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THE ROLE OF CULTURE iN
THE MANAGEMENT OF CHANGE

Tülay BOZKURT*

ABSTRACT
Managing change has become one of the key issues of the 90s: re-engineering business
processes, implementing quality management programmes, entering new markets ali cali for
effective management of change. In implementing change programmes managers and consultants often ignore the effect of culture. Not only can change programmes bring about a
change in organisational culture, but also the organisational culture may have either a positive
or negative effect on the success of the change programme. This paper focuses on the role of
culture in organisational change and development. The author proposes the use ofa footprint
method of modelling culture. This method, it is argued, can help identify gaps and overlaps
between various levels of culture to aid in the management of change.

INTRODUCTION
The popularity of the study of organisational or corporate culture in organisational change is not reflective of what has been achieved in the fıeld . The management of cultural change is a daunting task itself, indeed, as there has been a lack of
understanding and ambiguity in designing a conceptual framework partly due to the
nature of the terms. The term culture itself is surrounded by a myriad of problems
relating to its operational defınitions, and as it must have been experienced by the
change agents there is no a clear middle or end in change processes and few people
ever agree on what really happened if it really happened at all. Therefore the identifıcation of the variables and aspects of culture is essential for the strategic implementation of change to be aligned with the culture itself. It is a decision for managers
to make whether to realise a shop-floor reorganisation or transformational change
which require different strategies to apply. In any of these attempts the aspects of
existing culture if not understood can present a serious barrier to successful achievement of change.
In the literature there are a number of examples where lack of recognition of
culture and the need for cultural alignment has resulted in unsuccessful attempts to
change. The theory that the alignment of culture and strategy contribute to corporate
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performance, or the "fit" theory, stemmed from the work of Lorsh ( 1967) or it could
be argued , from the earlier work of Burns and Stalker ( 196 J. ). There has been a growing consensus in the literature (Smircich 1983, Alldire and Firsirotu 1984,
Trompenaars 1993, Alvesson 1995) on the relevance of this theory, and certainly
Schein, Lorsh and Davies works ha ve all contributed to the acceptance of this theory.
AT Keamey ( 1992), in their survey of companies implementing total quality
management, identified that 80% of the TQM programmes fail to deliver their
expected benefits. It is argued that one of the critical reasons behind the failure TQM
programmes is that the beliefs and practices called for in a TQM strategy fails to
align with the loca! culture (i.e. the culture of the people the programme is trying to
change). Bititci and McTaggart (1994) present a case study where change was successfully achieved in the first instance. But as the change programme came to an end,
where the management expected to new practices to continue, the changes achieved
very quickly deteriorated and led to the adoption of the original working practices.
The contribution of this article is to put forward a "footprint" method to model
culture and to identify the gaps and overlaps between various levels of culture to aid
in the management of change.

WHAT IS CULTURE?
The culture concept has been the theoretical advantage to provide a conceptual bridge between micro and macro level of analysis and between organisational
behaviour and strategic management (Smircich 1983). In spite of its growing importance and popularity in management applications there is no a definition of culture
everybody has agreed upon. Nevertheless the underlying assumption implicit in these
definitions is that culture embeds shared meaning such as; collectively shared forms
of cognition, values, beliefs, understanding, ideologies, rules, norms, symbols, emotions, expressiveness, the unconscious behaviour patterns, structures, practices and
symbolic manifestation such as:- language, jargons, rituals, myths, sagas, stories
(Alvesson 1995, Trompeenars 1993, Allaire and Firsirotu 1984, Hofstede et al 1990).
A practical definition for culture comes from Schein (1986):-

"A pattern of basic assumptions invented, discovered or developed by
a given group as it learns to cope with its problem of external adaptation and internal integration that has worked well enough to be considered valid, and to be taught to new members as the correct way to
perceive, think and feel in relation to these problems ".
This definition implies that culture moulds the way people in an organisation
see the world. Since what one sees depends on where one stands, environmental
changes invariably are perceived differently by employees who belong to different
national, loca!, professional, departmental, loca! and other sub-cultures. Therefore
culture should play a dominating role in the responses of top management to ongoing changes as well as employees abilities and willingness to go along with strategic change.
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LAYERS OF CULTURE
ln order to answer what we should change we should analyse various layers of
culture. There have been so many attempts to identify these layers and among those
Schein's (1986), Trompenaar's (1993) and McAuley's (1995) frameworks showing
three layers of culture has become the standard benchmark. The authors interpretation and integration of these three layered framework is shown in Figure 1.
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Figure 1. The layers of culture.

