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20. (continued)

e

/ the process of culture change is long-term, energy-intensive, and leader-
driven. At best, a slight nudge to organization culture is the probable
outcome, but this may be sufficient to ensure implementation of a strategic
change.

A rudimentary model for strategic leaderhip is then developed, and a case
study about leadership and organization culture is'recounted to exemplify
the proposed roles of leadership and culture in managing strategic change.
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There 18 a bit of mariner in all of us. At least, one might get
that impression scanning the metaphors in fashion to describe the
uncertainties of aorganizational life. be are warned by Lester
Thurow about "dangerous currents", are led through "turbulent
times'" by Feter Drucker, and are enlightened about the "impending
wave'' af civilization by Alvin Toffler. We, as management

scholars and practitioners, respond by creating and riding the

“+

ri1des of nerspective about how organizations can adapt to their
surroundings. Just as tides come and go, so, too, some management
approaches profoundly alter the organizational shores upon which
they fall. Others roll back to sea in anonymity. The popular,
contemporary perspective at issue in this paper and at the

Managing Corporate Cultuwres Conferernce is organization culture.

A,

iT

1ssue 1n this paper is the particular idea that a general

manager can and should endeavaor to manage that culture.

The concept of organization culture is not novel. Barnard (1938)
recogrnized the existence and importance of value systems at work
within an arganization. Selznick {(1937) found use for the

concept of "character" as the foundation for an organization’s
distinctive culture, Fettigrew (197%) referred to the "exupressive

soci1al tissue" of everyday organizational activaity (p. 93). The

current management literature flowishes on bthe subject of what :
multure 1s and what the manager is to do with it. :
Ty
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Mor 1¢ the suggeshtion new that an effective general manager -
LY

cshould attempt to menage the flow of the organization’s set of 4
cshared zsssumphtions and heliefs to chart the best strategic course .
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tor the aorganization:
Executive responsibility...is that capacity of leaders by
which, reflecting attitudes, i1deals, hopes, derived largely
from without themselves, they are compelled to bind the
wills of men to the accomplishment of purposes beyvond their
immedi ate ends, beyond their times. (darnard, 1938: 2827

Indoctrination becomes critically important...if peolicies
are new and meet resistance.... (Selznick, 1997: S8)

Although debated in the literature, we accept the basic premise
that every organization has a system of "publically and
collectively accepted meanings operating...at a given time..."
{(Fettigrew, 1979: 922), which can be called a culture. To the
extent that these meanings, or values and beliefs, work for, or
against, the agendas of general management, top-level attention
to organization culture is understandable. The issue is how
general managers operationalize that attention. Contemporary
managers have been chastised for not attempting to influence
organizational behavior as aggressively as they might (Deal and
Fennedy, 1732). While we are in basic agreement with that
contention, the pocint i1s how to channel that aggressiveness. Even
thern, the probable effects of culture management efforts may

prove to be disappointingly small.,

Qur thesis 1s straightforward:
1. Organization culture can and should be managed.

2. The process of culture management cannot be understoocd. nor
cpeci fied, as a directed. technical "guick fix" appreoach.
Instead, the process i1nvolves a laong—-term adaptation of
corgemizational culture and strategy.
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e Organiz=ticonal leaderzship plays the driving role 1n the
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process of culture management.,

We begin by =2mphasizing the emergent nature of orgarization
culture and by suggesting a relationship between the
organization®s culture and its history. A strategic view of
organization culture is then introduced. Borrowing Fettigrew’s
{197%) concept of "social drama", the argument is made that
culture can o2e marnaged at strateqgic choice points in the
organization®s history. At these peoints, organization—wide change
1s proposed by general management to the organization. The
organization’s cellective response is an indicrator, we will
argque, of the degree cof compatibility between the organization
culture and the cultural implicit in the =strategic change. What
the general manager does in the guest for strategy-culture
alignment is the key to understanding successful strategic

implementation,

A popular, instrumental view, that cultuwre offers the levers for
the shrewd general manager to pull, is reviewed and assessed.
Subsequently, a different perspective—-—a navigational view--ig
proposed. In ouwr view, the process of culture change is long-
term, energy-intensive., and leader—-driven. At best, a slight
nudge to arganization culture is the probable outcome, but this

may be sufficient to ensure implementation of the strategic

change.

A rudimentary madel for strategic leadership i1s then developed, .ng

and a case study about leadership and organization culture will R
| B

be recounted to exemplify the proposed roles of leadership and
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culture 1n managing strategic channe. The waters of organization
culture contain many hacards. We think that navigation of the

tricky currents of organization culture is more problematic than
the popular navigation charts may be leading general managers to

helieve.

OFGANTZATION CULTURE

We find Schein’s (193Zb) definiticn and percspective on
arganization culture useful:
Organization culture...is the pattern of basic assumptions
that a given group has invented, discovered, or developed
1in learning to cope with its problems of extermnal adaptaticn
and internal integration—--—-a pattern of assumptions that has
workted well encugh te be considered valid, and, therefore,
to be taught to new membhers as the correct way to perceive,
think and feel in relation to those problems. (p. 14)
This definition 1mplies several bacsic ideas ahbout culture which
are 1mportant to bighlight. First, culture is a composite of the
underlying assumptions that people hold about their world. These
assumptions are implicit in the ways people relate to one
ancther, solve their problems, and give meaning to their work.

