at 0.05, 
two-tailed. All regression weights are standardized maximum likelihood estimates, 
unless otherwise noted.

Label Description/Survey 
question

Variable coding Min Max Mean SD

Turnover 
intentions

Within the next 2 years, 
how likely are you to leave 

your current organizational 
for a job in another 

organizational?

1) Extremely 
unlikely to 6) 

Extremely likely

1 6 3.69 1.8

Work experience How many years have you 
worked for the TSA?

0 16 6.74 5.14

Job stress (JS) I can count on my 
coworkers when I need 

help.

1) Strongly Agree 
to 6) Strongly 

Disagree

1 6 2.39 1.1

Coworkers treat each other 
with respect.

1) Strongly Agree 
to 6) Strongly 

Disagree

1 6 2.86 1.2

Employees in this 
organizational are treated 
fairly by their managers 

and supervisors.

1) Strongly Agree 
to 6) Strongly 

Disagree

1 6 3.78 1.4

Organizational 
stress (OS)

This organizational cares 
about my opinions

1) Strongly Agree 
to 6) Strongly 

Disagree

1 6 4.00 1.41

The organizational really 
cares about my well-being.

1) Strongly Agree 
to 6) Strongly 

Disagree

1 6 3.80 1.46

I am fairly rewarded for the 
amount of effort put forth.

1) Strongly Agree 
to 6) Strongly 

Disagree

1 6 3.90 1.45

Environmental 
stress (ES)

How concerned are you 
with the viewpoints that 
citizens hold about TSA?

1) Not 
Concerned at 
all to 4) Very 
Concerned

1 4 2.72 0.981

How concerned are you 
with negative media 

coverage of TSA?

1) Not 
Concerned at 
all to 4) Very 
Concerned

1 4 2.83 1.06

I am very interested in 
what others think about 

the TSA.

1) Strongly 
Disagree to 6) 
Strongly Agree

1 6 3.71 1.37

Table 1. 
Description of study variables (N = 557).
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4. Findings

Table 2 displays the demographic characteristics of the sample. Most of the 
respondents were between 18 and 40 years old (52%), had some to no college experi-
ence (53%), were male (55%), identified as White (75%), and gained an average of 
seven years of work experience in the TSA. Table 3 presents the respondents’ experi-
ences with the job, organizational, and environmental stressors. This data demon-
strates that the respondents’ experiences with work stress vary. The majority of the 
respondents indicate that they have relatively low levels of job stress. A vast majority 
of the respondents “strongly to somewhat” agree that their co-workers treat each other 
with respect (88%), can be counted on when help is needed (79%), and their organi-
zational treats them fairly (62%).

There is also a high agreement among the respondents that environmental stress is 
high in their work. The vast majority of the respondents indicate that they are “some-
what to very” concerned about the citizens views (61%) and negative media coverage 
(61%). However, the respondents appear to disagree about the level of organizational 
stresses they experience. While the majority of the respondents “strongly to somewhat” 
disagree that their organization cares about their opinions and well-being and pro-
vides fair rewards, a lessor but considerable number of employees differ with these 
assessments.

Table 4 presents data regarding the correlations between the study variables. The 
correlations between demographic characteristics of the respondents and the work 
stressors are particularly interesting. Age and years of experience were both positively 
correlated with the job stressors. The respondents who were older and had more years 
of work experience reported experiencing less job stress than their counterparts 
who were younger and had fewer years of work experience. However, the opposite 
was true for the relationship between the environmental stressors and age. Concerns 
about the environmental stressors appeared to increase with age. Older respondents 
reported being more concerned about the environmental stressors than those who 
were younger. Also notable is the fact that the organizational stressors were unrelated 
to all the control/demographic variables in this study except for years of experience. 
The salience of the organizational stressors increased as the respondents’ years of 
experience increased. The correlations among the work-related stressors were also 

Figure 1. 
Study model.
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noteworthy. The job and organizational stressors appear to work in similar directions. 
The respondents who indicated that they experienced elevated levels of job stress 
also reported elevated levels of organizational stress. However, the job and organiza-
tional stressors worked in opposing directions when compared to the environmental 
stressors. The respondents who reported experiencing high levels of the job or 
organizational stressors also reported experiencing lower levels of the environmental 
stressors.

Two SEM models were utilized to test the relationship between PSM, the work 
stressors, job satisfaction, and turnover intentions. The first model explored these 
relationships with control variables, while the second model excluded them. The 
first model had lower fit to the data and did not result in any meaningful differences 
regarding the relationships among the study variables. As a result, the second model 

N %

Age

18 to 30 years old 131 25%

31 to 40 years old 143 27%

41 to 50 years old 90 17%

51+ years old 167 31%

Education Level

No College 35 6%

Some College 260 47%

AA/Technical 122 22%

BA 123 22%

Masters/Higher 17 3%

Gender

Male 293 55%

Female 237 45%

Race and Ethnicity

Black/African American 18 3%

Hispanic/ Latino 22 4%

White/Caucasian 399 75%

Asian/Pacific Islander 40 8%

Native American/ Alaska Native 5 1%

MultiRacial 47 9%

Work Experience

1 year and less 130 23%

1 to 5 years 143 26%

5 to 10 years 130 23%

10 years and more 154 28%

Table 2. 
Respondents characteristics and control variables.
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was adopted for parsimony and improved model fit. The fit indices indicate that the 
statistical model has a good fit to the data (GFI = 0.998, NFI = 0.996, CFI = 0.998, 
RMSEA = 0.033). The SEM findings are displayed in Figure 2 as standardized regres-
sion estimate, and the significance of the estimates is presented in Table 5.

Three hypotheses were advanced in this study. Hypothesis 1 suggested that PSM 
would be positively associated with the job, organizational, and environmental 
stressors. The findings regarding this hypothesis were mixed. PSM only had a positive 
relationship with the environmental stressors, maintained negative relationships with 

Figure 2. 
Standardized regression estimates (GFI = 0.998, NFI = 0.996, CFI = 0.998, RMSEA = 0.033) (** = * = p ≤ 0.05; 
** = p ≤ 0.01).

Model paths β P

ES ← PSM 0.307 ***

OS←PSM −0.243 ***

OS←ES −0.038 0.383

JS ← PSM −0.047 0.171

JS ← ES −0.070 0.039

JS ← OS 0.628 ***

Sat ← JS −0.275 ***

Sat ← OS −0.380 ***

Sat ← ES 0.025 0.463

Turnover←JS 0.091 0.080

Turnover←OS 0.161 0.002

Turnover←ES −0.034 0.375

Turnover←Sat −0.264 ***

*** = p ≤ 0.001; ** = p ≤ 0.01; * = p ≤ 0.05.

Table 5. 
Study variables standardized estimates by model paths.
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the organizational-level stressors, and was not significantly related to the job-level 
stressors. While the respondents with high levels of PSM reported experiencing 
significantly higher levels of environmental stressors, they also reported significantly 
lower levels of the organizational level stressors than their counterpoints with lower 
levels of PSM. Even more, PSM’s association with environmental stressors appears 
to be the strongest relationship, when compared to its association with the organiza-
tional stressors.

Hypothesis 2 posited that the job stressors would be positively associated with 
the organizational and environmental stressors. Once more, the findings of this were 
mixed. While both the organizational and environmental stressors were related to 
the job-level stressors, the directions of one of these relationships were different. 
Job-level stressors were positively related to the organizational stressors but nega-
tively related to the environmental stressors. This suggests that the respondents who 
reported experiencing high levels of the job stressors were significantly more likely to 
report experiencing high levels of the organizational stressors but significantly more 
likely to report experiencing lower levels of the environmental stressors. Similarly 
unexpected was that no meaningful relationships were found between the organiza-
tional and environmental stressors.

Hypothesis 3 suggested that the job, organizational, and environmental stressors 
would be associated with lower job satisfaction and higher turnover intentions. The 
findings regarding this hypothesis were also mixed. As expected, the organizational 
stressors were related to both job satisfaction and turnover intentions. The respon-
dents who experienced high levels of the organizational stressors were significantly 
more likely to report having lower job satisfaction and higher turnover intentions. 
However, while the job stressors were also negatively related to job satisfaction, they 
had no significant direct relationship with turnover intentions. Even more surprising 
was the finding that the environmental stressors were not directly related to either job 
satisfaction or turnover intentions.

The finding of this study also provided pertinent information regarding the 
significance of the mediations among the study variables and the work outcomes. 
Given the fact that the organizational stressors maintained significant direct relation-
ships with both turnover intentions and job satisfaction, it is important to determine 
the extent to which these relationships were fully or partially mediated by the job 
stressors and/or the work outcomes. Bootstrapping was used to clarify this issue. A 
full mediation is present when the significance of the indirect pathway reduces the 
significance of the direct pathway, whereas a partial mediation is present when both 
the direct and indirect pathways are significant, even though one pathway may be 
dominant. As shown in Table 6, the findings revealed that the association that the 
organizational stressors had to job satisfaction and turnover intentions were partially 

Analysis Direct effect (x → y) Indirect effect Result

OS→ Sat → Turnover 0.075* 0.047** Partial

OS→ JS → Sat → Turnover 0.075* 0.021** Partial

OS → JS → Sat −0.141** −0.173** Partial

** = p ≤ 0.001; * = p ≤ 0.05; nm = not mediated.

Table 6. 
Bootstrap mediation analysis unstandardized results.
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mediated by the job stressors and job satisfaction, respectfully. However, the direct 
relationship between organizational stressors and turnover was the most dominant 
path when considering the pathway through job satisfaction, whereas the indirect 
path though the job stressors was the dominate pathway in terms of its association 
with job satisfaction.

5. Conclusion

This book chapter presented a study that investigated how PSM is related to 
employee attitudes through its association with work-related stressors. This is one of 
the only known studies to explore the relationships that PSM has to a range of differ-
ent types of stressors found in public service work organizations and environments. 
Unsurprisingly, the findings show that the job, organizational, and environmental 
stressors were detrimental to the work attitudes of employees, directly and indirectly. 
Employees who experienced high levels of job, organizational and job stressors were 
significantly more likely to report lower job satisfaction and higher turnover inten-
tions. However, in contradiction to existing research [14, 15] and in support of Liu 
et al. [16], the influence that PSM appeared to have on job satisfaction and turnover 
intentions depended on the type of stress in question. PSM was associated with 
lower levels of organizational stressors, which increased job satisfaction and lowered 
turnover intentions. PSM had no direct relationship with the job stressors when 
organizational and environmental stressors were considered. Instead, PSM main-
tained indirect associations with the job stressors through its associations with the 
organizational and environmental stressors. The only potentially damaging impact 
PSM had on the work-related stressors was its association with the environmental 
stressors. The respondents with high levels of PSM were significantly more likely to 
report more concerns about the environmental stressors, which was associated with 
lower job stress concerns. However, outside of the respondents’ job stress concerns, 
environmental stressors were not directly associated with their job satisfaction nor 
turnover intentions. There are several noteworthy implications of these findings.

Foremost, the findings of this study suggest that the connection that PSM has to 
work stress depends on the type of stress in question. Consistent with the findings 
of Liu et al. [16], this study demonstrated that PSM did not impact all work-related 
stressors in the same way. PSM appeared to increase the concerns that employees had 
regarding the environmental stressors, lowered concerns regarding the organiza-
tional, and had no direct relationship with their job stress concerns. These findings 
suggest that the association that PSM had to the stressors is neither monolithic nor 
uniform but is complex and often surprising. The findings also challenge the use of 
global measures of stress in PSM studies. While previous studies have found that PSM 
was associated with higher global measures of work-related stress, their results should 
be interpreted carefully. Considering the complex relationships that PSM has to the 
individualized categories of stress found in this study, the results of global measures 
of stress may be easily overgeneralized. Global measures of work stress may not be 
sensitive to the fine-tuned relationship that PSM has to the individualized dimensions 
of work stress.

Second, the findings of this study suggest that individuals with high levels of PSM 
have elevated concerns regarding the environmental stressors. The respondents who 
indicated that they possessed high levels of PSM were also significantly more likely 
to report experiencing high levels of environmental stress. While there are several 
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potential explanations offered in the literature, Boardman and Sundquist [81] per-
ceived that the public service efficacy theory (PPSE) is one of the most compelling. 
This theory suggests that employees with high levels of PSM are likely to believe that 
public organizations offer valuable contributions to the community because of their 
own attractions to public service missions and are inclined to believe that the mem-
bers of the public who receive these benefits share their positive viewpoints. When 
the viewpoints of public employees and citizens conflict regarding the contributions 
of their work, increased stress will result. This suggests that public managers must 
ensure that they not only remind their employees of the value of their work, but also 
work to communicate this value to the communities that are being served.

Third, despite the elevated concerns that employees appear to have regarding the 
environmental stressors, the findings of this study may suggest that the environmental 
stressors were the least important predictors of the work attitudes and behaviors of 
employees included in this study. No meaningful differences were found between the 
environmental stressors, job satisfaction, and turnover intentions. Yet this finding 
should not be interpreted as an indication that environmental stressors were unimport-
ant to the attitudes and behaviors of employees. On the contrary, the environmental 
stressors, such as negative media coverage and citizen criticism, are likely to influence 
employees’ perceptions of prestige [82]. The perception of prestige theory argues that 
individuals are compelled to seek relationships that maintain and/or enhance positive 
self-images. Relationships that are detrimental to a positive self-image lead to lower job 
satisfaction [83, 84] and higher turnover intentions [85, 86]. As a result, it is critical 
that managers and supervisors foster strategies that help public employees cope with 
environmental stressors before they destructively affect their self-image.

Fourth, this study suggests that public employees prioritize work-related stresses 
differently. For example, the findings demonstrated that the environmental stressors 
were negatively related to the job stressors. That is, the respondents who reported 
feeling high levels of environmental stress also reported having significantly lower job 
stress. The reason for this finding is not entirely clear. From one perspective it could 
be that environmental stress is not as concerning to employees when their job stresses 
are high. Hence, when compared to the environmental stressors, the job stressors 
may be the most important to public employees. If this is the case, this would mean 
that the relationship that job stress has to environmental stress was misspecified in 
the study model. Job stress may work to impact environmental stress, rather than vice 
versa. However, on the other hand, the findings also support the opposite viewpoint 
that job stressors become less salient concerns when environmental stressors are 
high. It is clear that more research is needed to improve the field’s understanding of 
the effects of environmental stressors on job stress, as well as other work outcomes 
unexplored in this study.

Relatedly, the work-related stressors were not equal in their influence on the work 
attitudes. While the organizational and job stressors were both related to job satisfac-
tion and turnover intentions, the relationships that the organizational stressors had to 
these outcomes were stronger. This suggests the most effective way that managers can 
improve job satisfaction and turnover among public employees in high-stress situa-
tions is to address their organizational stress concerns. The organizational stressors 
investigated in this study centered on how much employees believed their organiza-
tion cared about their opinions and well-being and offered fair rewards. The stress 
associated with the lack of these opportunities not only affected the respondents’ job 
stress concerns but also significantly lowered their job satisfaction and raised their 
turnover intentions.
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Furthermore, while this study’s findings will add to the field of research on the 
benefits of PSM in public organizations, they should be interpreted cautiously. Two 
weaknesses should be acknowledged. For one, this study relied on a cross-sectional 
design that limited the confirmation of causality among the study variables. It was 
assumed that PSM modifies the experiences employees have regarding work-related 
stress when the opposite relationship may be the case. Work stress may vary the 
levels of PSM possessed by employees over time. While longitudinal or experimental 
research designs are better equipped to isolate and test causal relationships, this study 
does confirm that meaningful relationships between PSM and work stressors are 
present. A second weakness of this study is that it drew its data from a convenience 
sample of Transportation Security Agency branch in Portland, Oregon. Even though 
the results are comparable to similar organizations in similar circumstances, there 
may be limits to the generalizability of this study. This presents an opportunity for 
future research to confirm the findings of this study with data extracted from a 
broader sample of organizations.

In conclusion, the public sector is unique in terms of the kinds of stress that public 
employees are expected to work under. However, the results of this study suggest that 
these concerns can be effectively managed. This study supports the view that effective 
stress management is not a one-size-fits-all approach. Even though individuals with 
high levels of PSM may be better suited to handle some kinds of stressors of public 
service, they can be more sensitive to other types of stressors, namely those that 
originate from the social context of public organizations. As result, effective stress 
management must include not only the recruitment of individuals with high levels of 
PSM to public service, but also the development of strategies that help public servants 
who are working in environments of low citizen trust and hostile media cover-
age. Effectively managing these various sources of stress will go a long way toward 
reducing turnover, increasing satisfaction, and improving the well-being of public 
servants.

© 2023 The Author(s). Licensee IntechOpen. This chapter is distributed under the terms of 
the Creative Commons Attribution License (http://creativecommons.org/licenses/by/3.0), 
which permits unrestricted use, distribution, and reproduction in any medium, provided 
the original work is properly cited. 
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Chapter 5

Organizational Culture as 
an Analytical Perspective on 
‘Organizational Failure’
Kazuyuki Maeda

Abstract

Under the knowledge-based economy, the new public management demands 
that the university as a source of wealth and well-being functions as an ‘organiza-
tion’. However, university reform has not functioned smoothly, and a situation of 
hybridisation has emerged, where heterogeneous ideologies of managerialism and 
collegiality coexist. Oliver Williamson states that ‘the organizational failures’ result 
when bounded rationality and opportunism, which are human nature, combine 
with environmental factors. And the current situation of hybridisation suggests the 
importance of focusing on the organizational culture that defines the mindset of 
organizational members. This paper proposes the ‘organizational paradigm’ as an 
analytical framework that integrates the thinking and behavioural styles of university 
members into the typology of organizational culture based on the Competing Values 
Framework by Cameron et al. and refers to the importance of organizational culture 
in university organizational reform through verification with the author’s findings of 
quantitative analysis in Japanese universities.

Keywords: organizational culture, competing values framework, transaction cost, 
organizational paradigm, leadership

1. Introduction

The development of the knowledge-based economy is forcing a major shift in the 
organizational model of universities. As a unique, ‘loosely coupled’ organization, 
the interest that was directed towards the internal structure of the organization now 
shifts to a ‘holistic model’ as the relationship between universities and industry and 
the business community deepens [1]. In the state–university relationship, as well, 
the focus has been shifted from regulation of procedures to outcomes and results, a 
context of deregulation with an emphasis on the measurement of results. Underlying 
this change is the ideology of managerialism, which sees the public sector as some-
thing to be ‘managed’ and seeks to fulfil its responsibilities to its customers—consum-
ers and taxpayers—through streamlined and standardised procedures [2]. The New 
Public Management (NPM) as the instrument of neoliberal policy is embodied by 
managerialism (see above); on the other hand, NPM has diverse objectives, such as 
strengthening the devolution of authority to local institutions by reducing the powers 
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of central government [3], reducing state expenditure by promoting public sector 
organizational reform [4] and promoting the transition from bureaucratic to entre-
preneurial organizations [5], so the concept is not clear [6]. However, the essence of 
NPM includes a desire to strengthen hierarchies based on direct control relationships 
or indirect governance based on strong contractual relationships between principal– 
agents [7], and university governance is becoming increasingly centralised in the 
trend of university reform [8].

Thus, as the organizational model of the university undergoes transformation, 
there is an emerging hybridisation within higher education institutions between the 
demands of modern management and traditional academic norms [9]. Milgrom 
and Roberts [10] point out that while the value maximisation criterion is presented 
as a condition for an organization to act as if it were an individual, universities are 
especially difficult to apply this criterion. In other words, the lack of value to be 
maximised is behind the emergence of hybridisation. Kezar and Lester [11] and Bess 
and Dee [12] point to the importance of focusing on the values when examining the 
organizational behaviour of universities.

The problems caused by hybridisation are not limited to the inner workings of 
university organizations. Global warming, biodiversity loss, pandemics and economic 
migration are compounding the human–environment system, and their solution 
requires not only interdisciplinary research but also transdisciplinary research 
involving multiple actors, such as policymakers and industry. University and research 
institutes play a central role in transdisciplinary research [13], but the promotion of 
collaborative research between different stakeholders is confronted with the same 
problems of the value maximisation as within the organization itself. The change to a 
holistic model due to the development of a knowledge-based economy has produced 
an environment of the organizational failures [14], which is different from the 
world of frictionless ideal [14], both inside and outside universities. The problem of 
hybridisation in university can be seen as a prototype of such a problem. However, no 
analytical framework has been established to systematically understand this problem, 
and an analytical perspective is required to address the organizational failures caused 
by differences in values.

This paper aims to study an analytical framework for examining the organi-
zational failures, focusing on organizational culture, which is a representation of 
members’ perceptions, and on universities, where maximising value is considered 
particularly difficult.

In conducting the above objectives, this paper is structured into six sections, 
including this section. Section 2 reviews previous research focusing on organizational 
culture in university along two trends in organizational culture research: interest in 
the cultural forms of organizational culture and interest in its impact on outcomes. 
On the one hand, in a knowledge-based economy, universities are required to be 
responsible for adapting to the external environment based on the transformation 
of values and ideologies, and in order to construct the analytical framework on 
‘organizational failure’ that this paper aims at, it is necessary to assume a series of 
mechanisms: friction with neoliberal ideologies and dysfunctional environmental 
adaptation caused by this friction. This requires an integrative perspective on the two 
trends in organizational culture studies, but we will confirm that there is no previous 
research based on such an integrative perspective.

After reviewing the achievements of previous studies, this paper develops an 
argument for the integration of the two trends mentioned above. Section 3 deals with 
the issue of value as the basis of cultural forms, discusses the transformation of the 
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research system under a knowledge-based economy, then refers to the subjective right 
‘academic freedom’ and confirms that university reform is closely related to the issue 
of value. The frictions within university brought about by university reform are then 
identified as intergroup conflict within organization [15], and a premise is laid down 
for Section 5, which discusses ‘organizational failures’. In the following Section 4, the 
concept of ‘organizational paradigm’ is introduced in joining the values discussed 
in Section 3 and their superstructure, organizational culture. It then focuses on 
the heterogeneity of the organizational paradigm as a source of hybridisation and 
 presents the ‘organizational paradigm analysis framework’, which is typified into 
four  categories based on previous research.

After organising the cultural forms, the first trend in organizational culture 
studies, the following Section 5 presents a second ‘organizational failure framework’ 
specific to university, which integrates the organizational paradigms discussed in the 
previous section, as a framework for analysing why organizational failures occur in 
university and the mechanisms by which they occur. This framework focuses on the 
mechanisms between organizational outcomes and organizational culture which is 
the second trend in organizational culture research, and the two trends are integrated 
in this section.

In this framework, the discussion is developed in three stages, based on problem-
atic concerns in transaction cost theory. In the first stage, based on previous research, 
the basic concept of a framework for organizational failure based on transaction cost 
theory is presented. In the next stage, followed by the leader–follower relationship 
which can be regarded as a ‘principal–agent’ relationship, is regarded as a ‘transaction’ 
in light of the hybridisation problems currently occurring in university. Furthermore, 
reflecting the characteristics of university characterised by subcultural diversity, the 
stakeholder theory, which aims to establish relationships between stakeholders with 
different values, and the ‘organizational paradigm analysis framework’ developed in 
the previous section are used as support in the final stage. This section presents an 
‘organizational failure framework’ specific to university, which sees leader–follower 
relationships with different organizational paradigms as ‘transactions’.

The final section, Section 6, summarises the study and makes reference to its 
significance and limitations, as well as to its prospects and implications for future 
research.

2. Survey of previous research

Kitai [16] states that there are two trends in organizational culture research: 
interest in cultural forms, which are ‘expressive aspects that transmit ideologies and 
values’, and interest in the impact on outcomes, which focuses on ‘the technical and 
tool aspects of the organization’, but a similar trend can be observed in studies of 
organizational culture of university. Representative studies of the former type include 
Clark [17], who focused on the function of ‘myths’ in integrating the boundaries 
between departments within a university organization and between inside and 
outside the organization, and Becher [18], who raised doubts about the uniformity 
found in market-based institutions and revealed the diversity of academic culture as 
a disciplinary community. Subcultural diversity is an organizational characteristic 
of universities, and De Zilwa [19] found that subcultures and values differ between 
groups according to their proactivity to adapt to the external environment, while 
Sporn [20], who examined subcultures in the Vienna University of Economics, found 
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the similar facts. In addition to these subcultures between disciplines, another prob-
lematic issue with regard to the integration of organizational goals is the difference 
in subcultures between faculty and staff, which is also related to the hybridisation on 
which this paper focuses. Swenk [21] identified a lack of recognition of contradictions 
between faculty and staff as a cause of conflict between them; Kuo [22] points out 
that conflicts between faculty and staff are more complex than in other organizations 
due to the existence of an organizational culture based on their academic nature.

As for the latter regarding the ‘technical and tool aspects of the organization’ that 
organizational culture provides, Cameron and Freeman [23], who examined the 
relationship between nine organizational outcomes and the congruence, strength and 
type of organizational culture, and Smart and John [24], who conducted a follow-up 
study of the same, are representative quantitative studies.

Representative qualitative studies of universities that refer to the instrumental 
functions of organizational culture include Tierney [25], who defined them by several 
sub-concepts such as leadership, trust, strategy and mission, and Kezar [26], who also 
noted that in universities, leadership, relationships and trust are more important than 
rules and procedures. Barkin and Collins [27] also point out that Audit Culture, based 
on neoliberal ideology, has led to a diversification of indicators for measuring edu-
cational outcomes in the field of international education. This has led to a situation 
referred to as ‘rubric shopping’, whereby convenient indicators are selected according 
to different educational objectives.

The above-mentioned previous studies were conducted in Europe and the USA, 
but hybridisation is also taking place in East Asia. Chan, Yang and Wai Lo [28] 
reveal the fact that there is a cultural clash with Chinese state control in university in 
Taiwan, where neoliberal ideals in the West are prevalent. In Japan, where the author 
has been studying organizational culture, university reforms have progressed, start-
ing with the incorporation of national and public universities in 2004, but the incor-
poration of national universities, which was the main focus of reform, was a ‘peculiar 
system’ [29] in which authority was significantly more concentrated in the hands of 
university presidents than in other countries. Furthermore, since the 2010s, ‘selection 
and concentration’ in the strengthening of management systems and allocation of 
funds has progressed throughout the entire higher education sector, including private 
universities, but it is difficult to say that the university reform has been successful. In 
this context, an increasing number of studies have focused on organizational culture, 
but only a limited number of studies have focused on the types of organizational cul-
ture that are critically important for examining the situation of hybridisation. First, 
a previous study focusing on organizational values and ideologies [30] examined the 
characteristics of the organizational culture of national, private and public universi-
ties established by local governments, using the CVF scale. While in Japan, national 
universities have a particularly high prestige as research-oriented universities, private 
universities have university management in line with their founding principles, and 
public universities are strongly controlled by local governments; the results in this 
study showed that above characteristics in each founder.

