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ABSTRACT 

TC)'L\L QUA.Ll1Y CULTURE MANAGEMENT IN THE .\1EXICAN 

SER.VICE SECTOR 

by 

Sergio Levín Kosberg 

Supervisor: Professor Brian Grah,1m-.\Ioore 

In this dissertation, I intend to improv,~, an cx1sting assessment 

instrumcnt for measuring organizational culture, ;md ,1dapt 1t for ns use m 

:'vicxicm serv1cc companies. Managing organizational culture 1s now more a 

possibility than an illusion, due to innovative ways of uncon-ring rhe h1dden 

dimens1u11s of culture. Besides, previous to any org~1111z:1tH111,tl change strategy 

or the nnplcmentatton of a Total Quality Management prognm, the relcvant 

litcrature suggests thc need for a culture compatible with the pnnciplcs and 

philosophy of total quality. If a company wants to numge ,md change 1ts 

culture, It must first learn about it, understand it, me;1sure 1t or dugnose 1t. 

To ,1ssess an organization's current culture we can cho(>Se between 

severa! published mstruments. The use of org~mizati, mal culture measuremcnts 

could hclp managers cstablish a bascline, against which to compare the progrcss 

from the1r effons towards total quality. Knowlcdge uf thc k111d ut- culture 

availablc w1thin a company may show among other f1ctors, tlwse forces m 



favor or against change, the managerial stylcs in use by the company's top 

management team, and the behavioral norms that guide cmployees behaviors. 

Because interculturnl research has suggested, that managemcnt 

techniques developcd in one country may not he easily applied in another 

country, my purpose is to test an l\.mcricm instrument that asscsses 

organizational culture with a sample of Mexican firms. In this way, we can tind 

out if the instrument is valid for the :\1exican context, and discover what 

charactenstics of the original instrumentare uscfu1 enough for the design of an 

adapted version in Mexico. 

To pursue our objective for this research, we use a multiY,1riatc stansttcal 

technique called Factor .\11alys1s, wh1ch will al!,Jw the detect1on of sume 

characteristics of orgarnz:ttional cultures in ,t s,tmpk of Mexican organizations. 

The contrihutton from this study may tngger the interest of hoth 

academics and nun,tgement practittoncrs, as to the \·alue of thc culture 

construct in Mexican orgar11z,1tions. \"arious organi:1,ational modcls now display 

culture as an important component, sug_¡;csting that it must be takcn 1nto 

considcration for strateg1c and opcrational purposes. Thc culture of an 

organization should he part ot- ns des1gn, considered as a possible competence, 

attcnded to for stratcgic alib:rnrncnt purposcs, and understood as ;1 moderator of 

organizational, group, and individual outcomcs. 

Bccause culture permeates evcrywherc in an organization, acknowledging 

1ts current status, can he of great hcnetit for r,lanrnng, decision making, 

progrcss mcasunng, and T(~.\1 implerncntation. 
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CHAPTER l. INTRODUCTION 

Given the need for continuing its cevelopment, Mexico can take 

advantage of any efforts to raise the leve! of performance of its economy. One 

strategy could be to foster productivity in the service's sector. With a large 

young population, services offer interesting possibilities for investment and 

jobs, due to the malleability of its work force. At the same time, many Mexican 

companies and the service's industry in particular are aware of the existence of 

modem management techniques, like Total Quality Management, thanks to 

several situations like : the existence of the Pre11:io Nacional de Calidad sponsored 

by both govemment and prívate sector (awarded in 1994 to the Ritz-Carlton 

Hotel in Cancun among other service firms); the presence of renown and well 

managed international service companies like accounting firms, advertising 

agencies, airlines, hotels, and management consultants among others, 

sometimes with man y years operating in Mexicc; and by articles in the popular 

and scien tific press, describing the experience o f service related business es and 

their efforts to raise their leve! of international competitiveness. 

The 1995 economic conditions in M,~xico, erodcd much of the 

development gains of previous years, causing most businesses to suffcr from 

lower demand, higher inflation, another peso devaluation, and highcr interest 

rates accompanied by political and social unrest. This negative situation calls for 

renewed efforts to build competitiveness into the service industries. Looking 

around for signals, either from countries or companies that have been able to 

tum around a malignant situation into an opportunity for recovery and success, 

we are sure to find examples. Sorne of these case~ attribute their success to total 

quality initiatives, making total quality managemert an option worth exploring. 
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Mexico is now interested in promoting a quality culture ali through its 

industrial, commercial and service sectors, as expressed by top managers and 

govemment officials in a recent ceremony to convey the National Quality 

Award and the National Exporting Award.1 

1.1 Motivation and contributions of this research 

It seems that management theoreticians and practitioners everywhere are 

interested in the "successful organization". Models abound with descriptions of 

the components, whose interrelationships can cause successful outcomes from 

managers efforts and other variables. What we learn from this models, as they 

are supposed to help us by describing and clarifying reality, is that sorne of the 

factors or components may !uve enough power of explanation, as to be part of 

different functional arcas or perspectives in the :ield of management. This can 

be the case of organizational culture. 

If the culture of an organization is already considered an important topic 

in the organizational behavior literature (Bowditch & Buono, 1994; Daft, 1995; 

Jones, 1995; Luthans, 1995; O'Reilly, 1989; Pascale, 1985; Schein, 1992; Trice & 

Beyer, 1993), and we also find it in the models of other fields such as 

organizational development (Hanna, 1988; Worley, Hitchin, & Ross, 1996) 

strategic management (Beach, 1993; Stonich, 1982;), service's management 

(Heskett, 1986; Schneider & Bowen, 1995), total quality service (Kessler, 1995), 

and total quality management (Atkinson, 1990; Sashkin & Kiser, 1993) then it 

becomes an interesting concept for research and a useful one for practitioners. 

Besides, there is also evidence of companies changing their culture to align it 

with strategic objectives, and having been able to achieve higher satisfaction 

from employees along with increases in sales and profits. 

1 As commented by most Mexico City newspapers in December ii, 1996. 
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What becomes apparent, is that a smarter management of organizational 

culture can be of great help particularly in service businesses, given their 

distinctive characteristics of a human interaction nature. The so called moments 

of truth, those times when both customers and employees are together during 

the exchange process, are a highly critica! part of this businesses. It has been 

said that employees that receive a quality treatrnent within their organizations, 

can more easily transfer that quality to externa! customers. If this affirmation is 

true, then managing the culture to achieve a climate of trust, ethical, cooperativc 

and productive attitudes, beliefs and values frori the organizations members is 

of utmost importance. 

The principal motivation for this work has been the desire to expand our 

knowledge of those variables that conform Mexican organizations, in particular 

service companies, and looking to help modern Mexican managers. With this 

dual purpose in mind, we have searched for ani;wers to a more or less narrow 

question: what kind of an organizational culture is compatible with total quality? 

And we found interesting approaches, that will be explored in this work. To 

develop a coherent framework, we have delve through the fields of service 

management, total quality management (an area that seems to be always under 

construction) and organizational behavior. In analyzing severa! models that 

assist our understanding of what goes on within ,~ach field, we found a common 

thread among these disciplines and that was the concept of organizational 

culture. 

Beginning with the perspective of organizations as open systems (Beer, 

1980; von Bertalanffy, 1966; Harrison, 1994; Katz & Kahn, 1978; Nadler & 

Tushman, 1989) and following with the framew:::irks of other fields of inquiry, 

the concept of culture, sometimes perceived as a "soft" construct in 
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management, seems to have captured a relevant place, making it an attractive 

research tapie. Many descriptions of organizat,onal performance, change, and 

development now include culture as a theor,~tical and empirical dimension 

(Burke & Litwin, 1992; Denison, 1990; Porras & Robertson, 1995), which must 

be taken into consideration by those living and working in organizations. 

One important contribution from this research, is the set of 

characteristics that distinguish an organizational culture under a total quality 

environment. We gathered this information from various sources, and we think 

it can be useful to various publics. For researchers in the design of assessment 

instruments, for cultural audits by managers or practitioners, and as a diagnostic 

device by consultants. 

Another contribution would be the type~; of cultures, or more precisely, 

the normative beliefs and behavioral expectations present in Mexican service 

firms. These cultural styles could contribute to a typology of organizational 

cultures, not currently available. Another contribution is the experience derived 

from measuring cultural norms with a quantit,:,tive instrument. Measurements 

likc these, may allow managers to have more awareness and clarity about the 

characteristics of their organizations. 

The measurements of culture are a baseline that can be used for future 

assessments and control. What this research intends to signa!, is that culture is 

an important component of modern business administration, and that we have 

the techniques available to monitor it, adjust it, change it, or leave it like it is. 

Still another contribution would be, the factor analysis application 

performed as empirical research. Results from this study can serve other 

researchers, interested in factorial solutions and structures, and organ1zational 
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culture assessments, with the typology generated by Cooke, Lafferty, Rousseau, 

and others. The cultural dimensions manifested by the Mexican organizations 

surveyed, may serve for further analysis, by supplying information on the 

predominant characteristics found, with the logical constraints of the present 

sample, and time framework. 

We mention the time frame, because we recognize the importance of 

environmental influences on the cultures of organizations, helping to explain 

why under a macro-economic crisis, companie~i may develop certain behaviors 

that help them cope and adapt to the externa! turbulence. These behaviors 

could later be modified, to align them with new externa! developments. 

1.2 Overview of the study 

The sequence followed in this disscrtation is first to explore the 

theoretical explanations of the fields of total qu,dity management, organizational 

culture, and service management. This will be dealt with in chapter two. We 

start with TQM, a more recent field of interest for both practitioners and 

academics, offering a historie summary, and continuing with its current tenets 

or principies, as espoused by the field's most representative authorities. In this 

field of activity we soon discover the exaltation to the need for paying attention 

to the cultural aspect in organizations. 