These underlving assumptions are contrasted with more explicit

expressions of cultuwre, such as "myth", "symbols", "sagas"'", and

]

"rituals", These artifactes of culture are the more visible

mani fectations that a culture exists, but thev are not the
culture itself. To study culture 1s to exvamine the fundamental
assumpticons people hold about thelir world and the place they hold

i o1t

Schein (1987h) itdentifies five different types of underlying

assumptians around which a culture forms: the assumptions about

. e,
L le et A"
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an organization’s relationship to its environment; assumptions

about the nature of reality and truth; assumptions about the

nature of human nature and what it means to be human: assumptions '
about the nature of human activity--what is work and play, for
axample; and the assumptions about the nature of human w;;
relationships—-—the correct way to arganize and structure '

relationships, in other words (p. 15&8),.

These assumptions around which a culture forms bring us to a

second critical point about organization culture. The creation

and definition of culture is an emergent process. While an

corganization’s founder may introduce a set of assumptions, those -
assumptions are tested and modified, as the founder interacts

with others in the organization to solve problems of external

adaptation, surviwval, and internal integration. Culture, then, is — e
sncially constructed (Rerger and Luckman, 1946&): it evelves from
a complex set of interactions among the founder and those who
join forces with him or her to =olve the organization’™s problems -
aver time. It is in this sense that organization culture is never
completely defined, nor static, It 1s alwavs moving and changing
as the cast of characters, and crises, pull or push it 1n one

direction, or another.

The emergent nature of organization culture brings wus to a third

majar point. While culture evolves, 1t also follows a pattern ot 1
development that ertends from "hirth" to "maturity”. It 1s born ey
with the ewplicit, and often i1mplicit, assumptions of the 'q
1
&

founder. and 1t matures az it bhecomes shared with others 1n the




organization. While a culture in its ipitial stages may be more
open and malleable, the aging analogy suggests that it becomes
mora well-defined and patterned through the years. As a
consequence, attempts to change culture may prove especially
difficult the greater the culture’s maturity and the longer its

historyv.

Thus,  we

ifi

peculate that greater and greater sources of energy and
2ffort are required to madify or change & culture once 1t reaches
a more mature cstage of development. This level of energy and
tntensity 12 a critical i1ssue for organizaticonal leadership and

1% the central focus of what follaws in thie paper.

THE STRATEGIC VIEW OF ORGAMIZATION CIWL.TURE

The arganizational world is dynamic. Something changes, either
external or i1ntermnal to the organization; opportunities and
threats abound, and the organization is challenged to change.
organization’s cultuwre 1s jecpardized. Thus, we entzr the domain
of the general manzager and the part that the "critical

ot institutional leadership can play (Selznick,
19297:28) . In cantemporary terminology, thiszs is the realm of

strategic management,

Strategic management consists of both strategy formuelation and
strateqy 1mplementation. From the ancestiral model of
1institutional leadership to the descendant framework of strategic
management, the fundamental prescriptions abouwt how to

eftectively man these twin processese has remained remarbably

q

POV

d




RN aCa g S g R A i Tp—— v e p—— M e Susn S Seen saa Aol D hne e 4

consi1stent and clear. In formulating strategy, the general
managjer 1initiates and leads the double-barrelled process of: 1)
1identifving the opportunities and potential threats in the new -
environmental situation: and 2Z) evaluating the organization’s
readiness——that is, its collective strengths and weaknesses——to
make the transition to & less threatening strateqic state. In
particular, this evaluation focuses upon the willingness and
capacity ot the human arganization to respond. From the
assesements of the viable alternatives and what the organization

can deliver, the stracegic change decision emerges.

Atrategy Iimplemertation refers to those steps necessary to
".owtransform a newtral body of men 1nto @ committed polity....
‘Selznick, 1957:51). Implementatiosn, in other worde, involves
=elling the arganirzaticn on the strategic idea. No guarantee
existe that the strategy will be adopted by the organization’s
members routinely, quickly, or in tetal. The transitional waters
are precarious, as elements of the new strategic arder are

imposed upaon the space oaccupled by the present order; all the

while, the organizational vessel must plow ahead.

Stratenioc Cholce Foints

bihat has just been described comprises the contemporary
1tew of ztrateglc management (Schendel and Hofer, 1979),
The genoral manager practicing thie budding sclence confronts &
Frierarcte, af choltces poants 1n strategy formul ation and strategy
prol epen- atian., Impliact At each charce point 1€ the capability

arnd williognese b the organtzcation 2 respond to the forces —hat




have =zet the strategic management process 1n motion in the first
place. Since the manifestations of this capability and
wiliingrneses can reveal & great deal about the orgemization’s
culbture, the frawmework that we propose for understanding

argantzation culture can be termed the strategic view of culture.

Tating a strategic view of arganization culture mezans recogniicing
thar the arganization’s culture can conceilvably influence the
LRy cas made at each step of the +ormulation and implementation
or xceeses, The generixl manager will fare a hierarchy consisting

cf ws many as fous (4) cholce peoints in leading the organization

myovgh tuarbalent times (Beckhard and Harris, 1977).

S e Boaonk #1, ., Doese the organization’s strategy need to be

GLbeerezdd gl een a3 osw Sset f environmental circumstances?

In the vernacular ot strateqgic management, this choice point is
t-ragersd by means of the environmental scanning process from the

crganiTation’s "crow’s nesh”. An arganizationts strategy

vhatement serves the function of setting a standard against which
Flves cpeEneral o manager can evaluate the potential eftects of trends
rr e oper ating environment . I ehort, this 1s the
)
-
rrant zatioanT s navigatioanal plan that provides the perfinent
fLee by whion to asseces environmental trends as being .
]
smpctant o not. Mot all environmental scanning need be ’
' 1
2 tereal Ly vocuzed, v ley erecutive could leave, for e ample. .
Tz, smtrateqg)o response can be drilven by forces from within and 4
.
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procecs 1nvelves three major 1ntegrated activities:
1) Building coalitions with kev organizational plavers to enlist
thei1r cuoport for the wvalues and purposes inherent in the new
strategy: 2) opening the change process to freguent and relevant
carricipation by the organizatiorn’™s members: and Z) creating

ztruchures to implement, serve, and sustain the new strategyv.