Similarly, Maeda [31] focused on the instrumental aspects of organizational cul-
ture using the CVF scale. This study conducted a quantitative study using a multilevel 
model on faculty members at a private universities and revealed the mechanisms that 
generate and suppress conflict as a factor of opportunistic behaviour and revealed the 
fact that an organizational culture that emphasises research reduces conflict, while an 
organizational culture that emphasises competition between universities and centrali-
sation of power in the university executive reinforces conflict.
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In addition, in order to clarify the degree to which organizations are able to prevent 
opportunity-based behaviour, it is necessary to focus on efficiency rather than on 
organizational effectiveness, which focuses on attainment. A review article focusing 
on efficiency in educational institutions is De Witte and López-Torres [32], but there 
are no previous studies internationally that have used CVF to identify the relationship 
between organizational culture and efficiency, such as Cameron and Freeman [23], 
mentioned above, and Smart and John [24] who have focused on organizational out-
comes rather than on efficiency. Thus, the relationship between organizational culture 
and efficiency has not been clarified, but Maeda [33] examines two types of efficiency, 
short-term resource allocation and long-term management improvement perfor-
mance, for private universities using the data envelopment analysis to identify private 
universities with high management capacity and suggests that a highly competition-
oriented organizational culture has a strong influence on organizational efficiency.

In a knowledge-based economy, where responses to the external environment are 
required, a framework that integrates the relationship between cultural forms and 
performance is currently sought, but as noted above, previous studies focusing on 
organizational culture have found two separate trends. There is a lack of previous 
research focusing on a framework that integrates the two interests.

3. Knowledge-based economy and academic freedom

Unlike classical economics, which rejects state intervention in individual freedom, 
neoliberalism actively evaluates the role of the state as far as it concerns appropriate 
market development, and the main feature of its ideology is that it regards knowledge 
as capital [34]. The higher education sector is undergoing a transformation at all 
levels—political, economic and philosophical—and the transformation of the orga-
nizational model towards a ‘holistic model’ [1] of the university must be understood 
in this context. It is also a transformation from a ‘public good knowledge/learning 
regime’ to an ‘academic capitalist knowledge/learning regime’ [35]. Marginson [36] 
points out that as long as NPM, the policy instrument of neoliberalism, exercises 
power based on ‘freedom as control’, the ‘freedom as power’ described by Amartya 
Sen is necessary as a corresponding force to that power. In other words, the heteroge-
neity of values surrounding ‘freedom’—‘freedom as control’ on the part of adminis-
trators, who pursue organizational values and rely on legitimacy based on laws and 
regulations, and ‘academic freedom’, which is also a self-subjective right on the part 
of faculty—exists, while power-based enforcement against heterogeneous values is 
intensifying, The essential challenge of hybridisation in universities in a knowledge-
based economy can be said to lie in such a situation. Currently, in university, the 
management of objectives, such as setting organizational goals, strategic planning 
and effective resource allocation, has become increasingly important [4], and a situa-
tion has arisen where the management of objectives has itself become an end in itself. 
Kogan [37] points to this ideology, in which ends and means are inverted, as ‘mana-
gerialism’ and distinguishes it from management. Birnbaum [38] also points out that 
‘governance’ is a concept that describes organizational structures and procedures to 
achieve an ‘effective balance’ under different systems based on different validities, but 
a distinction between governance and managerialism should also be made.

March and Simon [15] identified three types of origins of ‘intergroup conflict 
within organization’: a difference in goals, a difference in perceptions of realty and a 
positive felt need for joint decision-making. Also, there are stages in the methods of 
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resolving these conflicts. The methods of conflict resolution at the individual level 
include persuasion and problem-solving, but when the conflict cannot be resolved 
between members, the level of the problem shifts to the organizational dimension. 
This solution then becomes ‘bargaining’ and ‘politics’ [12, 15], but these problem-
solving methods are difficult to apply between members who have different percep-
tions on the value dimensions of goals and perceptions of realty. Bess and Dee [12] 
state that it is important that administrators and faculty members in universities 
do not aim to follow the same conceptual framework, but rather work together to 
transcend the conceptual frameworks attributed to their respective positions and to 
find a shared commitment. They point to the importance of Appreciative Inquiry as a 
solution method, which is a ‘communication technique’, allowing for conflict between 
groups and attempting to overcome the factors causing that conflict through dialogue. 
Lu [39] refers to the importance of members with different values exploring shared 
values through examples of practice in US universities and states that ‘institutional 
restraint’ is more important than ‘institutional neutrality’ in this practice.

The increasing hybridisation that value differences bring about is not only lim-
ited to within universities but also between university and business organizations. 
Geiger [40] states that while the knowledge-based economy is advancing, the culture 
between academic and industrial research is fundamentally different, with industrial 
research tending towards application and disclosure, whereas universities have a dif-
ferent interest: the advancement and diffusion of systematic knowledge. Difficulties 
exist in industry–academia collaboration in the form of differing values, with compa-
nies expecting university researchers to contribute to the task and universities expect-
ing companies to contribute to research funding and student support. In overcoming 
inter-sectoral conflicts based on cultural differences, efforts are required to search for 
a compromise between the two sides through negotiations.

The shift to a ‘holistic model’ based on the development of a knowledge-based 
economy has led to hybridisation, where heterogeneous values coexist inside and 
outside university, resulting in inter-group conflicts within organization and inter-
organizational conflicts caused by value differences.

4. Organizational paradigm analysis framework

4.1 Organizational paradigm

The previous section referred to a situation in which a hybridisation of ‘freedom 
as control’ by government and university administrators and ‘academic freedom’ in 
university faculty members has emerged. The above situation is closely related to the 
issue of bounded rationality brought about by their values. In this section, the concept 
of organizational paradigm will be introduced to systematically combine values and 
organizational culture as sources of bounded rationality and to position organiza-
tional culture as an analytical perspective of organizational failure.

Transaction cost theory, which is the theoretical basis for the mechanism of ‘the 
organizational failures’, incorporates concepts related to organizational culture, such 
as ‘atmosphere’, which enables ‘supplying a satisfying exchange relation’ [14]. Milgrom 
and Roberts [10] also stated that ‘implicit contracts’, which are closely related to 
corporate culture, correspond to a shared set of values, ways of thinking and beliefs 
and serve ‘An important adjunct to incomplete written contract’. Focusing on organi-
zational culture as a factor in the forming of bounded rationality at the organizational 
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level, not only among individual members, is useful in examining the organizational 
failures in universities, which encompasses intergroup conflict within organizations 
due to differences in values.

On the other hand, the concept of organizational culture is multivalent, Schein 
[41] identified the elements of organizational culture as ‘articfacts’, ‘espoused beliefs 
and values’ and ‘underlying assumptions’. Tierney [25] who noted ‘organizational 
culture is as slippery a term as the word culture’ pointed out the elements of organiza-
tional culture generally agreed upon by organizational culture researchers as ‘environ-
ment’, ‘mission’, ‘socialisation’, ‘information’, ‘strategy’ and ‘leadership’. However, in 
all of these, the concepts of values and mission are included in the elements of orga-
nizational culture. Another term that has the same meaning as values and worldviews 
is paradigm. Bess and Dee [12] point out that ‘underlying assumptions’, which Schein 
[41] defines as part of organizational culture, are most closely related to the concept of 
paradigm. Thomas Kuhn used the term paradigm to examine the history of the devel-
opment of science, which Kuhn defined as meaning ‘universally recognized scientific 
achievements that for a time provide model problems and solutions to a community 
of practitioners’ [42]. The concept of paradigms has also been the focus of atten-
tion in organizational theory, but Kagono [43] criticised that ‘what has been called a 
paradigm in previous discussions can be adequately substituted by the concept of a 
common worldview or organizational ideology’ and that ‘the inherent implication of 
the concept is developmental’ and proposed the concept of organizational paradigm, 
which defines the thinking and behavioural patterns of organizational members.

Kagono [43] explains that the organizational paradigm consists of three elements 
and defines a metaphor as an assumption of thinking that is unquestionably accepted 
by the members as legitimate within organization members. And the metaphor itself 
is composed of the following subcomponents.

‘The members of a company themselves share a variety of metaphors about the 
company, about the relationship between the company and the market, and about the 
relationship between the company and its members’ [43].

The second and third components of the metaphor’s upper structure are then 
explained as follows.

‘The second is the paradigm as values and norms that more concretely indicate how 
members of an organization should behave in different situations. It is the level 
corresponding to what we have called the daily theory and is a similar expression to 
which we have called organizational culture in organizational theory. Finally, it is an 
exemplar or example that concretely represents the daily theory’ [43].

Organizational paradigm have robustness and can lead to a decline in the organi-
zation’s adaptability to its environment. Hence, for an organization to survive in the 
long term, it must undergo a paradigm shift [43]. Milgrom and Roberts [10] describe 
the difficulties of making changes in corporate culture, which are closely related to 
implicit contracts, as being equivalent to ‘breaking old contracts and implementing 
new ones, all without the benefit of being able to discuss the terms of either contract very 
explicitly’. In the light of this point, it will be understood that organizational paradigm 
and implicit contract are synonymous concepts. The current situation in university can 
be described as the coexistence of two types of contract between administrators and 
faculty members based on different values that have not been discussed on both sides. 
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The above-mentioned appreciative inquiry [12], which creates a new contract, may be 
one solution to this situation.

4.2 Typology of organizational paradigm

In this section, the concept of organizational paradigm is used to attempt a typol-
ogy of the values of university members and the organizational culture that arises 
from them. The ‘organizational paradigm analysis framework’ based on the above 
typologies will be presented as a frame of reference for understanding why organiza-
tional failure occurs in universities. In examining this analytical framework, reference 
is made to the university typologies of Olsen [44] and McNay [45], who formulated 
a typology of universities in terms of adaptability to the society surrounding the uni-
versity. Furthermore, the ‘Competing Values Framework’ (CVF) [46] is additionally 
taken into account in making the connection with the organizational culture arising 
from the values of the members. Considering the consistency between the concepts in 
these previous studies, an attempt is made to integrate them into the ‘organizational 
paradigm analysis framework’.

First, Olsen [44] in Table 1 (p. 30: hereafter ‘Olsen Table 1’) describes four types 
of university and governance based on the two dimensions of autonomy and conflict: a 
rule-governed community of scholars, a representative democracy, an instrument for 
national political agendas and a service enterprise embedded in competitive markets. 
In terms of the low autonomy typology, low conflict is a ‘rule-governed community 
of scholars’ based on traditional value norms, while high conflict is a ‘representative 
democracy’ based on the participation of diverse members. The low conflict in the 
high autonomy typology is an ‘instrument for national political agendas’ that acts 
as an administrative organization, while the last high autonomy–high conflict is a 
‘service enterprise embedded in competitive markets’. The ‘community of scholars’, 
which is based on academic values, is classified as an ‘institution’, while the other types 
of ‘representative democracy’ are an ‘instrument’ for individuals and groups within 
the university to realise democracy, while the ‘national political agendas’ promote 
the government’s national policy, and the ‘service enterprise’ type is organised as an 
‘instrument’ to meet the needs of external stakeholders and ‘customers’ in a com-
petitive environment (p. 29). The top row of the organizational paradigm analysis 
framework (Table 1) is defined on the basis of the above. As noted above, Kagono [43] 
states that the organizational paradigm is composed of three concepts: the ‘metaphor’, 
the ‘daily theories’ meaning the organizational culture and the ‘exemplar or example’ 
meaning representations of actual reality, of which only metaphor and organizational 
culture related to the perceptions of the members were placed in the leftmost column. 
Furthermore, the sub-concepts of metaphor are also discussed above Kagono [43] 
and are divided into the following categories: ‘the ideal state of the university’, ‘the 
relationship between the university and its members’ and ‘the relationship between 
the university and society’. In the upper row, the ‘daily theory’, organizational culture, 
was placed. Next, in the second column, the ‘constitutive logic’ in Olsen (Table 1) was 
used for ‘the ideal state of the university’. For ‘the relationship between the university 
and its members’, as it was difficult to find an evaluation perspective equivalent to 
Olsen’s (Table 1). The author used the ‘dominant unit’, the ‘internal references’ and 
the ‘administrator roles of servant of…’ from McNay [45] in Table 9.1 (p. 109: hereafter 
‘McNay (Table 9.1)’). For ‘the relationship between the university and society’, we 
used the ‘reasons for autonomy’ from Olsen (Table 1) and the ‘models of universities 
as organizations’ from McNay (Table 9.1) , together with Figure 9.1 (p. 106) from [45], 
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which shows the four types of university models. In integrating McNay (Table 9.1) and 
Olsen (Table 1) for the above items, based on the suitability of each type, the ‘bureau-
cracy’ corresponds to the ‘community of scholars’, the ‘collegium’ to the ‘representative 
democracy’, the ‘corporation’ to the ‘instrument for national political agendas’ and the 
‘enterprise’ to the ‘service enterprise’. Based on the above, the ‘organizational paradigm 
analysis framework’ was constructed.

Dimension of organizational 
paradigm

Institution Instrument

A rule-
governed 
community of 
scholars

A 
representative 
democracy

An instrument 
for national 
political 
agendas

A service 
enterprise 
embedded in 
competitive 
markets

Organizational culture

Competing values framework Flexibility and discretion Stability and control

External 
focus and 
differentiation

Internal focus 
and integration

Internal focus 
and integration

External 
focus and 
differentiation

Adhocracy Clan Hierarchy Market

Metaphor

The 
relationship 
between the 
university 
and society

Reasons for 
autonomy

Constitutive 
principle of the 
university as 
an institution: 
authority to the 
best qualified

Mixed 
(workplace 
democracy, 
functional 
competence, 
realpolitik)

Delegated and 
based on relative 
efficiency

Responsiveness 
to ‘stakeholders’ 
and external 
exigencies, 
survival

Models of 
universities as 
organizations

Bureaucracy Collegium Corporation Enterprise

Nature of 
change

Reactive 
adaptation

Organic 
innovation

Proactive 
transformation

Tactical 
flexibility

The 
relationship 
between the 
university 
and its 
members

Dominant unit Faculty/
committees

Department/
individual

Institution/
senior 
management 
team

Sub unit/project 
teams

Internal 
references

The rules The discipline The plans Market strength/
students

Administrator 
roles: servant 
of …

The committee The community The chief 
executive

The client, 
internal and 
external

The ideal 
state of the 
university

constitutive 
logic

Identity based 
on free inquiry, 
truth finding, 
rationality and 
expertise

Interest 
representation, 
elections, 
bargaining 
and majority 
decisions

Administrative: 
implementing 
predetermined 
political 
objectives

Community 
service. Part of a 
system of market 
exchange and 
price systems

Source: [44–46]. Refer to Section 4.2.

Table 1. 
The organizational paradigm analysis framework.
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Next, we refer to organizational culture. Cameron and Quinn [46] defined the 
competing value framework (CVF) based on two dimensions of organizational 
culture, external/internal and stability/flexibility, and proposed four organizational 
culture typologies: adhocracy, market, hierarchy and clan. Adhocracy is concerned 
with innovative and pioneering initiatives (p. 43), which it states represents the char-
acteristics of an organization’s emphasis on mainly in the business of developing new 
products and services and preparing for the future (p. 43). The same external focus 
dimension, market emphasis on stability and control than adhocracy. Market’s special 
character lies in its transactions with (mainly) external constituencies (p. 39), which 
differs from the hierarchy’s emphasis on internal constituencies. The most important 
aspect of market culture is the emphasis on transaction costs which Williamson [14] 
proposes (p. 39). Hierarchy assumes Weber’s bureaucracy, an organizational charac-
teristic that emphasises stable, efficient, highly consistent products and services (p. 37). 
This assumption provides validity when the external environment is stable, sectional 
functions are integrated and members are under control (p. 37). The clan is an 
organizational cultural characteristic exemplified in Japan during its period of rapid 
economic growth (1960s to early 1970s) and derived from the Japanese-style manage-
ment of shared values and goals, cohesion, participativeness, individuality and a sense of 
‘we-ness’ (p. 41).

Based on the above typologies, the organizational culture in CVF corresponds 
to adhocracy as ‘community of scholars’, clan as the ‘representative democracy’, 
hierarchy as the ‘instrument for national political agendas’ and market as the ‘service 
enterprise’.

5. Organizational failures framework in university

5.1 Organizational failures framework in profit organization

The purpose of this section is to present an analytical framework for clarifying the 
inherent mechanisms related to ‘the organizational failures’ in universities. In order 
to proceed with this discussion, we first identify the analytical framework of ‘the 
organizational failures’ presented by Williamson [14], on which the above-mentioned 
author’s analytical framework relies.

Five factors were identified by Williamson [14] as contributing to the failure 
to construct the world of frictionless ideal [14] in organizations. Among them, the 
combination of the thick arrows shown in Figure 1—Bounded rationality and 
uncertainty/complexity, as well as opportunism and the exchange relationship 
between small numbers—are the main factors in the organizational failures. On the 
other hand, information impactedness is a derivative factor, primarily arising from 
uncertainty and opportunism, which themselves produce small numbers. And these 
transactions take place inside the atmosphere. Similar to the above, bounded rational-
ity based on value and opportunism based on value differences can arise in university, 
but these mechanisms cannot be explained in the diagram below and require a 
specific framework.

5.2 Transaction cost theory as a constructive ‘stakeholder theory’

In creating an analytical framework for the organizational failures in universities, 
we next draw on Casson [47], who examined leader–follower relationships in the 
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intellectual professions from the perspective of transaction cost theory. Casson [47] 
states that leader–follower relationships can be seen as transactions in which the follower 
agrees (informally) to work hard in return for some benefit – emotional or material – 
conferred by the leader (p. 48).

This perspective is even more valid in universities where hybridisation around 
value is occurring, and it is possible to view the relationship between university 
administrators and faculty as such a transaction. The introduction of a perspective 
simultaneously brings attention to the invisible costs of transaction in resolving 
intergroup conflict within organizations. Casson [47] defined the costs required for 
leaders to exert influence over their followers as the manipulation costs. Furthermore, 
Casson [47] divided the manipulation costs into the fixed costs that depend on the 
number of followers and the variable costs that depend on leader’s intensity and not 
on the number of followers. The above costs were defined as the direct costs, in addi-
tion to which lost profits due to follower negligence were defined as the indirect costs. 
And through comparing the transaction costs of manipulating these followers with the 
costs of monitoring, he argues that in intellectual work such as research and profes-
sional services (except in cases where intellectual negligence can cause serious harm, 
such as clinical medical safety), it is more important to make leadership work than to 
increase monitoring costs.

It should be noted that transaction costs have the limitation that the cost of transacting 
are real; they are not always easily separated from other kind of costs (p. 34) [10], but 
the interest of this paper is not the quantitative measurement of transaction costs for 
the purpose of comparing costs and benefits. As Montgomery and Snyder [48], who 
measured library administrative costs, pointed out that the most important factor 
for minimising costs is not detailed cost measurement, but increasing the number of 
users using existing resources. A detailed cost–benefit analysis focusing on transac-
tion costs for a university would not only be of little research significance from a 
practical perspective but also, as Milgrom and Roberts [10] point out, itself be almost 
impossible to attempt.

However, this does not diminish the value of applying transaction cost theory to a 
university. Although the phenomenon that transaction cost theory initially intended 
to address was the problem of vertical integration, sometimes referred to as ‘the 
canonical TCE case’ [49]. Ketokivi and Mahoney [49] notes that transaction cost 

Figure 1. 
The organizational failures framework. Source: [14] p. 40, Figure 3.
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theory is beneficial in providing ‘a useful contrast and counterpoint’ perspective to 
other organizational theories that focus on ‘competence- and power-based theories 
of the firm’. Casson [47] could be said to have offered a new perspective on leader– 
follower relationships, not of power or competence, but of transaction.

While the leader–follower mentioned above can be positioned as a ‘stakeholder’ 
within the university, a theoretical system that focuses on the relationships between 
different stakeholders, such as customers, suppliers, communities, employees and 
financial institutions, and tries to understand capitalism through these overall rela-
tionships is called as stakeholder theory; this theory focuses on issues of value creation 
and transactions, the ethics of capitalism and management mindset [50]. This theory 
is considered a useful theory in a university where moving towards a ‘holistic model’ 
and simultaneously generating ‘hyblidisation’ based on the differences of values 
among members. But a few studies in university governance research have focused 
on stakeholder theory [51]. Ketokivi and Mahoney [52], on the other hand, point out 
that the principles of stakeholder theory—cooperation, involvement and responsi-
bility—are underpinned by problematic concerns such as opportunism, trust and 
pre-regulation of potential conflicts and that these problematic concerns in the basic 
principles of stakeholder theory are consistent with transaction costs theory. And 
Ketokivi and Mahoney [52] conclude that transaction cost theory can indeed be applied 
as a constructive stakeholder theory. The significance of applying transaction cost 
theory to a university with intergroup conflict within organization under heteroge-
neous values is not in the vertical integration or the comparison of costs and benefits, 
but in clarifying the mechanisms of construction and failure of ‘cooperation, involve-
ment and responsibility’ among stakeholders as a constructive stakeholder theory.

Figure 2 shows the organizational failures framework in university. The outermost 
dotted line represents the organizational culture as a whole in a university. However, 
there are university administrators (leaders) and faculty members (followers) with 
heterogeneous organizational paradigms underneath. These stakeholders have an 
organizational culture that is a subculture, and underlying this culture is a metaphor 
that they believe in about the nature of the university, the relationship between 
the university and its members and society. This metaphor then forms a bounded 
rationality.

On the other hand, the executive and administrative staff of the university 
(leaders) try to exert influence through governance (organizational structures and 
procedures) or leadership and elicit ‘cooperation, involvement and responsibility’ 
from the faculty (followers). However, opportunism can easily occur in intellectual 
work where ‘monitoring’ does not function effectively. This mechanism shows ‘the 
organizational failures’ in university that this paper assumes.

At the lowest part, in ‘organizational outcomes’, efficiency will be a stronger indica-
tor of the consequences of ‘the organizational failures’ than effectiveness. On the other 
hand, what is even more important for organizational research, and what researchers 
truly want to know, is why organizations fail. In determining this cause, the organiza-
tional culture and the value perceptions of its members will provide useful informa-
tion. The metaphor of the constituency is different when the dominant organizational 
culture of the faculty is adhocracy, which emphasises creativity and innovation, and 
when it is market, which emphasises gaining competitive advantage. Therefore, when 
similar governance and leadership is applied to these universities in eliciting faculty col-
laboration and engagement, the responses may be quite different. Similar results may 
be observed across different establishers (national, local and private). Furthermore, 
different academic disciplines will have different metaphors, and the occurrence of 
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opportunism will differ depending on whether tenure is granted or not. By using ‘the 
organizational paradigm analytical framework’ presented in this paper together with 
‘the organizational failures framework in university’, organizational culture can be an 
analytical perspective for fact-finding on the organizational failures in universities.

6. Conclusion and discussion

This paper has focused on the heterogeneity of values surrounding ‘freedom’—
‘freedom as control’ on the part of management and ‘academic freedom’ on the part 
of faculty—as an essential issue of hybridisation that has emerged in universities in 
a knowledge-based economy and has proposed two analytical frameworks to treat 
organizational culture arising from this as an analytical perspective of organiza-
tional failure. In the first framework, the concept of organizational paradigm was 
introduced in an attempt to connect metaphors, which are the perceptions of values 
held by university members, with the concept of organizational culture arising from 
them, and a categorisation of these paradigms was attempted, and an ‘organizational 
paradigm analysis framework’ was presented. The second analytical framework 
presented in this paper is the ‘organizational failure framework’ specific to university 
in order to examine why organising in universities has not progressed easily and to 
avoid organizational failure. This framework proposed the necessity to focus not only 
on governance and leadership, such as procedures and structures, but also on the type 
of organizational paradigm that leaders and followers have.

We would like to mention the significance of this research in light of the above. 
Universities are required to be responsive to their external environment, and in order 
to achieve this, we must focus on conflicts of values. Organizational culture studies 
have two trends: interest in the cultural form of organizational culture and interest 
in its impact on outcomes, but in order to examine the above issues, it is necessary to 
integrate the two trends, but until now, no such efforts have been made. The signifi-
cance of this study was the integration of these two trends into a single framework, 
with regard to cultural forms in the ‘organizational paradigm analysis framework’ 
and the impact on outcomes in the ‘organizational paradigm analysis framework’. 
Effective policy recommendations will be possible through the hypotheses formulated 
by the NPM and the execution of analyses based on the two frameworks.

Figure 2. 
The organizational failures framework in university. Source: Author.
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On the other hand, a limitation of this study is that it does not incorporate the per-
spective of comparing transaction costs based on a quantitative perspective within the 
‘organizational failure framework’. However, this is an unavoidable consequence. As 
mentioned in Section 5, universities are composed of stakeholders with diverse values 
and cannot maximise value by measuring quantitative costs and benefits, so there is 
little significance in incorporating such a perspective into this framework. Rather, the 
purpose of this framework is to present a framework for pre-regulation [52] against 
opportunism and potential conflicts that obstruct ‘cooperation, involvement and 
responsibility’, which is also a principle of stakeholder theory, as described in Section 
5, and the above problematic concerns overlap with those of transaction cost theory. 
It will be necessary to clarify the limitations of the above based on the characteristics 
of university. Another limitation in this study is that the framework focuses on the 
relationship between leaders and followers but does not reflect the perspective of 
organizational learning, especially among followers.

Three directions for future research should be mentioned. First, with regard to the 
‘organizational paradigm analysis framework’, the validity as a constitutive concept of 
organizational paradigm and the differences between types of organizational paradigm 
should be clarified through empirical research on the linkage between metaphor and 
organizational culture. Second, with regard to the ‘organizational failure framework’, 
it is important to examine the homogeneity or heterogeneity of organizational para-
digms between the university executive (leaders) and the university faculty and staff 
(followers), as well as the types of these paradigms. Based on the above findings, it is 
important to identify how the effective ‘transactions’ of governance and leadership 
between leaders and followers, aimed at establishing cooperation and engagement, vary 
according to the organizational paradigm. As a research direction, the last point I would 
like to make is the importance of research based on property rights: Jones [53] provides 
valuable insights into the relationship between organizational culture, transaction costs 
and property rights, but from an empirical perspective, it is important to clarify the 
relationship between the organizational paradigm that leaders have and property rights. 
Because property rights provide a legitimate basis for the exclusion of followers who 
do not ‘go along with a leader’s will’, and leaders may rely on that legitimacy to guide 
followers towards the achievement of arbitrary organizational objectives. This perspec-
tive is crucial in deterring organizational opportunism and realising organizational 
responsiveness to the external environment through leader–follower alignment.

As the organizational model of universities shifts towards a ‘holistic model’ [1] in 
a knowledge-based economy, a focus on organizational culture will provide a useful 
analytical perspective in clarifying intergroup conflict within organizations regard-
ing their ‘values’. Although this paper has focused on the internal university, the two 
analytical frameworks presented in this paper can also be extended to the analytical 
framework of failures in collaboration between industry and universities and in 
‘transdisciplinary research’ [13]. Kandawinna, Mallawaarachchi and Vijerathne [54], 
who examined the requirements for the formation of ‘public–private partnerships’, 
which are partnerships between universities and industry, found that organizations 
with different interests can be successful in achieving common objectives through 
discussion and communication. This finding shows the importance of formulating 
the metaphor between stakeholders. On the other hand, the effectiveness of the 
means of establishing ‘transactions’ between these stakeholders will vary depend-
ing on the objectives and commerciality of the collaborative projects they work on. 
Organizational culture may provide an analytical perspective when building these 
relationships runs into difficulties.
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Chapter 6

The Role of Organizational Climate 
in Cultural Transformation
Jacek Grodzicki

Abstract

Each enterprise operates in a different way and has a different work system  
and culture. So, each enterprise has different requirements, action plans, and  
organizational systems. In order for an organization to have better functionality and 
to be innovative and effective, it is important to analyze the system of operation, 
the duties assigned to employees, and the organizational climate. This will help to 
examine what affects the functionality of the enterprise and the efficiency of the 
employees. Hence, it is important to know what the organizational climate is and how 
to study it. In this context, the chapter will explore the most common dimensions of 
organizational climate and understand their correlations with organizational culture 
in the broadest sense.