To follow on this venue, we next explore the organizational culture 

literature. In it, we try to include a selection of what seems to be the more 

relevant dimensions, as discussed and researched by the field's specialists. We 

then review the issue of how culture at th,:! societal leve! may influence 

management techniques and methods, becoming an imperative to acknowledge 

it and be aware of its presence within every society. Nacional culture stands as 
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an umbrella that covers the different business sectors within any country, an as 

such, it exercises a dominant influence on the ways of behaving of the members 

of those sectors. 

From this notion, we then proceed to disrnss an interesting link between 

TQM and organizational culture. It seems that the road to achieve total quality 

in the experience of many firms, has suggested the need for a cultural 

adaptation by ali the people in the institution. Without alignment of individual 

and group behaviors with the values, beliefs, and norms necessary for the 

creation of a quality environment, no real imple:nentation seems possible. This 

notion then becomes the heart of this project. If we want companies to 

establish total quality behaviors among their members, first they must assess the 

day to day culture, and plan for its transformation into a quality promoting set 

of values, beliefs, norms and basic assumptions. 

The chapter continues with a look at serYices as a modern management 

field. Here we try to uncover the reasons for the complexity of managing such a 

diverse set of business organizations, and establish the tenets of a quality 

service. Many companies in the service sector can greatly benefit from advances 

in management methods derived from the fields of service operations 

management and marketing, organizational behavior, and total quality. TQM 

has captured and maintains the notion of cw;tomer centerdness (Albretch, 

1992; Dean Jr., & Evans, 1994; Lawton, 1993; Semke, 1993). The customer 

becomes the center of attention from everybody in the organization, and the 

reason to pursue total quality. Most texts on quality management suggest first 

knowing their customer's needs and expectatiom, and from there proceed with 

the design of product and services. 
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In chapter three, we propase sorne hypothesis in regards to the 

application of a quantitative instrument to a.:;sess organizational culture in a 

sample of Mexican service firms. Having as a background the importance of 

culture for adequately implementing TQM, anc after suggesting managers' need 

to fully grasp the culture in which they are immersed, we propase the use of 

measures to capture the essence of a company's culture. For that matter we 

have taken one instrument available in 1he United States, called the 

Organizational Culture lnventory (I-Iuman Synergistics, 1989) with a proven 

record of its effectiveness, as manifested in several empirical research studies, 

and back-translated it for local use in Mexico City. The hypothesis will try to 

uncover the validity of the instrument for a.ssessing normative beliefs and 

behavioral expectations, among the members of a group of Mexican firms. We 

believe the effort is worthwhile, due to a lack of such studies in the Mexican 

management literature. 

Chapter four covers the research methodology. Although we are aware 

of a substantive body of literature describing the characteristics of both 

qualitative and quantitative methods to uncover organizational culture 

(Rousseau, 1990; Trice & Beyer, 1993), the constraints faced to elaborate this 

project did not allow us much room to elaborate on them. Its been suggested 

the use of both types of measures for a more complete description of a culture, 

but a qualitative study would have demanded more time than was available. 

Nevertheless, we acknowledge the benefits of combining the two approaches, 

as they are obviously complementary and promise to offer a richer description 

of any organization's culture. 

We do discuss organizational norms, because they are the focus of the 

present research, after previously having commented the two models of cultural 

dimensions to which we subscribe. In Rousseau (1990) we leamed of a circular 

7 



diagram with five layers, included in this work as Figure 1., and in Schein (1985, 

1992) we find three main dimensions (Artifacts, Values/Beliefs, and Basic 

Assumptions) that vary in degree of visibility. For both authors, norrns are an 

important component of culture, and one that is measurable. 

The chapter contmues with the description of the method used, the 

.Mexican organizations who kindly answered the survey for this study, the 

respondents profile, the criteria for sample selection, and an explanation of the 

instrument employed. In the Appendices section I have included both the 

original instrument in English, and the translattd version in Spanish, as well as a 

copy of the owner's authorization to use it. The chapter ends with a 

commentary on the types of statistical analysis to be performed on the data. 

Chapter five includes the results and findings from this research. We 

begin with basic statistics, both mean and standard deviation for the 

questionnaire's items, followed by the principal components factor analysis 

perforrned. Once we obtained the initial unrotated factor matrix, we list the 

factors eigenvalues, and proceed to the rotatic,n process. The rotated factors 

are then discussed, and a table built to compare the original structure with the 

resulting factors and subfactors, arrived at in this study. There are very 

interesting results, as showed in the tables. We then proceed to interpret the 

resulting factors and name them. The hypothesis are tested and the results are 

discussed. We end the chapter with an additional comparison of the results 

from this study, with those obtained by Cooke (l 993) in a later application of a 

new instrument for envisioning a quality culture. 

In chapter six, we convey a set of conclusions, comments on the 

different implications for managers that can be d,~rived from this study, as well 

as suggestions for future research. Conclusions are divided into two main parts, 
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those dealing with the factorial structure of the translated and applied 

instrument, and those regarding the types of cultural styles found in the 

surveyed organizations. 

As it will be clear from the study's results, the instrument demonstrated 

its validity as it measured what it was purported to measure, that is, normativc 

beliefs and behavioral expectations from the members of Mexican service 

organizations. These were manifested as the respondents perceptions of thc 

kind of behaviors, they as employees or executives, are expected to 

demonstrate in arder to fit in their specific organizations. The conclusions in 

this chapter, also complement the discussion of the previous chapter. 

We have included as appcndices: the original organizational culture 

inventory, the authorization by Human Synergistics (Plymouth, MI.) to use it 

for research purposes, the Mexican translation of the instrument which we 

named ICO (Inventario de Cultura Organizacional), and two sets of managerial 

and social cultural traits of Mexico, by other authors. 
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CHAPTER II. LITERA TURE REVIEW 

The approach proposed in this study provides theoretical and practica! 

links to several existing streams of organiz,:,tional research, therefore making 

this chapter, a combination of information and knowledge derived from the 

areas of TQM, organizational culture, and service management and quality. 

This research focuses on adapting an instrument that measures 

organizational culture of Mexican service companies in the Federal District 

(Mexico City) area with the future intention of applying it to service 

organizations and helping them assess their culture for better total quality 

implementation. 

In preliminary mterv1ews by the auth'.:lr, it became clear that severa! 

Mexican companies have already installed some kind of quality program, while 

sorne others are interested in pursuing the implementation of total quality 

programs. From the literature comes the notion that organizational culture is a 

fundamental factor in achieving a successful TQM implementation (Batten, 

1992; Ciampa, 1992; Goetsch & Davis, 1995; Hradesky, 1995; Kessler, 1995; 

Lawton, 1993; Sashkin & Kiser, 1993; Williams, 1994). 

Implementation seems to be the link between what is known about 

service quality, TQM, and organizational culture. To raise the probabilities of 

success in adopting TQM, an organization must follow a process or road map 

as suggested by researchers, practitioners, and ::onsultants (Childress & Senn, 

1995; Ciampa, 1992; Crouch, 1992). This process includes the change of the 

membership culture. 

Organizational culture has been related to serv1ce quality (Bank, 1992; 

Horovitz & Jurgens, 1993) as well as manv issues of human resource 
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management (Cowling & James, 1994). It is now generally accepted that an 

adequate culture is supportive of total quality and its guiding principies (Crosby, 

1986; Deming, 1986 ; Juran, 1992; Juran & Gryna, 1995). 

But befare starting the cultural change needed for TQMf companies 

must understand their actual or current culture. For that purpose we reviewed 

contemporary instruments that assess organizational culture. One of these 

instruments, the Organizational Culture lnvent:::iry (Cooke & Lafferty, 1989) 

was selected for the present study. 

The structure of this chapter starts with the TQM literature, followed by 

that of organizational culture, and ending with service management and quality 

concepts and prescriptions. The TQM section includes enough background 

infonnation to understand this now "in vogue" managerial philosophy, and 

how through the conjugation of different statis1jcal techniques and behavioral 

theories, has come to offer modero management a new perspective to handle 

productivity and competitivity issues. 

We then look at the field of organizational culture, where we have tried 

to include thosc topics most relevant to the literature, from its diverse 

dcfinitions, to its properties, main dimensions or levels, functions, types, and 

managerial implications (citing sorne examples), as well as the ethical 

responsibilities for those who create them, manage them, and are interested in 

changing them. We cnd this section with the concept of culture change. 

Later on, we discuss the issue of how societal or national cultures impact 

on whole industries and organizations within a country, their management 

methods, and own cultures, offering the case of Mexico's societal culture as an 

example. The chapter ends with discussion about what seem to be the required 

characteristics of a TQM organizational culture for service companies. 
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2.1 Total Quality Management 

"Perhaps no greater challenge has grown out of the 

global economy than quality" 

-- Ivancevich, et al., (1994:122) 

Total Quality Management has generatecl a tremendous amount of 

interest in many sectors of the economy-manufacturing, services, health care, 

education, and government-and in many countries around the world (Dean & 

Bowen, 1994; Ernst & Young and American Qualtty Foundation, 1992; Lawler, 

Mohrman, & Ledford, 1992). In recent years, TQM has become something of 

a social movement in the United States (Hackman & Wageman, 1995:309). In 

several countries in Europe, in Japan, and in Mexico, companies and 

government institutions are dedicating time and efforts to promote quality 

m1t1at1ves as proven by the institutionalization of national quality awards like 

the Baldrige Award in the U.S., the Deming Prize in Japan, and the Premio 

Nacional de Calidad in Mexico. 