Inn zcamming the organization’s internal environment. the
nav1gational leader cantinually worbe to 1dentify thaose people
nolding the powesr to bring about hroad-based support for the
ztrrateglc charnge. The leader’s ability to influence these actors
ceprecent:s a4 etrength or wealkneses 1n the strategy implementation
mracese, To be sure, the 1nstruments of cul ture maintenance are
Itvely e be veed 1n this process. For example, the use of ritual
wndd her ces can zerve Ehe traneforming leader™s implementation
oorpoases, Hob o thrs 1 only appropriate as the means to the larger
"

qoal of enlisting rnew "lireatenants” 1n the strategic change

Colires cRange alzo pavalves the uprooting of commonly-held,
Fraditionad azsemoctione. B0, 10 addition to buirlding coalitions
witb the cey plasers 1n the change context, the mavigatieonal
Tesder muet alzo wort ro lint the broader oarganizatianeal
memberaiiip fo bine planned chanages. One eftective means o that
2 1= direoct oand mearingiol partioipation by members 1n hhe

bomarie b pon iy mceza, Foroosbr sl 2 tmniementation o succeed, we

larm o that bhe ool leoct s Le ssgant or bne organication’s membership
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Cul ture Maintenance

If. after analvyzing the messages gathered through tapping and
testing the culture network, alignment appears plausible to the
qeneral manager, what we term cultural maintenance activities
are 1n ardesr, These activities 1nciude propagacing rituals,

ano1nt1ng heroes, and spreading sagas, legends, and myths.

This maintenance apoproach constitoat

[H]
ifl

the 1nstrumentalist’™s playground.
Felatively secuwre in esensing that the strategic change does not

challienge the prezent, dominant culture. the general manager can

o
-+

lesvoat e hils v her tention to fine—-tuning the organization
cultbture by the 1nztruments at his or her disposal, such as
rituale ard legends. The danger 1n taking this maintenance

“ppraach, of couwrcse, 1¢ that the general manager can be lulled

into & sen

i1

e of complacency about the stability of the
arganization culture. Alignment between strategy and culture can
be a fleeting situati1aon. Thus., culture maintenance cannot be

talen +or araonted.

Culture Transformatlaon

The tashk of the navigational leader 13 to direct the organization

members’ collect) ve attentian ancd enerngy toward considering the

strategres change, Central bt thes bgot 15 infusion aof the values
rhat are 1rkerent 10 Ehe mew by sbegy 1nto the present colture.
Thi= = culture beansformation, the process of creating a

-
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Figure 1

A Strategic Alignment Model for Leadership and Culture

Choice Foint #1

2

nes the arganizaticon’s strategy need to be altered?

Frocess of environmental scanning

Chmyce Foimt #2

binat 15 the "hest'" strategic response?

croacese of strategy formulation: identifying opportunities and
tireats, and evaluating the strengtins and weaknpesses of the
organtzation bt respond.

Chores Fornt BT

o what degree 13 the "hest" candidate for strategic change
2li1gned with the arganization’s culture?

Froces: of 1ntermnal envireonmental scamning.

Chayoce Fornt #4

blhat 1< the most appropriate intervention strateqy for
tmpiementing the “"bhest" strategic change?

44000 TfF alrarnment 1s significant, culture maintenance activities 1
are approapriate, '

B, .. 0f msalignment 1 =1gmtircant, a transformation strategy 1=
appropriate, conducted from the navigabtinnal view.

' 1
Frocees ot Building coalitions with tev constituents. :
Farticipatary tmplementation. E
Structural embodiment ot the strategic change., ) :
T
Y

VT T
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We combine the hierarchy of the four choice points noted proposed
praviously 1nto a rudimentary model for aligning strategy and
culture in the context of strategic change. Choice points 1 and
2, framing the strategy formulation decision, are linked with
choilce points 2 and 4, the strategy implementation phase., to

comprise this model. The essence of alignment is that the same

steps that apply to strategy formulation hold., as well, for

strategy 1mplementation, and that organization culture should be

i
)

in

canned and tested for compatibility. If strategy formulation can

iJ

e thought of as navigating the organization’s external waters,

i

trategy i1mplementation addresses navigation of the internal
currents, the domain of arganization culture. Togethsr, we have
an alignment model for leading organirzations through strategic

change.

Figure 1 offers a sketch of this alignment meodel linking
Arganitation streategy with that interplay of leadership and
culture that we can call i1mplementation. In this model. the
gernaeral manager has four key cheoigces to make along the route to
strategic change: whether to change; what to change; the

si1gniticance of the culture-strategic change alignment; a2na the

sppropriate 1mplementation steps,. The latter twe cholces are of

b

primar s interect 1n the fallowing discussiaon.

Inzert Figure 1 Here
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collective responses take root and grow.