Keywords: organizational climate, engagement, employee well-being, employee 
commitment, job satisfaction, organizational culture

1. Introduction

In recent years, business organizations have been experiencing a significant accel-
eration of organizational change, both in terms of structure and employment needs. 
In addition, a different approach of young employees to work itself from the previous 
one is becoming a problem. Balance is becoming an overriding value. For generation 
X or Z, the amount of pay is less important than for earlier generations of workers. It 
is increasingly common that the choice of a workplace is determined by information 
about the climate in a given organization. The level of employee commitment and 
efficiency also depends on it [1]. This is causing more and more organizations to see 
the need to build the work environment in such a way that employees feel comfort-
able in it. So that they can use all their potential and creativity for the good of the 
organization. This is their key to success in a competitive market today [2]. However, 
it is worth remembering that the organizational climate is something impermanent, 
which changes quickly, depending on the needs and expectations of employees. On 
their ability and willingness to work together. In contrast, organizational culture is the 
basis for how individuals act within an organization. It is something that employees 
find and to which they must adapt. According to Schneider, the difference between 
the two concepts is that organizational climate describes events and experiences and 
reveals patterns of employee behavior, while culture is a set of shared values, assump-
tions, and beliefs that exist within an organization. It seems, therefore, that culture 
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should be viewed as something deeper within the organization. Something based on 
the values, beliefs, and assumptions of its employees. Organizational climate, on the 
other hand, as measured by a number of dimensions, is merely a piecemeal examina-
tion of these areas over a period of time [3]. Organizational culture is built over years, 
and the changes it undergoes are inherently slow. Interestingly, however, it is the 
organizational climate that is one of the more powerful factors in these changes.

2. The concept of organizational climate

The work environment is created primarily by people. Humans are the most 
important element for an enterprise to function, and relationships largely deter-
mine the work climate and productivity. The work climate has a major impact on an 
employee’s daily performance and career. A person acquires knowledge throughout 
life, and importantly this takes place primarily in the work environment. A pleasant 
environment in which employees work has a positive impact on performance and 
well-being. Employers who create a pleasant work environment and good employee 
relations find it easier to attract new employees. This is because their positive image 
reinforces the company’s good reputation in the social environment.

The work environment includes many factors that affect well-being, work 
comfort, and productivity. These are divided into two groups: physical factors and 
psychosocial factors. Physical factors — otherwise known as the material work 
environment. They are designed to provide comfortable conditions and safety for 
the employee. Employees have little influence on this, but the environment in which 
they perform their work translates into their productivity and well-being. Therefore, 
it is an extremely important element to provide adequate working conditions for the 
employees and create a relaxed and pleasant zone, where everyone feels comfort-
able. Psychosocial factors—these are interpersonal relationships. They are formed at 
the stage of each employee’s daily life. They are extremely important as they largely 
determine how people employed by the organization will feel in the work environ-
ment, and how this will translate into their work. This aspect of human functioning 
in an organization, along with satisfaction and satisfaction analysis, that is, the area 
of organizational climate research.

While there are various proposals in the academic literature on this area of 
research, the dominant approach defines organizational climate as the majority 
of employees’ shared assessment of practices, procedures, and events that shape 
perceptions of an organization. Organizational climate is a tool for understanding 
human behavior in organizations [4]. Research on organizational climate dates back 
to Kurt Lewin’s work in the 1950s [5]. The concept became particularly popular in 
the 1960s and 1970s [6]. The organizational climate is shaped by a variety of factors, 
including the leadership style, organizational culture, communication patterns, and 
the physical environment. It is important for organizations to create a positive and 
supportive climate that promotes employee well-being, engagement, and productivity 
[7]. According to Guion, this climate relates to both the attributes of the organization 
and the perception of the individual, and that it is simply an alternative to affective 
responses to the organization, such as job satisfaction [8]. Thus, one can agree with 
Taguiri that organizational climate is a set of measurable characteristics of the work 
environment in which the people studied function. These dimensions are something 
that employees perceive directly or indirectly that affect their motivation and behav-
ior ([9], p. 362-381).
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It is worth noting at this point that, in general, several groups of proposals for organiza-
tional climate can be singled out [10]. One of them is the subjective concept, which focuses 
on the individual feelings of employees. According to this concept, it is the sum of all the 
feelings, relationships, and perspectives of individual employees that creates a differenti-
ated organizational climate. This is a dynamic and impermanent process. The climate 
evolves with the changes that naturally occur in employee groups. Another is the interac-
tionist concept, which views climate as a phenomenon that can be created by a group of 
employees. The important thing is that, according to this concept, it is not just the sum 
of individual employee perspectives, but the sum of the relationship between individual 
employee perspectives, group perspectives, and the organizational environment. Other 
proposals can be categorized as a concept that is referred to as managerial because it focuses 
on the responsibility of managers for building the organizational climate. It is primarily 
concerned with creating positive vertical relationships (manager-subordinate). This is the 
basis for a good atmosphere in the organization and translates into work efficiency. It is also 
worth noting that the concept is focused on satisfaction and performance. It focuses pri-
marily on the needs of the employee. The main idea here is to recognize the climate itself, 
which allows you to more reliably assess the needs and expectations of employees, and then 
respond accordingly. The last one worth mentioning is the cultural concept, which depicts 
the organizational climate as a “manifestation” of the organizational culture. This means 
that with the help of the visible organizational climate certain theses can be formulated 
about a given organizational culture.

It is worth noting that at different times different currents and directions of interest 
in the organizational climate emerged, which translated into differences in the selec-
tion and study of climate components. The debate on organizational climate research 
that has been going on since the 1970s in the pages of scientific journals has been not so 
much about how to measure it, but what to measure [1]. Cilliers and Kossuth summa-
rized the research of many authors and concluded that organizational dimensions at the 
formal level are structure, policies, goals, management practices, task specialization, 
decision-making, standards, and rewards. At the informal level, organizational climate 
refers to identity, employees’ needs, accountability, the process of social communica-
tion, information exchange, support, or ways of resolving conflicts [11]. Analyzing 
the emerging subsequent research results in this area confirmed these observations. 
Although, of course, there are some differences between the various areas that are 
studied. Thus, for example, C.M. Tustin based his research on such dimensions as [12]:

• Interpersonal communication, both horizontally and vertically;

• reciprocal relations between colleagues;

• level of identification with the organization;

• level of fairness in the context of access to benefits and the process of awarding 
them itself;

• assessment of the employee’s level of responsibility for tasks performed;

• assessment of employee participation in decision-making;

• opportunities for development and career building;

• assessment of existing risks and the need for change.
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While Martins and Martins, for example, analyzed such dimensions as [13]:

• level of satisfaction with the physical equipment of workplaces;

• the evaluation of the perception of the organization’s goals and the level of 
satisfaction with their achievement;

• evaluation of the management system;

• assessment of the sense of fair treatment;

• general job satisfaction and factors that keep an employee in an organization.

However, it can be noted that there are common areas in all studies on organiza-
tional climate. These are [14]:

Autonomy — understood as the ability to make independent decisions about goals, 
methods, or priorities.

Relationships — a sense of belonging to a community and a desire to help each 
other;

Trust — primarily in relation to superiors;
Responsibility — in relation to task completion;
Support—primarily from superiors to support risk-taking by subordinates;
Recognition— the level of recognition of individual employees’ contribution to 

the bottom line;
Fairness— a sense of justice on 3 levels-procedural, distributive and relational;
Change—the ability to use new solutions or employees’ own creativity without 

risk of punishment.
Based on these eight areas, individual researchers try to tailor their question 

proposals to achieve the broadest and most coherent picture of relations within an 
organization. At this point, it is worth taking a closer look at the various elements of 
the organizational climate.

A positive organizational climate is characterized by open communication, col-
laboration, trust, and a shared commitment to achieving common goals. On the other 
hand, a negative climate can be characterized by fear, mistrust, conflict, and a lack 
of cooperation. Organizations can analyze and assess their climate through surveys, 
focus groups, and other methods of gathering employee feedback. The feedback can 
then be used to identify areas for improvement and develop strategies for creating a 
more positive and supportive climate. For example, surveys conducted among users 
of a recruitment service showed that 65 percent of Poles believe that the atmosphere 
in a company can become a reason for resigning from a job, even if there is no other 
offer of employment. It turns out that the majority of Polish employees are not satis-
fied with relations in companies. A bad atmosphere at work causes frustration and a 
decrease in their commitment. The most common reason such a state is the behavior 
of co-workers and the boss [15].

The organizational climate can become conducive to develop the potential and 
competencies of the employees and provide opportunities for fulfillment. There is 
a need for an enhanced role of managers who should feel responsible for building a 
positive motivating work culture, which would ensure optimum utilization of the 
capabilities of the team members, leading to self and organizational effectiveness 
([16], p. 33-43).
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At a time, when the employee is an organization’s greatest asset, employers’ 
concern for a good organizational climate is becoming a necessity. Organizational 
climate is a measure of verifying working conditions and the level of motivation of 
an employee team. A positively perceived work environment is often tantamount 
to an increase in employee performance, while an organizational climate that nega-
tively affects employees promotes job burnout. Among the costs to the company of 
employee burnout are employee inactivity and the need to redirect tasks assigned to 
them to other team members who are not necessarily prepared and have the necessary 
aptitude to perform them. Interpersonal relationships can become uncomfortable 
for an employee, for example, when he or she becomes a victim of bullying or sexual 
abuse. The result can be resignation and psychological problems [17].

Another important issue worth investigating is the level of utilization of an 
employee’s potential. According to T. Amabile, creativity is influenced primarily by 
the employee’s knowledge of the field in which he or she moves on a daily basis and 
the motivation associated with the performance of a given task [18]. The employer 
does not have much influence on the first aspect, and he can only try to hire people 
who are specialists in a particular field and have creative aptitude. He does, however, 
have the opportunity to influence the motivation and commitment of the employee. 
It is worth remembering that an employee who is skilled in a particular field is not 
always ready to fully engage. This is influenced by several factors such as motivating 
the employee to be innovative, the system of mobilizing the team for new challenges 
and projects, the way the work is done, the tools the employee is given to perform 
the tasks, enabling the employee to act independently, and believing in the team. 
The employee motivation system is extremely important in the work environment. 
It improves the employee’s psychological comfort, as well as facilitates problem-
solving and improves interpersonal relations and atmosphere and well-being. It 
affects effective performance and commitment. Every employee values comfort at 
work, wants to be appreciated, supported, but also to be able to work independently, 
to have his opinion respected. This gives a sense of satisfaction and a desire to work. 
Reverse actions, such as disrespecting an employee’s opinion, constant criticism, or 
excessive control, can be a threat to the well-being of the team and can reduce the 
sense of comfort, efficiency, and motivation. For a company to grow, it should be 
open to new ideas and projects. Employees should be given the opportunity to think 
independently so that they can create innovative solutions. This involves the extra 
time they must be given to perform activities unrelated to their current tasks. Team 
members should not feel stress or pressure when creating something new. Feedback 
on the work done is needed so that the employee knows if their actions are leading in 
the right direction. The evaluation should be positive so that the employee is moti-
vated to continue.

“The best places to work are distinguished by the fact that you like the people you 
work with, trust them, and take pride in what you do.” It turns out that companies 
that interact well with their employees, trust them, and give them opportunities for 
development are considered the best places to work. Employees feel safe there and 
want to give as much as they can form themselves to make the company grow and be 
as profitable as possible. Good relations between employees and also with the supervi-
sor integrate the team for innovative action [19]. The relationship between employees 
and supervisor plays an extremely important role against the background of the entire 
enterprise. It should be based on cooperation, openness, and trust. The atmosphere in 
the group reflects their individual feelings, which affect the productivity and func-
tionality of employees.
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3. Organizational climate and management functions

It is worth noting that the organizational climate is linked in a certain way to all 
management functions. It is particularly important for employees to have their opin-
ions and feelings taken into account right from the planning stage. They feel they are 
full members of the organization when they are reliably informed about the goals the 
company is aiming to achieve when they have a real influence on the actions taken. 
Employee participation in the decision-making process regarding the organization’s 
development directions and ways to implement the adopted strategies triggers an 
above-average level of commitment in employees. By participating in the planning of 
activities, they feel they are equal participants in events and members of the commu-
nity that the organization should create.

In the process of organizing, many elements have to do with shaping the orga-
nizational climate. These include clear and lucid organizational arrangements, an 
appropriate division of authority, a defined space of autonomy and responsibility, 
and a well-known promotion system. Inadequate distribution of competencies in the 
organization, or uneven distribution of responsibilities and tasks among employees 
has a destructive effect on the organizational climate, making horizontal cooperation 
in the organization difficult. A predetermined scope of competence at the time of 
hiring helps avoid unnecessary tensions within the work team. Entrusting new tasks 
should be consulted with them in advance, which provides an opportunity to jointly 
develop a method to achieve the set goal and resolve any dilemmas.

The formation of the organizational climate is also influenced by elements related 
to controlling as a function of management. Particularly, noteworthy are employees’ 
feelings about the rigorousness of verifying the level of performance of tasks assigned 
to them. Here the question arises about the level of autonomy of employees in the 
choice of methods and tools used to perform tasks, and the power of superiors to 
maintain deadlines for their performance. On the one hand, one can see the desire to 
increase the area of autonomy, but on the other hand (especially in countries with a 
high level of dimension —Power distance), there is still pressure to control the actions 
of subordinate employees. This is strongly correlated with the management style 
adopted. Such actions negatively affect employees and reduce their efficiency and 
block creativity. This negatively affects the organizational climate and detracts from 
employee motivation.

Of all the management functions, motivation contains the most elements that 
influence organizational climate building. There is a feedback loop between organi-
zational climate and motivation. Organizational climate affects the level of employee 
motivation, and the methods of motivation used in an organization have a significant 
impact on the creation of organizational climate. The more positive employees feel 
about their work environment, the more they tend to identify with the organization. 
In an era of chronic labor shortages, efforts to retain existing staff become extremely 
important. It is worth remembering that the costs incurred by staff turnover are 
increasing and ultimately affect the overall assessment of the organization. It is also 
important from the point of view of building a positive image that serves to attract 
more job applicants. In a favorable atmosphere, there are no difficulties with team 
integration and greater openness to new challenges is noticeable. In a well-integrated 
group of employees, raising the requirements arising from the development of the 
company’s activities is not a problem, even raising the level of job satisfaction [20].

Given the low capital intensity of intangible motivation tools, such as concern for 
improving the organizational climate, it is difficult to replace them with something 
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else that brings similar results in the form of increasing employee efficiency. Job 
satisfaction can be defined as an emotional reaction that an employee has toward a job 
that is the result of his or her comparison of actual outcomes with expected outcomes. 
Job satisfaction has also been defined in terms of attitudes that individuals have 
toward their jobs [21]. Sempane, Rieger, and Roodt stating that job satisfaction refers 
to the individual’s perception and evaluation of the job. According to these authors, 
the individual’s perception is influenced by his or her unique circumstances such as 
needs, values, and expectations. Therefore, jobs are evaluated by people on the basis 
of factors that are important to them. Although the definitions of job satisfaction are 
varied, it is generally considered to be an attitude or feeling that one has about one’s 
job that is either positive or negative [22]. There are numerous studies investigating 
the relationship between organizational climate and job satisfaction, with many 
researchers finding evidence to support this relationship [23]. It is worth citing at this 
point the work of Brief who found that an organizational climate that is characterized 
by features such as a high degree of autonomy, building good relationships among 
employees, showing interest and concern for employees, recognizing employees’ 
achievements, and showing them respect results in higher employee satisfaction. So 
do salary, benefits, and promotion opportunities, which are elements of the organiza-
tional climate [7].

4. Organizational culture and organizational climate

Analyzing the concept of organization culture, one can see that it concerns both 
the quality of life of the people associated with the organization and the methods 
of its further development. It assumes the existence of interdependencies between 
such areas as nature, society, and the economy [24]. Harmonizing the relation-
ship between these planes requires both the development of new, more efficient, 
and environmentally friendly technologies, the introduction of restrictions on the 
exploitation of environmental resources, as well as a widespread change in the way 
of life and a revision of the prevailing hierarchy of values. These aspirations, among 
others, can be seen in changes in the culture of organizations. Where the issue of 
employee satisfaction is playing an increasingly important role [25]. Incidentally, 
this interest in social relations in the workplace contributed to the discovery of the 
aforementioned correlation occurring between job satisfaction and performance and 
organizational climate. Organizational climate is often combined with organizational 
culture by researchers. It is part of organizational culture, actually what employees 
create among themselves [26]. Organizational climate defines more the relationships 
and rules among employees, which are not necessarily predetermined by the orga-
nization. Organizational climate is a concept that focuses mainly on employees. It is 
also an issue that separates the concepts of organizational culture and organizational 
climate. Culture is a much deeper aspect that focuses on subconscious and abstract 
behaviors within a team. Climate, on the other hand, is more observable as it involves 
realized actions that are evident in behaviors and habits within a team of employees. 
Organizational climate refers to how employees perceive particular features of an 
organization’s culture. Unlike culture, which sets behavioral boundaries, climate has 
a direct impact on behavior within the organization and when dealing with external 
contractors. The quality of the organizational climate can have a real impact on the 
proper functioning of a company. Mainly due to the fact that employees are less 
likely to be stressed, which means future job burnout. These employees are more 
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willing to learn new things, that is, take part in training courses or otherwise develop 
their skills. The organizational climate has a significant impact on the development 
of companies through the formation of a positive organizational culture. It is the 
surface of culture and reflects employees’ subjective feelings about the atmosphere 
in the workplace [27]. Creating a positive climate promotes employee motivation 
and success. Managers should pay attention to the organizational climate and take 
measures to build a positive atmosphere in the workplace. Finally, it is worth noting 
that if employees perceive their organization as morally excellent, based on optimism, 
trust, compassion, honesty, and forgiveness, they are more likely to engage in pro-
organizational behaviors, such as mutual aid and support. In addition, the perception 
of the organization as a place with an “ethical climate” directly influences the overall 
willingness to work together, deeper than just performing work tasks together [28]. 
That’s why it is so important to know about ethics, that is, the personal beliefs of 
individual employees as to what behavior is right and what behavior is not within 
generally accepted norms. This is especially true when an organization seeks to embed 
new patterns of behavior in the organization’s culture. It should be remembered that 
culture is transmitted to employees in various forms, the most important of which 
are: material symbols and language, rituals, and anecdotes.

The original culture of an organization emerges due to the philosophy of the 
founder of a particular organization. It exerts a strong influence on the selection of 
the workforce. The activities that the organization’s top managers carry out create a 
common climate and outline what is allowed and what is not. This culture is reflected 
in the formulated mission, the sense of social responsibility, and the operation of 
a strong organizational system. The organization’s culture is reinforced by human 
resource management practices. It is also reinforced by the selection process, the 
actions of the top management, and socialization methods. The culture of an organi-
zation consists of permanent elements. Therefore, it is difficult to change. It develops 
over several or even a dozen years. It is deeply rooted in the values to which employees 
are attached [29].

Today, with changes in the socioeconomic environment occurring so rapidly and 
unpredictably, organizations cannot wait for these changes to remodel organiza-
tional culture on their own. With the increasing impact of globalization and the new 
challenges posed by the different expectations of the next generation than before, 
organizations must try to implement new ideas into their culture themselves. But 
for this, they need clear and researchable criteria and dimensions, and this is what 
is contained in the field of organizational climate research. This is where the need 
for change can be seen most quickly. Hence, the apparent emphasis in well-managed 
organizations on conducting organizational climate monitoring. It is through it that 
changes can be responded to in a timely manner. It is worth remembering that one of 
the biggest challenges of today’s organizations is to get and keep talented employees. 
This is not possible without ensuring that they work in a friendly and rewarding 
atmosphere.

5. Conclusion

Work has become an area, where people seek satisfaction, personal fulfillment, 
and opportunities for growth. The organizational climate provides the foundation 
for these expectations. A friendly open and supportive work environment fosters 
creative thinking, and effective communication and increases employee engagement. 



The Role of Organizational Climate in Cultural Transformation
DOI: http://dx.doi.org/10.5772/intechopen.113094

117

Author details

Jacek Grodzicki
University of Gdansk, Sopot, Poland

*Address all correspondence to: jacek.grodzicki@ug.edu.pl

Understanding these needs has led companies to focus on employees and engage 
in building a positive social environment, that is, a good organizational climate. 
However, the speed and multidirectionality of changes in the socioeconomic envi-
ronment and the emerging different expectations of new generations of employees 
are forcing changes in the functioning of the organization. The first stage is to try to 
implement new ideas in the area of organizational climate. The next is to introduce 
more permanent changes that are related to organizational culture. This is because the 
latter is the basis of the organization’s operation at all levels. It is something that arises 
in the course of the organization’s development and defines the norms and value 
systems that stimulate employees. As an established system of patterns of thought and 
action in the organization, it is not subject to such rapid changes as the organizational 
climate. Therefore, in order to know the intensity and direction of new proposals for 
the perception of the shape of organizational culture, it is worth analyzing emerging 
changes in the area of organizational climate.
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Chapter 7

The Role of Employee Behavior and 
Organizational Culture in Strategy 
Implementation and Performance 
in a VUCA World
Dinko Herman Boikanyo

Abstract

This paper examines the crucial role of employee behavior and organizational 
culture in successfully implementing strategies and achieving high performance 
in a VUCA world. It emphasizes the importance of effective strategy execution in 
dynamic environments. Drawing on social cognitive theory, goal-setting theory, and 
self-determination theory, the paper explores how employee behavior influences 
strategy implementation, highlighting the significance of goal clarity, feedback 
mechanisms, and employee participation. Factors such as intrinsic motivation, 
autonomy, competence, and relatedness are discussed for fostering employee engage-
ment and commitment. The impact of organizational culture on strategy imple-
mentation is investigated using the Competing Values Framework, organizational 
socialization theory, and Schein’s model of organizational culture. The paper delves 
into the interplay between employee behavior, organizational culture, and strategy 
implementation, discussing theories such as person-organization fit and cultural con-
gruence. Strategies for overcoming VUCA challenges are provided, including sense-
making theory, change management frameworks, and resilience theory. Measurement 
and evaluation of strategy implementation and performance are addressed through 
the balanced scorecard approach, organizational network analysis, and employee 
engagement theories. Real-life case studies and examples offer practical insights into 
the interrelationships among employee behavior, organizational culture, strategy 
implementation, and performance in diverse contexts.

Keywords: employee behavior, organizational culture, performance, strategy 
implementation, VUCA

1. Introduction

In today’s rapidly evolving business landscape, organizations confront 
 unprecedented challenges driven by the volatile, uncertain, complex, and ambiguous 
(VUCA) nature of the world [1]. These challenges necessitate a fundamental reevalu-
ation of conventional approaches to strategy implementation and performance 
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management [2]. Within this context, the roles played by employee behavior and 
organizational culture have emerged as pivotal factors that can significantly influence 
an organization’s success in navigating the complexities of a VUCA world [3].

The primary objective of this chapter is to delve into the intricate relationship 
between employee behavior, organizational culture, strategy implementation, and 
performance within the VUCA framework. It seeks to provide a comprehensive 
understanding of how these interconnected elements influence one another and, in 
turn, shape an organization’s ability to thrive in an environment characterized by 
volatility, uncertainty, complexity, and ambiguity.

The contemporary business landscape is characterized by unprecedented levels of 
volatility, uncertainty, complexity, and ambiguity (VUCA) [4, 5]. Rapid technologi-
cal advancements, shifting consumer preferences, global economic fluctuations, 
and political uncertainties create a challenging environment for organizations across 
industries [2]. In this dynamic context, effective strategy implementation becomes 
paramount for organizations to navigate uncertainties, capitalize on opportunities, 
and achieve sustainable performance [6, 7].

The success of strategy implementation is contingent upon the behavior of 
employees and the prevailing organizational culture [8, 9]. Employee behavior plays 
a pivotal role in translating strategic objectives into actions and outcomes [10, 11]. It 
encompasses the attitudes, actions, and decisions made by individuals at all levels of 
the organization [12, 13]. Similarly, organizational culture, defined as the shared val-
ues, beliefs, and norms that guide behavior within an organization [14, 15], influences 
the collective mindset, behaviors, and actions of employees during strategy execution 
[16, 17].

Understanding the interplay between employee behavior, organizational culture, 
and strategy implementation is essential for organizations to effectively navigate the 
VUCA world. By aligning employee behavior with strategic objectives and fostering 
a culture that supports strategy execution, organizations can enhance their ability to 
adapt, innovate, and achieve superior performance outcomes [18].

While prior research has examined the individual effects of employee behavior 
and organizational culture on strategy implementation, there is a need for a com-
prehensive conceptual framework that integrates these two critical factors [19]. This 
conceptual paper aims to fill this gap by synthesizing recent literature and theoretical 
frameworks to develop a holistic understanding of the role of employee behavior and 
organizational culture in strategy implementation and performance in the VUCA 
world.

The paper is structured as follows: Firstly, the theories surrounding employee 
behavior and its impact on strategy implementation will be explored. Social cognitive 
theory, which emphasizes the role of cognitive processes, self-efficacy, and observa-
tional learning in shaping employee behavior [20] will be discussed. Additionally, 
goal-setting theory will be delved into, which highlights the importance of setting 
clear and challenging goals, providing feedback, and fostering employee motivation 
[21]. Furthermore, we will examine self-determination theory, which emphasizes 
the role of intrinsic motivation, autonomy, competence, and relatedness in driving 
employee engagement and commitment to strategic initiatives [22].

Secondly, the literature on organizational culture and its influence on strategy 
execution will be delved into. The Competing Values Framework is explored, which 
categorizes organizational culture into four types: clan, adhocracy, hierarchy, and 
market, each with distinct characteristics and implications for strategy implemen-
tation [3]. Additionally, organizational socialization theory is discussed, which 
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highlights the role of socialization processes and organizational rituals in shaping 
employees’ beliefs, values, and behaviors [23]. Moreover, Schein’s model of organiza-
tional culture is explored, which emphasizes the existence of three levels of culture 
(artifacts, espoused values, and basic underlying assumptions) and their impact on 
strategy implementation [15].