According to Hackman & Wageman, TQM has spread from its 

industrial origins to health care organizations, pu Jlic bureaucracies, nonprofit 

organizations, and educational institutions. It has become increasingly 

prominent in the popular press1, in the portfolioi; of trainers and consultants 

(e.g. the September 1996 issue of Quality Progrm lists 841 companies in its 

1 In December 2, 1991, Business Week published a long arride ''lbe Qualicy lmperative" (pp.17-
71)describing the efforts made towards quality in the main business and economic sectors; Fortune 

magazine publishes a yea.rly account of quality efforts in one of it's September issues, see: Bowles, 
Jerry "Qualicy 2000: Toe Next Decade of Progress", Fortune , Vol. 130, No.6, September 19, 1994, 
pp.87-126; Bowles,Jerry "Quality Happens Through People", Fortune, Vol.132, No.6, September 18, 
1995, pp.Sl-S17; Bowles, Jerry and Josh Hammond "Competing On Knowledge: How Qualicy 
Companies Grow by Leveraging Tueir Intellectual Capital", Fortune , Vol.134, No.5, September 9, 
1996, 24pp. There are severa! joumals being published both in the United States and Europe 
conceming total qualicy 
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annual QA/QC Services Directory), and more recently, in the scholarly 

literature (Deal Jr., & Evans, 1994; Garvin, 1988; Jablonski, 1992; Krishnan et 

al., 1993; Sashkin & Kiser, 1993; the July 1994 special issue of the Academy of 

Management Review, vol.19, no.3). 

After a public exhortation by managers for educational institutions2 to 

foster and teach total quality principies, several schools and universities have 

established courses and programs3 to diffuse the k.nowledge of TQM. 

Nowadays even through the Internet we find total quality discussion groups 

that cross the borders of societies and countries (QualiNet, the Quality Forum, 

Quality Resources OnLine, and others). 

2.1.1 Definition 

According to Mary Walton (1990) the name "Total Quality 

Management" was first suggested by Nancy Warren, a behavioral scientist in 

the United States Navy (Bounds et al., 1994:2). Total Quality Management 

(TQM) refers to a philosophy that embraces the ::ompany-wide application of 

principies, practices, and systems designed to ensure complete customer 

satisfaction (Bowditch & Buono, 1994:413). 

An elaborate definition is offered by the U.S. Departrnent of Defense4
: 

"TQM consists of continuous improvement activities involving everyone m 

2 As it appeared in the Haroard Busineu Rmew as "An Open Lettei: TQM on the Campus", November
December, 1991, pp. 94-95. 

3 See: Leigh, David E. ,"Toe "Walk the Talk'' Model: A Classroo:n Model That Works in Education", 
Qualiry Progms, November 1995, pp. 67-70; Martha H. Peak, "TQM Transforms the Classroom", 
Management Review , September 1995, pp.13-18; Kimbedy Buch and J. William Shelnutt, "UNC 
Chadone Measures the Effects of lts Quality lnitiative", Qualiry Progress, July 1995, pp.73-77; William 
E. Kent, Kad Lian, Mahmood A. Khan, & John O. Anene Jr. "Colleges' Hospitality Progran1s: 
Perceived Quality'', The Come!/ H.RA. Quarterry, Vol34, No.6, December 1995, pp. 90-95; and Harry 
V. Roberts, editor (1995) Academic lniti.ativtS in Total Qualiry far H,¿:her EdufOtion , Milwaukec, WI: ASQC 

Quality Press. 

4 Air Force Development Test Center, 13. 
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the organization-managers and workers-in a totally integrated effort toward 

improving performance at every leve!. This improved performance is directed 

toward satisfying such cross-functional goals as quality, cost, schedule, mission 

need, and suitability. TQM integrates fundamental management techniques, 

existing improvement efforts, and technical tools under a disciplined approach 

focused on continua! process improvement. The activities are ultimately 

focused on increased customer / user satisfaction." 

A more workable definition is the one suggested by Goetsch & Davis 

(1995:6) .... Total quality is an approach to doing business that attempts to 

maximize the competitiveness of an organizalion through the continua! 

improvement of the quality of its products, services, people, processes, and 

env1ronments. 

The most conc1se and agreeable definition of Total Quality to both 

business and academic leaders (Bounds et al., 1994:4) is the one proposed by a 

study group of the 1992 Total Quality Forum5
: "a people-focused management 

system that aims at continua! increase in customer satisfaction at continually 

lower real cost. TQ is a total system approach (not a separate area or program), 

and an integral part of high-level strategy. lt works horizontally across 

functions and departments, involving ali employees, top to bottom, and 

extends backwards and forwards to include the supply chain and the customer 

chain" (Rampey & Roberts, 1992). 

The definition supplied by Qualiry Progress one of the most recognized 

publications in the field6, describes TQM as : " a management approach to 

long-term success through customer satisfaction, based on the participation of 

5 Toe Total Quality Forum is a consortium of business and academic leaders who come together 
annually to study TQM and clisseminate their leamings (Bounds et al., 1994:3). 

6 See "The Quality Glossary", Quality Progrw, (February 1992) , pp. 20-29. 
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ali members of an organization in improving processes, products, services, and 

the culture in which they work." Far TQM to work, managers must believe in 

quality far customers as a primary organizational aim and they must act to 

achieve this aim (Sashkin & Kiser, 1991:26). Mamger's challenge is to create a 

pattern of shared values and beliefs throughout the organization so that ali 

members work toward quality. 

Sorne quality experts have described TQM as a dream or a pass1on; 

unless every member of the organization fully believes in quality far the 

customer, success through TQM is nearly impossible to achieve. The most 

important parts of this system of total quality are: l) people's skills and talents, 

and 2) how people are managed (Ivancevich, et al., 1994:123). 

According to U.S. management consultant J. Michael Crouch (1992) the 

two bodies of knowledge which comprise Total Quality Management are: 

1. The concepts of continuous process improvement (as described by 

Shewhart, Deming, Juran and to a lesser extent by Crosby), and 

2. The principies of organizational and individual behavior change (described 

by Burack, Moss Kanter, Tichy, Peters, and others). 

Quality is the totality of features and characteristics of a good or service 

that bears on its ability to satisfy stature or implied needs (Ivancevich, et al., 

1994:122). TQM is management that ensures an organization and ali 1ts 

members operate with commitment to continuous improvement and to 

meeting customer needs completely (Schermerhcrn, Hunt, & Osborn, 

1994:5). The need to center every organizational member's interest and passion 

on the customer, is perhaps one of the most demrnding prerequisites of the 

total quality movement. Experts agree, that to be able to cal! it total quality is 

because everybody within the enterprise is committed to customer satisfaction. 
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2.1.2 The dimensions of quality 

Far A. C. Rosander (1989) quality can be described in terms of eight 

vectors, dimensions, or aspects which may be characterized as follows: 

1) Management ... overa!! direction; 2) Supervision ... specific direction; 

3) Statistics ... technique, data; 4) Psychology ... people; 5) Economics ... cost; 

6)Time ... scheduling, sequencing; 7) Processes ... processes, system; 8) Subject 

matter ... corrective action, remedy.7 

Far Sitkin, Sutcliffe, & Schroeder (1994:541) the core philosophy of 

TQM is reflected in three basic precepts: 

1. focusing on customer satisfaction 

2. stressing continuous improvement 

3. treating the organization as a total system--an integrated system 

perspectwe. 

Far Dean & Bowen (1994:394), total quality has been seen as a 

philosophy or an approach to management that can be characterized by its 

principies, practices, and techniques. I ts three r rinciples being : customer 

focus, continuous improvement, and teamwork; and far them, most of what 

has been written about it is explicitly or implicitly based on these principies. 

2.1.3 Historical development 

As a concept, quality has been with us far millennia. Only recently has it 

emerged as a formal management function. The dis:ipline is still evolving. In its 

original form, it was reactive and inspection-oriented; today, quality-related 

7 Rosander, 1989, pp. 179-180. 
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activities have broadened and are seen as essential for strategic success (Garvin, 

1988:3). Most modem approaches to quality have emerged gradually, arriving 

through steady evolution rather than dramatic breakthroughs. They are the 

product of a series of discoveries. 

Total quality evolved from inspection on the factory floor at the 

beginning of the century, to total quality management at the dawn of the 

twenty-first century. In the eighteenth and nineteenth centuries, quality control 

as we know it today did not yet exist. Most manufacturing was performed by 

artisans and skilled craftsmen or by joumeymen and apprentices who were 

supervised by masters at the trade (Chandler Jr., 1977:50-64). Artisans have 

traditionally always been responsible for the quality of work they produced. It 

was only, when workers found themselves grouped together in factories, that 

the responsibility for checking the quality of their work devolved to the line 

supervisor (Kelada, 1996:53). 

Statistical approaches to quality control had their ongms at Western 

Electric when the inspection departrnent was transferred to Bell Telephone 

Laboratories in the 1920s. The pioneers of quality control-Walter Shewhart, 

Harold Dodge, George Edwards, and others--devdoped new theories and 

methods of inspection to improve and maintain quality. Control charts, 

sampling techniques, and economic analysis tools laid the foundation for 

modem quality assurance activity and influenced the thinking of their 

colleagues W. Edwards Deming and Joseph M. Juran (Dean Jr. & Evans, 

1994:5) 

Dobyns and Crawford-Mason (1991) attributed to U.S. General of the 

Army, Douglas MacArthur, Supreme Commander of the Allied Powers in 

Japan after World War 11, the initial efforts to supply .American experts to help 

in the development of Japanese industry. The first Am~ricans to attend his cal! 
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were Homer M. Sarasohn, Charles W. Protzman, and later on Deming.8 

Deming and Juran introduced statistical quali~{ control to Japanese workers 

(Dean Jr., & Evans, 1994:5) 

This is how Dobyns & Crawford-Mason describe what happened: 

"within five years of the end of World War 11, Japanese managers were being 

taught management of quality, engineers were leaming statistical quality control, 

and the most senior industrialists were being irnpressed by the importance of 

quality" (pp.16-17). "The Japanese had leamed how to produce quality from 

Sarasohn, Protzman, Polkinghom, Deming9
, Juran, Feigenbaum, and others. 

Ishikawa and Taguchi would add their own quality wrinkles in Japan over the 

years, justas Crosby would in the United States beginning in 1979" (p.21). 

In Kelada's view (1996:53) quality evolved from inspection to control, to 

statistical process control, to quality assurance, then quality management and 

finally to TQM. These are the same four distinct "quality eras" described in 

detail by Garvin (1988:3-19). 10 As the line supervisor's duties expanded into 

hiring workers, training them on the job, paying them at the end of the day or 

of the week, and sometimes even settling their personal conflicts, a new 

discipline was created: inspection. 