Third, this process of culture development reqguires substantial
amounts of energy, patience, and time. By scanning the
arganization’s internal environment through an identification and
assessment process (Schwartz and Davis, 1981), the general
manager becomes coagnizant of the collective bodv of assumptions

th

Pl

t comprises the organization culture. This understanding, also
the product of an emergent process, enters the strategic calculus
at the third cheocice point--i.e., the strategy-culture

compatibility test. To the eitent that the answer to the

[

i

mpatibility question 1s "no'", the general manager faces the
prospect of convincling the organization membership that their
interests are hest served by uprooting old loyalties and
supplanting them with new uvnes. One need not dig too deeply into

the Organication Development literati.-e to sense the difficulty

Fourth, the driving force behind the alignment of strategy and
organization culture 1s the institutional leader. Culture
adaptation 15 a time-consuming, value-laden process requiring the
applicatiaon of enerqy and insight that onlv the committed and
sk1lled general manaqQer car provide. As the organization
confronts 1ts culture 1n times of change, the active i1ntervention
a2f the 1nstitutional leader, and not merely the symbolic

representatian of commitment, is the critical resource.

A STRATEGIC ALTIGNMENT MODEL FOR LEADRERSHIF AMD CULTURE
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desirable direction. Martin and Siehl (1987) refer to this as

influencing the trajectory of organization culture. Whereas the

fiy

1nstrumental view concentrates upon propelling the vessel of
arganization culture, the navigational view addresses steering
the arganization through the largely self-propelled currents of
culture. We argue that, within the reality of strategic
managament, navigaking the currents of culture is the more

realistic view for the practicing general manager.

[i{]

Four paszic premlses support this view of cultural navigation.
First, an organization’s culture is determined, to a significant
degrese, by the interactions within the organization in its
1rfancy (Schein, 1928370). The organization®s founder, or founder
aroup, plave the jeading role in this process, since he, she, or
they contributed the basic idea and associated ideals which led
to that collective endeavor in the first place. All that follows

in the historical development of the organization will be

reflected as increments to, or variations on, the primal theme.

Tecond, even 1n this formative context, the process of embedding

a culture ",..means only that the founder/leader has wavs of
getting the group to try ocut certain responses.” (Schein, 1983b:
210, This represents culture management at a broad level of
abstraction, but the tone i1s gquite different from that i1mplicit
1in the instrumental viezw, The germeral manager does not transform
cultwre throoegh quantum change. Instead, through i1nteractions

amang the organization’™s orgamization of sub-cultures (Van Maanen

and Barlev, 987 . of which general management 1s one, preferred
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over the organization’s environment «nd competency in handling
uncertainty, the point 15 that each strateqlc decision 15 a new

one.,

Cultural determinism i1s deceptive 1n two respects. First,
narrowing the range of thaought and assumption reduces the
probability that the next strategic transition confronted will be
supported by the culture "created" for today. Second, an
tnetrumentally "created” culture, like any culture, is an

2valving entity.

In summary, oversimpliftication of the concept of organizational
culture and 1ts dynamic nature calls inte question the
deterministic reliability of a strong organization culture, which
the instrumentalist perspective purports to be able to deliver.
Ve propose a second view of cperationalizing a model of strategic
change and culture. In this alternative perspective, the tricky
currents of organication culture do not disappear, but are
influenced by the energy and wisdom of leadership in what can be

called the navigational view of managing culture,

THE NAVIGATIONAL VIEW OF ORGANIZATIONAL CULTURE

)

A different perspective on organization culture 1s the
navigational view. The underiving premise in this regard i1s that
arganization culture cannot be managed 1n & conventional,
instrumental sense, as explained above., Instead, the most a
general manz2qer can exoect to accomplish 1s to cajole, persuade,

chanmel . nudge, and guide organization culture in a strategically

14
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anv and all of these forces work systematically to foster
permanent sub-cultures from the days of an organization’cs

infancy. The nature of collective interaction creates, at the

least, the framework within which any and all of these forces can

mold sub-culture groups. Ultimately, these agroups camn move

towards 1nstitutionalization, operating with shared belief

i
7

atams of thair own.

!

—

f. for erample, we accept Chandler’s (19462) basic thesis that

argantzational structure follows strategic choice, and that one

i

trategic phase 1s a functicnally-differentiated one, then one
m1qght expect to witness development of a set of entrenched
tunckional sub-cultures, the sales and accounting sub-cultures,
far 1nstance., It would seem plausible, therefore, that the
relaeti1 e 1nsulation of. and intensity within, at least one sub-
culture can threaten the solidarity of an organization culture
presumed to be unitarv. [f organization culture reoresents the
common denominator across all sub-cultures 1n an orgeanization,
then, we praopose, to the extent that sub-cultures proliferate,
arganlization culture becames less aperational as an instrument

for argsanlzaticnal chiange.

Fourth, the itnetrumental view assumes that orgamization culture
15 1nherentl y predictable arnd deterministic. Manage 1t and the
way 15 cleared for implementing future tramsitions programs, the
argument runs: a managed culture will ",...meander 1ts way to a
zolution.” (Deal and Fennedy, 1982:1%1). But pecople come and gc.
Feonle learn., Relationships change., As much as 1t challenqges the

conventional wisdom abouwt general maragement’ s planned contrcl
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l2zss and less likely., The tricky current here is the
instrumentalist’s belief that the eyes and ears trained to read
market signals can apply the same techniques with the same
facility in uncovering that for which the organization does, in

fact, stand.

Third, a workable solidarity of organization culture is presumed
to be achievable through inetrumertal action. That is, an
organization’s sub-cultures are inherently integratable.