Next, there will be an integration of these factors to examine their mutual 
influence and their joint impact on strategy implementation outcomes. Person-
organization fit theory will be discussed, which emphasizes the importance of 
aligning individual values and behaviors with the organizational culture to enhance 
strategy execution [24]. Furthermore, cultural congruence theory is explored, high-
lighting how a strong alignment between employee behavior, organizational culture, 
and strategic goals leads to improved performance [25]. Additionally, social exchange 
theory is examined, which explores the reciprocal relationship between employees 
and the organization, emphasizing the role of trust, reciprocity, and commitment in 
fostering desired behaviors during strategy implementation [26].

Recognizing the challenges organizations face in a VUCA world, strategies to 
overcome them will be discussed. Sensemaking theory is explored, emphasizing the 
role of employee behavior and organizational culture in making sense of ambiguity 
and complexity during strategy implementation [27]. Additionally, discussing change 
management theories, including Lewin’s change model and Kotter’s 8-step model, 
offering frameworks for addressing resistance, fostering employee buy-in, and adapt-
ing to dynamic VUCA conditions [28, 29]. Moreover, discussing resilience theory, 
underscoring the importance of individual and organizational resilience in navigating 
the uncertainties and disruptions associated with a VUCA world [30].

Lastly, highlighting the importance of measuring and evaluating strategy 
 implementation and performance. The balanced scorecard approach will be dis-
cussed, which offers a comprehensive set of metrics and indicators across financial, 
customer, internal processes, and learning and growth perspectives to assess 
strategy outcomes [31]. Furthermore, exploring organizational network analysis, a 
valuable tool for understanding communication patterns, social networks, and the 
influence of employee behavior and organizational culture on strategy execution 
[32]. Additionally, considering employee engagement theories and measurement 
tools, recognizing the impact of engaged employees on strategy implementation 
success [33].

This paper’s relevance and importance are underscored by several key 
considerations:

• Adapting to a VUCA world: As the world becomes increasingly VUCA, organiza-
tions must adapt swiftly and effectively to remain competitive [34]. This paper 
will illuminate the strategies required not only to survive but to thrive in this 
challenging environment.

• Maximizing human capital: Employees represent an organization’s most valuable 
asset. Understanding how their behavior impacts strategy execution and perfor-
mance is critical in leveraging this resource optimally [35].

• Culture as a competitive advantage: Organizational culture has emerged as a 
critical competitive advantage [36]. In a VUCA world, a strong culture that 
fosters innovation, agility, and resilience is essential. This paper will explore how 
organizations can cultivate such cultures.



Organizational Culture – Cultural Change and Technology

124

• Enhancing leadership and management practices: Leaders and managers play a piv-
otal role in shaping employee behavior and culture [37]. This paper will provide 
insights into effective leadership and management strategies for a VUCA world.

• Practical implications: The findings of this research will have practical implica-
tions for leaders, managers, and policymakers [38]. It will offer actionable 
insights and recommendations to enhance strategy implementation and organi-
zational performance.

• Academic contribution: This paper contributes to the academic discourse by pro-
viding a comprehensive analysis of the relationship between employee behavior, 
organizational culture, strategy implementation, and performance, particularly 
in the context of a VUCA world [39].

2. Methodology

This chapter aims to explore and synthesize existing literature related to the topic. 
The methodology employed in this study is rooted in a comprehensive review of peer-
reviewed articles, books, reports, and other scholarly sources pertinent to the chosen 
topic. The process followed a systematic approach to identify, select, and analyze 
relevant literature to develop a holistic understanding of the conceptual underpin-
nings and theoretical frameworks that surround the topic.

2.1 Ethical considerations

Given that this study relied solely on existing literature, ethical approval was 
not required. However, proper citation practices were observed to acknowledge the 
contributions of the authors of the selected works.

In conclusion, this conceptual paper aims to provide a comprehensive and detailed 
examination of the vital role played by employee behavior and organizational culture 
in effectively implementing strategies and achieving high performance in a VUCA 
world. By synthesizing theories, frameworks, and practical insights, the paper offers 
valuable guidance to organizations seeking to navigate the complexities and uncer-
tainties of the modern business landscape. The insights derived from this paper will 
contribute to the existing body of knowledge and provide a foundation for future 
empirical research in this domain.

3. Understanding the VUCA world

3.1 Definition and characteristics of a VUCA world

The term VUCA, coined by the U.S. Army War College, refers to a world 
 characterized by volatility, uncertainty, complexity, and ambiguity [4, 5]. Volatility 
refers to the rapid and unpredictable changes that organizations encounter in the 
business environment, such as sudden shifts in market trends, technological advance-
ments, and geopolitical events. Uncertainty reflects the lack of predictability and the 
difficulty in making accurate forecasts due to factors like rapid market fluctuations 
and disruptive innovations. Complexity highlights the intricate interdependencies 
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and interconnectedness of various elements within the business environment, 
making it challenging to fully understand and navigate. Ambiguity arises from the 
existence of multiple interpretations, perspectives, and information gaps, creating a 
lack of clarity and consensus.

3.2 Impact of VUCA on organizations and their strategic management processes

The VUCA world has profound implications for organizations and their strategic 
management processes. Organizations operating in such an environment face increased 
levels of risk and uncertainty, making it difficult to rely on traditional long-term plan-
ning and linear decision-making processes [2]. The dynamic nature of the VUCA world 
necessitates a shift toward more agile and adaptive strategic approaches.

VUCA conditions introduce significant challenges, including rapidly changing 
customer preferences, disruptive technologies, and competitive landscapes [5]. 
Organizations must continuously scan their external environment, gather relevant 
data, and monitor market trends to stay abreast of the evolving dynamics. In addi-
tion, political and regulatory uncertainties can introduce unexpected shifts in the 
business landscape, requiring organizations to be vigilant and responsive.

3.3 The need for agility, adaptability, and resilience in strategy implementation

In the face of volatility, organizations need to be agile to effectively respond to and 
capitalize on changing conditions [40]. Agility enables organizations to sense market 
shifts, make rapid decisions, and swiftly execute strategies. It involves developing 
capabilities such as rapid experimentation, flexibility, and the ability to pivot quickly 
based on emerging opportunities or threats [41]. By embracing agility, organizations 
can stay ahead of the competition and seize new opportunities.

Uncertainty in the VUCA world demands adaptability from organizations. The 
ability to adapt involves continuously scanning the environment, monitoring trends, 
and remaining flexible in strategy formulation and execution [42]. Organizations 
must be willing to challenge their assumptions, adjust their strategies based on new 
information, and reconfigure their resources and capabilities to align with evolving 
market conditions [43]. Adaptability enables organizations to effectively navigate 
uncertain environments and stay resilient in the face of unforeseen challenges.

Complexity in the VUCA world necessitates organizational resilience. Resilience 
enables organizations to withstand disruptions, recover quickly from setbacks, and 
adapt their strategies and operations to changing circumstances [44]. Building resil-
ience involves fostering a culture of learning, promoting collaboration and knowledge 
sharing, and developing robust systems and processes that can absorb shocks and 
adapt to unexpected events [45]. Resilience allows organizations to bounce back 
stronger and take advantage of emerging opportunities, even in the face of adversity.

4. Employee behavior and strategy implementation

4.1 Importance of employee behavior in strategy execution

The success of strategy implementation heavily relies on the behavior and actions 
of employees within an organization. Employees are the ones responsible for executing 
the strategic initiatives, translating strategic plans into action, and driving the desired 
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organizational outcomes [46]. Their behavior influences the efficiency, effectiveness, 
and overall success of strategy implementation efforts. Therefore, understanding and 
managing employee behavior is crucial for achieving strategic objectives.

4.2 Social cognitive theory

Social cognitive theory provides insights into how individual attitudes, self-effi-
cacy, and motivation influence employee behavior during strategy implementation. 
Attitudes play a key role in shaping employee behavior. Positive attitudes toward the 
strategy, its goals, and its potential outcomes are more likely to motivate employees 
to align their actions with the strategic objectives [47]. By fostering a positive attitude 
among employees, organizations can enhance their commitment and engagement in 
strategy implementation.

Self-efficacy, a central construct in social cognitive theory, refers to an individual’s 
belief in their capabilities to perform specific tasks or behaviors. Employees with 
high self-efficacy are more likely to take on challenging tasks, persist in the face of 
obstacles, and actively contribute to the implementation of strategic initiatives [48]. 
Building employee self-efficacy through training, support, and skill development 
programs can enhance their confidence and willingness to engage in behaviors that 
drive strategy execution.

Motivation is another critical factor in social cognitive theory. Employees’ motiva-
tion to participate actively in strategy implementation is influenced by their beliefs 
about the value and importance of the strategy, as well as the perceived rewards and 
consequences associated with successful implementation [22]. Intrinsic motivation, 
driven by internal factors such as personal satisfaction and fulfillment, is particularly 
important for long-term engagement and commitment to strategy implementation. 
Organizations can foster intrinsic motivation by creating a supportive work environ-
ment, offering opportunities for growth and development, and recognizing and 
rewarding employees’ contributions to strategy execution.

4.3 Goal-setting theory

Goal-setting theory highlights the role of clear goals, feedback, and employee 
participation in driving behavior alignment with strategic objectives. Clear and 
specific goals provide employees with a sense of direction and purpose, guiding their 
efforts toward achieving desired outcomes [21]. Well-defined goals help employees 
understand the relevance of their tasks to the broader strategic agenda and encourage 
them to align their behavior accordingly.

Regular feedback and performance evaluations are essential in goal-setting theory. 
Feedback enables employees to monitor their progress, identify areas for improve-
ment, and make necessary adjustments in their behavior [31]. It provides employees 
with information about the effectiveness of their actions in contributing to the 
strategic goals, enhancing their understanding of what is expected and helping them 
stay on track.

Employee participation in the goal-setting process can significantly impact their 
commitment and motivation to achieve strategic objectives. When employees are 
involved in setting their own goals and have a say in determining how to accomplish 
them, they develop a sense of ownership and responsibility for their performance [49]. 
This participatory approach increases employees’ engagement and commitment to 
strategy implementation efforts.
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4.4 Self-determination theory

Self-determination theory emphasizes the importance of providing employees 
with autonomy, competence, and relatedness to enhance their intrinsic motivation 
and engagement in strategy implementation. Autonomy refers to employees’ sense 
of control and independence in their work. Allowing employees to have autonomy 
in decision-making, task execution, and problem-solving empowers them to take 
ownership of their responsibilities and fosters a sense of accountability for strategy 
execution [50].

Competence represents employees’ belief in their abilities to perform effectively in 
their roles. Providing employees with the necessary resources, training, and support 
to develop their skills and competencies enhances their confidence and motivation 
to contribute to the successful implementation of the strategy [51]. Organizations 
should invest in employee development programs and provide ongoing learning 
opportunities to enhance their competence and enable them to effectively execute the 
strategic initiatives.

Relatedness refers to the sense of connection and belongingness employees experi-
ence within the organization. When employees feel valued, supported, and connected 
to their colleagues and leaders, they are more likely to be engaged and motivated 
in strategy implementation [50]. Organizations can foster a sense of relatedness 
by promoting teamwork, open communication, and collaboration, which enhance 
employees’ motivation to contribute to the collective goals of the organization.

5. Organizational culture and strategy implementation

5.1 Definition and elements of organizational culture

Organizational culture refers to the shared values, beliefs, assumptions, and 
norms that guide the behaviors and actions of individuals within an organization [15]. 
It represents the unique personality and character of an organization and influences 
how employees think, behave, and interact with each other and with external stake-
holders. Organizational culture is composed of various elements, including symbols, 
rituals, stories, language, norms, and the overall organizational climate [3]. These 
elements shape the collective identity and provide a framework for decision-making 
and behavior within the organization.

5.2 Competing values framework

The Competing Values Framework (CVF) provides a model for understanding  
different types of organizational culture and their implications for strategy imple-
mentation [3]. The CVF identifies four types of culture: clan, adhocracy, hierarchy, 
and market. Clan culture emphasizes collaboration, teamwork, and a focus on 
employee development. Adhocracy culture values innovation, flexibility, and risk-
taking. Hierarchy culture emphasizes stability, control, and a clear chain of com-
mand. Market culture focuses on competitiveness, results-orientedness, and external 
market forces. Each type of culture has distinct strengths and weaknesses in relation 
to strategy implementation. For example, a clan culture may foster employee engage-
ment and commitment, while a market culture may drive a focus on performance and 
results.
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5.3 Organizational socialization theory

Organizational socialization theory explains how culture shapes employee values, 
beliefs, and norms, which in turn influence their behavior during strategy implemen-
tation [9]. As employees enter and adapt to an organization, they learn the cultural 
values and expectations through socialization processes. This socialization influences 
their perception of what behaviors are desirable and acceptable in the organization, 
shaping their actions during strategy execution. For instance, if the organizational 
culture emphasizes innovation and risk-taking, employees are more likely to engage 
in proactive and creative behaviors to support strategy implementation.

5.4 Schein’s model of organizational culture

Schein’s model of organizational culture highlights three levels of culture: 
 artifacts, espoused values, and basic underlying assumptions [15]. Artifacts are the 
visible and tangible aspects of culture, such as physical symbols, rituals, and behav-
iors. Espoused values represent the stated beliefs and norms that are promoted by the 
organization. Basic underlying assumptions are the deeply embedded, unconscious 
beliefs and values that guide behavior but may not be explicitly acknowledged. These 
levels interact and influence each other, shaping the organization’s culture and its 
impact on strategy implementation. For example, if the artifacts and behaviors reflect 
a culture of collaboration and adaptability, employees are more likely to exhibit 
cooperative and flexible behaviors during strategy implementation.

In conclusion, organizational culture plays a crucial role in strategy implementa-
tion. The Competing Values Framework helps identify different types of culture and 
their implications for strategy execution. Organizational socialization theory explains 
how culture shapes employee values and behavior. Schein’s model of organizational 
culture highlights the levels of culture and their impact on strategy implementation. 
Understanding the elements of culture and their influence on behavior can help 
organizations align their culture with strategic objectives and create an environment 
conducive to effective strategy implementation.

6.  The interplay between employee behavior, organizational culture,  
and strategy implementation

6.1  Examining how employee behavior and organizational culture interact  
to shape strategy implementation outcomes

The interplay between employee behavior and organizational culture is a critical 
factor in determining the success of strategy implementation. Employee behavior is 
influenced by the prevailing organizational culture, while at the same time, employee 
behavior contributes to shaping and reinforcing the culture [52]. This dynamic inter-
action highlights the importance of understanding how these two factors interconnect 
to drive strategy execution outcomes.

6.2 Person-organization fit theory

Person-organization fit theory emphasizes the importance of aligning individual 
values and behaviors with the organizational culture to enhance strategy execution 
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[24]. When employees’ values, beliefs, and behaviors align with the organizational 
culture, they experience a sense of fit and compatibility, which leads to positive out-
comes such as higher job satisfaction, commitment, and performance [53]. Employees 
who share similar values and beliefs with the organization are more likely to exhibit 
behaviors that are consistent with the desired cultural norms, thereby facilitating 
successful strategy implementation.

6.3 Cultural congruence theory

Cultural congruence theory suggests that a strong alignment between employee 
behavior, organizational culture, and strategic goals leads to improved performance 
[54]. When employee behavior is congruent with the values, norms, and expectations 
of the organizational culture, it creates a work environment where employees feel a 
sense of belonging and identification. This alignment fosters employee engagement, 
commitment, and a shared focus on achieving strategic goals. In turn, this enhances 
communication, coordination, and collaboration among employees, facilitating the 
smooth execution of strategy.

6.4 Social exchange theory

Social exchange theory examines the reciprocal relationship between employees 
and the organization and how it influences behavior, trust, and commitment dur-
ing strategy implementation [55]. According to this theory, employees evaluate the 
exchange relationship with the organization based on the perceived fairness and sup-
port they receive. When employees perceive that the organization values and supports 
their contributions, they are more likely to reciprocate by exhibiting positive behavior 
and higher levels of commitment. In the context of strategy implementation, a sup-
portive organizational culture that recognizes and rewards employees’ efforts fosters 
a positive social exchange relationship. This, in turn, leads to increased motivation, 
cooperation, and dedication to achieving strategic objectives.

The interplay between employee behavior, organizational culture, and strategy 
implementation is a complex and dynamic process. The alignment between individual 
values, behaviors, and the organizational culture is crucial for successful strategy execu-
tion. Organizations need to ensure that their employees’ values and behaviors are con-
sistent with the desired cultural norms and strategic goals. This can be achieved through 
effective recruitment, selection, and onboarding processes that focus on assessing 
and aligning values and cultural fit. Furthermore, fostering a positive social exchange 
relationship by providing a supportive work environment and recognizing employees’ 
contributions enhances their commitment and engagement in strategy implementation.

Recent research has increasingly recognized the interplay between employee 
behavior and organizational culture [44]. Lengnick-Hall et al. [44] argued that 
building a capacity for organizational resilience in a VUCA world involves aligning 
employee behaviors with a culture that encourages adaptability and knowledge shar-
ing. Furthermore, Hitt et al. [39] explored how leaders can leverage both culture and 
behavior to drive strategic change and improve performance. These findings under-
score the synergy between behavior and culture as a key driver of success in turbulent 
environments.

Despite the wealth of research in this area, several gaps persist in the literature. 
First, while existing studies provide valuable insights, they often lack a holistic 
view that integrates employee behavior, organizational culture, and strategy 
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implementation in a VUCA context. Second, limited attention has been given to 
practical implications and actionable strategies for managers and leaders to navigate 
these challenges effectively. Finally, the dynamic nature of the VUCA world requires 
continuous adaptation, necessitating a focus on longitudinal research that examines 
the evolving relationship between behavior, culture, and performance.

7. Overcoming challenges in a VUCA world

7.1  Identifying specific challenges faced by organizations in strategy 
implementation within VUCA environments

Strategy implementation in a VUCA world poses unique challenges for 
 organizations. VUCA environments are characterized by volatility, uncertainty, 
complexity, and ambiguity [34]. These challenges include rapidly changing market 
conditions, disruptive technologies, unpredictable customer demands, and geopoliti-
cal uncertainties. In such dynamic contexts, organizations need to navigate through 
these challenges to effectively implement their strategies.

7.2 Sensemaking theory

Sensemaking theory highlights the role of employee behavior and organizational 
culture in sensemaking processes to navigate ambiguity and complexity during strat-
egy implementation [27]. Sensemaking involves interpreting and understanding the 
VUCA environment and its implications for strategy. Employee behavior influenced 
by the organizational culture plays a crucial role in sensemaking activities. Employees 
who actively seek information, engage in dialog, and share diverse perspectives con-
tribute to collective sensemaking, enabling organizations to make sense of the VUCA 
world and align their actions with strategic goals.

7.3 Change management theories

Change management theories provide frameworks and strategies to address 
resistance, foster employee buy-in, and adapt to dynamic VUCA conditions. Lewin’s 
change model emphasizes the importance of unfreezing existing behaviors, imple-
menting change, and refreezing new behaviors [29]. Kotter’s 8-step model offers 
a structured approach that includes creating a sense of urgency, building a guid-
ing coalition, and empowering employees to embrace change [28]. These change 
management theories help organizations overcome resistance to change, enhance 
employee engagement, and facilitate the successful implementation of strategies in 
VUCA environments.

7.4 Resilience theory

Resilience theory explores how individual and organizational resilience can miti-
gate the negative impact of VUCA on strategy implementation and performance [56]. 
Individual resilience refers to the ability of employees to adapt, bounce back from 
setbacks, and thrive in challenging circumstances. Organizational resilience involves 
building agile structures, fostering a learning culture, and developing robust sys-
tems to respond to VUCA challenges. Resilience enables organizations to anticipate, 
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absorb, and adapt to VUCA conditions, minimizing disruptions and enhancing 
strategy implementation outcomes.

In a VUCA world, organizations face numerous challenges during strategy 
implementation. Sensemaking theory highlights the role of employee behavior and 
organizational culture in making sense of complex and ambiguous environments. 
Change management theories provide frameworks to address resistance and foster 
adaptability in VUCA conditions. Resilience theory emphasizes the importance of 
individual and organizational resilience in mitigating the negative impact of VUCA 
and maintaining strategy implementation effectiveness.

8. Measuring and evaluating strategy implementation and performance

8.1  Key metrics and indicators for assessing strategy implementation success in a 
VUCA world

Measuring and evaluating strategy implementation success in a VUCA world requires 
organizations to consider a range of metrics and indicators that go beyond traditional 
financial measures. Key metrics may include customer satisfaction, market share, 
innovation rate, employee productivity, and adaptability to changing market conditions 
[57]. These indicators provide a comprehensive view of strategy execution outcomes and 
help organizations assess their ability to navigate the challenges of a VUCA environment.

8.2 Balanced scorecard approach

The balanced scorecard approach offers a framework for evaluating the impact of 
employee behavior and culture on strategy outcomes by considering multiple per-
spectives. This approach includes financial, customer, internal process, and learning 
and growth perspectives [31]. By incorporating these perspectives, organizations can 
assess how employee behavior and organizational culture contribute to financial per-
formance, customer satisfaction, operational efficiency, and employee development. 
The balanced scorecard approach provides a holistic view of strategy implementation 
outcomes and enables organizations to identify areas for improvement and alignment.

8.3 Organizational network analysis

Organizational network analysis (ONA) examines social networks and 
 communication patterns within an organization to understand the influence of 
employee behavior and culture on strategy execution [58]. By mapping formal and 
informal networks, ONA helps identify key influencers, information flows, and 
collaboration patterns. It provides insights into how employee behavior and orga-
nizational culture impact the exchange of knowledge, decision-making processes, 
and coordination efforts during strategy implementation. ONA helps organizations 
identify both strong and weak ties in the network, facilitating effective communica-
tion and collaboration to support strategy execution.

8.4 Employee engagement theories

Employee engagement is a crucial factor in strategy implementation success. 
Various models and tools can be used to measure and assess employee engagement 
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and its impact on strategy implementation outcomes. For example, the Gallup 
Q12 survey measures employee engagement by assessing factors such as clear expecta-
tions, supportive management, and growth opportunities [59]. The Job Demands-
Resources model [60] examines the balance between job demands and resources to 
understand employee engagement. These models provide insights into the relation-
ship between employee engagement, behavior, and strategy execution outcomes, 
helping organizations identify areas where engagement can be improved.

In measuring and evaluating strategy implementation and performance in a 
VUCA world, organizations should adopt a multidimensional approach that goes 
beyond financial metrics. The balanced scorecard approach provides a comprehensive 
framework for assessing the impact of employee behavior and culture across vari-
ous dimensions. Organizational network analysis offers insights into the influence 
of behavior and culture on communication and collaboration networks. Employee 
engagement theories provide tools to measure and understand the relationship 
between engagement, behavior, and strategy execution outcomes.

9. Conceptual framework

In today’s volatile, uncertain, complex, and ambiguous (VUCA) world, 
 organizations must navigate multifaceted challenges to remain competitive and 
achieve their strategic objectives. Central to this endeavor is understanding the 
intricate relationship between employee behavior and organizational culture and how 
these elements collectively influence strategy implementation and organizational 
performance. This conceptual framework seeks to provide a structured perspective 
on this relationship, elucidating the key dimensions and their interconnections. The 
framework is shown in Figure 1 and the dimensions are discussed in the Figure 1.

9.1 Key dimensions of the framework

9.1.1 Employee behavior

• Alignment with strategy: The extent to which employee behaviors are consistent 
with the organization’s strategic objectives.

Figure 1. 
Conceptual framework. Source: Author’s compilation.
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• Proactiveness: The degree to which employees exhibit initiative and take proactive 
steps to contribute to strategy execution.

• Adaptability: The organization’s ability to encourage and accommodate adaptive 
behaviors among employees in response to changing conditions.

• Ownership and accountability: The sense of responsibility and ownership that 
employees feel toward the successful implementation of the organization’s 
strategy.

9.1.2 Organizational culture

• Cultural types: The predominant cultural types within the organization, such as 
clan, adhocracy, market, or hierarchy [3].

• Cultural values: The core values, beliefs, and norms that shape employee attitudes 
and behaviors.

• Innovation and learning: The extent to which the culture encourages innovation, 
experimentation, and continuous learning [36].

• Leadership influence: Leaders play a crucial role in shaping and reinforcing the 
ezculture by serving as role models and setting cultural expectations [37].

9.1.3 Interplay between employee behavior and organizational culture

• Alignment: The degree to which employee behavior aligns with and reflects the 
cultural values and expectations of the organization.

• Mutual reinforcement: How employee behaviors, when consistent with the 
culture, reinforce and strengthen the cultural norms, and vice versa.

• Cultural evolution: The dynamic nature of culture and behavior reflects how 
changes in one can drive changes in the other over time [39].

9.1.4 Strategy implementation and performance outcomes

• Efficiency and effectiveness: The successful execution of strategic initiatives leads 
to efficient processes and effective results.

• Adaptability and resilience: The organization’s capacity to adapt to changing 
circumstances and maintain performance levels in the face of disruption.

• Competitive advantage: How the alignment of employee behavior and culture 
contributes to a sustainable competitive advantage.

• Employee satisfaction and engagement: The impact on employee satisfaction, 
engagement, and retention as a result of alignment with organizational culture 
and strategic goals.
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9.1.5 External and contextual factors

• Industry and market dynamics: How industry-specific factors influence the 
relationship between behavior, culture, and strategy.

• Regulatory environment: The impact of external regulations on an organization’s 
culture, employee behavior, and strategic choices.

• Globalization: The influence of global factors, such as international markets and 
cultural diversity, on the interplay between behavior, culture, and strategy.

This conceptual framework provides a structured lens to analyze the role of 
employee behavior and organizational culture in strategy implementation and perfor-
mance, considering important dimensions and their interrelationships. By examining 
these components and their interactions within the context of external and contex-
tual factors, organizations can better understand and leverage the dynamics at play in 
a VUCA world, ultimately driving strategic success and resilience.

10. Case studies and examples

Illustrating real-life case studies or examples highlighting the relationship between 
employee behavior, organizational culture, strategy implementation, and perfor-
mance in a VUCA world can provide valuable insights into the practical application of 
theories and concepts discussed earlier.

10.1 Case study 1: Google’s innovation culture

Google is known for its innovative culture, which has played a significant role 
in its success. The company encourages employee behavior that fosters creativity, 
risk-taking, and continuous learning. This behavior is influenced by Google’s organi-
zational culture, which emphasizes collaboration, experimentation, and a supportive 
work environment [61]. The social cognitive theory helps explain how individual 
attitudes, self-efficacy, and motivation influence employee behavior during strategy 
implementation. In Google’s case, employees’ belief in their capabilities, combined 
with a culture that supports innovation, drives their behavior to experiment with new 
ideas and contribute to the company’s continuous improvement [62].

10.2 Case study 2: Zappos’ customer-centric culture

Zappos, an online shoe and clothing retailer, is renowned for its customer-centric 
culture. The company focuses on creating a positive customer experience and has 
built its organizational culture around this principle. Zappos emphasizes employee 
behavior that prioritizes customer satisfaction, going above and beyond expecta-
tions. This behavior is influenced by the organizational socialization theory, which 
states that culture shapes employee values, beliefs, and norms. Zappos’ culture instills 
the importance of exceptional customer service and empowers employees to make 
decisions that align with the company’s customer-centric values [63]. The goal-setting 
theory further supports Zappos’ approach by highlighting the role of clear goals, 
feedback, and employee participation in driving behavior alignment with strategic 
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objectives. Zappos sets clear goals related to customer satisfaction, provides regular 
feedback, and involves employees in decision-making processes to ensure that their 
behavior is aligned with the company’s strategic focus [21].