Goods were produced in small volumes; parts were matched to one 

another by hand, and after-the-fact inspection to ensure high quality was 

conducted informally, if at ali. Formal inspection became necessary only with 

8 Dobyns Uoyd and Ciare Crawford-Mason (1991) Quality or Eúe : The Revolution in World Businw , 

Boston, MA: Houghton Mifflin Company, pp.10-21. 

9 For a detailed account of Deming's work and teachings to Japanese workers and managers, see Mary 
Walton (1986) The Deming Managemmt Method , New York, NY: Perigee Books, Chapter 1, "W. 

Edwards Deming: A Biographical Note", pp. 3-21. 

10 Garvin, David A. (1988) Managing Quality: The Strategic and Competitive Edge, New York, NY: The Free 
Press. l11e first chapter gives a detailed accounr of the h.istory and evolution of total qual.ity centered 

around U.S. devdopments. 
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the rise of mass production and the need for interchangeable parts. As volumes 

increased, the process required a large pool o f skilled labor which was both 

costly and cime-consuming. 

Subsequently, inspection was further extended to work-in-process. Then 

carne the American system of manufacturing: : the use of special-purpose 

machinery to produce interchangeable parts by following a preestablished 

sequence of operations (Abemathy & Corcora:1, 1983; Hounshell, 1984; M.R. 

Smith, 1977). 

Most initial efforts in the early 1800s, we::-e connected with the military's 

demand for armaments and were closely coordinated by The U.S. Ordnance 

Department, the nacional armory, and the Harpers Ferry Armory. In consumer 

products, the Singer Company, which manufactured sewing machines, and the 

McCormick Harvesting Company, which made farm equipment, later adopted 

the same techniques (Garvin, 1988:4). From a quality control standpoint, the 

key breakthrough was the development of a racional jig, fixture, and gauging 

system (Hounshell, 1984:6, 34-35). As this manufacturing system matured, 

gauging became more refined, and inspection became even more important. 

In the early 1900s, Frederick W. Taylor ge.ve the accivity added legitimacy 

by singling it out as an assigned task for one of the eight functional foremen 

required for effective shop management. 11 Taylor's concept of "scientific 

management" greatly influenced the nature of quality in manufacturing 

organizations. By focusing on production efficiency and decomposing jobs into 

small work tasks, the modem assembly line destroyed the holistic nature of 

manufacturing. To ensure that products were manufactured correctly, 

independent "quality control" departments assumed the tasks of inspection. 

11 Taylor, Frederick Winslow (1919) Shop Management, New York, NY: Harper & Brothers, p.101 
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Thus, the separation of good from bad product became the chief means of 

ensuring quality (Dean J r. & Evans, 1994:5). 

lnspection activities were linked more formally to quality control m 

1922, with the publication of G.S. Radford's The Control ef Qualiry m 

Manefacturing. 12 For the first time, quality was viewed as a distinct management 

responsibility and as an independent function (Garvin, 1988:5). Here matters 

stood for several years. Quality control was limited to inspection and to such 

narrow activities as counting, grading, and repair. Troubleshooting was 

considered beyond the reach of the average inspection departrnent (Bicking, 

1958:7). 

In turn, inspection gave way to control. The stimulus for change was 

research conducted at Bel! Telephone Laboratories 13 as mentioned above. 

Tests were designed control systems established, laboratories built. Toward the 

end of the 1920s, statistical techniques were developed and applied to quality 

control (Statistical quality control, including acceptance sampling and statistical 

process control (SPC)). 

The year 1931 marked a watershed for t:1e quality movement with the 

publication of Shewhart's Economic Control ef Quafiry ef Manefactured Product (New 

York: D. Van Nostrand Co.), giving the discipline a scientific footing for the 

first time. Much of modem-day quality control can be traced to that single 

volume. Shewhart was the first to recognize that variability was a fact of 

industrial life and that it could be understood using the principies of probability 

and statistics (Garvin, 1988:6). 

12 According to David A. Garvin this book "eveo touched on a oumber of principies regarded as ceotral 

to modem-day quality cootrol: the need to get designers iovolved eatly io quality activities, the need 
far clase coordination among the various departmeots affectiog quality, and the association of quality 
improvemeot with iocreased output and lower costs" (Ibid., p 5). 

13 Garvin, op cit., p. 6. 
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Control is an activity whose objective is to detect errors and defects for 

their eventual correction. However, prevention being more efficient and 

economical than correction, quality assurance was introduced and encouraged. 

Suppliers were required to provide their customers with an assurance that the 

products ordered would be designed, manufactured, and delivered to the leve! 

of quality ordered. 

During the period of quality assurance, quality evolved from a narrow, 

manufacturing-based discipline to one with broader implications for 

management. Problem prevention remained the primary goal, but the 

profession's tools expanded far beyond statistics. Four separate elements were 

involved: quantifying the costs of quality, total quality control, reliability 

engineering, and zero defects (Garvin, 1988:12). 

But to ensure quality, it was found that one had to plan it, back it up 

with adequate organization (structures and systems), and manage one's 

personnel with an eye to obtaining and controlling the required quality. In 

short, one had to manage quality. Therefore, from quality assurance, interest 

tumed to quality management (Kelada, 1996:54). 

With the appearance of the notion of total quality carne the realization 

that to achieve it one had to adopt a new :;tyle of management : TQM. 

Although concerns for quality surfaced early in the century (e.g., Shewhart, 

1931) and began to diffuse following World War 11, it is only within the last 

decade that corporations, consumers, and government agencies in the United 

States have become broadly aware of the TQM concept (Lawler, Mohrman, & 

Ledford, 1992; Port, Carey, Kelly, & Forest, 1992; Seymour & Collett, 1991). 

Another author suggests that TQM had its beginnings with a Japanese 

invention called quality circles (QCs), sometimes referred to as quality control 
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circles. The idea behind QCs was to bring workers together in regular weekly 

meetings to discuss ways of improving the workplace and the quality of work. 

Workers were encouraged to identify potenti::J quality problems and then 

discuss and develop their own solutions (Williarns, 1994:6). 

2.1.4 TQM today 

fü for what TQM is today, Snell ancl Dean (1992:470) succinctly 

captured the core features of TQM as it has come to be practiced: "total quality 

is characterized by a few basic principles--doing things right the first time, 

striving for continuous improvement, and fulfilling customer needs-as well as 

a number of associated practices". For Kossoff (1994) the three objectives of 

total quality, each one definable and measurable are : 1) reduction of variation, 

in all aspects of the operation, 2) building systems for continuous 

improvement, and 3) optimization of al) aspects of the organization-building 

over the best, reducing waste, cooperation and coordination between al) 

departmen ts, divisions and organizations. 14 

Sorne of the latest developments we can cite, include Cohen & Brand's 

(1993) book to promote TQM within govemment institutions, where they 

espouse as the essential core concepts of total quality management the 

following three: 1) Working with suppliers to ensure that the supplies utilized in 

the work processes are designed for your use; 2) Continuous employee analysis 

of work processes to improve their functioning and reduce process variation, 

and 3) Close communication with customers to identify and understand what 

they want and how they define quality.15 

14 Kossoff, Leslie L. (1994) Closing the Gap: The Handhook far Tot.,I Quality Implementation, Knoxville, TN: 
SPC Press lnc., p.11. 

15 Coheu, Steven, and Roaald Brand (1993) Total Q11ality Managtment in Govmiment: A Practica/ G11ide Por 

The &al World, San Francisco, CA: Jossey-Bass Publishers. 
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Also Hatala & Zuckerman's American Quality Archetype, 16 and one of 

the latest articles on the topic by Reed, Lemak, & Montgomery (1996) who 

consider TQM in relation to firm orientation and identify market advantage, 

product design efficiency, process efficiency, and product reliability as the key 

features of its content. 17 

2.1.5 Total Quality Management as organizational change 

Effectiveness of a particular managerial technique 

depends on its congrnence with the cultural values 

of the work context. 

--Erez & Earley, (1993:222). 

TQM is a prominent example of fundamental organizational change that 

many executives are attempting to inculcate in their firms (Reger, Gustafson, 

Demarie, & Mullane, 1994:565). Several experts have suggested that successful 

implementation of TQM requires "metamorphosis; total change" (Dobyns & 

Crawford-Mason, 1991:151), "radical change ... a :::hange in the basic philosophy 

of everyone in the company" (Munroe-Faure & Munroe-Faure, 1992:8-10) ora 

"paradigm shift" similar to the reframing ·:hat occurs during scientific 

revolutions (Blackbum & Rosen, 1993; Kuhn, 1970). 

If change is necessary for adequate TQM implementation, what kind of 

change are we talking about?. What is the message being sent by both 

researchers and practitioners?. Is the theory behind organizational change 

efforts sufficient for this aim, or do we need te concentrate more on specific 

16 Hatala, Lewis J., and Macilyn R. Zuckeanan Oune 1994) "An Ali-American Approach to Quality", 
ExecutiveExceílenu, Vol. 11, No. 6, pp. 17-18. 

17 Reed, Richard, David J. Lemak, and Joseph C. Montgomery Oanuary 1996) "Beyond Process: TQM 
Content and Finn Performance", Academy oJ MPnagemenl Revie1,, Vol. 21 , No. 1 , pp. 173-202. 
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venues for incrementally changing organizatiom (Ackerman, 1982; Beckhard, 

1984; Buono, Bowditch, & Lewis 111, 1990; Fombrun, 1994; Kilmann, 1990; 

Kilmann & Covin, 1990; O'Toole, 1995). 

In any case, one issue stands clear from the literature and that is the 

concept of cultural change. No renovation can occur within an organization if 

its not compatible with the existing organizational culture, not even TQM. 

That means that to properly implement a philosophy like total quality, the 

culture must be adapted or changed to fit with the quality principies. 

Hradesky in his TQM Handbook establishes that "changing the culture 

within an organization is one of the tracks required to move an organization 

from a hierarchical, tradicional organization to an empowered, TQM 

organization." To achieve thc goals of TQM a new culture must be establishcd 

in a company. This new culture will promote and support TQM, and it will 

allow a company to survive new challenges. 18 

Hradesky makes it clear that success with TQM, will depend on: 

• Achieving customer satisfaction, both interna! and externa! 