Martin and Siehl (1983) have offered a three-way typolegy of the
culture undercurrents that can be present in an organization: the
enhancing, ortheogonal, and counter subcultures. Enhancing
sub-—cultures provide a boost to the larger, organization culture,
through their intense adherence to the latter’s tenets.
Qrthogonal sub-cultures run in the same direction as the dominant
arganization culture, but contain certain unigue features, as
well. Leaders of counter sub—cultures confound attempts at
culture management through covert and overt expressions of
disdain. An "uneasy symbiosis'" between culture and counterculture

exliats | a recsult,

i

A key i1ssue 1n this regard is the source of sub-cultures. Van
Maaner and Barley (1987) have sketched a model describing the
orgenization of sub-cultures within the larger organization. Sub-
cultures form, thev arque, and are energiced by three ewogencous
forces—-—-segmentation, 1mportation, and techneleogical--and three
endogenous forces——ideological, cereer filtering, and

zontracultural. bhat 1 most 1nteresting 1 the possibility that
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The instrumental model predicts: Do all this, and a strong
culture will have been constructed (Deal and Kennedy, 1982).
Smooth sailing through cultural waters? We think not. A handful
of very tricky currents awaits the practitioner following the

instrumental model (Schein, 1984).

First, orgarization culture i1s not, individually or collectively,
synanymous with myths, heroes, sagas. and rituals. These
instruments are, i1nstead and as argued already, the
manifestatiaons of the organization®s culture. Each instrument
reveals, at best, a fragment of that culture. Herces embody
literally some of the values and beliefs embedded in the culture.
Through rituals, organization members act out partial

representations of the culture.

To devize an intervention plan for strateqy implementation 1n the
form of myth and ritual is to court danger bv ignoring the

totality aof the organization culture.

Second, 1t 15 debatable whether gerneral management can readily

2

identify an orgenization’s culture. Overestimation of the

prospects of culture identification can produce, in turn, an

i

underestimation of the caomplexity of the culture change process.
Basi1cally, the caomples set of values. beliefs, and practices that
12 brought to the organization by each member is shaped, honed.
coopted, and transformed through the day-to-day process of
collective action. As an orgenitcation natures, shar=2d beliefs
hecome more deeplv embedded, and organi:zation routines are

farmaiized, ready erpression of those basic azsumptions becomes
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instrumentalism could be characterized as a technical-fix
approach to the problem of strategy—-culture incompatibility,
analcgous to the implementation of a MIS system. A closer
scrutiny of the underlying assumptions inmherent in cultural

instrumentalism will explicate our claim.

What does 1t mean to intervene and "manage'" organization culture?
The presumption is that the general manager can exercise direct
control similar to the Fayclian process of planning, organizing.
leading, and controlling. Flanning involves i1dentification of the
nresent culture, deciding whether that culture is "friendly" to
implementation of the proposed strategic plans, and, if
necessary, changing the culture to support such strateqgies.
Organizing culture management implies identifying and assembling
the necessary technical (policies, procedures, rules, etc.) and
social (cabals, priests, gossips, and so on) instruments through
which to direct the organization’s culture (Deal and Kennedy,

19820) .

Leading can be viewed as the orchestrating activity by which the
composite social instrument-—the cultural network-—-is tapped and
manipul ated towards the goal of harnessing the force of culture.
Finally, contrelling invelves setting the limits of tolerance on

individual mavericks, as well as enclaves, living outside the

culture’s mainstream. These technical instruments for cultuwe

management pravide the rope that will be pulled in. soconer or

later, i1f divergence from the maincstream reaches inappropriate 1
- 4
propartions (Martin and Siehl, 1987). )
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about the complex phenomenon known as organization culture. These
two perspectives on culture will be termed the short—-term,
tnstrumental view, and the longer-term, navigational view. After
the basic character and implications of each perspective is
presented, a rudimentary model for managing organization culture
will be introduced. We call this model the Strategic Alignment

Model for leadership in transitions.

THE INSTRUMENMTAL VIEW CGF ORGANIZATIONAL CULTURE

Selznick (19%7) wrote that an organization does riot create
cultuwre, but, instead, embodies culture, and that leaders promote
and protect cultuwre—forming values. The distinction between
creation of value and culture, on one hand, and culture’s
embodiment, promction, and protection, on the other becomes
critical for any meaningful try at operationalizing the concept
of culture management. The two perspectives under present

scrutiny diverge on this basic premise.

The instrumental wview of organization culture is grounded in the
assumption that culture 1= an 1nstrument, a collection of
techniques 1n general management’s hands, for organizational
change. Certain levers-—symbeol, myth, hero, ritual, saga, and so
forth—--can be maraipulated to mold the cultural fabric of the
organization to conform with general management’s strategic
change proposal. as well as to more readily respaond to the next
strateqgic change (Deal and Fennedy, 17827). This popular
contemporary wview 15 fundamentally short-term in its

prescriptiaons. Despite 1ts avowed human orientation,

i1
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assessing the fit between strategy and culture (Schwartz and

Davis. 1981).

Choice Foint #4...UWhat interventions will be appropriate in

moving the strateqgy and organization cultuwre into zloser

DR h s o iindRatdiall e R ST 5 G
-

alignment?

The fourth choice point hinges upon the degree to which the

)

woposed strategic change is culturally compatible. One should

note the presumptions that either, or toth, actors—--strategy and -

culture——are candidates for alteration (Schwartz and Davis,

1981). Further, a relative improvement in alignment is the goail.

A critical assumption made here is that all strategy changes
involve culture changes. Strategies are ultimately the proeoducts

of collective decisions, and, as such, are infused with values,

assumptions, and beliefs held by those people proposing the
strategy. Strategic changes are, by their nature, new views of
the organization’s "best'" alignment with its environment. Thus,

strategy implementation becomes fundamentally a process of

.1!"’_1'f"rrv
N
’

linking strateqy with the organization culture. This, we argue,
1€ the arena for leadership-—--a process of persuading the

'
+ adherents of a dominant ‘ulture to make room for a variation on )

the arganization culture theme.