10.3 Case study 3: Southwest Airlines’ employee engagement

Southwest Airlines is recognized for its strong employee engagement, which has 
contributed to its success as a low-cost airline. The company’s organizational culture, 
characterized by a fun and supportive work environment, fosters employee behavior 
that is aligned with the company’s strategy. The self-determination theory emphasizes 
the importance of providing employees with autonomy, competence, and relatedness. 
Southwest Airlines allows its employees to have a degree of autonomy in decision-
making, provides training and development opportunities to enhance competence, 
and promotes a sense of camaraderie and teamwork among employees [22]. This 
approach enhances employees’ intrinsic motivation and engagement in strategy 
implementation, leading to improved performance.

These case studies demonstrate how employee behavior and organizational 
culture interact to shape strategy implementation outcomes. The theories and 
concepts discussed earlier, such as social cognitive theory, goal-setting theory, and 
self-determination theory, play a vital role in understanding and explaining the rela-
tionship between employee behavior, culture, and strategy execution. These examples 
highlight the practical application of these theories in real-life organizations, provid-
ing insights into how specific behaviors and cultural attributes influence strategy 
implementation and performance in a VUCA world.

11. Some empirical studies

Empirical studies provide valuable insights into the relationship between employee 
behavior, organizational culture, and strategy implementation in various contexts. 
Here are a few recent studies that shed light on this topic:

• Study 1: Dinh T. Q., & Nguyen H. T. [64] explored the impact of employee behav-
ior and organizational culture on strategy implementation success in Vietnamese 
manufacturing firms. The study found that positive employee behaviors, such 
as commitment, initiative, and teamwork, were positively associated with 
successful strategy implementation. Additionally, a supportive and adaptive 
organizational culture that encourages collaboration and innovation enhanced 
the effectiveness of strategy implementation.

• Study 2: Marique G., et al. [65] examined the influence of organizational culture 
on strategy implementation in Belgian small and medium-sized enterprises 
(SMEs). The study found that organizations with a clan culture, characterized by 
a supportive and nurturing environment, had higher levels of employee commit-
ment and engagement in strategy execution. This positive organizational culture 
facilitated better alignment between employee behavior and strategic objectives, 
leading to improved strategy implementation outcomes.

• Study 3: Vasilaki A., et al. [66] investigated the role of employee behavior in strat-
egy implementation in the hospitality industry. The study found that employees’ 
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proactive behavior, such as seeking opportunities for improvement and taking 
initiative, positively influenced the effectiveness of strategy implementation. 
Moreover, the study highlighted the importance of a supportive organizational 
culture that encourages and rewards such proactive behaviors to enhance strat-
egy execution success.

• Study 4: Mutonyi, Slatten Liean and Gonzalez-Pinero [67] examined the impact 
of organizational culture on strategy implementation outcomes in the healthcare 
sector. The study revealed that a culture characterized by shared values, open 
communication, and employee involvement positively influenced employee 
behavior during strategy implementation. This alignment between culture and 
behavior led to improved strategy execution and performance in healthcare 
organizations.

These empirical studies demonstrate the significance of employee behavior and 
organizational culture in strategy implementation and highlight the positive out-
comes associated with their alignment. They provide evidence that supportive and 
adaptive cultures, along with positive employee behaviors, enhance strategy execu-
tion success across different industries and countries.

12. Recommendations

Thriving in VUCA environments requires organizations to cultivate a cul-
ture that promotes desired employee behaviors and adaptability. Here are some 
recommendations:

• Clearly communicate strategic objectives: Ensure that employees have a clear under-
standing of the organization’s strategic objectives and their role in achieving 
them. This clarity helps align employee behavior with strategic goals and fosters 
a sense of purpose and direction.

• Encourage employee involvement and participation: Involve employees in the 
strategy development process and decision-making. This promotes a sense of 
ownership and empowers employees to contribute their ideas and perspectives. 
Employee involvement enhances commitment and motivation, leading to proac-
tive behavior in strategy implementation.

• Provide continuous learning and development opportunities: Offer training pro-
grams and learning opportunities to enhance employees’ skills and knowledge. 
This fosters a culture of continuous learning and adaptability, enabling employ-
ees to navigate VUCA challenges effectively.

• Foster collaboration and teamwork: Create an environment that encourages col-
laboration, information sharing, and teamwork. This helps break down silos and 
promotes collective problem-solving and innovation. Collaboration enhances 
employee engagement and facilitates the integration of diverse perspectives, 
leading to more effective strategy implementation.
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• Recognize and reward desired behaviors: Recognize and reward employees who 
exhibit desired behaviors aligned with the organization’s strategic objec-
tives. This can be done through formal recognition programs, incentives, or 
career advancement opportunities. Recognitions and rewards reinforce the 
desired behaviors and motivate employees to continue their efforts in strategy 
implementation.

• Lead by example: Leaders play a crucial role in shaping organizational culture and 
employee behavior. Leaders should model the desired behaviors, demonstrate 
adaptability, and promote a positive and inclusive culture. By leading by exam-
ple, leaders inspire employees to emulate these behaviors and create a culture of 
continuous improvement and resilience.

• Encourage risk-taking and learning from failure: VUCA environments require orga-
nizations to be open to experimentation and learning from failures. Encourage 
employees to take calculated risks, embrace innovation, and view failures as 
opportunities for growth and learning. Create a safe space where employees feel 
comfortable sharing their ideas and learning from their experiences.

• Foster open and transparent communication: Establish open channels of com-
munication where employees feel comfortable sharing their thoughts, concerns, 
and ideas. Transparent communication helps build trust, promotes engagement, 
and facilitates timely information flow, enabling employees to adapt and respond 
effectively to VUCA challenges.

• Promote flexibility and agility: Encourage employees to embrace flexibility and 
adaptability in their work. Provide them with the necessary resources and sup-
port to respond quickly to changing circumstances and make informed decisions. 
This flexibility enables employees to navigate uncertainties and seize opportuni-
ties in a VUCA world.

• Foster a learning culture: Create a culture that values continuous learning and 
encourages employees to acquire new knowledge and skills. Support employees 
in pursuing professional development opportunities, such as training programs, 
workshops, conferences, and online courses. A learning culture enables employ-
ees to stay ahead of emerging trends and technologies and adapt to dynamic 
market conditions.

• Emphasize cross-functional collaboration: Break down departmental barriers and 
foster collaboration across different functions and teams. Encourage employees 
to collaborate with colleagues from diverse backgrounds and disciplines to solve 
complex problems and drive innovation. Cross-functional collaboration enhances 
organizational agility and enables a holistic approach to strategy implementation.

• Encourage innovation and experimentation: Foster an environment that encourages 
innovation and experimentation. Provide employees with the freedom to explore 
new ideas, take calculated risks, and learn from failures. Implement mechanisms 
such as innovation labs, idea incubators, or designated time for creative pursuits 
to stimulate innovation and entrepreneurial thinking.
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• Promote diversity and inclusion: Embrace diversity and create an inclusive work-
place where employees feel valued and respected. Encourage diverse perspec-
tives, ideas, and experiences, as they contribute to a richer understanding of 
complex issues and better decision-making. A diverse and inclusive culture 
enhances adaptability and problem-solving capabilities in a VUCA world.

• Establish feedback and performance management systems: Implement regular 
feedback mechanisms to provide employees with constructive feedback on 
their performance. Set clear performance goals aligned with the organization’s 
strategic objectives and provide ongoing feedback to support employee growth 
and development. This promotes accountability, continuous improvement, and 
alignment of individual behaviors with organizational goals.

• Foster a supportive and well-being-oriented environment: Prioritize employee well-
being and create a supportive work environment. Offer programs and initiatives 
that promote work-life balance, stress management, and mental health support. 
Recognize the importance of employee well-being in enhancing engagement, 
productivity, and resilience in the face of VUCA challenges.

• Continuously monitor and adapt: Regularly assess the effectiveness of strategies, 
employee behaviors, and cultural initiatives in the context of VUCA environ-
ments. Monitor key performance indicators, solicit employee feedback, and 
conduct periodic organizational assessments to identify areas for improvement 
and adapt strategies accordingly.

By implementing these recommendations, organizations can foster the desired 
employee behaviors and cultivate an adaptive culture that thrives in VUCA environ-
ments. It is important to remember that every organization is unique, and strategies 
should be tailored to the specific context and needs of the organization.

13. Conclusion

In conclusion, this paper has explored the critical role of employee behavior 
and organizational culture in strategy implementation and performance within 
the context of a volatile, uncertain, complex, and ambiguous (VUCA) world. The 
findings highlight the significance of aligning employee behavior and organizational 
culture with the strategic objectives of an organization to achieve optimal perfor-
mance and navigate the challenges posed by a VUCA environment.

Firstly, it is evident that employee behavior plays a crucial role in strategy imple-
mentation and performance. Organizations need to foster a culture of commitment, 
engagement, and proactive problem-solving among employees. This involves provid-
ing clear communication, empowering employees, and fostering a sense of ownership 
and accountability. By aligning individual behaviors with strategic goals, organiza-
tions can enhance the effectiveness and efficiency of strategy execution.

Secondly, organizational culture has a profound impact on strategy implementa-
tion and performance. A strong and adaptive culture that values innovation, agility, 
and continuous learning is essential in a VUCA world. Organizations must promote 
an environment that encourages risk-taking, knowledge sharing, and collaboration, 
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allowing employees to adapt and respond swiftly to changing circumstances. A 
culture that supports flexibility and resilience enables organizations to effectively 
implement strategies and achieve sustainable performance in the face of uncertainty 
and complexity.

Furthermore, the interplay between employee behavior and organizational culture 
is critical. The alignment of individual behaviors with the prevailing culture fosters 
a shared sense of purpose and direction. When employees exhibit behaviors that are 
consistent with the desired culture, it enhances organizational cohesion, employee 
satisfaction, and overall performance. Leaders and managers play a vital role in 
shaping and reinforcing the culture, serving as role models and providing necessary 
support and resources to employees.

Some practical implications are as follows:

• To achieve optimal performance in a VUCA world, organizations must prioritize 
aligning employee behavior and organizational culture with strategic objectives.

• Promoting a culture that encourages adaptive behaviors and embraces change is 
crucial for effectively responding to VUCA challenges and opportunities.

• This alignment leads to improved strategy implementation, employee engage-
ment, and overall organizational performance.

Future research should focus on further exploring the dynamic relationship 
between employee behavior, organizational culture, strategy implementation, and 
performance. Specific areas for investigation could include:

• Developing practical frameworks and strategies for organizations to thrive in 
VUCA environments.

• Cross-cultural analysis: Investigate how cultural differences influence the relation-
ship between employee behavior, organizational culture, and strategy imple-
mentation in various regions and industries. Understand how cultural nuances 
impact adaptability and performance in a VUCA environment.

• Leadership styles and organizational culture: Explore the impact of different 
leadership styles (e.g., transformational, transactional, servant leadership) on 
shaping and sustaining organizational culture. Examine how leadership behavior 
aligns with or diverges from the desired culture and its effects on strategy execu-
tion and performance.

• Technology and digital transformation: Study how the integration of technology, 
such as AI, automation, and digital tools, influences employee behavior and 
organizational culture in the context of strategy implementation in a VUCA 
world. Investigate the role of digital culture and its implications.

• Employee well-being and resilience: Research the relationship between employee 
well-being, mental health, and their ability to adapt to VUCA environments. 
Explore how organizational culture can foster resilience and support employees 
in times of uncertainty.
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• Change management strategies: Examine the effectiveness of various change 
management strategies in aligning employee behavior and culture with evolving 
strategic objectives. Identify best practices for leading and facilitating organiza-
tional change in VUCA settings.

• Performance metrics and measurement: Develop comprehensive performance 
metrics and measurement frameworks that consider the impact of employee 
behavior and culture on strategy implementation. Explore novel methods for 
assessing performance in dynamic environments.

• Knowledge management and learning organizations: Investigate how knowledge 
management practices and the creation of learning organizations impact strategy 
execution and performance in a VUCA world. Examine the role of continuous 
learning and knowledge sharing.

• Sustainability and CSR: Explore the link between organizational culture, 
employee behaviors related to sustainability, and corporate social responsibil-
ity (CSR) initiatives. Assess how a culture of sustainability influences strategy 
implementation and long-term performance.

• Crisis management and resilience: Analyze how employee behavior and organiza-
tional culture contribute to crisis management and resilience in VUCA scenarios. 
Identify strategies for building and maintaining resilience during crises.

• Long-term vs. short-term focus: Investigate the tension between short-term and 
long-term strategic objectives and how employee behavior and culture contrib-
ute to organizations’ ability to balance these priorities in a VUCA world.

• Case studies and industry-specific analysis: Conduct in-depth case studies and 
industry-specific analyses to provide practical insights into how different orga-
nizations address the challenges of VUCA through their culture and employee 
behavior.

• Global workforce and remote work: Examine the impact of a global and remote 
workforce on organizational culture and employee behavior in VUCA environ-
ments. Explore strategies for fostering cohesion and alignment in distributed 
teams.

In conclusion, this paper underscores the importance of aligning employee behav-
ior and organizational culture with strategic objectives to navigate the challenges of 
a VUCA world successfully. Theoretical and practical implications emphasize the 
need for organizations to embrace adaptability and change to achieve sustainable 
performance.

The successful implementation of strategies and achievement of high performance 
in a VUCA world require organizations to prioritize the alignment of employee 
behavior and organizational culture. By promoting a culture that encourages adaptive 
behaviors and embraces change, organizations can effectively respond to the chal-
lenges and opportunities presented by a volatile and uncertain environment. This, in 
turn, leads to improved strategy implementation, employee engagement, and overall 
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organizational performance. Future research should continue to explore the dynamic 
relationship between employee behavior, organizational culture, strategy implemen-
tation, and performance to develop practical frameworks and strategies that organi-
zations can adopt to thrive in a VUCA world.
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Chapter 8

Interplay between Technology 
and Culture in Driving Change for 
Employee Satisfaction
Peter Paul Kithae

Abstract

Technology and society have been in constant interplay since the early man’s 
invention of simple tools. Among modern interplays are e-press, digital technologies, 
and the internet of things (IoT). Based on a critical review of existing literature, 
the study investigated how organizational culture is driving employee’s actions to 
embrace change through technological innovation, and how this interplay result to 
organizational competitiveness. The study used qualitative design to collect data, 
which was manually analyzed using the researcher’s insight and research skills to 
bring out the main themes. After analysis, the study found that technology is a key 
driver of innovation, and innovation is an enabler for organizations’ to consistently 
achieve superior performance. In organizations, technological innovation and culture 
interact to influence organizational behavior which drives economic change, produc-
tivity and long term growth. When embraced by organizational employees, tech-
nological innovation can lead to high employee performance. The study concludes 
that people through culture shift, have adopted technological innovation for their 
organizational superior performance. The study recommends that governments train 
their organizations and help them buy technologies in form of digital computers and 
Information Communication Technologies for connecting individuals, promotion of 
values, mutual respect, and innovation.

Keywords: change, customer satisfaction, interplay between technology and culture, 
organizational excellence, technological innovation, technology and society

1. Introduction

Culture has been seen to refer to the shared patterns of beliefs, values, customs, 
behaviors, and artifacts that characterize a group or society [1]. It has been found 
that employees tend to be attracted to those organizations with a culture that values 
their work and focuses on organizational wellbeing; and that there is a positive 
relationship between organizational culture, job satisfaction and the organizational 
commitment of employees [2]. According to Griswold [1], culture encompasses the 
concept of social roles, relations, cosmological ideas, and material possessions that 
a group of people acquire over generations through their individual and collective 
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efforts. Likewise, Samovar et al. [3] sees culture encompassing the learned behaviors 
and shared experiences of individuals within a relatively large social group, which are 
passed down through social learning. As a result, culture represents the way of life of 
a particular group, including their behaviors, unquestioned beliefs, cherished values, 
and symbolic expressions that are transmitted through communication and imitation 
from one generation to the next [3]. While studying Americans best run companies 
in 2006; Peters and Waterman [4] observed that organizational culture influences 
a variety of organizational and individual outcomes including productivity, perfor-
mance, commitment and self-confidence.

According to Samovar et al. [3], culture can be seen as a form of symbolic commu-
nication, comprising the collective skills, knowledge, attitudes, values, and motives 
of a group, as well as the patterns and tangible manifestations in artifacts, traditional 
concepts, and shared mental programming that distinguish members of one group 
from others. When positive culture is implemented in an organization, it has been 
seen to contribute immensely to shaping employees´ perceptions and behavior, as 
well as the principles that apply to members of an organization in south Asian firms 
[5]. This study investigated the role of organizational culture in driving employee’s 
actions; how organizations drive cultural change through technological innovation 
and the symbiotic relationship between technological innovation and organizational 
competitiveness.

1.1 Statement of the problem

Despite the many initiatives started by the governments, the united nation 
organizations, and other world bodies aimed at improving customer satisfac-
tion in their working relationship with their employers, gaps still exist regarding 
what drives employees’ commitment towards their organizations [2], Specifically, 
bilateral agreements, laws and binding treaties are signed at international forums 
between governments on the safety, security and wellbeing of employees while at 
work, yet at national levels employees continue being unlawfully laid off, given 
low salaries and exposed to dehumanizing working conditions [6]. Technological 
innovations worldwide is improving enormously creating enhanced organizational 
production processes and majority of employees desire to adopt to new technolo-
gies as opposed to existing technology [7], yet working conditions within their 
employer premises remain deplorable [6]; and that the relationship between 
technological innovation and organizational cultural change [6], and that there 
exists a strong relationship between technology and culture in driving change for 
employee satisfaction whereas Bagozzi, Davis and Warshaw observes that actual 
usage of technology may not be a direct or immediate consequence of the desire, 
attitude or intention to use the technology [8]. This study therefore investigates 
the symbiotic relationship between technology and culture in driving change for 
employee satisfaction.

1.2 Study objectives

The study’s general objective was to investigate the symbiotic relationship between 
technology and culture in driving change for employee satisfaction while its specific 
objectives were to analyze the role of organizational culture in driving employee’s 
actions; evaluate how organizations drive cultural change through technological 
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innovation and assess the symbiotic relationship between technological innovation 
and organizational competitiveness.

The study findings are expected to help organizations and their employees to 
adopt positive technological innovations for employee satisfaction, assist govern-
ment of Kenya and other stakeholders to formulate good policies which can result in 
positive organizational culture change for employee satisfaction as a result of tech-
nological innovation; and finally enrich existing theories for use by other researchers 
and academicians in disseminating knowledge in the field of symbiotic relationship 
between technology and culture in driving change for employee satisfaction.

2. Theoretical background and informing literature review

The study is anchored on the technology acceptance model which postulates 
that people’s behavior is a factor that is influenced by the desire to use technology. 
The model suggests that when users are presented with a new technology, there is 
a myriad of issues that influence their decision of how and when to use it, namely: 
Perceived usefulness which according to Davis F [9] is “the degree to which a person sees 
that using a specific system would enhance his job performance and, Perceived ease-of-use, 
which is “the degree to which a person believes that using a particular system would be free 
from effort” [9]. As a result, external variables such as social influence come to play 
when determining the attitude. When these external factors are in place, people will 
have the desire and positive propensity to use the technology. However, this intention 
may change depending on one’s age and gender.

The technology acceptance model is one of the users’ acceptances and usage of 
technology model according to Venkatesh V. [10]. Since its development in the early 
1989, it has replaced many of the TRA’s attitude measures. It has strong behavioral 
elements which assume that when someone forms a desire to act, that he will be free 
to act without limitation. The model is a widely adopted concept to demonstrate the 
acceptance of new technology fields. It attempts to demonstrate and predict people’s 
behaviors with their beliefs, attitudes, and behavioral intention. In it, perceived ease 
of use, perceived usefulness and considered general beliefs play a significant role than 
salient beliefs in attitudes towards utilizing a particular technology [7]. However, the 
model has been criticized in that there are many constraints in the real world which 
curtails the freedom to act. Likewise, attitude towards usage and intentions to use 
may be ill-formed or lacking which implies that actual usage may not be a direct or 
immediate consequence of such attitudes and intentions [8].

3. Research methodology

The study used a descriptive research design to collect qualitative data. According 
to Mugenda and Mugenda, this in-depth design has been used successfully by other 
researchers to design and communicate their findings. Secondary data was primarily 
gathered through a literature review (desk research). To bring out the main themes, 
data was manually analyzed using the researcher’s insight and research skills. The 
emerging themes were then operationalized for content analysis and to make sense 
and determine the significance of the study. Following the necessary explanations 
based on the findings, the conclusions and recommendations were summarized.
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4. Study findings and discussions

According to Hofstede [11] there are five dimensions of culture, which are 
Individualism or collectivism, Power distance, avoidance of uncertainty, masculinity 
or femininity, and long-term or short-term orientation. Individualism and collectiv-
ism refer to the degree of importance individuals place on their relationships with 
others within a society. In highly individualistic cultures such as Kenya, Nigeria, and 
Britain, people tend to prioritize their individual identities and actions over group 
affiliations [12]. These cultures emphasize self-reliance rather than dependence on 
the collective. Conversely, in highly collectivist cultures like Tanzania and Pakistan, 
individuals primarily identify themselves as members of a group [13]. They are 
expected to dedicate themselves to the welfare of the community, and the community, 
in turn, is expected to provide support and protection in times of need.

Culture plays a significant role in how power disparities are perceived and 
accepted within a society. It influences the level of inequality considered normal or 
acceptable. In countries where power disparities are prevalent, the culture tends to 
view such inequalities as a regular part of social dynamics. One way to observe these 
differences in power distance is through the manner in which individuals address each 
other. In high-power-distance countries such as Japan and Mexico, individuals use 
formal titles when communicating [14]. On the other hand, in the United States, it is 
common for individuals to address each other by their first names in most situations, 
whereas such informality might be considered disrespectful in other cultures [15].

Cultural orientation refers to how cultures cope with uncertainty about the 
future. A strong cultural preference for structure situations is referred to as high 
uncertainty avoidance. Individuals in countries such as Portugal and Greece, for 
example, rely heavily on technology, religion, and law to provide them with a sense 
of security and rules on how to behave. Individuals in countries with low uncertainty 
avoidance, such as Jamaica and Singapore, appear to take each day as it comes [11]. 
Cultural orientation highlights the significance placed on traditionally masculine or 
feminine practices and qualities. In a “masculine” culture, there is a strong emphasis 
on achievement, financial success, assertiveness, and competition. On the other 
hand, a “feminine” culture places a greater value on relationships, service to oth-
ers, care for the vulnerable, and environmental preservation. Japan and Germany 
are examples of masculine cultures, whereas Norway and Sweden are considered 
 feminine cultures.

Cultural values can be oriented towards either the future (long-term) or the pres-
ent and past (short-term). Cultures with a long-term orientation place importance 
on persistence and saving, as they believe it will yield benefits in the future. Several 
Asian countries, such as China and Japan, are examples of cultures that exhibit a 
long-term orientation. Short-term orientations, such as those found in West African, 
American, and Russian cultures, encourage respect for past tradition while also 
fulfilling social obligations in the present [16]. In today’s world, a distinction between 
strong and weak cultures has become more prevalent. The argument posits that 
strong cultures have a greater impact on employee behavior and are directly associ-
ated with lower turnover rates. In a strong culture, the organization’s core values are 
deeply ingrained and widely shared among its members. The strength of the culture 
is determined by the extent to which individuals wholeheartedly embrace and commit 
to these core values. According to this definition, a strong culture exerts significant 
influence on member behavior due to the high level of cohesiveness and intensity, cre-
ating an internal environment characterized by strong behavioral control. Nordstrom 
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serves as an example of a company with a highly robust service culture in the retail 
industry. Employees at Nordstrom have a clear understanding of the expectations 
placed upon them, and these expectations play a substantial role in shaping their 
behavior [17].

4.1 Culture influence of organizational behavior

Employee turnover should be reduced as a result of a strong culture. A strong 
culture demonstrates that members agree on what the organization stands for. Such 
unity of purpose fosters loyalty, cohesiveness, and organizational commitment. These 
characteristics, in turn, reduce employees’ proclivity to leave the organization. A 
strong organizational culture reduces the need for management to extensively rely 
on formal rules and regulations to govern employee behavior. A culture is considered 
weak when its members are unaware of its behavioral rules, traditions, rituals, and 
beliefs, or when there is inconsistency between behavior and stated values. This may 
be due to lack of knowledge of what the organization stands for. Weak cultures work 
against an organization’s success [18]. In contrast, weak cultures frequently result in 
poor performance. Weak cultures also have a slew of unhealthy traits that can stymie 
an organization’s ability to achieve its goals and succeed.

Scholars the world over have identified weak cultures to have some of the follow-
ing traits: Isolated/narrow thinking: When an organization avoids looking outside itself 
for best approaches and practices, it exhibits this trait. These organizations’ employ-
ees believe they have all the answers [19]. This type of inward thinking can keep a 
company from making necessary procedural and cultural changes; and, Resistance 
to change: When an organization is suddenly confronted with a rapidly changing 
environment, this trait becomes apparent. The organization is concerned with 
maintaining the status quo, avoiding mistakes, and avoiding risks. It is the culture’s 
leadership that allows these factors to paralyze and pervade the organization, rather 
than focusing on success and innovation.