• Creating and sustaining cultural change 

• Achieving the goals of the Critica! Business Success Factors 

• Continuously improving performance measurements.19 

These requirements once again, signa! to the need for cultural adaptation 

or change in the organization, if TQM is to be effective. 

18 New, York, NY: McGraw-Hill, 1995, p. 129. 

19 Op ciL, p. 130. 
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2.1.6 Total Quality needs cultural change 

Historically, Western organizations, whether in the pnvate or public 

sectors, have promoted interna! competition and, in turn, adversaria! 

relationships. Typically organizations have pro:noted, or at least condoned, 

competition-among departments, among employees, or between 

management and labor. In such organizations, a "me-against-you" attitude is 

part of the organizational culture (Goetsch & D.ivis, 1995:35). 

In many Western organizations this type of culture has led to an attitude 

among employees of "I can't win, so I'll just put in my time and collect my 

pay". In such organizations, employees and managers alike often complain that 

if only higher management would listen, work could be done more efficiently. 

At the same time, many upper-level managers in such organizations belicve that 

unless employees are taken by the hand and told what to do, when to do it, and 

how to do it, they won't work at ali. 

In these traditional organizations, few workers or mid-level managers 

have a firsthand knowledge of the organization's vision, goals, or objectives. 

Consequently they work in the dark, operating on the assumption that what 

they do every day is somehow the right thing to do. But this belief can be 

difficult to sustain when employees know from firsthand experience that there 

is a better way. Knowing this but not being able to do anything about it can't 

help but hurt morale. Total Quality offers a better approach (Goetsch & Davis, 

1995:36). 

Quality improvement efforts like TQM, p~ocess improvement or the use 

of teams, are transforming organizations--changing their interna! design, 

structure, and culture, as well as changing how work is designed and conducted 

(Margan & Smith, 1996:39). The changes in strncture, culture, and jobs create 
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needs for new knowledge, skills, aptitudes, temperament, and interests in the 

workforce of the organization .Most managers understand the importance of 

quality and most corporations stress to their customers that they are quality

oriented organizations, however, few companies incorporate quality as a 

strategic issue to the degree that it is an ingrained part of the company's culture 

(Handfield & Ghosh, 1994).2º 

A fundamental change in the culture of most organizations is required to 

sustain Iong-term quality improvement (Fortuna, 1990:24). In the 1987 

ASQC/Gallup Survey21, 43% of ali executives rated "changing corporate 

culture" as most importan! as opposed to only 15% in the previous year. 

Executives in larger organizations tend to agree even more strongly with this 

idea. It is possible to improve quality management and its implementation 

through the study of organizational culture (van Donk & Sanders, 1993). Many 

quality experts maintain that TQM must be a top-clown process, integrated into 

the corporate culture (Berry, 1991; Dubrin, 1995:309). 

Creating a corporate culture of quality is one of the leadership practices 

that foster TQM. A mission statement contributes substantially to creating a 

corporate culture of quality (Dubrin, 1995:310). This is important because 

significant quality improvement requires an upheaval of the corporate culture. 

If the corporate culture does not embody quality, any quality improvement 

efforts will probably be shallow and short li..-ed. World-class quality leaders 

such as Xerox, Satum, Motorola, and Waterman operate in a culture of quality 

(Bowen & Lawler 111, 1992). 

20 Handfield, Robert, and Soumen Ghosh (1994) "Creating a Total Quality Culture Through 

Orga.ni.zational Change", Joumal oJ lnltmalional Marketing , Vol. 2 , No. 3. 

21 Fortuna, Ronald M., "Toe Quality lmperative" in Emst & Young Quality lmprovement Consulting 
Group's Total Quality : An Exm,livu Guitk far the 1990J , HJmewood, IL: Business One lrwin, 1990, 

pp 23-24. 
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Perhaps no other author has been more suggestive about the cultural 

change needed for quality to become everybody's business within a firm as 

British consultant Philip E. Atkinson, when he asserts that culture change, 

getting people to change the way they behave, is what separates TQM winners 

from the losers.22 "Quality is about attitude, says Atkinson, quality is something 

which is engineered through effective human relations" (1990:7). "Quality is the 

responsibility of everybody (p.9) ... TQM is a behavioral intervention requiring 

attitude change, although it is founded upon measurement and control 

(p.16) ... we would strongly support a customer-driven rather than a product-led 

strategy for companies to pursue-but they must have the right culture to 

support this approach, ali the way through the cornpany." 23 

Continuous improvement as a way of life i:, one of the dominant values 

in a quality corporate culture. The quest for continuous improvement is closely 

associated with Kaizen, a philosophy of gradual improvement in personal and 

work life. Companies use Kaizen to program themselves with positive thinking 

so that small improvement takes place everyday (Dubrin, 1995:311). 

Kaizen is a long-term gradual improvement, involving a series of small, 

sometimes imperceptible changes. The spirit of Kaizen improves quality 

because it prompts employees to stay alert for possible small improvements 

(Lane & Green, 1994). Workers are also encouraged to look for things that are 

not quite right but are not yet full-blown problems. According to Masaaki Imai 

in total quality control, "the first and foremost concern is with the quality of 

22 Atkinson, Philip E. (1990) Cmiting Culturr Change : The Kry to Sucmsjul Total Qualiry Managemmt , 

Bedford, UK Pfeiffer & Company. 

23 Atkinson, op cit, p. 24. 
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people ... a company able to build quality intc its people 1s already halfway 

toward producing quality products." 24 

Dubrin (1995) recommends an exerc1se for leaders to build up their 

skills in designing a quality culture, using an instrument that can also be used as 

a diagnostic tool. The instrument describes :,even characteristics of TQM 

companies as opposed to tradicional companies and asks respondents to mark 

which of the two lists better reflects their own organization.25 

From a published brochure for quality implementation we found a list of 

characteristics describing a TQM company, these are: 

• Driven by customer needs 

• Prevention of problems befare they happen 

• Nothing less than 100 percent will do 

• Committed to quality at the source 

• Cooperative, interdepartmental teams 

• High employee participation-ernpowered work force, and 

• Long-term staying power a prirnary goal. 26 

Another perspective is offered by Ishikawa (1985) one of the Japanese 

experts in total quality, who says that organiz2.tions transform themselves by 

adopting six new ideas : 

24 lmai, Masaaki (1986) &iZ!f1 : The [0i to Japanm Competitive Success , New York, NY: Random House, 
p.43. 

25 The source of tb.is i.nstrument is "Total Quality Management : A Step-lry-Step Cuide to Making TQM Work 

for Yotl', Nati.onal Semi.nars Brochure, 1992. 

26 Dubrin, Andrew J. (1995) úadership : Research Findings, P,-ctice & Skills , Boston, MA: Houghton 
Mi.ffli.n Co., p. 312. 
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1. Quality, not short-term profit, first. 

2. Consumer, not producer orientation. Think from the standpoint of the 

customer. 

3. Elimination of interna] barriers to quality (departamentalism). 

4. Utilization of statistical methods. 

5. Respect for people as a management philosophy; full participation. 

6. Cross-functional management. 27 

One of the greatest obstacles faced by organ1zations attemptmg to 

implement total quality is the cultural barrier. For Goetsch & Davis (1994:122) 

a quality culture is "an organizational value system that results in an 

env1ronment that 1s conducive to the establishment and continual 

1mprovement of quality. It consists of value:,, traditions, procedures, and 

expectations that promote quality". As such a quality culture can be recognized 

by the presence of several specific characteristics. 

The descriptions of a quality culture can be used as guidelines by 

managers, to envision the kind of culture that would be supportive of a climate 

conductive to continuous improvement, of an atmosphere of cooperation 

among employees, and a never ending disposition towards pleasing customers 

both internal and externa!. 

27 Ishikawa, K.aoru, (1985) What iJ Total Qualiry Control ? Tbe Japanm W ,ry, Englewood Cliffs, NJ: 
Prentice-Hall, Inc. p.90. Another book by Ishikawa is Cuide to Qualiry Control, (1971, 1994), White 
Plains, NY: Asian Productivity Organization/Quality Resourc:es. 
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2.1.7 Total quality in Mexico 

"By using their unique skills and reforming their equally 

unique weaknesses, Mexican businesses have succeeded 

in creating a special brand of total quality." 28 

In 1987 the General Direction of Training and Productivity through the 

Promotion of Productivity Direction of Mexico's Ministry of Labor (Secretaria 

del Trabajo y Previsión Social) published an article entitled Total Control of 

Quality (Control Total de Calidad)29 describing quality control circles, their 

antecedents, development, uses and benefits. When describing their viability 

for Mexico, they mention that the first experiences with their use began in 

Mexico in 1976. 

Although they did not show exact figures of how many QCs were 

functioning, they did mention 80,000 people involved directly or indirectly. 

From that number they inferred that sorne 10,000 QCs were at work in the 

country. They referred to the fifth Quality Circles convention held in Puebla 

and that there were groups representing severa[ industries like textiles ( e.g., 

Textiles San Marcos), manufacturing (e.g., Cafés de Veracruz), steel (HYLSA), 

electrical (e.g. Conductores Monterrey), and metal-mechanics (e.g., PRISMA), 

ali having had successful implementation of QCs. 

According to the study, QCs function under different names like: quality 

assurance teams, productivity groups, functional groups, corrective action 

groups, integrated nuclei for quality work, or simply quality circles (p.11). 

Expectations for their further development required, according to this 

28 Gutierrez, Julio (May 1994) "Mexico's Total Quality Effort",.Q11a/i~ Progrm, Vol. 27, No. 5 , p. 75. 

29 "Control total de calidad" , Managemenl Todtry en E.rpañol, México, D.F., México, Abril de 1987, pp. 7-15. 
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govemment group, "adaptation to our culture (with its values and beliefs) and 

not trying to apply them orthodoxically with strictness to the Japanese model". 