The fourth chaice situation presents the general manager with a '
dilemna: pursue a short-term course of action to "fiux" the
strategy-culture miv, or prepare far a long-term transfarmation

period,. Which path is chosen will indicate a great deal about the !

- general manager’s perceptions and, we will argue., misperceptions
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Choice Foint #2...What is the "best" strategic response to the

-~

new clrcumstances’

Framed 1n the context of relevant opportunities and threats
parcelved through environmental scanning, this is the technical,
cantent gquestion i1nherent in strategy formulation. The strategy
literatwe grows regarding portfolios, matrices, and competitive

paositioning——all content issues.

But formulation of strategy 1s a provisional activity,
fundamentally =sterile unless and until the general manager

considers whether the organization "can deliver” on this "best”

-

course of collective acticn., Without the infusion of value and

purpose to accompany the nroposed change-—the challenge of

institutional leadership--the organization will be unprepared to
accaommadste 1te charmged context, and adoption of the strateqic
change i1s problematic, In light of this., the third and fourth

cholice points pertain to the process of strategy implementation.

Choice Foint #7,..To what degree is the "bhest" candidate for

strategic change compatible with the organization culture?

After answering the "what" guestion., the general manager turns to
consider whether the provisional strategy is, in fact., compatible
with the organmization’s culture, The perceived degree of
compatibility indicates the alignment between strategy and
culture, the praimaery determinant in the model of alignment that
will be developed later i1n this paper. In this context, cultural

ricsk assessment has been the focus of one process model for
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12 required, since it 1s their shared body of assumptinons

that is being challenged by the new strategy.

A final point 15 that culture zndures on the basis of positive
and negative reintorcement (Schein, 1987h). The navigational
leader, cognizant of his or her own limitations and mortality,
conceives and constructs the channels through which the desired
reinforcement process will operate and be sustained. Structure
follaws strategy to support the institutionalization of values
implicit in the strategy change. For example, an organizational
design including quality circles may logically emerge in order to

sustain the new strategy.

I shart, the general manager acts by pursuing all three of the
gerneric intervention activities that have been described here to
transform the culture. The leader’s geoal should be to align
strategy and cultuwe to the degree possible, given the setting,
recognizxing both the relatively restricted range of culture
change and the substantial amount of human energy required to

nucge culture "off center" to any degree.

A CAZE STUDY IN LEADERSHIF AND ORGANIZATION CULTURE

The setting 1= an affluent and rapidly-growing Midwestern public
cschocl districts; we will call it the NMorth Star District. While
nelghboring urban ana subuwrban districts have been experiencing

the triple of declining enrollments, stable or
declining tas bases, and conustituent dissatisfaction with the

educational preduct being delivered., the story has been diffzrent




T

at North Star. In recent years, the district has been busily
building additions to i1ts physical facilities. Teachers have been
hired at a rate consistently exceeding attriticn., And not only
are enrollments 1ncreasing, but the largest growth segment can be
tound 1n the elementary—school age-group. While remnants of its
19407 s agricultural community roots still dot Narth Star’s
territory, prototypical subuwrban develcopment and outlooks have

bhecome the rule 1n the county that Nerth Star calls home.

North Star’s home state has maintained a long and widely-
recpected committment to the social needs of its residents, and
the tax burden upon the individual and corporate citizenry does
retlect the price to be paid for such a commitment. The state
finances i1ts programs by depending heavily upon the health of
several economic sectors that are subject to cyclical swings;
agriculture heads the list in this regard. Funding for education
has followed these cyclical swings and, over the recent past, had

lagged behind other programs in the public sector.

The character of the district organization tself is mot unusual.
Recent superintendents and their administrative staffs have
tollowed the highly—formalized process of educational
administration similar to the majority of districts across the
state and nation. Authority and control has been centralized 1n
the district cffice, and the superintendents have warked very
clozely with the Board of Education to set and adminycster
educational policy. Additional inputs have heen drawn from
parents, who have participated 1n addressing such district-wide

1scues 23 school boundaries and zpace needs. Teacher eupertise on
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curriculum and child development matters occasicnally has been

incorporated in the district’s plamning process.

A newly—-appointed superintendent, educated and trained in the
same professional standards that characterized MNorth Star’s
previous administrations, stepped inte this traditiomnal culture
carrying a commitment to change. The new superintendent defined
herselt as a change agent, although she did not have a formal
blueprint for strategic change. She had, instead, a set of
assumptions and principles to Qquide the district and prepare it

for the future.

There were cseveral hasic tenete to the apprmach she had
developed: first, the construction of a mission statement to
define the purpose of education in Morth Star; second. a
strategic implementation plan to guide the district in the
nursuit of that missiony and, third, an open, participative
process for building a constituency to support the mission and
open the channels of communication within the district and
between the district’s personnel and their clients. In short, she
confranted the fouwr strategic choice peoints of the Strategic
Alignment Model. At Choice Foint H1., she determined that the

impending, although not 1mmediate, forces of change at wore In

Morth Star’s enviraonment were sutficiriently hthreatening to warrant

w

attempting to mabe charges to Morth Star’s mission. The mission
statement was manifectation of Choice Foint #2Z, and the
itmplementation plan retlected the aczessment made at Choice Foint

#7 with regard to the alignment betwesn her mission statement and

sven
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Morth Star’s culture. Her participative process exemplified the

decision reached at Choice Foint #4.