The first layer of culture consists of variables which are concrete and tangible
which is explicit culture. Explicit culture is the observable reality of the language,
food, buildings, houses, monuments, agriculture, fashion and art. These tangibles are
the symbols of deeper dimensions; but their importance are somehow overestimated
in change practices, may be due to the fact that prejudices and first impressions are
mostly developed based on the observations of such symbols so changing them has
been considered as a culture change itself since it would change the ways how others perceive an organisation. But this is not the case as proved by numerous experiences of organisations and it is not a change
but cosmetic manipulation
The second layer of culture which is deeper is reflected within the first, i.e.
tangible layer. The second layer of culture consists of norms and values of an individual group. Norms are the mutual sense a group has of what is right and wrong
thus defining how one normally should behave. Norms can develop on forma! and
informal level and there may be differences in these norms as in some cases informal
norms may contradict with the forma! norms. Values, on the other hand refer to the
definition of good and bad closely related to the ideals shared by a group and it gives
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• Relationships with other people
individualism v collectivism
task orientation v humarı orientation
universalism v particularism
specific v diffuse
achievement v ascription
neutral v emotional
• Passage of time
linear v circular
• The environment
internal v external
These assumptions differ among countries and even among the subcultures
within a country; as such requires a basic phenomenal understanding of their reflections to the work behaviours, to foresee and reconcile the dilemmas between "what
is there" and "what is wanted to be there" which would otherwise be bounded to fail.

LEVELS OF CULTURE
For analysis purposes, culture presents itself on different levels. This also arise
the question from what level to start to analyse organisational culture. At the highest
level is the culture ofa national or regional society. in spite of the objections against
over re-emphasised generalisations of cultural characteristics, assumptions of national cultures, artefacts, norms and values is of high value if considered having a pattern around an average. The way in which work related assumptions are expressed
within a specific organisation is described as organisational or corporate culture.
Finally we can talk about the cultures of particular functions within organisations:
marketing, production, personnel which is professional culture and the cultures of
teams or informal groups or even individual cultures. So differences are observed not
only among different nations but at several levels of what we call cultural structure
(Figure 2). Among these structural levels national cultures plays a dominating role as
it is deeply rooted in other levels and provides a work force with value orientations,
expectation about relationships, and interpretations of work. On the other hand as the
cultural structure infers people within an organisation do not all have identical sets
of artefacts, norms, values and assumptions. There may be a wide spread of these in
an organisation.
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ANALYSIS AND POSITIONING OF CULTURE
The complexi ty of culture together with its soft and fuzzy nature have created
a certain degree of uncertainty and therefore avoidance among most managers. The
objective of this paper is to propose a down-to earth and easy to understand approach to
the analysis and positioning of culture. The hypothesis proposed in this paper is that:Culture can be analysed and modelled using a systems footprint approach
which will illustrate the cultural position of an organisation across the hierarchical
levels of culture.
Figure 3 illustrates en example of a footprint for Cultural Assumptions using
Hofstede's (1985) dimensions for assumptions.
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The hypothesis assumes that the footprint modelling technique shown in
Figure 3 can be applied across all levels of culture, thus creating several cultural footprints, one corresponding to each level of culture as illustrated in Figure 2. Then by
simply overlaying these footprints one could develop a picture of cultural overlaps,
gaps and conflicts inherent within an organisation.

THE ROLE OF CULTURAL MODELLING iN
MANAGEMENT OF CHANGE
lt is important that a company identifies possible conflicts and gaps between
the culture within the organisation and the strategy the company wants to adopt
before it embarks on the process of change. The footprint tool put forward in this
paper can help companies to do this. The tool can be used in a number of "change"
situations, for example, managing a programme of change in an existing organisation. By way of illustration, a company who recognises that the present culture within a department is one in which people favour working autonomously on predefined
tasks, would realise that if it wished to follow a strategy which involved innovation
and team working, there would be conflict between the present culture and the strategy they planned to pursue. On recognising the gap the company would then be able
to make an informed decision as to how to deal with this conflict.
Similarly, cultural modelling techniques could be used to help companies with
location, management buyout and take-over decisions.

CONCLUSIONS
This article started by highlighting the importance of aligning culture to business strategy and has presented evidence from the literature to illustrate this point.
The article went on to suggest that in order to be able to align culture with strategy,
it is important first to be able to identify and model culture at different levels . This
paper has put forward a "footprint" method of modelling culture. It is hoped that this
will provide managers, involved in any form of change management activity, with a
tool which will assist them in modelling culture. Thus managers will be better placed
to identify gaps, overlaps and conflicts which may affect the successful implementation of change.
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