Mexico is taking its first steps to incorporate into the total quality 

movement, but the efforts are isolated (De la Cerda Gastélum, 1990:10). 

Institutional effort to foster productivity and quality has been timid and 

inconsistent. Several government programs and organisms have had "a six year 

life" 30 (e.g., Centro Nacional de la Productividad, Instituto de Adiestramiento 

Rápido de la Mano de Obra, and others). Lack ,)f consistency and sometimes 

lack of resources explain in large part their modest results. There have been 

sound successes but also failures and in any case the experiences are sparse. If 

anything characterizes the reported advancements of productivity and quality in 

Mexico would be in reference to a few organizations (De la Cerda Gastélum, 

1990:11). 

The group Cambio Organizaciona! (Organizational Change) offered a brief 

but important history of the 1980s advancements.31 The results from their 

annual surveys show sorne progress in mentality and knowledge about quality, 

but also notice great resistance in the practice, Mexican organizations don't 

decide to fully enter in the quality commitme·:1t. Even from their so called 

"optimistic" sample of Mexican companies the majority of respondents make 

very elementary participation or quality/produc:tivity efforts, or their reach is 

very superficial.32 According to De la Cerda (1990:12) these results do not 

represent the nacional mean but only a small advanced and change oriented 

sector. 

30 De la Cerda Gastélum uses the Spanish term "sexenales" thai: implies the six years tbat every president 

stays in officc, with no possible reelection. 

ll Cambio Organiz.acional, Año VI , No. 11 , Junio 1986, showi; comparative results from quality surveys 
far the period 1983-1986. 

32 Cambio Organiz.acional, Aiio V , No. 10, Mayo 1985, p. 4. 
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The surveys revealed that during the 1980~; sorne structural arrangements 

surged in organizations to improve quality, and new jobs were added for total 

quality management and assurance. Top management focused more on 

formulating an organizational vision, their consequent systems, and process 

improvements. There was a growth in the perception of the total system (from 

suppliers to distributors), and the setting of quality parameters for ali 

departments; there was also an increment in marketing research to determine 

customers' satisfaction. 

Another regional study (Alatorre & Mecrano, 1988) revealed that total 

quality management concepts and practices are mainly diffused in industrial 

large companies, while they notably lack in ~.maller enterprises, in primary 

fields, and services.33 This seems to be a trencl as reported by other sources 

(Flores, 1989). Research is still small to ascertain the magnitude, diffusion, and 

reach of total quality in Mexico. In 1987 the t\ ational Council of Science and 

Technology (CONACYI) and the Center for Technological lnnovation at 

UNAM, developed a research project to analyze the impact of quality 

management on industry's problem solution and the possibilities that quality 

circles could be applied to Mexican enterprises.34 

The Mexican Foundation for Total Quality (MFTQ) was established in 

1988 with "what seemed to be an esoteric goal: to promote a culture and 

consciousness of quality in Mexico" according to its former president Julio 

Gutiérrez. 35 The foundation's guiding theory was that it was not enough to 

introduce quality standards into the workplace; it believed that to sustain 

33 Alatorre, F. Hemandez y A. Medrano (1988) "Análisis de los sistemas de calidad-productividad en la 

gran industria local" , ITESO , Guadalajara, Jalisco, mi.meo. 

34 García Salord, Susana y María Josefa Santos (Octubre 19117) "Los Círculos de Calidad: solución al 
problema de productividad en México", Managemmt To~ er. español, Año XIV, No. 4, p. 37. 

35 Gutiérrez, Ibid. 
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quality, adherence to the highest quality standard:; would have to permeate the 

nation's consciousness. To achieve this goal the MFTQ has brought together a 

mix of industrialists, academicians, researchers, and even philosophers. 

Gutiérrez sustains that Mexico is making substantial progress in this aim as 

proved by severa! companies, like the Mexican operations of American 

Express, General Motors, and Mexican companies like Aeroméxico, Hotel 

Camino Real, and wire manufacturer Hylsa. 

Mexico's National Quality Award was established in 1990 with the goal 

of fostering a Mexican quality and productivity culture, creating consciousness, 

facilitating information exchange between organizations and diffusing the 

award's modelas a diagnostic tool. 36 Every year the country's President holds a 

ceremony to deliver the awards. 

Applicants for the Award are judged on eight criteria, including client 

satisfaction, leadership, quality control systems, and, most important, results. In 

the judging process, firm size and resources are taken into account so that the 

award is given on the sheer merit of each company's total quality program. In 

addition, the domestic and internacional marketplace conditions for each 

applicant's industry, and the importance of suppliers and other outside 

influences, are considered.37 

The Award has been in existence for seven years, a total of 591 

companies have participated, 104 have reached the finals, and 18 have won the 

award.38 According to the Mexican Foundation for Total Quality and the 

Award's bureau, there is an increasing interest by nacional companies towards 

36 "Premio Nacional de Calidad 1995", Management Tod,ry tn español, Diciembre 1995 , Año XXII, No.4, 
p. 3. Tus arride describes the winning companies : Vel-Con, Vitro Fibras, and Frisa. 

37 Gutiérrez, op cit., p.76. 

38 Castillo, Jesús (November 22, 1996) "Crece interés de firmas en incentivar la calidad", &forma , 

México, D.F., México, p. 27 A. 
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continuous improvement criteria and total quality (Castillo, 1996). The years 

1990 and 1991 were the ones with the most participation. In 1992 the Award 

wmners were the General Motors Toluca plant and Crysel, a textile fiber 

manufacturer. Attendance began to stabilize by 1993, when 86 companies 

showed interest in the tools for quality. By 1995 óere were 63 contestants for 

the Award, 57% belonging to the industrial sector, 38% to services, and 5% 

commercial companies. Fifty were prívate compar.ies and 13 were govemment 

owned. 

Even though in 1995 companies spoke litt.e about quality, without this 

meanmg that it was eliminated, in 1996 the two bureaus in charge, have 

received a larger demand for information on the topic. Little by little 

companies have begun to see that quality systems can become an important 

competitivity too!. Nowadays the FUNDAMECA is conducting a study to link 

quality consultants with the micro and small enterprises, as part of the National 

Quality Program.39 In the 1996 Award ceremony,. Fundameca's new president 

José Giral, himself a quality consultant, mentioned that around a thousand 

Mexican companies have well developed and implemented quality processes 

that have allowed them to compete intemationally.40 In fact these companies 

account for 80% of the country's total exports. 

Additional sources related to total quality in Mexico, or the techniques to 

achieve it are : Andrade (1996), De la Cerda Gastélum (1990), García Salord & 

Santos (1987), Management Todqy en español (Marzo 1991; Diciembre 1992; 

Diciembre 1993; Diciembre 1995), Rivero (1989, 1991), Serralde (1989, 1991), 

Suárez Nuñez (1993) , and publications by the Mexican Foundation for Total 

Quality (FUNDAMECA). 

39 Ibid. 
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2.2 Organizational Culture 

"Y ou can live with your c_orporate culture, or you can 

change it. However, you can't ignore it." 

--Patrick Flanagan 41 

Every organization has an invisible quality-a certain style, a character, a 

way of doing things-that ultimately determines whether success will be 

achieved. Ironically, what cannot be seen or touched may be more powerful 

than the dictates of any one person or any formally documented system. 

Culture is the invisible force behind the tangibles and observables in an 

organization, a social energy that moves the people into action. Culture is to 

the organization what personality is to the individual-a hidden yet unifying 

theme that provides meaning, direction, and mobilization (Kilmann, 1990:50). 

The notion of culture in a company is complex and elusive. In general, 

culture refers to the everyday work experiences of the mass of employees 

(Scholtes, 1992). For Schein (1996:231) culture viewed as such taken-for

granted, shared, tacit ways of perceiving, thinking, and reacting, is one of the 

most powerful and stable forces operating in organizations. It seems that any 

organization can find itself with an outdated culture if its culture is not 

managed explicitly. If left alone, ali cultures eventually become dysfunctional 

(Kilmann, 1990:55). 

An Organizational culture can shape the beliefs and assumptions that 

focus people's attention and channel their efforts (Harrison, 1994:65). Chief 

40 Castillo, Jesús (5 de Diciembre 1996) "Premio Nacional de Calidad", &Jom,a, Suplemento Hecho en 

México: Exportación y Calidad, pag. 7. 

41 Aanagan, Patrick Quly 1995) "TI1e ABC's of Changing Corporate Culture" , Managemml Review, New 
York, NY: American Management Association, pp. 57-61. 
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arnong these are beliefs about the way work gets done, how change occurs, 

who is powerful, what clients and customers expect, and how external trends 

and development affect the organization (Argyri~; & Schon, 1978; Davis, 1984; 

Kotter & Heskett, 1992; Schein, 1985; Starbuck, Greve, & Hedberg, 1978). 

An organization's culture provides the social context in and through 

which the organization performs its work, and it is important for organizational 

productivity and adaptability (Ouchi, 1981; Peters & Waterman, 1982). Arnong 

the assumptions worth analyzing we find the following: one important 

assumption is how the organization relates to its environment (e.g., submitting, 

dominating, hannonizing, or finding a safe niche). Another assumption is how 

the organization handles facts and discovers truth: through revelation from the 

top of the hierarchy, through management consensus or through broad 

participation. Still another is how it views human nature, are humans seen as 

naturally good, bad or neutral ? How should they be treated ? What is the right 

way to treat people ? (Nolan, et al., 1993:34). 

2.2.1 Organizational culture as a research topic in management 

Professors Trice and Beyer (1993) in 1hcir brief history of cultural 

research in organizations, suggest that the first textbook on cultural perspective 

on work organizations was published by Burley B. Gardner in 1945. Their 

historical overview includes comments on the work and contributions by Elton 

Mayo (1931, 1932), W. Lloyd Warner (1937, 1947), Fritz Roethlisberger & 

Williarn J. Dickson (1946), David G. Moore (his 1954 dissertation), James C. 