The third plank in her platform is the one most pertinent for
thig paper’s discussion on organization culture. The
superintendent was rather well-acquainted and understanding of
the traditional North Star culture, with its "top down',
centralized pattern of decision-making, but she also recognized
that the culture would have to he modified to prepare North Star
for confronting the district’s critical in the future. Decision-
making rneeded to become more decentralized and moved to the
schaool-site level, with teachers and parents assuming more
cantrol and responsibility for the education process. To prepare
Marth Star’= people for this eventuality, she began a series of
formal and informal interventions to redefine the culture’s long-

held assumptions.

)

A number of examples of these interventions can be cited. From
Day 1, the zuperintendent worked with a variety of stakeholder
groups within the district. As rarely done by any predecessors,
she vigited the classrcoms and opened the decision-making

process to parent and community constituents by imncluding them on

o

d hao

[l

L

|5}

mmi1ttess. Hundreds of parents were sclicited for their
views an the shape and scope of Morth Star’s preograms. hMorth Star
reached out to the bus=iness community to ewplore the possible
limbs for the human, financial, =nd technolagical benefit of beoth
interest groups. Decentralization of school-level decisions-—an
tnnovation known as School —Based Mamagement--began to appear on

distyrict agendas. And the teachers were frequently 1nvited to

2é

®

r
. 4
®
.-‘.x..;...!

) . .
C " e

—a




awm e vy

Chud S e 3 D T MIR e uas Sraie tuen dmes ava oo —

T - RO A A AR el A e A T
Lo
1
pnarticipate on key district committees.
411 this took place within the first few months of her
[
administration. She focused on Choice Foint #3%, taking and A
Te Y
. . . .V’
retaking the culture pulse of North Star, while modelling the L
-]
tvpas of interventionse—-~chaoice point #4--that she believed to be ol
appropriate for Morth Star’s strateqgic change process. Through .
this process of pillot intervention, followed by prompt +t+eedback, %
. : L ]
she determined that North Star was collectively ready and williing )
to respond to her strategic vision. The culture appeared to be 1
sufficiently malleable to move ashead with the new strategies for :
Morth Star’s alignment with the 19230°s and bevand. . ]
]
In the midet of this unfreezing process (Schein, 1983a)., North L
Bk
Star euperienced a severe budgetary crisis, due to legislative S
A ) IS |
cutbacks in the Fall of 1(2€81. All schoel districts in the state . 1
. . 3 - -1
were originally set to receive %1,414 per pupil for the 1982-83 SRR
B
school vear, an amount slashed to $1,325 by a special session of . 1
the state legislature. North Star lost %$1.5 million, as an : 1
tmmediate result., with another 800,000 disappearing due to - .f
reductions 1n transpartation, special education, secondary O
vocationel education, and summer school allocations. All teold, 1
10% of the district’s %324 million budget had to be cut. i%
.:]
Several other 1esues with budgetary 1mplications were pending at ]
the zame time. Salary negotiastions tor custodians, secretaries, S
schoanl atdes, rursss, amd supervrere were s1ther anderway or .
1mpending. Frojected enrollnentz tor 1932-832 were being reviced.
¥
and thers was a2 gquestion as ro whether North Star would take Ll
T
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advantage of a new statute permitting special tax levies for

transpartation and summer school.

FRather than 2llow this crisis to forestall the newly-emerging
participative culture at North Star, the superintendent used the
accasion to demonstrate that even under very adverse conditions,

participatiaon was appropriate and effective.

Mearly 1,500 Morth Star district personnel participated in a
four—-month process of open dialogue and prioritization of
district needs. (Open meetings, i1involving an estimated 2,000
narents, students., and interested citizens, were held to solicit
opinions as well as to receive feedback on preliminary budget
nriari by recommendations. The superintendent received a standing

ovetion from Morth Star personnel in response to the final

r

1

cammendations on how the budget was to be cut. The North Star

Board of Education unanimously approved the proposals.

Another tey 1ntervention designed to modifyv the culture at North .

star was the 1ntroduction of Scheol -Rased Manzgement. Schooel -
Based Managema2nt places greater avtonomy and decision—-making
authority 1n the hands ot the prainmcipal. teachers, parents, and ®

cammunl bt membera at each schonl site.

-]
4
The superintendent persuaded three respected ard veteran -
1
. LA
prarcraals, who, o an tarn, prevalrled upon three of thelr

col leagues, tao assume the risks of decertralized and consensual ce ]
decision-mab tng at the schaol level . All s1+ schools involwved 'fq
*
were awarded a grant to finance theilr experiments over an 1nitial !
<
-q .

®
1
h

- .- e et - . L. - LY LT - .- B e G e T N

.t - . .~ - e T Tt ot L T St et e e . .- At Lt et L . AR R et et e
AN AR WA WA WA W TP LA WA S P P W A SL AT S R L A0, A0, 3P UL A S AT AP Sl AP I L AP I 1P, B e i AP S P S P TLAP S U UL P IR WAL SPAL . WK WP AR WA AR WAl ST SNg A S




o I — S Oy . T —— e ——y

three-vear periad; this implementation was to serve as the pilot
far eventual, district-wide implementation of Schoaol -Rased

Management.

Her obiectives throughout the budget crisis and the introduction
o+ School ~Rased Management were to test the culture at Morth Star
for 1te alignment with her strategic vision, as well as to choose
the appropriate 1nterventions—-Chaolce Foints #2 and #4,
Implementatiorn of change i1n each situation i1nvolved the delicate

process of supplementing the traditicnal beliefs about how Morth

93]

tar sheould meet 1ts commitment to 1ts customeres with innovative

azerunpbtions about how to 1mprove upon the basic educaticnal

prooduct.