On how employees Learn Culture, the following have been suggested by many 
scholars;

Story telling: This practice involves the transmission of significant stories across 
generations within specific cultures. For example, during Henry Ford II’s tenure as 
chairman of Ford Motor Company, it was challenging to find a manager who had 
not heard the story of Mr. Ford reminding his executives, in moments of excessive 
confidence, that “it is my name that is on the building.” The underlying message was 
unmistakable: Henry Ford II held the ultimate authority and leadership within the 
organization [20]. Similarly, Nike employs several senior executives who actively 
serve as organization storytellers. These individuals dedicate a significant amount 
of their time to sharing stories that effectively convey the essence and values of Nike 
as a company [21]. For instance, they might recount the tale of Bill Bowerman, the 
co-founder and former Oregon track coach, who famously used his wife’s waffle iron 
to pour rubber and create a better running shoe. These anecdotes, while entertaining 
and often eliciting laughter, are intended to exemplify Nike’s spirit of innovation. 
New employees, on the other hand, might hear stories about the challenges faced by 
running star Steve Prefontaine in his pursuit to professionalize the sport and obtain 
improved performance equipment. These narratives highlight Nike’s commitment to 
supporting athletes. Such stories are prevalent within many organizations and typi-
cally encompass a range of events, including those involving the organization’s found-
ers, rule-breaking, remarkable success stories, downsizing, employee relocations, 
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responses to past mistakes, and the organization’s ability to adapt and overcome chal-
lenges. By grounding the present in the past, these stories serve to explain, legitimize, 
and reinforce current practices;

Rituals: Rituals are repetitive sequences of actions that serve to express and 
reinforce the core values of an organization, prioritize goals, identify important 
individuals, and establish a sense of expendability. One well-known example of an 
organization ritual is Wal-Mart’s company chant, which involves employees enthu-
siastically chanting the letters of the company’s name. This ritual, initiated by the 
company’s founder, Sam Walton, was designed to motivate and unify the workforce 
[22] while emphasizing the significance of employees in driving the company’s 
success. Similar organization chants are also employed by other organizations such as 
IBM, Ericsson, Novell, Deutsche Bank, and PricewaterhouseCoopers. These rituals 
serve to unite employees and reinforce the founders’ beliefs in the pivotal role of their 
workforce for achieving organizational objectives;

Material symbols: This involves construction of infrastructures in such a way to 
depict certain ranks or positions in the organization. For instance, Alcoa’s headquar-
ters do not appear to be typical organization headquarters for any “Tom and Dick” 
[23]. Even high-level executives have minimal individual offices within Alcoa, as the 
company predominantly utilizes cubicles, communal spaces, and meeting rooms. 
This informal organization layout serves as a symbolic representation of Alcoa’s 
emphasis on transparency, equality, creativity, and adaptability. It communicates to 
employees that these values are highly valued within the organization. Some corpora-
tions provide limousines for top executives, as well as organization jet when traveling 
by air. While some individuals may not have the privilege of traveling in luxury 
limousines or private jets, they may still have access to company-provided transporta-
tion such as a car or air travel. However, the car provided may be a Chevrolet, and 
when flying, they may occupy seats in the economy section of commercial airliners. 
Material symbols encompass various aspects such as the physical arrangement of 
organization headquarters, the automobiles provided to top executives, and the 
presence or absence of organization aircraft. They also include factors like office size, 
the quality of furnishings, executive privileges, and attire. These material symbols 
serve as a means of communication to employees, indicating the individuals who 
hold significance within the organization, the level of egalitarianism preferred by top 
management, and the expected behaviors, ranging from conservative to risk-taking, 
participative to authoritarian, social to individualistic [20];

Language: Language plays a significant role in identifying and preserving the cul-
ture or subculture within organizational units and organizations. Learning and using 
specific terminology within a culture demonstrates acceptance and contributes to its 
preservation. For instance, employees at Knight-Ridder Information utilize terms like 
“accession number” (assigned to individual records in a database), “KWIC” (key-
words-in-context), and “relational operator” (searching a database for names or key 
terms in a specific order). Similarly, new employees at Boeing must familiarize them-
selves with a distinct vocabulary of acronyms such as “BOLD” (Boeing online data) 
and “CATIA” (computer graphics-aided three-dimensional interactive application). 
Organizations frequently generate unique terminology to refer to their equipment, 
offices, important personnel, suppliers, customers, or products that are linked to 
their activities [24]. Initially, new employees may feel overwhelmed by the acronyms 
and jargon, but after around 6 months on the job, these terms become an integrated 
part of their language. Once learned, this specialized terminology serves as a shared 
language for members of a particular culture or subculture within the organization.
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4.2 The concept of organization culture

Organizational culture refers to “a system of shared issues and beliefs held by 
organizational members that determines how each individual acts towards one 
another”. It can also be defined as an organization’s shared values, attitudes, and prac-
tices. It is your company’s personality, and it has a large impact on your employees’ 
overall satisfaction, as well as the consistent organizational behaviors of employees 
and leaders [25]. From this definition, we can deduce that culture is description of 
a perception of a relationship between the organization and its persons, or glue that 
keeps organizations together. As a result, individuals within the organization end up 
influencing the culture just as much as the culture influences them. Hofstede’s Multi-
Focus Model consists of six separate variables or dimensions that offer understanding 
regarding the alignment between the existing culture and strategic direction. By 
considering different combinations of these dimensions, valuable insights can be 
gained regarding strategic compatibility, and the outcomes can be presented visually 
in an easily understandable manner according to Farinha [26] as follows:

Dimension 1: Means oriented vs. goal oriented: This dimension is strongly linked to 
the effectiveness of the organization. In a means-oriented culture, the primary focus 
lies on the methods and processes of work execution, with individuals identifying and 
aligning themselves with the “how” of accomplishing tasks. Employees in a goal-
oriented culture are primarily motivated to achieve specific internal results or goals, 
even if these involve significant risks; people identify with the ‘what’ [27]. People in 
a means-oriented culture perceive themselves as avoiding risks and exerting minimal 
effort in their jobs, despite the fact that each workday is essentially the same. In con-
trast, in a highly goal-oriented culture, employees are primarily motivated to achieve 
specific internal results or goals, even if these involve significant risks;

Dimension 2: Internally driven vs. externally driven: Employees in a highly inter-
nally driven culture take may not take their responsibilities seriously, believing that 
business ethics and honesty just comes naturally. Such employees need to have a great 
understanding of what is beneficial for both the customer and the broader world. In 
contrast, in a very externally driven culture, the emphasis is on meeting the needs of 
the customer; the emphasis is primarily placed on achieving results, and a practical 
approach takes precedence over an ethical stance;

Dimension 3: Easy work vs. strict work discipline: Internal structuring, control, and 
discipline are introduced in this dimension. A relaxed culture is characterized by a 
flexible internal framework and a sense of unpredictability with a lack of discipline 
and control; there is an abundance of surprises and improvisation. A strict work 
discipline reveals the inverse. People are extremely cost-conscious, serious, and 
punctual;

Dimension 4: Local vs. professional: Employees within a local company tend to align 
themselves with either their supervisor or the specific department they belong to. In a 
professional organization, an employee’s identity is determined by his profession and/
or the nature of his job. In a highly localized culture, employees typically prioritize 
short-term goals, have a strong internal focus, and face significant social pressure to 
conform to the norms of the group. Conversely, in a highly professional culture, the 
situation is reversed;

Dimension 5: Employee oriented vs. work: Management philosophy has a strong 
connection to organizational culture. In employee-oriented organizations, there 
is a belief that personal matters are recognized and that the organization takes 
accountability for the welfare of its employees, even if it means compromising 
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work goals. Conversely, in work-oriented organizations, there is considerable 
pressure to prioritize task completion, even if it means disregarding the welfare of 
employees; and,

Dimension 6: Close system vs. open system: This dimension focuses on the level of 
inclusivity within an organization. In a highly open culture, newcomers are warmly 
received, and the organization is open to both internal and external individuals. It is 
presumed that nearly anyone would be able to fit into the organization. On the other 
hand, in a highly closed organization, the situation is reversed.

4.3 Hofstede’s cultural dimensions

According to Farinha (2018), Hofstede’s cultural dimensions  have the following 
strengths:

• Comprehensive study of how national culture influences organization values: 
sample of over 116,000 employees from over 70 countries

• This seminal work emphasizes the importance of understanding national 
cultural differences and the implications for multinational corporations.

• Updated on a regular basis.

• Qualitative studies support the findings by validating and clarifying them.

• Capability to account for other variables, such as organizational culture.

• Objections to Hofstede’s Cultural Dimensions

• A survey is a “blank instrument” for illuminating the complexities of national 
culture.

• Describes but does not explain what is happening, relying heavily on qualitative 
studies to ‘validate’ and elucidate findings.

• Organizational culture may not be constant, and there are other non-national 
cultural sources.

• Generalizes organization findings and other selective samples such as students to 
societies.

• Failure to account for differences between countries, such as strong regional 
subcultures.

• Some differences between countries are omitted, for example, the United States 
and Australia have similar scores for cultural dimensions, but there are differ-
ences in work motivation: (responsibility and recognition vs. job security and 
monetary rewards).

• D’Iribarne suggests that survey questions and interpretations may be invalid.
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• Power disparities are very high in France, but D’Iribane argues that power is not 
the same as hierarchies. While France has extensive organization hierarchies, 
managers have little power.

• Questions may be ambiguous, for example, high work stress is not a proxy for 
Uncertainty Avoidance.

• D’Iribane’s research includes interviews and observations.

Acknowledging that organizational culture possesses shared characteristics does 
not negate the presence of subcultures within a given culture. In most large orga-
nizations, there is a dominant culture that reflects the core values embraced by the 
majority of its members. Additionally, a diverse range of subcultures coexist within 
the organization. When we talk about an organization’s culture, we are talking about 
its dominant culture. The macro perspective of culture is what gives an organization 
its unique personality. In large organizations, subcultures form to reflect common 
situations, experiences, or problems members are faced with. These subcultures are 
usually defined by department; for example, a department may have a subculture that 
is shared only by members of that department. It will include the dominant culture’s 
core values as well as values specific to members of the purchasing department. 
Similarly, an organizational unit or office that is when a unit or department is physi-
cally isolated from the main operations of an organization, it can develop its own 
unique identity. While the core values are generally maintained, they are adapted to 
suit the specific circumstances and challenges faced by the separated unit.

A strong ethical standard is more likely to be established in an organizational 
culture that demonstrates a high level of risk tolerance, moderate aggressiveness, 
and a focus on both means and outcomes. Managers in such a culture are encouraged 
to take risks and innovate; they are encouraged to avoid excessive or unrestricted 
competition; and they will pay attention to how and what goals are achieved [20]. 
A strong organizational culture exerts a more pronounced influence on employees 
compared to a weak culture. When the culture is robust and promotes high ethical 
standards, it is likely to have a substantial and positive effect on employee behavior. A 
notable example of a company with a strong culture is Johnson & Johnson, which has 
long emphasized its organization responsibilities towards customers, employees, the 
community, and shareholders.

4.4 How organization culture determines employee’s actions

Organizational culture is depicted as the manner in which members of an orga-
nization establish connections and interactions with each other and their work. 
The perception of relationships with the external world, in comparison to other 
organizations, can either hinder or enhance an organization’s strategy. Organizational 
culture plays a significant role in shaping these relationships. The Hofstede Insights 
on organizational culture is a strategic tool aimed at assisting companies in becoming 
more functional using a comprehensive representation of the following:

• How employees truly relate to their organization’s culture which ensures a consis-
tent representation across employee recruitment messages and the practical 
working environment.
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• The readiness of an organization to accept change; for example, are employees 
experiencing a lot of nervousness; is there enough trust; and are the relevant 
experts prepared for the change?

• How have the existing practices and desired practices within an organization 
align with the ideal culture to support the implementation of specific strategies, 
with the available resources and time?

• How proficiently can management utilize their behavior to establish a standard 
or example (lead by example)?

• How indirect change initiatives can help ensure a better fit between the current 
and optimal ways of working.

4.5 Importance of organization culture

Organizational culture makes it easier to achieve an organization’s strategic goals. 
The culture portrays the organization’s core values and gives a reflection of the leader-
ship of the organization. A strong company culture will attract the best candidates 
and keep them engaged as employees. Research shows that up to 77% of adults would 
take into account a company’s culture prior to applying for a job opportunity [28]. 
Perhaps more importantly, 56 percent consider organizational culture to be more 
important than compensation. It takes time and effort to develop a winning organi-
zational culture; Ensuring that your culture accurately represents your values and is 
in line with your overarching mission is a significant undertaking, but do not give up: 
your efforts will be rewarded in the end.

The organizational culture becomes apparent in how decisions are made, whether 
through a top-down or bottom-up approach, and in the level of comfort employees 
feel in expressing their thoughts and opinions without the fear of negative con-
sequences. It is reflected in the organization’s benefit plans and in how employees 
are acknowledged and rewarded for surpassing expectations in their work. The 
Competing Values Framework is the most well-known classification of organiza-
tional culture types. At the University of Michigan, Kim Cameron and Robert Quinn 
identified four distinct types of organizational culture. Every organization possesses 
a distinctive combination of the four types of organizational culture, with one usually 
prevailing over the others. As the organization grows in size, the likelihood of hav-
ing multiple cultures increases. While this can bring advantages, it may also present 
challenges in maintaining a unified culture, especially in geographically dispersed or 
globally operating organizations.

4.6  Types of organization culture

According to Cameron and Quinn, organizational cultures may be categorized 
into four types as follows:

• Adhocracy culture: This type of culture is characterized by a dynamic and entre-
preneurial environment.

• Clan culture: This culture focuses on fostering collaboration and maintaining a 
friendly atmosphere.
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• Control culture: This culture emphasizes structure, processes, and hierarchy.

• Market culture: This culture is driven by competition and a strong focus on 
achieving results.

It is critical to understand the type of culture change we are attempting to effect with 
the appropriate technology tools, as well as how this tool will enable the desired culture. 
Information Technology will drive significant change not only in technology but also in 
processes, team reorganization, and so on during a digital transformation or organiza-
tional culture change. The company is expected to assess its own processes to see what 
can be streamlined or automated to improve efficiency and the employee experience. As 
the rate of technological innovation accelerates and competition for faster delivery in the 
shortest time becomes more important in determining winners and losers in the software 
industry, it is essential that organizations adopt approaches that are research-driven.

DORA’s 2018 Accelerate: State of DevOps report adds to the tech community’s cur-
rent understanding of what drives performance by introducing many new findings, 
but the following are a few highlights:

SDO performance unlocks benefits such as increased profitability, productivity, 
market share, customer satisfaction, and the ability to achieve organizational goals. 
High performance is driven by mastering key technical practices such as monitor-
ing and observability, continuous testing, database change management, incident 
response and management, and integrating security earlier in the software develop-
ment process. Forbes Daily features our best stories, exclusive reporting, and Forbes 
perspectives on the day’s top news, as well as insider information on the world’s most 
influential entrepreneurs [29]. When aiming to attain exceptional performance as a 
technology-focused organization, industry makes no difference.

4.7 Implications for non-technologists

The ability of technology companies to create, test, and deploy software updates 
is becoming increasingly important for all of us. Just imagine if every time you tried 
to log into your preferred online shopping platform, your purchases were consistently 
unable to process. This would not only jeopardize the provider’s revenue potential, 
but it would also greatly degrade the customer experience which is not acceptable 
in an age when consumer purchasing habits are becoming increasingly reliant on 
technology and convenience. Based on the latest research from DORA, organizations 
that fall under the category of elite performers (referring to the highest performing 
organizations) can deploy code updates 46 times faster than others. They are also 7 
times less likely to experience change failures, but are 2604 times faster at recovering 
from incidents than their peers. There is no doubt that such levels of performance can 
have tangible and measurable impacts on the market.

While many conversations about improving deployment velocity acknowledge the 
influence of organizational culture, it is often treated as a secondary consideration. 
This tendency is not unexpected, as technology-focused discussions tend to prioritize 
topics such as continuous delivery, cloud infrastructure, availability, continuous 
testing, and deployment automation. People are still struggling to wrap their heads 
around the topic of culture [30]. Unfortunately, this does not diminish its significance 
in terms of long-term success. The DORA study explored the impact of culture on 
performance within the technology sector, confirming the importance of this topic as 
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discussed in recent years. The study utilized Ron Westrum’s model of organizational 
culture as a measure of culture.

This study has identified several key cultural realities that aid in the elicitation 
of best practice behaviors among technology teams that should be highlighted. The 
findings indicate that team dynamics are far more important to performance than 
individual skills of team members. Researchers at Google conducted a comprehen-
sive study on more than 180 engineering teams, revealing that psychological safety 
emerged as the primary predictor of high performance. The study also highlighted 
the significance of other factors such as dependability, structure, clarity of work, and 
the sense of meaning and impact. Psychological safety fosters a culture where team 
members feel secure in taking actions that contribute to performance, such as coop-
eration, openly addressing issues without fear of reprisal, breaking down barriers 
between departments, conducting thorough reviews of past projects, and continually 
experimenting to drive progress.

The insights from DORA’s study are highly significant as they shed light on the 
transformative impact of reevaluating notions of responsibility, accountability, and 
the traditional blame game within prestigious software development and operations 
companies. According to J. Paul Reed, a consultant in the field of DevOps and a 
human factors researcher, this paradigm shift holds profound implications for these 
organizations’ ability to execute effectively in the market. In this year’s DORA study, 
there was a novel focus on the role of leaders in influencing culture. The research 
findings indicate that leaders who empower their teams by granting them autonomy 
in performing their jobs foster a sense of trust and provide a platform for employees 
to express their opinions. These factors, trust and voice, play a crucial role in shaping 
the organization’s culture. As for leaders, what specific behaviors can they adopt to 
facilitate the exercise of autonomy by their teams?

Several intriguing research findings from DORA stand out: Clearly establish and 
communicate goals, while granting employees the autonomy to determine the best 
approach to achieve them.

• Simplify rules to eliminate obstacles and streamline processes.

• Enable teams to modify rules that hinder progress towards goals.

• Encourage the team to prioritize positive customer outcomes, even if it means 
deviating from established rules.

DORA’s research findings also validated the significance of conducting post-
mortems or retrospectives in influencing performance and fostering a culture that 
appreciates the value of such activities for overall success. Retrospectives create a 
secure environment where teams can thoroughly analyze their work, identify effec-
tive practices, and make necessary adjustments to improve future outcomes. Their 
objective is to enhance their understanding of intricate systems and foster a culture of 
continuous learning throughout the organization, involving individuals at all levels, 
from code developers to top executives. This shift to continuous learning in a psy-
chologically safe environment aids in shifting the organizational culture to support 
future efforts, resulting in a generative cycle aimed at improving performance.

Culture, being a complex and profound concept, exerts a multifaceted influence 
on the performance of technology organizations, a depth that we are only just begin-
ning to grasp. Despite the challenges associated with measuring and comprehending 
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culture, it is crucial not to undermine its significance in driving velocity within the 
technology sector. Rather than merely acknowledging its importance and swiftly 
moving on to more tangible aspects of technology, it is imperative to prioritize the 
understanding and evolution of tech firms’ cultures to foster the necessary behaviors 
for driving velocity. Neglecting culture poses a clear and imminent threat to organiza-
tions seeking to undergo technological transformation [31].

4.8 Organization culture as a driver of employee satisfaction

Employee satisfaction refers to whether or not employees are happy and content, 
and whether or not their desires and needs are met at work. When employees are will-
ing to adapt to the organizational culture, they are highly satisfied. They are less or 
completely dissatisfied when they are unwilling to adapt to the organizational culture 
[32]. Organizational culture is manifested in how an organization conducts business, 
treats its employees, customers, and the larger community. It is the degree to which 
decision-making autonomy and freedom are allowed, as well as the development of 
new ideas and personal expression. Finally, organizational culture determines how 
power and information flow throughout the organization hierarchy and the level of 
employee commitment to collective goals. A strong organizational culture can help 
drive business results, but determining which elements of the culture can lead to 
superior performance requires a cultural audit (Figure 1).

When employees embrace a strong organizational culture, it can lead to high 
employee performance. For example, if the organizational culture is innovative and 
employees enjoy improving and trying new things, this can lead to high performance. 
However, if the organization’s culture is opaque and unaccepted by its employees, 
it can lead to poor performance. For example, if the organizational culture is team-
oriented and the employee is individualistic, low performance may result. Strong 
organization cultures lead to social control, social glue, and frequently aid in decision 
making. Strong organization culture content, on the other hand, may be incompatible 
with the organization’s environment, may focus attention on one mental model, and 
frequently suppress dissenting values from subcultures.

Figure 1. 
Dimensions of organizational culture profile (OCP). Source: Adapted from information in O’Reilly et al. [33].
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4.9 Technology: emerging technology or appropriate technology

Technology can be described as the practical utilization of scientific knowledge 
to meet human needs and goals. It involves the manipulation and alteration of the 
human environment for various purposes. There are a number of terms used in rela-
tion to technology as follows:

4.10 Emerging technology

The term “emerging technology” typically refers to a new technology that is in its 
early stages of development. However, it can also encompass the continuous advance-
ment and evolution of an existing technology. The specific interpretation of this term 
may vary depending on the field in which it is used, such as media, business, science, 
or education [34]. The term is commonly used to describe technologies that are in the 
process of being developed or are anticipated to become available in the next 5–10 
years. These technologies are often characterized by their potential to have substantial 
social or economic impacts.

Emerging digital technologies have created new opportunities while also posing 
new legal challenges, particularly in the areas of intellectual property, trademarks, 
patents, royalties, and licensing. The emergence of new digital communication 
technologies and media has presented new challenges related to the reproduction and 
distribution of copyrighted works [35]. In response, various stakeholders, including 
the government, affected industries, and public interest groups, have been actively 
addressing these issues. Their actions aim to establish appropriate measures and legal 
frameworks that protect the rights of copyright holders, provide clarity to digital 
technology companies, and serve the interests of the public and other involved 
parties.

4.11 Appropriate technology

Appropriate technology refers to a movement that promotes the use of small-scale 
and locally accessible technological solutions. These solutions are characterized by 
decentralization, reliance on labor rather than capital, energy efficiency, environ-
mental sustainability, and local autonomy. The concept was initially described by 
economist Ernst Friedrich “Fritz” Schumacher as “intermediate technology” in his 
book “Small Is Beautiful” [36]. Both Schumacher and present-day advocates of appro-
priate technology emphasize the significance of technology being centered around 
people’s needs and well-being.

Appropriate technology has been applied across various domains to address differ-
ent challenges. Examples of such applications include water pumps and other equip-
ment powered by bicycles or hand-operated mechanisms, the invention of bicycles 
themselves, the universal nut sheller, self-contained solar lamps and streetlights, and 
the design of passive solar buildings [37]. These well-known instances demonstrate 
the practical implementation of appropriate technology in solving specific problems. 
Today, appropriate technology is frequently developed using open source principles, 
which has resulted in open-source appropriate technology (OSAT). The open-source 
appropriate technology (OSAT) movement has made numerous technology plans 
readily accessible through the Internet, allowing for widespread availability and adop-
tion [38]. This approach to technology has been suggested as a viable model to foster 
innovation in sustainable development.
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Appropriate technology is most commonly discussed in relation to economic 
development and as an alternative to more capital-intensive technology transfer 
from developed to developing countries. However, both developing and developed 
countries have appropriate technology movements. The appropriate technology 
movement in developed countries arose from the energy crisis of the 1970s and is 
primarily concerned with environmental and sustainability issues. Today, the concept 
is multifaceted; in some contexts, appropriate technology can be defined as the most 
basic level of technology capable of achieving the intended goal, whereas in some 
contexts, appropriate technology refers to engineering practices that consider the 
social and environmental implications in a comprehensive manner. The facets are 
linked by toughness and sustainable living.

Appropriate Technology is a concept that pertains to sustainable community 
advancements and initiatives characterized by long-term considerations regarding 
components, maintenance, investment, and operation. This concept emerged as a 
response to the failures observed in large-scale, high-cost development approaches 
that proved unworkable due to issues such as inadequate infrastructure, lack of 
parts, or insufficient technical expertise following their initial implementation. 
These failures often occurred when solutions successful in one region were indis-
criminately applied to different areas without considering the specific contextual 
differences.

The concept of Appropriate Technology emerged as a response to the inappropri-
ate introduction of High Technology solutions into communities and economies 
that were unable to sustain them in the long term. Dr. Eric Schumacher established 
the ‘Intermediate Technology Development Group’ (ITDG) in 1966 with a focus 
on addressing the needs of some of the world’s poorest communities. Schumacher 
recognized that large, costly, and advanced technological solutions that might be suc-
cessful in wealthier regions often proved ineffective when implemented in areas with 
inadequate infrastructure or significant environmental differences. According to the 
ITDG, the essence of this alternative development approach lies in adopting a local 
and small-scale perspective rather than a national and large-scale one. It emphasizes 
the creation of numerous low-cost workspaces where people reside, particularly in 
rural areas, and utilizes appropriate technologies suited to their specific needs that 
can be created and controlled by the people who use them, allowing them to be more 
productive and earn money.”

4.12 Technology and innovation

Technology is a key driver of innovation, and innovation plays a vital role in 
the success of small and medium-sized enterprises (SMEs). The effective utiliza-
tion of technology and the ability to innovate act as significant facilitators for 
SMEs, offering them opportunities for growth and development at the individual 
enterprise level and the broader level of the industry. These factors contribute to 
understanding the variations in growth rates observed at the firm, regional, and 
national levels. Therefore, technological innovation holds a central position in 
driving economic change, serving as the ultimate source of productivity and long-
term growth. According to Stiglitz [39], it is through technological innovation that 
economies consistently achieve superior performance. The adoption of technology 
among small and medium-size enterprises is a subject of increasing importance, 
particularly in developing countries. While there are established theories on 
technology adoption that have been extensively studied in Western contexts, 



Organizational Culture – Cultural Change and Technology

162

their application to the specific context of developing countries has been limited. 
Technology adoption is also critical for private-sector business growth.

4.13 Technology as a change agent

Companies of all sizes are using technology to support their cultures. However, 
it is not only the technology itself that is important, but also the opportunities that 
technology provides. A new ERP implementation or change, for example, may neces-
sitate a complete reengineering of business processes, how people interact internally 
and externally (Customers), and how the business is perceived in the market. All of 
these outcomes will undoubtedly have an impact on profit. Another example is how 
technology is influencing new modes of communication. Solutions such as Microsoft 
Teams, Slack, and others have brought new ways of meeting and sharing in the 
organization, and this is undoubtedly the new normal.

Having said that, it is critical to understand that every technology decision can-
not be made solely based on the acquisition of technology, but must also take into 
account the impact of people adoption and engagement, such as training approach, 
how friendly the adoption curve will be, and so on. Wrong technological decisions 
made without these considerations will slow the cultural change and cause it to lose 
momentum. Employee engagement is required for a positive employee experience, 
but measuring the health of a company’s culture is difficult. The percentage of 
employees who participate in the programs and the feedback they provide, as well as 
other statistics such as changes in turnover and absenteeism, or in the achievement 
of business objectives, indicate whether a company is making progress. According 
to Rhonda Gardner’s article “Leading a Successful Cultural Transformation at Your 
Organization,” cultural transformation will occur on multiple fronts, including how 
people behave and work. When done correctly, this has a positive impact on business 
outcomes (Figure 2).

Figure 2. 
Cultural transformation. Adopted from Rhonda Gardner [40].
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4.14 Important considerations when driving change through technology

• There is no “one-size-fits-all” strategy or recipe, but the following points must be 
included in the Cultural Change from Tech agenda:

• As with any strategy, full top-level engagement and sponsorship are required. 
Nothing will happen unless it is present. “Change” will not occur unless all key 
stakeholders agree to it.

• As an IT leader, you must be a change agent. You will need to be an evangelist 
for how technology will drive change, empower those who use it, and propel the 
business to new heights. On the other hand, being a leader entails the obligation 
to “deliver.”

• Maintain clear and consistent communication about what is going on and how 
things are progressing. The two most important factors in achieving results are 
clear project management and lean communications.

• Ensure adequate funding and resource allocation. Any major endeavor will 
necessitate cultural change.

• We will not discuss cost, but rather investment. Cost is sometimes necessary for 
business operations, but the difference is that when you invest rather than spend, 
you are focusing on and delivering profit!

• Make a road! Cultural change is laying the groundwork for the company’s future, 
so you must pave the way. This must be done through persuasion, engagement, 
and delivery.

• Rule and set a good example! You will not achieve the above if you and your team 
are not ready for the challenge and the significant effort that change entails. You 
and your IT organization must be the first to buy-in and believe in the path that 
must be taken before others will.