Worthy. They also discuss William Foote Whyte's seminal work Street Corner 

S ociery (1948) which described the informal social structure and symbols of the 

North Boston area he studied. In Frost, et al. (1991) there are sorne essays 

acclaiming this early work by Whyte. 
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Later works considered as antecedents of the current wave of interest 

were by Donald Roy (1952, 1953, 1954, 1960), then Melville Dalton who 

published Men Who Manage (1959), Selznick :1949), and finally John Van 

Maanen (197 6, 1979b). 

The concept of organizational or corporate culture became an important 

theme in the 1980s (Frost, Moore, Louis, Lundberg, & Martin, 1991). Staw 

(1984) considered organizational culture the ho·::test research tapie at the time 

of his review. Around that time the management literature began to popularize 

the claim that the excellence of an organization is contained in the common 

ways by which its members have learned to think, feel, and act (Hofstede, 

1991:18). 

In a recent review of the field of organizational behavior Wilpert (1995) 

began the analysis of theoretical developments, with the issue of organizations 

as constructed realities--organizational symbolism. Cummings (1982) predicted 

that symbolic aspects like myths and stories were to become increasingly 

important in organization theory. By 1992, works like that by Joerges 

Czarniawska advocated an anthropological approach to the analysis of complex 

organizations. One of his concerns was the pr::)blems of conceptualizing and 

analyzing the emergence and existence of inter~;ubjectively shared meanings in 

organ1zat.1ons. 

Organizationa! culture is a term whose currency among pract.1t.1oners m 

present-day organizations rivals that of organitationa! !earning. Managers have 

learned to speak of "our culture" as familiarly and with as little sense of the 

problematic as they speak of "our kind of people".42 

42 Tbis comm=t is made in their review of the evolving field of organizational leaming by Argyris, Ch.ris, 
and Donald A Schon (1996) 07,aniZf2tional uaming JI, Reading, MA: Addison-Wesley Publishing Co., 
OD Series, p.185. 
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The idea of corporate culture has acquired the status of a dominant 

concept in the popular and academic managemi~nt literature of the U.S. and 

UK (Salama & Easterby-Smith, 1994:21). One of the reasons for the 

"discovery" of culture orig1nated from the resistance within organizations to 

changes in strategy and structure. The concept of culture extends ideas about 

resistance to change to include an awareness that structures and systems 

embody deep-seated values that may work against change (Hinings, Thibault, 

Slack, & Kikulis, 1996:886). 

Culture in its very essence, is a transmission from the past to the present 

(Trice, 1987). A truly significant beg1nning had been made under the auspices 

of the Committee on Human Relations at the University of Chicago in 1943. A 

well-known anthropolog1st, W. Lloyd Warner, had made significant inputs to 

that early development, stimulating the Bank Wiring Room observation study 

of the 1-Iawthome studies. Sorne culturally oriented classical studies carne from 

this group or were influenced by it : William F. Whyte's Human Re!ations in the 

Restaurant Industry, Chester Barnard's Functions of the Executive , and Melville 

Dalton's Men Who Manage. The work of others such as Donald Roy, Burleigh B. 

Gardner, James C. Worthy, and Eliot D. Chapple, added to the cultural 
· · 43 onentatJ.on. 

The attribution of a "culture" to an organization is a relatively recent 

phenomenon. The term organizational culture first appeared casually in 

English-language literature in the 1960's as a synonym of "climate". The 

equivalent corporate culture, coined in the 1970s, g-ained popularity after a 

book carrying this title, by Terrence Deal and Allan Kennedy, appeared in the 

United States in 1982 (Hofstede, 1991:179). [t became common parlance 

through the success of a compan1on volume, from the same 

43 Trice, Harrison M. (December 1987) in his revi.ew of the b-:>ok Orga.nizational Culture, by Frost, et 
al., Administrative Scimce Quarter!J, p. 617. 
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McKinsey/Harvard Business School team, Peten and Waterman's In Search oJ 
Excelience, which appeared in the same year. 

Since then, an extensive literature has developed on the topic, which has 

also reached other countries (Bosche, 1984; Bosc:he, Bouyer & Vachette, 1984; 

Giral, 1992; Hofstede, 1980, 1991; Jo uve & Massoni, 1984; Lauriol, 1984; 

Lemaitre, 1984; Muet, 1983; Pettigrew, 1979, 1985, 1986; Thévenet, 1984, 1986; 

Whipp, Rosenfeld & Pettigrew, 1989). 

Research on the topic of organizational culture peaked during the 1980s 

stemming from the popularity of management books, threats of internacional 

competition (most notably from Japan), the proliferation of multinacional and 

joint ventures, and a counterreaction to the positivist tradition of analyzing 

systems into their component parts (Smircich, 1983; Smircich & Calas, 1986). 

The idea of corporate culture has led to ,:_ number of different research 

streams. Sorne individuals view culture from an engineering perspective, 

insisting that it refers to a coordination of systems within an organization, such 

as culture and reward systems (Cummings, 1984), or an element essential for 

effective organizational change (Sathe, 1985; Tichy, 1982). Others view an 

organization as a living or dying system having an organizational-level 

personality. For instance, Kets de Vries & Miller (1986) developed a typology 

of organizations based on manifestations of pathological personality types.44 

Organizational researchers take four perspectives on culture (Klein, 

Bigley, & Roberts, 1995), sorne focus on its manifestations through myths, 

stories, and language (e.g., Martín, Feldman, Batch, & Sitkin, 1983; Martín, 

1992); while others observe rites and ceremoni.als (e.g., Trice & Beyer, 1984, 

44 Erez, Miriam, and P. Christopher Earley (1993) Culture, Selfidmtiry, and Work , New Yorlc, NY: Oxford 
University Press, pp. 67-68. 
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1993). Sorne researchers examine symbolic interactions (Glaser & Strauss, 1967; 

Hatch, 1993), and others look at shared norms and beliefs about behavior 

(Cooke & Rousseau, 1988; Cooke & Uzmal, 1993). 

The constructs usually employed in research in organizational culture are 

quite general (Frost, Moore, Lewis, Lundberg, & Martín, 1991). This is 

probably because only generalizabilities can be applied across organizations and 

it is the sine qua non of organizational research to find constructs that apply to 

many organizations (Klein, Bigley, & Robert:;, 1995). Not only are these 

constructs of organizational culture general, they are also very distant from the 

functional imperatives of reliability enhancing organizations and, consequently, 

cannot suggest specific values and norms that might operate to enhance 

reliability. 

Smircich and Calas (1986) categorized the following frameworks for 

studying organizational culture: themes, paradigrnatic perspective, and theory of 

knowledge perspective. Erez and Earley (1993~ give a detailed description of 

these frameworks. 45 

Organizational culture has been related to other phenomena, constructs 

or variables like acculturation (Harquail & Cox, J, 1994), compensation 

(Flannery, Hofrichter & Platten, 1996), employee retention (Sheridan, 1992), 

economic performance (Calori & Sarnin, 1991; Denison, 1990), the source of 

reliability (Weick, 1987), strategic change (Fombrun, 1994), reengineering 

(Childress and Senn, 1995; Schneider, 1994). Other corporate culture analysts 

include Denison, 1990; Kilmann, 1984; Martín, 1992; Peters, 1980; Pettigrew, 

1979; Schwartz & Davis, 1981; Shein, 1985, 1992; Silverzweig & Allen, 1976; 

and Tichy, 1983. 

• 5 Erez & Earley, op cit, p. 68. 
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At a conceptual leve), Margan & Smircich (1980) discuss concepts of 

people as responding mechanisms or as adaptive mechanisms. Powell (1985) 

provides a general overview of the publishing mdustry in his institucional 

analysis of organization culture and social structure. Peters & Waterman (1982) 

detail case organizations that depict effective organizational cultures.~6 More 

scientifically defensible studies of culture have bcen conducted by Harris & 

Sutton (1986), Jaeger (1983, 1986), Martin (1982), Martin & Siehl (1983), and 

Trice & Beyer (1984). 

2.2.2 Definition of organizational culture 

There is "confusion surrounding the concept" (Salama & Easterby

Smith, 1994) and no standard definition, but most people who write about it 

would probably agree that organizational culture is: 

• Holistic.. referring to a whole which is more th::rn the sum of its parts 

• Historically determined .. reflecting the history of the organization 

• Related to the things anthropologists study .. like rituals and symbols 

• Socially constructed .. created and preserved by the group of people who 
together form the organization 

• Soft .. 

• Difficult to change .. although authors disagree on how difficult. 

Because severa! authors make the same assertion about culture not 

having a common definition, I decided to search the literature in depth, and 

here are 30 of the definitions available for trying to understand the concept: 

46 For Erez & Earley (1993) "although the book is plagued by conceptual inconsistencies and poor 
methodology (see Carroll, 1983 and Triandis, in press, for critiques), it illustrates how critica! 
organizational culture is to perfom1ance and worker well-being", p. 69. 
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1. Baker (1980) "the social glue that holds the orgarization together". 

2. Becker and Geer (1970) "set of common unders tandings, expressed in language". 

3. Beach and Weatherly (1993) "the shared core bdiefs and values, and their concrete 
manifestations in the behavior of the organization's membe::s". 

4. Bowditch and Buono (1994) "the shared pattems of beliefs, asswnptions, and 
expectations held by organizational members, and their c::iaracteristic way of perceiving the 
organization's artifacts and environment, and its norms, roles, and values as they exist outside 
the individual". 

5. Cooke and Rousseau (1988) "normative beliefs s.::iared by members of a social unit". 

6. Daft (1995) "the set of values, guiding beliefs, w1derstandings, and ways of thinking 
that is shared by members of an organization and is taught 1:0 new members as correct". 

7. Denison (1990) "the values, beliefs and fund~mental assumptions that form the 
foundations of an organization's management system, :1s well as the set of managerial 
procedures and behaviors that serve as example, and reinforce thesc basic principies". 

8. Gregory (1983) '1eamed ways of coping with experience". 

9. Hofstede (1991) "the collective programming of the mind which distinguishes the 
members of one organization from another". 