The conduct and orogrese of this strat=zgic change process did net
go unrnoticed outside Noarth Star. Other opportunities came to
light and, as guuckly as she appeared at the helm, the
zuperintendent depsrted, leaving the district with some new

ab1lle 1n participative management, and several new projects 1in

their 1mfancy. In the aftermathy of her departure, ftask force

1=

canticaed to form, act. and drssolve. The business partnership

pragram flowished and toob shepe yn the foarm of a foundation.

1
But the energy behind the new pearticipatary process had
di s . B oreview of Nartn atar «gendas 1n the months after B
:
the departure resealed a "bos goese as sual” attitoade., School - p
Boawd Management Foed come cgader oo v il abtackt as belng -
- d
angb et poo ol b by v BRb g o e s b e b Blor £y St ar . for ) “:
evample, The ald, braditional cizoapt)one Legan Lo reaccsert 4
themewiveoa, Quthor 1t o wae vestoe et b e cente al administrat)on o
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at Morth 5Star, as the experiment in School -Based Management was
challenged by the following superintendent and the Board of
Education, both uneasy with the implications of greater
decentralization. The scope of meaningful stakeholder
participsation in district decisicons narrowed, and a visible

change 1n teacher participation was apparent.

What happened? In the brief era of vision and change, the
superintendent was able to introduce new cultural assumptions and
nudge the traditiconal culture "off center" to some degree, at the
cost of considerable amounts of individual and group energy. In
the atrtermath of the leader’s departure, the ready adoption aof
more traditional, culturally-compatible programs, and the

equal ly—ready willingness to dismantle the new experiments
provide evidence that North Star’s culture really had ncot been
altered =significantly. Morth Star will never be the same for the
experience, but the currents of the traditional culture continue

to 10w,

CONCLUSTON

The alignment model for leaderzhip 1n transitions has four

1
. . 4
vmmedrate practical implications., ]
. A ’
First, culture mamagement carn be hostile to 1nnovatieor , that ) 1
. . 9
recessary process of organization selt-renewal. The irony in Y
-]
tretituationalizatiaon-—the process by which value and purpose is -
. . <
1nst)llad 1n an argarnizatian-—13 that such maturation renders the - 3
. Y
.
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arganization that much more rigid than it was before in its
capacrty to change. The range of thought and action is narrowed,
as specific values and purpoeoses are inculcated in the
organization’s membership {(Selznichl, 1937). In ecconomic terms,
Ethe more embedded the organization’s culture, the greater the
magnitude of the asscciated sunk costs and the more difficult it

bhecomes for leadership to breab down such i1nertia.

Innovation hegins with the generation of new i1deas and takes
shape through the transactions among organization members.
Innovation challenges the present cultural order. The primary
point is that culture developme t places debris in the path of
the flow of i1nnovation. As a result, conducting an effective
1nnavation program may well require the strateqic alignment
approach we have proposed. 1f the systematic effects of cultural

sunk cozts are to he clearsed from the flow of innovation.

Second, the founder 1z mortael. Being there tirst appears to count
heavily in the formation ot an oargamization culture. But the
tounder will depart someday. The esormo ., dissipation of energy
accompanving that departure will mate 1t mandatory that the new
general manager and the ey lieatenants from the dominant

cul tural ceoalition collaborate 1n contraonting Cholice Foint #2--

that 1=, what do we want the coalture change to loob lite”
The practical 1mplication 15 for the founder, during his or her
tenure, to begin thnbrog abowt . and the caccessors to recognize,

the litelihond of misaligoment hotween the second-generation ot

leadershipn, ever 1§ peaple are promoted foom within the
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organitzation, and the founder’s cultural legacy. In short, Choice
Foint #1 laogically comes during the founder’®s presence. Since no
successor will be able to duplicate the content, or the process,
of the founder’™s navigational behavior, the passing of the
founder 1s a strategic event in its own right. The Strategic
Alignment Model can be applied to this inevitable trans:ition

neriod.

A Ethird practical implication of strategic alignment regards the
cultural and strategic aspects of mergers and acquisitions.
Fublic posturings about such marriages commonly highlight not
only the technical and strategic reasons for this reorganization,
hut also what amounts to cultural justification. For example, "We
assess ourselves to be an engineering companys; they are a
marteting company, and that is why we merged." An underlvying,

instrumentalist assumption 1s heing expressed. In other words,

.

the acguicsition 15 viewed as a desirable cultural addition. A
value-—goodwill, tn the accountant’™s jargon—--1s even assigned to
this acquired asset. We claim no originality in reminding
potential acqguirers of the trai1l of orgamizational +loteam
created by the temptation to oversimplify the eaze with which

surh a cultural acguisition cam b

» consummated. Expliacirt and
long~-term attentinon to the realiztic praspects of such a marriage

can be accommoadated by the Strategic Al tgnment Model framewart .,

Fonwrth, managing crgarnicaty v culture has profoond moral

implications. ALl meanagement <ctivity 18 manipulative, 1n =ome
tormoand magnt tode., Marnzger: at o]l levels, and o+ all funchtional
er Srias L ong, atbtempt o pnelo ence ctheres with whaet i1 tle and
-
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delrnerarne mar ool atiop o orgamitation culture crosces the
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oundar., bherween, on one apd, the lajic o+ efficiency 1mplicit )
17 culfure man-gement, and, on the other, the common moral ' o
requlr2mencs of 1ndlsci1duaal autonomy and opportunity (Richards, .
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)
nraocess all need to be realistically assessed. Culture counts,
but culture management reguires the sustained, energetic, and
ak1lled hand of general management’ s leadership as the primary - 4
)
force 1n navigating the tricky currents of organization culture. _  1
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