• When driving engagement, keep the standard distribution gauss bell approach in 
mind. It is critical who you bring over first in order for others to follow! (See my 
article “Another Cultural Transformation Talk!” for more information.)

• Always set the bar as high as possible while remaining realistic! Setting reason-
able goals rarely yields high results. However, if you raise the bar, you will be able 
to accomplish more.

• Encourage, encourage, encourage… Gain momentum as you go. When people are 
motivated, they are much more productive. Sometimes a price is given, and other 
times only recognition is given. You will be astounded at how a simple gesture of 
recognition can affect people and teams. Make success as public as possible, and 
keep corrections to a minimum!

• Continue to evolve while also delivering. When the company believes that 
cultural change has occurred, do not stop there. Begin working in the new or 
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next phase. Because culture is inextricably linked to time and chronology, it is a 
living thing. Markets change, and businesses must adapt to meet new demands, 
new ways of doing things, and technological advancements. As a result, we must 
consider that culture will need to go through a period of change in the future, or 
at the very least suffer and adapt over time. Prepare for it by planning ahead of 
time and anticipating the requirements. Culture will need to evolve, so we must 
plan for cultural change evolution.

• The only constant in life is change! Once again, cultural change will occur 
through persuasion rather than mandate.

• Construct safe heavens. Always be honest when it comes to setting expectations.

• Deliver only what you can commit to. Underperformance or poor performance is 
a cultural killer. Over delivering can sometimes mean that you did not set the bar 
high enough.

• Implement internal marketing and branding. Using project names and mojos to 
drive engagement and identification across the organization during the adoption 
and team identification process. It will also facilitate communication.

• Put the leadership to the test. As an IT leader in the midst of a technological 
cultural shift, you will need to challenge your colleagues. Some will be simple, 
but others will require you to kick some doors and desks.

• Be a pragmatic leader when it comes to dealing with problems and constraints. 
To avoid losing momentum, do not take too long. This is especially true when 
working on high-impact projects.

• Have fun on the ride. Take the cultural transformation seriously, but enjoy the 
journey because it will become part of your DNA.

4.15 Using technological innovation to drive cultural change

According to Bryan Walker and Sarah A. Soule “Culture is a breeze. It is impercep-
tible, but its impact can be seen and felt. Smooth sailing when the wind is blowing in 
your direction. Everything is more difficult when the wind is blowing against you.” 
From IoT to block chains, data lakes, and AI, the raw potential of new technology is 
astounding. While the usability of many technologies is improving, comprehending 
the specific ways in which a technology can bring about transformative opportunities 
remains highly challenging. It is especially difficult to adapt technology to specific 
needs of the company and integrate it with current processes. To make matters worse, 
most businesses have deeply embedded legacy systems that are difficult to change. 
Solving these problems requires individuals with a strong technical background, a 
broad understanding of the subject matter, and the capacity to collaborate effectively 
within the larger organization. The reality is that most data in many industries today 
is not up to basic standards, and the rigors of change necessitate far better data quality 
and analytics.

Data presents an intriguing paradox; transformation entails understanding 
emerging types of unstructured data, massive amounts of data from outside the 
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business, leveraging and incorporating proprietary data. Today’s technology can assist 
businesses by allowing them to collect data on the environment, health, and safety. 
Predefined requirements are now being assessed through leading indicators using 
straightforward online and offline protocols, which have become more significant 
than lagging indicators. This facilitates the collection of compliant information and, 
more importantly, encourages ongoing improvement in environmental, health, and 
safety practices, as well as cultural transformation. It is critical to act on the data once 
it has been obtained. Businesses can respond to such cases within predefined param-
eters and bring them to a satisfactory conclusion using technology. Furthermore, 
comprehensive EHS and compliance software systems give organizations a central-
ized location for consistently logging events, assigning corrective actions, analyzing 
root causes, and reporting on incident rates. Numerous organizations are utilizing 
specialized and integrated mobile applications for incident management on iOS and 
Android platforms to enhance EHS management and reporting. These apps enable 
employees to conveniently document findings or report incidents while on the go. Use 
of Apps can also provide offline support if the user is not connected to the internet; 
tasks and activities can be added and completed on the go, and data can be synchro-
nized to the cloud later.

4.16 Interplay between technology innovation and competitiveness

People created the language so they could communicate with elders and learn from 
their stories. They created tools for agriculture, homes, and weapons for hunting 
and protection. As the population grows, more technology is developed. Technology 
has not only extended human life spans but has also changed the way we live [41]. 
The invention of the printing press revolutionized access to information, enabling 
widespread dissemination of news, increased literacy rates, and the establishment of 
communities within cities to preserve and support diverse cultures. Every nation and 
community have their own unique coherence, culture, tradition, and social norms 
and values. The living standards have greatly improved and become more sophisti-
cated as a result of technological advancements [42].

Kacker explains that the term “innovation” originates from the Latin word 
“innovare,” which conveys the concept of creating something novel. Innovations 
entail fresh approaches to tasks and are linked to elements such as risk, potential 
failure, unconventional management perspectives, and the need to abandon out-
dated practices. Drucker defines innovation as the process of introducing enhanced 
capabilities or improving utility. Another perspective describes innovation capability 
as the organization’s capacity to create innovative solutions in response to changing 
contexts and opportunities, without causing significant disruptions, excessive time 
and costs, or compromising performance. The advancement of technology innovation 
has led to various benefits such as improved precision in business planning, enhanced 
marketing efficiency, increased global sales, streamlined management practices, 
real-time monitoring capabilities, and prompt customer support. Entrepreneurs 
acknowledge that innovation not only enhances the quality of products or processes 
but also contributes positively to the economic outcomes of small businesses.

According to Oslo, there are four primary types of innovation. These are process, 
product, service, and marketing innovation. Process innovation involves imple-
menting new or significantly improved production or delivery methods that causes 
substantial changes in production techniques in an organization. Product and service 
innovation entail introducing new or significantly improved goods or services in 
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terms of their intended use or characteristics. Marketing innovations involve imple-
menting new marketing methods that include changes to product design, promotion, 
pricing, and placement. Organizational innovation, also known as strategic innova-
tion, refers to the adoption of new organizational methods in a company’s business 
practices, organization, organization, or external relations. Technology plays a vital 
role in driving business innovation, which, in turn, increases value, improves quality, 
and enhances productivity. For SMEs aiming to increase profits, innovation is the 
most rapid and effective pathway to achieve that goal.

4.17 Technological impact on culture

The culture of a society can be seen its values and practices. It can be observed 
through the people through their perceptions, values, practices, and technological 
transfers. Technological changes have exerted significant influence in various essen-
tial elements of cultures, such as art, language, education, mobility, and religion. 
These aspects form the bedrock of our cultural identity and play a crucial role in 
shaping our perceptions, judgments, and evaluations of technology. The culture 
of a community serves as a framework or benchmark through which technology is 
understood and assessed. Technology plays a pivotal role in shaping the trajectory 
of cultural development as it permeates all aspects of culture. For technology to 
become an integral part of a broader cultural dimension, it must align with the social 
and cultural context of a community. Failure to achieve this alignment can lead to 
conflicts between technological progress and the preservation of cultural values. 
In essence, the compatibility between technology and cultural values is essential to 
ensure harmonious coexistence and balanced cultural evolution. Striking a balance 
enables individuals, irrespective of their ethnicity, age, or educational background, 
to freely express themselves within the realm of technology. It helps people to fulfill 
their aspirations and desires, but the absence of proper restrictions, regulation, and 
accountability may lead to potential cultural deterioration.

4.18 Technological impact on tradition

In any community, there is always a struggle between technology and tradition. 
Globalization has reduced the world to the size of a village due to technological 
advancements [43]. Imagining modern life without electricity, transportation, 
communication, and so on takes us back in time. Technological advancements have 
been instrumental in driving progress in various disciplines such as medical science, 
engineering, economics, and more. Because of the positive impact of technology, 
industrialization, urbanization, modernization, transportation and communication 
development are all possible. It has aided networking of society’s culture, tradition, 
and coherence leading to technological advancements, the twenty-first century has 
moved so far ahead.

In her TED talks, Sherry Turkle highlights the phenomenon of expecting more 
from technology while expecting less from human interactions. She emphasizes 
that our reliance on technology can hinder the development of meaningful relation-
ships with others, as we treat technology as if it were a genuine substitute for human 
connection. The constant influx of electronic communication, such as texts, tweets, 
and emails, can also contribute to feelings of isolation and detract from the ability 
to engage in deep thinking and active listening. Another negative impact of technol-
ogy, according to Turkle, is the dominance of Western culture over less prominent 
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cultures, resulting in a disregard for social values which leads to loss of coherent 
traditional practices. Traditional style thrives when it has a recognized value. Rather 
than killing tradition, technology aids in the modification of production methods or 
industrialization. Thus, if the beneficiary part is considered, technology allows for 
the preservation of tradition.

4.19 Technological impact on social values

Technology has provided a wide range of topics for discussion. People gain 
extensive knowledge about any subject, and more information is effectively shared. 
Technology aids in the transformation of the economy as well as the evolution of 
new social classes [44]. It can help to strengthen interpersonal connections. It has 
contributed to all demographic factors of society, for instance, modern farming meth-
ods have supplanted traditional agricultural practices, leading to higher crop yields, 
reduced time requirements, and other benefits.

People spend more time on technology and less time on social activities. 
Technology has been criticized for the decline of traditional media platforms like 
television and newspapers. Its widespread adoption has been limited to educated 
individuals on the fringes of society. The more technology advances, the more 
human beings regress. The invention of robots and machines has rendered humans 
lazy and reliant. Technology has led to creation of bombs, nuclear weapons, and 
missiles. The implementation of technology has an impact on societal values by 
changing expectations and realities. People have lost trust as a result of overemphasis 
on technology.

5. Conclusion

Despite the advantages and disadvantages, technology has significantly enhanced 
our lives. It has effectively conserved valuable resources like time and money, while 
also promoting global connectivity by turning the world into a closely-knit commu-
nity. This transformation has facilitated the bridging of cultural, racial, and geo-
graphical gaps, enabling people to overcome barriers more effortlessly. The increasing 
preference for online communication over in-person interactions has a significant 
influence on culture at both local and global levels, owing to the ease and convenience 
of connecting through technology and engaging in online communication.

6. Recommendations

The study recommends that organizations be helped to buy and imple-
ment Appropriate Technologies in form of digital computers and Information 
Communication Technologies, which will help to enhance innovative processes in 
the organizations. Organizations are also urged to train their employees on how to 
use these technologies as means of connecting individuals, fostering promotion of 
values, mutual respect, and innovation. Once trained, employees will be able to use 
the technologies to tell their stories for culture impact and social values, and so as to 
foster loyalty, cohesiveness, and organizational commitment for economic change, 
productivity and long term growth. Consequently, the employees will help in their 
organizational productivity, profitability growth and customer satisfaction.
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Expected learning outcomes

1. Description of culture.

2. Role of organizational culture in driving employee’s actions.

3. How organizations drive cultural change through technological innovation.

4. Interplay between technology and culture in driving change for employee 
 satisfaction.
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Chapter 9

The Influence of Employer Brand
Dimensions on the Affective
Organizational Commitment of
Employees in Small and
Medium-Sized Enterprises
Matea Cvjetković and Tihana Babić

Abstract

Employer branding is becoming a crucial talent management and communications
strategy in many organizations today, given the importance of human resources as the
most significant intangible asset of the company. In order to attract, recruit, and retain
skilled employees, many companies systematically and proactively implement
employer branding programs aimed at their existing and potential future employees.
This can be challenging for small and medium-sized enterprises (SMEs) since their
HR and marketing departments lack well-established processes, which can affect the
commitment of employees. Thus, the aim of this research was to investigate the
impact of five employer brand dimensions on affective organizational commitment,
as the strongest type of organizational commitment. Data for the study was collected
from 104 respondents employed in SMEs in Croatia and was empirically analyzed by
applying the PLS-SEM method. The findings of the study showed that application and
interest values positively influence affective organizational commitment, outlying the
importance of knowledge transfer, workplace creativity, and innovation in a customer
and humanitarian-oriented environment, as crucial elements for achieving affective
organizational commitment. The research contributes to the existing literature on
employer branding for SMEs operating in developing countries and provides guidance
to owners and managers when building successful employer brands within their
organizations.

Keywords: employer branding, affective organizational commitment, talent
management, small and medium-sized enterprises, Croatia

1. Introduction

Today’s business world is characterized by fierce competition among organizations
that are in search of the most talented employees [1]. This is a consequence of
numerous demographic changes (population aging, migration, etc.), as well as the
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development of new trends in which the importance of work-life balance is strongly
emphasized. Additionally, in today’s globalized world with many possibilities for
remote work, employees can switch between careers and job positions within differ-
ent companies across the globe. At the same time, many industries are going through
extremely rapid technological changes that require new technical and professional
skills [2]. As a result, 7 out of 10 organizations struggle with finding and hiring
competent and qualified employees [3]. For this reason, many organizations system-
atically create, integrate, and proactively implement programs for attracting and
retaining talented employees [4].

This new approach to managing talent through internal and external promotional
activities is defined as employer branding [5]. Building a successful employer brand
combines elements of human resources management and marketing and is increas-
ingly considered an effective organizational strategy that can differentiate a company
from its competition [6]. Given that it focuses on the uniqueness and exceptionality of
the work environment, it has recently become an important strategy for building the
company’s reputation and image as a credible and reliable employer [7]. A successfully
built employer brand brings multiple benefits to the company. Employer branding
activities positively affect the intention of potential candidates to apply for a job
position [6], but also increase the motivation and retention of existing employees
within the organization [7]. Additional benefits of employer branding include: build-
ing a positive image of the company in the eyes of customers, strengthening the
financial performance of the organization, establishing a competitive advantage in the
market, and creating a favorable organizational culture and work climate [8], which
ultimately results in greater employee engagement and commitment [9].

This is particularly important for small and medium-sized enterprises (SMEs),
which play a major role in creating new jobs [10]. However, SMEs today operate in a
challenging environment, while simultaneously facing limited financial and human
resources that can sometimes constrain them from successfully managing all their
business operations, including talent management. That can lead to putting higher
pressure on the employees who may work in conditions of overtime work, high
expectations, and unattainable plans, which can have a negative impact on their job
satisfaction and loyalty [10]. For that reason, creating a favorable place to work for
their employees has become a focus of many SMEs, who try to differentiate them-
selves from other companies and become the desirable employer, that is the
“employer of choice” [1]. The main focus of the employer branding process is to
design a healthy workplace by identifying and including the elements that are impor-
tant to the company’s current and future employees [7], so as to fulfill their needs and
encourage their commitment to the organization. This way employees will stay longer
within the company and be motivated to perform at their best, which will reflect on
the organizational success as well [9].

Considering the above, the main goal of this study is to realize what elements of
the employer brand influence organizational commitment in small and medium-sized
enterprises, with a focus on affective organizational commitment (AOC). Affective
organizational commitment is considered the most effective approach to measuring
loyalty to an organization [11] and is often categorized as the “core essence”, that is, as
a permanent, irreplaceable, and central component of organizational commitment
[12]. Previous research that has studied employer branding and organizational com-
mitment has focused on large organizations, most of which already have well-
established processes and procedures at the level of the human resources department
with the intention of providing a stimulating work environment to their employees
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[13–17]. Due to the differences between large, small, and medium-sized enterprises,
the conclusions of the mentioned studies cannot be directly applied to small and
medium-sized enterprises [18]. SMEs are characterized by an informal structure that
lacks systemic processes on the organizational level [19], which can affect the com-
prehensive management of human resources. Thus, the aim of this research is to
deepen the conceptualization of previous studies made on employer branding and
organizational commitment and to expand the theoretical framework for SMEs oper-
ating in developing countries, by understanding which elements of employer brand
influence affective organizational commitment for employees working in small and
medium-sized enterprises.

The research follows the establishment of employer brand dimensions defined by
Berthon, Ewing, and Hah, who observed employer branding through the concept of
“employer attractiveness” and defined five elements that form “the best employer”:
(1) interest value, which focuses on the exciting and creative work environment, (2)
social value, whose focus is on collegial connections and team spirit, (3) economic value,
which places importance on salary and other compensational packages, (4) develop-
ment value, that puts imperative on work recognition, self-esteem, and career devel-
opment, and (5) application value, that appreciates the possibility of knowledge
transfer, in the work settings that are customer oriented and humanitarian [20]. By
examining the mentioned dimensions, this research aims to shed light on the elements
that are important for employees for developing an affective organizational commit-
ment in SMEs. It is estimated that in emerging markets, SMEs generate 7 out of 10 jobs
[21], but despite the fact that SMEs employ the majority of workers, little attention
and research have been devoted to investigating the impact of employer brand
dimensions on affective organizational commitment [22], especially in the European
context. Thus, this research aims to fill the identified gap.

The paper is systematized as follows: the introduction is followed by a literature
review that briefly presents the concepts of employer branding and affective organi-
zational commitment. The third section focuses on the development of hypotheses,
while the fourth section specifies the research methodology. The fifth section presents
the empirical analysis and the results of hypotheses testing, which is followed by a
discussion of the results together with the limitations and recommendations for future
research. In the end, a conclusion systematizes the key findings of the research and
describes the theoretical and practical contributions.

2. Literature review

The theoretical basis for this study is found in the resource-based view, the social
exchange theory, and the psychological contract theory. According to the resource-
based view (RBV), all the investments in employees (material and immaterial) affect
the progress, growth, and development of their skills, which are key to establishing
the organization’s competitive advantage [6]. The competitive advantage comes from
the company’s internal resources that provide added value, are unique or rare, are
difficult to imitate, and are not substitutable [23]. As a result, they increase the
intellectual capital of the organization [24] through the complex interaction of people,
skills, and technologies that affect the efficiency and productivity of the company
[23]. The focus of RBV is on the long-term approach to creating a bond between the
employer and the employee [25]. In return for the tangible and intangible investments
of the company, employees are more likely to develop feelings of loyalty and
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commitment toward the organization and work on developing firm-specific resources
that help organizations attain their goals.

A similar relationship can be observed through the theory of social exchange, in
which organizational commitment appears in the form of the employee’s psychologi-
cal reactions to the benefits provided by the company and is demonstrated with the
investment of time and effort to participate in the success of the organization [26].
Correspondingly, the theory of the psychological contract considers that organiza-
tional commitment is formed based on mutually fulfilled promises and is also
grounded on the emotional connection between the organization and its employees
[27]. As the name suggests, a psychological contract refers to an unspoken agreement
that states shared expectations and obligations between two parties; in this case
between an employee and an organization [28]. The psychological contract represents
a dynamic process that gradually unfolds through the time before employment and
throughout various phases of employment [29]. It is precisely the employer branding
activities that unify those processes and phases, creating a systematical approach
toward the existing and potential employees.

2.1 Employer branding

Building a brand, or “branding,” is a very researched concept in marketing litera-
ture, and at its most basic level, it serves differentiation [30]. Differentiation in
marketing brings numerous benefits and is observed as a competitive advantage, but
in recent years the concept became important in talent management as well. The term
“employer branding” was shaped by Ambler and Barrow in 1996 as a set of “func-
tional, economic, and psychological” substances that result from working in a certain
company ([7], p. 4). Building an employer brand refers to building a company’s
positive reputation as an employer, meaning its potential (future) and current
employees perceive it as a great place to work [31].

Building an employer brand is a long-term process that should ensure a constant
flow of potential candidates, while simultaneously developing and positioning a posi-
tive image of the organization in the eyes of future and current employees [32]. Due to
the “global war for talent” and the fact that organizations around the world are
struggling to fill their vacant positions with qualified employees, many companies
have opened completely new departments dedicated exclusively to strengthening
their employer brand [33]. Establishing procedures within the HR department is an
important dimension in the way employees are managed, which is often lacking in
many small and medium-sized enterprises [34]. Most often, in SMEs, HR processes
are managed by the owner-manager [19]. For that reason, creating and establishing an
employer brand is a challenge for small and medium-sized enterprises and can affect
the motivation and commitment of the employees [35].

Although research related to employer branding in some instances is still in its
early stages, it is being recognized as a long-term approach in the future, as organiza-
tions increasingly start to realize that the loyalty of employees cannot be taken for
granted [36]. Employees are no longer tied to one organization and can freely decide
who they will work for, and where they will stay in the long term. Employer branding
thus builds upon the discipline that has already proven its value; “branding” assesses
the uniqueness of the brand and focuses on its differentiation [36]. It also encourages
people’s loyalty and commitment, which is one of the most effective approaches to
attracting and retaining employees. For that reason, it is important for organizations
to strategically plan the implementation of employer branding strategies, in order to

176

Organizational Culture – Cultural Change and Technology



reap all the benefits that come from successfully managing an employer brand, with
the ultimate goal of providing their employees with a stimulating working environ-
ment, where they will develop the deepest type of loyalty for their organizations—
affective organizational commitment.

2.2 Affective organizational commitment

Organizational commitment is defined as a set of attitudes formed toward the
organization, which is characterized by a permanent psychological connection that
arises from embracing the organizational values and results in a desire to stay within
the organization in the long run [23]. This research is based on the theoretical concept
developed by Allen and Meyer [37], who observe organizational commitment through
three perspectives: affective commitment, normative commitment, and continuance
commitment. Affective organizational commitment develops as a result of loyalty and
identification with the organization; continuance commitment arises when it is too
costly for a person to leave the organization, while normative commitment evolves
into a duty to stay within the company [37, 38]. In other words, employees who
develop affective organizational commitment stay within the organization because
they wish to, those who develop continuance commitment stay because they have to,
while those employees whose connection to the organization is based on normative
commitment stay in the organization because it is morally acceptable [39].

Even though all three approaches to organizational commitment are often
connected, the nature of their connections differs, meaning that the most importance
is given to affective organizational commitment [40] since it is considered a crucial
element of the organization’s success [35]. Employees with strongly expressed affec-
tive organizational commitment invest more effort in their work and demonstrate
better results than those employees who have a low level of affective organizational
commitment [41]. The intensity of the employee’s commitment to the organization is
based on the organizational characteristics, and not the characteristics of the
employees. Organizational commitment arises at higher levels in small enterprises
than in large ones [42], which is why SMEs need to pay careful attention to developing
and maintaining the organizational commitment of their employees. Well-aligned
talent management practices incorporated into the thought-out employer brand
should help in reaching this goal.

2.3 Employer branding practices in SMEs in developing countries

Small and medium-sized enterprises in developing countries play a major role in
contributing to economic growth, but their business operations are constrained by
different market conditions and obstacles such as difficult access to finance, high
taxations, frequent employee fluctuations, etc. [43], which is why implementing
strategies in building an employer brand can become especially challenging for key
people in SMEs. Croatia, as one of the ex-transition countries in Central and Eastern
Europe, but also a member state of the European Union, is going through several
changes in its talent management practices [44], while simultaneously encountering
different challenges with regard to demographic trends (older population, migra-
tions), high cost of labor, vastly present forms of informal work (getting paid under
the counter), and high unemployment rates [45]. Moreover, society as a whole is
lagging behind the EU standard in its digital transition, and there is a growing need to
support the development of digital skills of many employees, promote the
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development of new, digital jobs and create conditions in which individuals can
progress in their careers, with the goal of accelerating the digital transition of society
and the economy as a whole [46].

A total of 153,477 SMEs were operating in Croatia in 2021, representing a share of
99.7% of all businesses [47]. They also accounted for a 67.4% share in employment
and 63.7% in added value, thus contributing significantly to the country’s economic
growth. Many SMEs were severely affected by the COVID-19 crisis, which was espe-
cially manifested in liquidity and employment issues [47]. Through various govern-
mental measures, until mid-2021, around 1 billion Euros has been paid to support
SMEs’ business functions and save their employees’ jobs [47]. These problems were
just added to the existing challenges that SMEs need to cope with, while at the same
time struggling to be competitive in the labor market [48]. Due to the limited financial
resources, lots of SMEs find it difficult to keep pace with larger organizations, espe-
cially in terms of offering attractive compensational packages and benefits. This
scarcity of organizational resources affects the application of best human resource
management practices due to the high costs of their adoption [49]. The strategies for
attracting talented employees can be particularly demanding because in transitional
societies small companies are not perceived as the most desirable employers. In addi-
tion, job security and other benefits make large state-owned companies still more
attractive as employers, compared to small companies that are mostly privately owned
[48]. All the indicated reasons look for a more precise direction and understanding of
the job elements that could be most appealing to employees of small and medium-
sized enterprises in order to become “the employer of choice” [1].

3. Development of hypotheses

The research in this paper follows the goal of assessing the influence of employer
brand dimensions on affective organizational commitment. The analysis of the litera-
ture has shown that research on this topic is still very fragmented since it either tests a
part of the variables of employer branding [16] or explores different and isolated work
elements and conditions that affect organizational commitment [50]. Several studies
observed a relationship between employer branding as one, comprehensive construct,
and organizational commitment, also as one, comprehensive construct [4, 14]. There
is a need to define precisely which dimensions of employer branding affect different
types of organizational commitment. This research focuses on affective organizational
commitment, as the strongest type of organizational commitment. The hypotheses
were formed based on previous research [11, 15, 16, 51], but they were placed in the
context of small and medium-sized enterprises operating in a developing country. For
a better understanding of the research background, the next sections will provide an
overview of the employer brand elements and empirically investigate their influence
on the development of affective organizational commitment.

3.1 Dimensions of employer brand and affective organizational commitment

In the last three decades, psychologists, scientists, and the academic and business
community studying employer branding have been trying to define and group the
factors that constitute a successful employer brand. A well-known approach in the
literature is the one defined in 2005 by Berthon, Ewing, and Hah, who developed the
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“Employer Attractiveness (“EmpAt”) Scale” to test employer attractiveness, observ-
ing it through five dimensions: (1) application value (the possibility of applying the
existing knowledge in different business situations), (2) interest value (exciting work
environment, new work challenges, focus on creativity and innovation), (3) social
value (importance of teamwork and collegial relationships), (4) economic value
(above-average salary, job security, and other benefits), and (5) development value
(the possibility to grow within the organization and build new skills) [20]. The
“EmpAt” scale is built upon the definition set by Ambler and Barrow in 1996, where
dimensions of interest and social value refer to psychological dimensions, economic
value refers to economic benefits, and dimensions of development and application
value refer to functional benefits [20].

The studies conducted so far on SMEs have shown that there is a connection
between corporate social responsibility and employer branding, and the above has had
an additional positive effect on the long-term retention of employees in the company
[52]. It was also demonstrated that socially responsible behavior and internal market-
ing activities were positively related to job satisfaction and commitment to the orga-
nization [53]. Another study on SME employees showed that certain dimensions of
employer brand, such as application value, economic value, and social value positively
influence their decision to stay in the company within the next 6 months [54].
Likewise, a study on small and medium-sized enterprises operating in Switzerland
proved that certain components of human resources management (organizational
support, procedural justice, and organizational reputation) positively affect organiza-
tional commitment [55]. Following the indicated studies, this research aims to extend
the understanding of the determinants of affective organizational commitment in
small and medium-sized enterprises operating in a developing country, by observing
them within the defined dimensions of employer branding.

If an organization fosters a harmonious relationship with its employees, they will,
in turn, perform better at the workplace [56]. A well-developed and defined employer
brand can influence the behavior of employees [57], and increase their satisfaction
[51], work engagement [58, 59], and job involvement [56]. Also, building a successful
employer brand can influence the development of trust in the organization and thus
increase identification with the organization [60]. Employees who are committed to
the organization show a higher level of motivation and stay longer in their organiza-
tions [56]. Considering the above, the following hypotheses were formed:

H1: The application value of the employer brand positively influences employees’
affective organizational commitment.

H2: The interest value of the employer brand positively influences employees’
affective organizational commitment.

H3: The social value of the employer brand positively influences employees’ affec-
tive organizational commitment.

H4: The economic value of the employer brand positively influences employees’
affective organizational commitment.

H5: The development value of the employer brand positively influences
employees’ affective organizational commitment.

4. Methodology

To test the proposed hypotheses, a survey questionnaire was chosen as a method in a
quantitative approach. The questionnaire as a research method was chosen due to its
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numerous advantages, such as the simplicity of use and the broad availability of respon-
dents [61]. It is also easy to create and distribute. The survey was conducted through an
online questionnaire created in Google Forms, and it consisted of closed-ended ques-
tions. All the details of the research were presented to the respondents, at the same time
informing them that their answers were anonymous to avoid bias development.

The questionnaire consisted of three parts. The first part comprised questions
concerning the respondents’ demographics (gender, age, education, position in the
company, and the company’s core activity). The second part of the questionnaire
measured independent variables—employer brand dimensions, while in the third
part, the respondents had to answer questions that measured the dependent variable
—affective organizational commitment.

4.1 Sampling

The sampling frame was chosen from the financial portal Finiinfo, which provides
financial and operational information for Croatian companies [62]. A random sample
of small and medium-sized enterprises was chosen from the data, taking into account
their representation in the activity sector [63]. Every company was double-checked to
make sure it fits the definition of SME [64]. The questionnaire was distributed in
September 2022, to around 900 e-mail addresses, which were provided by the data-
base. Given that all questions in the questionnaire were marked as mandatory, 100%
of all completed questionnaires were considered valid. It took around 3 weeks to
collect the answers, which resulted in 104 completed questionnaires, representing a
response rate of 11.5%. The demographics of the sample, presented in Table 1, reveal
that out of 104 respondents, 59.6% are women and 40.4% are men. The majority of
respondents are aged between 31 and 51 (72.1%) and have a higher education level
(73.1%). The respondents hold different positions in the organization and are
employed in companies of various business activities, ranging from service industries
to production, construction, and trade indicating that the sample is representative of
the observed population [63].

Construct Characteristic Frequency Percentage

Gender Women 62 59.6

Men 42 40.4

Age <25 1 0.9

25–30 9 8.7

31–40 44 42.3

41–50 31 29.8

51–60 14 13.5

61+ 5 4.8

Education Elementary school 0 0

High school 28 26.9

Higher education 63 60.6

Postgraduate studies 13 12.5
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4.2 Operationalization of the observed variables

All observed variables, dependent and independent ones, were measured with a
five-point Likert-type scale, whereby employees of small and medium-sized enter-
prises had to express their agreement or disagreement with given statements ranging
from 1 (strongly disagree) to 5 (strongly agree). Cronbach’s alpha coefficients of all
observed variables are above 0.7, which indicate a high internal consistency of the
instrument [65]. As a dependent variable, affective organizational commitment was
measured with items from Allen and Meyer’s Organizational Commitment Scale [37].
It is the multiitem scale that measures three different types of organizational commit-
ment: affective commitment, continuance commitment, and normative commitment.
Since this study observes affective organizational commitment, 5 out of 8 questions
from the indicated subscale were used in the questionnaire. Certain questions were
changed from a negative form to a positive one, mostly to avoid later mistakes when
coding the answers [66]. An example of the question included is: “I would be very
happy to spend the rest of my career with this organization”. Cronbach’s alpha reliability
coefficient is 0.935.

The dimensions of employer branding, as independent variables, were measured
with the “Employee Attractiveness (“EmpAt”) Scale” [20]. This multiitem scale con-
sists of 25 items measuring employer attractiveness through 5 dimensions: application
value, interest value, social value, economic value, and development value. Each of
the dimensions was measured with four items. Examples of the questions included
are: “The organization both values and makes use of my creativity”, or “How important is
it for you to have a good relationship with your colleagues?”. Cronbach’s alpha reliability
coefficients of the scales are social value (α = 0.892), interest value (α = 0.798),
economic value (α = 0.780), application value (α = 0.731), and development value
(α = 0.785).

Construct Characteristic Frequency Percentage

Position in the company Owner 25 24

Director 15 14.4

Manager 29 27.9

Administration 35 33.7

Industry Production 19 18.3

Construction 15 14.4

Trade (retail/wholesale) 22 21.2

Communication services 9 8.7

Hospitality 4 3.8

Transport 0 0

Financial services 4 3.8

Other service industries 31 29.8

Table 1.
Characteristics of the respondents.
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5. Results

For the analysis and interpretation of the results and the testing of the proposed
hypotheses, the method of partial least squares structural equation modeling (PLS-
SEM) was applied, since it has already been used in a large number of similar studies
[16, 35, 56, 67]. The method was performed using the SmartPLS 3 software [68].
There are several reasons for choosing PLS-SEM as an analysis method: it works
effectively with small samples as well as with complex models and can be applied in a
large number of different research situations [69]. The advantage of the PLS approach
compared to multiple regression analysis is that the PLS approach considers the entire
conceptual model and shows the effects of all related constructs that can be influenced
by the regression [35]. Another advantage is that with the PLS-SEM method, there are
no assumptions about data distribution [70].

5.1 Results of multivariate statistical analysis

The results obtained by the PLS-SEM method were processed in two phases: (1)
the assessment of the measurement model and (2) the assessment of the structural
model [71], which are described in detail in the next sections. Given that the concep-
tual model was determined to be of a reflective type, the research follows the
predetermined steps set for its analysis [69].

5.1.1 Assessing the measurement model

The assessment of the measurement model includes the evaluation of reliability
and validity [72]. Cronbach’s alpha and the composite reliability (CR) are used in the
reliability analysis, with acceptable values over 0.70 [71]. To evaluate the validity, the
measures of indicator reliability, convergent validity, and discriminant validity are
used. Indicator reliability is confirmed if the values of standardized outer loading are
above 0.7, while the convergent validity is presented with average variance extracted
(AVE), whose acceptable values are higher than 0.5. The results of indicator reliability
and convergent validity are presented in Table 2.

Construct Variable Outer loadings CA CR AVE

Social value SOC1 0.903 0.892 0.921 0.744

SOC2 0.788

SOC3
SOC4

0.856
0.898

ECON1 0.798

Economic value ECON2 0.691 0.780 0.851 0.590

ECON3 0.862

ECON4 0.708

Interest value INT1
INT2

0.749
0.860

0.798 0.868 0.623

INT3 0.692

INT4 0.845
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As visible from the table, the measures of Cronbach’s alpha and composite reli-
ability (CR) are within acceptable ranges, and so are the measures for average vari-
ance extracted. On the other hand, standardized outer loadings for several items
(ECON2, INT3, APP4, DEV3, DEV4) are below their acceptable value of 0.7, so
further analysis was conducted to see if the indicator deletion would have an impact
on AVE and composite reliability [69]. As this was not the case, the loadings were
retained in the model.

In order to assess discriminant validity, the Fornell-Larcker criterion and the
heterotrait-monotrait (HTMT) ratio of correlations were observed [69]. Table 3
shows the Fornell-Larcker criterion. From the table it is visible that the AVE of each
latent variable is higher than the squared correlations of the other latent variables, so
the criterion is satisfied as well [71].

Another measure of discriminant validity is the HTMT ratio, shown in Table 4.
For the model to be valid, the interval of the HTMT data should not include the value
of one for all the combinations of constructs, which is also present in this case [69].

Construct Variable Outer loadings CA CR AVE

Application value APP1
APP2
APP3
APP4

0.744
0.810
0.720
0.679

0.731 0.828 0.547

DEV1 0.894

Development value DEV2 0.894 0.785 0.824 0.533

DEV3 0.610

DEV4 0.493

AOC1 0.888

Affective org. Comm. AOC2 0.876 0.935 0.951 0.794

AOC3 0.897

AOC4
AOC5

0.906
0.888

Notes: CA = Cronbach alpha, CR = composite reliability, AVE = average variance extracted.

Table 2.
Model evaluation measurements.

1 2 3 4 5 6

1. AOC 0.891

2. Social value 0.215 0.863

3. Economic value 0.128 0.646 0.768

4. Interest value 0.594 0.278 0.221 0.789

5. Application value 0.445 0.414 0.548 0.317 0.740

6. Development value 0.250 0.535 0.695 0.223 0.566 0.744

Note: AOC = affective organizational commitment.

Table 3.
Discriminant validity: Fornell–Larcker criterion.
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The indicated results demonstrate that model is appropriate for further analysis of
the structural model assessment and hypothesis testing.

5.1.2 Assessing the structural model

Before analyzing the structural model, the variance inflation factor (VIF) was
calculated in order to check for multicollinearity issues [72]. Table 5 reports such
results, which are all within acceptable values of below 5.

The absence of multicollinearity allows the valuation of the structural model,
which was derived from the bootstrapping method with 5000 samples [69]. The
results are presented in Table 6, which also indicates the outcomes of hypothesis
testing.

The table shows that the application value positively influences affective organi-
zational commitment (β = 0.361; p < 0.05), which confirms hypothesis H1. The
interest value also has a positive influence on affective organizational commitment
(β = 0.504; p < 0.01), thus confirming the second hypothesis. Other independent
variables did not show a statistically significant or positive influence on affective
organizational commitment, so hypotheses H3, H4, and H5 cannot be confirmed.

The coefficient of determination, R2, is used as a measure of the predictive accu-
racy of the model [69]. The R2 for affective organizational commitment in this study is
0.462, which can be interpreted as moderate [71], and reveals that 46.2% of the
variation in developing affective organizational commitment occurred under the
influence of employer branding dimensions [73]. Additionally, predictive validity was
calculated through a cross-validated redundancy measure, which is based on Stone-

1 2 3 4 5 6

1. AOC

2. Social value 0.206

3. Economic value 0.131 0.791

4. Interest value 0.671 0.308 0.261

5. Application value 0.511 0.537 0.758 0.382

6. Development value 0.214 0.648 0.943 0.247 0.737

Note: AOC = affective organizational commitment.

Table 4.
Discriminant validity: HTMT ratio.

Construct Affective organizational commitment

Affective org. Commitment

Social value 1.812

Economic value
Interest value

2.547
1.147

Application value 1.661

Development value 2.176

Table 5.
Multicollinearity—Variance inflation factor (VIF).
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Geisser’s Q2 value [70]. The Q2 value for affective organizational commitment is
Q2 = 0.353, which is interpreted as acceptable predictive relevance, meaning that the
model has predictive validity for the endogenous construct [71]. The effect size coef-
ficient is obtained by calculating Cohen’s f2 [72]. The effect size is interpreted
according to reference values, where 0.02 represents a small, 0.15 is a medium, and
0.35 is a large effect of an individual exogenous construct on an endogenous construct
[74]. From the above, it follows that interest value has a large effect on affective
organizational commitment (f2 = 0.412), application value has a medium effect on
affective organizational commitment (f2 = 0.146), while other values have a weak
effect on affective organizational commitment (f2 economic value = 0.062, f2 devel-
opment value = 0.009, f2 social value = 0.003).

6. Discussion

The main objective of this research was to measure and understand the influence
of employer brand dimensions on affective organizational commitment. To achieve
the indicated goal, the research was placed within the framework of already
established studies in the domain of employer branding, by testing five elements of
the employer brand to identify the factors that are significant for the development
of affective organizational commitment, as the strongest type of organizational
commitment.

The study showed that the application value (β = 0.361; p = 0.003 < 0.05) has a
positive and significant effect on the affective organizational commitment among
employees of Croatian small and medium-sized enterprises, thus confirming hypoth-
esis H1. This means that employees develop an emotional connection and identifica-
tion with the organization when the company provides the opportunity to apply the
previously gained knowledge, so they understand that the effort invested in training
and education pays off through activities at the workplace. Given that no research was
found that measured the impact of the same independent variable, the results can be
linked to the research conducted on employees of medium-sized and large public and
private organizations in Portugal, which showed that career development and com-
munication in the organization positively affect the AOC [11]. Another study on IT
employees in India proved a significant relationship between employer branding (as a
comprehensive construct) and organizational commitment (also as a comprehensive

Structural relations Path Coef. SD t-value p-value Result

H1 Application - > AOC 0.361** 0.123 2.942 0.003 Confirmed

H2 Interest - > AOC 0.504*** 0.100 5.044 0.000 Confirmed

H3 Social - > AOC 0.058 0.115 0.503 0.615 Not confirmed

H4 Economic - > AOC �0.292 0.152 1.923 0.055 Not confirmed

H5 Development - > AOC 0.105 0.133 0.788 0.431 Not confirmed

Note: AOC = affective organizational commitment.
*p < 0.10.
**p < 0.05.
***p < 0.01.

Table 6.
Hypothesis testing.
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construct) [75]. Similarly, a study conducted on employees of two banks in India,
showed that all five dimensions of employer brand have a positive influence on
organizational commitment, with the mediating influence of employee engagement
[56]. The results indicate that it is important for SME employees to know that their
knowledge and skills are used in a valuable way that contributes to the success of the
company. They want to learn and grow at their workplaces but also encourage the
growth of their colleagues. The importance of information sharing at all organizational
levels indicates the significance of an inclusive, open environment where no employee
is left behind. By sharing knowledge and ideas, employees together provide valuable
products or services to their customers while giving back to their community. They
want to make a difference. The importance of a humanitarian work environment was
also demonstrated in a study on 347 executives in India whose results indicated
corporate social responsibility influenced the perception of the entire employer brand
[76]. On the other hand, research on small and medium-sized enterprises in Switzer-
land showed that employee skills management does not affect the development of
affective organizational commitment [55]. The lack of research on application value,
and the varying results in the published literature ask for additional studies in order to
gain better insights into the effect of application value on AOC. The differences
between developing and developed countries also demonstrate that employees in
developing countries are in need of further training to upgrade their skills to be
competitive in the labor market, which could be one of the explanations for why this
element of employer branding is valuable for SME employees in Croatia.

This research has also shown that interest value (β = 0.504; p = 0.000 < 0.01) has a
positive and significant effect on the affective organizational commitment of employees
in SMEs, meaning that hypothesis H2 was also supported. In other words, when a
company provides an exciting work atmosphere in which employees are presented with
numerous work challenges where they can use their creativity, they will develop a
psychological and emotional connection with that company. The results can be
connected with research conducted on managers of multinational companies in Bel-
gium, which showed that the lived employment experience, which is manifested by a
sense of personal achievement obtained through challenging and creative tasks, is
positively related to the development of AOC [75]. This is important for SMEs since
they are known for their innovativeness and creativity, which often influences their
success [77]. Knowing that an organization fosters out-of-the-box thinking and encour-
ages employees’ originality can do a great deal for the development of AOC and long-
term connection to the organization. This was also proven in a study conducted on small
and medium-sized ICT enterprises in China, which showed that AOC mediated the
influence of interpersonal trust on employee innovation. The mentioned study also
tested gender differences and showed that the direct impact of interpersonal trust on
innovative behavior was significantly larger for women, however for men, the affective
organizational commitment increased their knowledge-sharing intentions [78].

Future studies are also encouraged to test the gender differences to understand if
there are differences between the man and women in their perception of EB dimension
importance and to see whether these differences have an effect on affective organiza-
tional commitment. The results of H1 and H2 hypothesis testing point to the fact that
employees look for interesting and challenging organizational culture in which their
work is meaningful and appreciated. Through their skills, open communication, and
knowledge sharing, they can contribute to the success of their company, while at the
same time working in an environment that takes care of its customers and society.
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Although the literature points out that economic value, in terms of salaries,
compensation, bonuses, and other rewards, positively affects the development of
organizational commitment [4, 11], in this case, it turned out to be exactly the
opposite; that is, it has a negative impact on affective organizational commitment
(β = � 0.292; p = 0.055 < 0.10), thus rejecting hypothesis H4. It can be concluded
that above-average compensation packages or above-average salaries for SME
employees do not play a significant role in the development of emotional
attachment to the organization. This is important for small and medium-sized enter-
prises that lack financial resources and cannot compete with large organizations in
offering stimulating compensation packages. Results could be partially compared to
the study conducted on the employees working in government agencies in UAE,
which showed that salary was not significantly related to affective organizational
commitment [79]. On the contrary, a study conducted on the universities’ academic
and administration staff in Central and Eastern Europe, showed that rewards and
salaries significantly influence employees’ attitudes related to the increase in
organizational performance, and this effect was mediated by affective organizational
commitment, meaning that economic benefits have a direct effect on AOC, which in
turn also influences the performance of employees [80]. Another study conducted on
SME employees in Pakistan showed that salary package increases the organizational
commitment of employees [81]. Future studies on SMEs in the European context are
encouraged, to get a precise answer on the influence of economic value on the AOC,
due to the large differences in cultural, economic, political, and other environmental
factors between the mentioned countries, and because people in particular Eastern,
Asian, economies tend to place greater importance on extrinsic factors due to the
lower living standards [82].

Social (β = 0.058; p = 0.615 < 0.10) and development values (β = 0.105; p = 0.431
< 0.10) in this study did not show a significant impact on affective organizational
commitment, meaning that hypotheses H3 and H5 could not be supported. However,
several studies have shown that they play a large role in building the overall commit-
ment of employees [4, 11, 15, 56], therefore they should not be neglected when
creating a positive and stimulating work environment. A partial comparison of the
results could be found in a study on Chinese SMEs that discovered that co-worker
support did not influence organizational commitment [82]. On the contrary, a study
conducted on U.S. Army personnel demonstrated that interpersonal conflict was
negatively related to affective organizational commitment, while support from the
supervisors positively influenced affective organizational commitment [83]. Another
research conducted on employees of government districts showed that social net-
works among employees predict affective organizational commitment [84]. In spite
of the results of this study on Croatian SMEs, it is still recommended to keep a
friendly atmosphere within the company and encourage positive bonds and collegial
support among co-workers, since many studies showed it influenced organizational
commitment as a whole, making employees feel as part of a bigger family and con-
tributing to their sense of belonging [35]. The same applies to the development value
as some studies have shown that support practices that influence the self-esteem,
fulfillment, and development of employees help in achieving AOC [55]. The above can
result in higher productivity, loyalty, and better performance of employees [4]. The
company can then affirm itself as a good and desirable employer, allowing its
employees to build their identity as the important and valuable human capital of the
organization.
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6.1 Research limitations and recommendations for future studies

The main limitation of the study is the sample size. A small percentage of com-
pleted questionnaires indicates insufficient motivation of employees of small and
medium-sized enterprises to participate in the research. The recommendation for
future studies goes in the direction of collecting a larger number of responses. Also,
the questionnaire as a data collection method has certain weaknesses that are most
often manifested in misunderstanding the questions or not reading the statements
carefully [85]. The study is cross-sectional in nature, thus providing only a snapshot of
the employee’s current opinions and beliefs at the moment they were fulfilling the
questionnaire. Future studies should observe the longitudinal impact of the EB
dimension on affective organizational commitment to gain better and more accurate
insights.

Another limitation relates to the number of dimensions through which the
employer brand was observed. Since some authors used a larger number of employer
brand dimensions in their research [11, 86], there is a possibility that the results would
be different if more elements were included. Future studies are encouraged to include
more EB dimensions to get a comprehensive picture of all the elements that influence
affective organizational commitment in SMEs in developing countries. This research
measured the influence of the employer brand on affective organizational commit-
ment as one of the three types of organizational commitment. It would be advisable to
include normative and continuance commitment in future studies in order to get a
complete picture of the influence of the employer branding dimensions on the orga-
nizational commitment of small and medium-sized enterprises in the Republic of
Croatia, while additional research could include a larger number of moderating and
mediating variables, such as organizational support, internal communication, work-
life balance, etc.

7. Conclusion

This research aimed to investigate the influence of employer branding dimensions
on the affective organizational commitment of employees working in small and
medium-sized enterprises operating in Croatia. Previous research that studied the
indicated connection is scarce and fragmented, taking into consideration just a few
elements of the employer brand, or the organizational commitment as a comprehen-
sive construct, not observing its individual dimensions. In order to fill the identified
research gap, the model was developed to test the link between 5 employer brand
dimensions and affective organizational commitment. The results proved that for
SME employees two dimensions have a significant influence: application value and
interest value.

The development of affective organizational commitment is one of the most valu-
able feelings that an employer can gain from their workers because it translates into
employee loyalty, increased motivation, and a desire to stay in the long run within the
company. This is important for small and medium-sized enterprises that display
informal organizational structure and approach to human resources management, and
due to the lack of financial resources cannot compete with large organizations in
offering stimulating compensation packages. The challenges that SMEs face are even
bigger when operating in developing countries. Considering the turbulent and chang-
ing environment in which companies today operate, employees need to feel secure in
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their organizations in order to give their best and outperform their competition.
Employer branding serves as an important link that connects human resources, inter-
nal communications, and marketing, therefore creating a synergy through which a
unified message is sent to all the stakeholders while promoting an organization as a
desirable place to work. Important theoretical and practical contributions arise from
this study and are elaborated on in detail in the following section.

7.1 Theoretical and practical contributions

Several contributions emerge from the research. On the theoretical side, this is one
of the first studies that aims to confirm the connection between the dimensions of
employer brand and affective organizational commitment, at the same time placing
the constructs in the context of small and medium-sized enterprises operating in
Croatia, as a developing country. This research has shown that in small and medium-
sized enterprises, two dimensions of the employer’s brand are extremely important for
the development of AOC: application value and interest value. The findings addition-
ally support the theoretical basis of the study grounded on the resource-based view,
social exchange theory, and psychological contract theory. The results of the study
demonstrate that when an organization fosters an environment that enables
employees to learn and express themselves in a creative way, at the same time feeling
useful to the company and other stakeholders, psychological bonds will develop
between them and their company. This research additionally improves the under-
standing of the employer branding concept from the standpoint of small and medium-
sized enterprises and allows for a better understanding of which dimensions are most
important to their employees. Another theoretical contribution that builds on the
previous studies is in confirming that HR procedures and policies are needed at the
organizational level, as to ensure the high satisfaction and loyalty of employees, and
that includes SMEs as well, which often lack such practices [55].

On the practical side, the research can help human resources managers and key
people in small and medium-sized enterprises by pointing out those elements that are
important in creating a stimulating work environment in which employees want to
stay in the long term. By understanding the concept of employer branding and the
influence of its dimensions on affective organizational commitment, key people in
SMEs can effectively manage talent within their organizations, despite the many
constraints they face. This can also result in the development of a positive reputation
and public image as a desirable employer. The research has demonstrated that by
focusing on intangible benefits, primarily by allowing employees to apply their
knowledge in different business situations and offering exciting, challenging, and
creative work environments, SMEs can be competitive in the labor market and create
positive employer brands. Knowing what employees look for in an organization is
the key to fulfilling their needs, which could result in developing strong affective
organizational commitment. Companies need to be aware that it is extremely impor-
tant to put employees in the first place and give them a reason to stay within the
organization—before someone else does.
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Appendix A: Assessment of the measurement model

Table A.1. Outer loadings

Aff. comm. SOC. ECON INT APP DEV

AF_COMM1 0,888

AF_COMM2 0,876

AF_COMM3 0,897

AF_COMM4 0,906

AF_COMM5 0,888

SOC1 0,903

SOC2 0,788

SOC3 0,856

SOC4 0,898

ECON1 0,798

ECON2 0,691

ECON3 0,862

ECON4 0,708

INT1 0,749

INT2 0,860

INT3 0,692

INT4 0,845

APP1 0,744

APP2 0,810

APP3 0,720

APP4 0,679

DEV1 0,894

DEV2 0,894

DEV3 0,610

DEV4 0,493

Table A.2. Construct reliability and validity

Cronbach’s Alpha rho_A Composite reliability Average variance extracted

Aff. comm. 0,935 0,936 0,951 0,794

Social 0,892 0,968 0,921 0,744

Economic 0,780 0,844 0,851 0,590
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Cronbach’s Alpha rho_A Composite reliability Average variance extracted

Interest 0,798 0,822 0,868 0,623

Application 0,731 0,756 0,828 0,547

Development 0,785 0,807 0,824 0,553

Table A.3. Discriminant validity—Fornell–Larcker criterion

AFF.COM SOC ECON INT APP DEV

Aff. comm. 0,891

Social 0,215 0,863

Economic 0,128 0,646 0,768

Interest 0,594 0,278 0,221 0,789

Application 0,445 0,414 0,548 0,317 0,740

Development 0,250 0,535 0,695 0,223 0,566 0,744

Table A.4. Discriminant validity—heterotrait-monotrait ratio (HTMT)

AFF. COMM SOC ECON INT APP DEV

Aff. comm.

Social 0,206

Economic 0,131 0,791

Interest 0,671 0,308 0,261

Application 0,511 0,537 0,758 0,382

Development 0,214 0,648 0,943 0,247 0,737

Appendix B: Assessment of the structural model

Table B.1. VIF values

Affective Commitment

AFFECTIVE COMMITMENT

SOCIAL 1812

ECONOMIC 2547

INTEREST 1147

APPLICATION 1661

DEVELOPMENT 2176
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Table B.2. Bootstrapping results – hypothesis testing

Original Sample Mean St. Dev T Stat. P Value

SOCIAL - > AFF. COM. 0,058 0,032 0,115 0,503 0,615

ECONOMIC- > AFF. COM. -0,292 -0,203 0,152 1923 0,055

INTEREST - > AFF. COM. 0,504 0,497 0,100 5044 0,000

APPLICATION - > AFF. COM. 0,361 0,350 0,123 2942 0,003

DEVELOPMENT - > AFF. COM. 0,105 0,050 0,133 0,788 0,431

Table B.3. Quality Criteria – R square

Original Sample
(O)

Sample
Mean

Standard
Deviation

T
Stat

P
Value

AFFECTIVE
COMMITMENT

0,462 0,501 0,083 5536 0,000

Table B.4. Quality Criteria – Q value (Construct Crossvalidated
Redundancy)

SSO SSE Q2 (=1-SSE/SSO)

AFFECTIVE COMMITMENT 520,000 336,476 0,353

SOCIAL 416,000 416,000

ECONOMIC 416,000 416,000

INTEREST 416,000 416,000

APPLICATION 416,000 416,000

DEVELOPMENT 416,000 416,000

Table B.5. Quality Criteria – f square

Original Sample Mean St. Dev T Stats P Values

SOCIAL - > AFF. COMM 0,003 0,017 0,027 0,126 0,900

ECONOMIC > AFF. COMM 0,062 0,051 0,054 1160 0,246

INTERES - > AFF. COMM 0,412 0,456 0,238 1733 0,083

APPLICATION - > AFF. COMM 0,146 0,167 0,114 1286 0,198

DEVELOPMENT - > AFF. COMM 0,009 0,020 0,026 0,367 0,714
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