10. Johannisson (1987) " intrinsic organizing .. as it represents an environment that 
people have jointly created, it leads them to join in coordinated effort without any explicit 
sanction by a power center". 

11. Janes (1995) "the set of shared values that control organizational members' 
interactions with each other and with suppliers, customcrs, and other people outside the 
organization" 

12. Kotter and Heskett (1992) "an interdependent set of values and ways of behaving 
that are common in a community and that tend to perpetuate themselves, sometimes over long 
periods of time". 

13. Kroeber and Kluckhohn (1952) "transmittcd patterns of values, ideas, and other 
symbolic systems that shape behavior". 

14. Louis (1985) "commonly held set of understandings for organizing action". 

15. Lucas (1987) "solutions to contradictions which exist naturally from the perspective 
of organizational members". 

16. Martín and Siehl (1983) "glue that holds together an organization through shared 
patterns of meaning. Toree component systems: context or core values, forms (process of 
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communication-for instance, jargon), strategies to r,~inforce content (such as rewards, 
training programs). 

17. Martin (1992) "as individuals come into contact with organizations, they come into 
contact with dress norms, stories people tell about wha.t goes on, the organization's formal 
rules and procedures, its informal codes of behavior, ri·lJals, tasks, pay systems, jargon, and 
jokes only understood by insiders, and so on. These elements are sorne of the manifestations 
of organizational culture. When cultural members interpret the meanings of these 
manifestations, their perceptions, memories, beliefs, experiences and, values will vary, so 
interpretations will differ---even of the same phenomenon. The patterns or configurations of 
these interpretations, and the ways they are enacted, conslitute culture". 

18. Meyerson and Martín (1987) "socially constrncted realities". 

19. Ouchi (1981) "set of symbols, ceremonies, and myths that communicate the 
underlying values and beliefs of the organization to its employees". 

20. Pennings & Gresov (1986) "a relationship between six subsystems at two levels: 
the industry or societal (externa!) leve! and the organizational (mternal) leve!. 

21. Phegan (1996) "is what people do and what their actions mean to them. Culture is 
the ideas, intercsts, values and attitudes shared by a group. It is the backgrounds, skills, 
traditions, communication and decision processes, myths, fears, hopes, aspirations, and 
expectations experienced by you and your people. Your organization's culture is how people 
feel about doing a good job and what makes equipment a.nd people work together in harmony. 
lt is the glue that holds, the oil that lubricates. It is history expressed in the present". 

22. Reichers & Schneider (1990) "a common set c,f shared meanings or understandings 
about the group/ organization and its problems, goals, and practices". 

23. Salama & Easterby-Smith (1994) "an organization-specific system of widely 
shared assumptions and values that is responsible for typical behavior pattems". 

24. Shein (1985, 1992) "systems of shared memings, assumptions, and underlying 
values .. .Iearned responses to the group's problems of survival and interna! integration; these 
responses are subconscious, taken for granted, and shared by members of the social unit". 

25. Smircich (1983) "the unique rituals, legends, and ceremonies that evolve by 
placing people in an environment that the top management and/ or founders of organizations 
create through rules, strncture, norms, and goals". Smircich & Calas (1986) "the sociocultural 
dynamics that develop within organizarions; culture is viewed as an interna! attribute of an 
organization rather than an externa! force that i.ntrudes upon the organization. 47 

26. Swartz & Jordon (1980) "pattem of beliefs and expectations shared by members 
that produce norms shaping behavior". 

27. Thompson & Luthans (1990) "socially constructed realities that provide learned 

47 Erez & Earley , 1993 , p. 68. 
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ways of coping with experiences. The socially constructed realities come about through 
patterns of direct and vicarious interactions involving thc cognitive matching of antecedents
behaviors-consequences that reinforce accepted norms of behavior". 

28. Uttal (1983) "shared values (what is important) and beliefs (how things work) that 
interact with an organization's structures and control systems to produce behavioral norms 
(the way we do things around here)". 

29. Van Maanen & Schein (1979) "values, bcliefs, and expectations that members come 
to share". 

30. Wtlliams (1994) "A cumulative perception of how an organization operates and 
how employees treat each other, vendors, and customers. Organizational culture is constantly 
evolving and is largely a product of the values and perceptions of its leaders". 

2.2.3 The nature and properties of organizational culture 

It has been suggested that the nature of the organization's business or 

business environment is one of the basic sources of its culture (Ott, 1989). 

When we observe organizations in action we see many things in addition to 

routine task-related activities. Primary among the~;e are conventions about how 

to behave towards other members of the organization, towards outsiders, the 

proper attire and manner of speaking, mutually agreed upon standards for 

doing various jobs, prescribed ceremonies, and a collection of frequently 

recited stories about how the organization carne into being and how it dealt 

with crisis in the past (Beach & Weatherly, 1993:2). 

These phenomena are manifestations of an underlying core of 

fundamental assumptions, beliefs and values (Schein, 1992) that, to one degree 

or other, are shared by the organization's members. These shared beliefs and 

values are about what is true, right, appropriate, proper, necessary, desirable (or 
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unthinkable) for the organization and about how individuals ought to act in the 

context of that organization.48 

Because it is shared and lies at the heart of what they do and think, an 

organization's culture provides its members with a common viewpoint that 

binds them together as a group (Sathe, 1983). It helps them understand the 

activities of others in the organization, and it guides their own activities within 

and on behalf of the organization (Beach & Weatherly, 1993). 

The shared beliefs and values convey what is desirable and undesirable 

therefore dictating the kinds of activities that are legitimate and the kinds that 

are illegitimate (Beyer, 1981). Thus the culture not only places constraints upan 

activities of the organization and its members (cultural prohibitions), it also 

prescribes what the organization and its members must do (cultural 

imperatives). In short, the culture guides the activities of the organization and 

its members (Mitchell, Redeker & Beach, 1986; Beach, 1993). 

For Fombrun (1994) the determinants of a company's culture are: the 

characteristics of society, the type of business cornmunity, and the corporate 

controls and capabilities. Various aspects of firms' cultures result partly from 

the unique histories of firms themselves, and partly from the particular 

administrative systems and structures with which senior managers choose to 

operate. 

According to Thompson & Luthans (1990) when considering 

organizational culture from a behavioral perspective, the following seven 

propernes emerge: 

48 Beach, Lee Roy, and Kristopher A. Weatherly (May 1993) Amssing Organiz?tional C11llllrr: Using the 
Organizational C11/t11rr: Inventory, Teaching Report 93-4, Department of Management and Policy, Eller 
School of Management, College of Business and Public Administration, Un.iversity of Arizona. 
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• Culture is a generic term 

• Culture is leamed 

• Culture is transmitted through a pattern of behavioral interactions 

• In an organization setting there are multiple reinforcements and reinforcing 
agents 

• Each individual carries predispositions that shape his or her interpretation 
of the organization's culture 

• A symbiotic relationship exists between reinforcing agent and target 

• Changing an established culture is difficult. 

For Goetsch & Davis (1994) an organization's culture is "the everyday 

manifestation of its underlying values and traditions. lt shows up in how 

employees behave on the job, their expectations of the organization and each 

other, and what is considered normal in terms of how employees approach 

their jobs". 

2.2.4 Dimensions of organizational culture 

As with other aspects in organizational theory, the topic of a culture's 

dimensions is also viewed from different perspectives. According to Camerer & 

Vepsalainen (1988) company cultures can vary along three key dimensions: 

Transparenry, Strength, and Coherence. 49 Corpor,;Je cultures differ in their 

transparency to external observers. The more permeable firms' boundaries are, 

the more consistent will be stakeholders' expectations of firms' actions. 

49 Camerer, Colin, and Ari Vepsalainen (1988) ''TI1e Economic Efficiency of Corporate Culture", Strategic 

Management joumal, Vol. 9 , pp.115-126 , cited by Fombrun, Charles J.(1994) úading Co,porate Change 

New York, NY: McGraw-Hill, lnc., p. 191. 
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In transparent firms, customers, analysts, ~;uppliers, and shareholders ali 

know what the firrn's priorities are and how thecr employees are likely to act. 

Transparency is obviously heightened when managers and employees 

communicate extensively across corporate boundaries (Fombrun, 1994:191). 

Strength describes the density of unwritten rules guiding workers' 

behaviors. Practices that systematically socialize employees into the ways of a 

firm provide managers an alternative to the more direct forrn of control 

evident in written rules and standard operating procedures. As employees 

intemalize expectations, less overt forms of control are required to ensure 

coordinated action: Adherence to cultural guiddines removes ambiguity in 

behavior (Wilkins & Ouchi, 1983). 

A greater or lesser degree of interna! coherence also distinguishes firrns' 

cultures. Companies' histories may have produced diverse cultural rules that 

now send conflicting signals to employees and cancel each other out 

(Fombrun, 1994:192). Over time, cultures tend to thicken and become more 

intemally consistent (Fombrun, 1983). Expectations shared intemally among 

employees are diffused outward by job-hopping personal contacts, the press, 

analysts, and other observers, making corporate cultures more transparent. 

Insofar as these cultures are appropriate to firms' competitive strategies, they 

enhance performance. However, strong, coherent transparent cultures generate 

inertia. When environments change, thick cultures constrain adaptation, while 

thin cultures demonstrate far greater flexibility (Fombrun, 1994:192). 

Another view comes from Cox, Jr. (1994:162) for whom the two 

primary dimensions along which organizational cultures can be described and 

compared are: Strength and Content. Culture strength has generally been defined 

as a combination of the extent to which norms and values are clearly defined 

47 

ITESM-CCM 
BIBLIOTECA 

1111111111111111111111111111111111111111111111111111111111111111 
3 3068 00061 5102 

o?: 

~ 
~ 

·-.f;.º· ·-
• .. · ,.~ --~.., ~.,,..... 

'"'te ,,s 
.FJ 

a; 



and the extent to which they are rigorously enforced (Denison, 1989; Mitroff & 

Kilman, 1984; Pascale, 1985; Weiner, 1988). 

Strong cultures provide more cues on how ::o behave, more reinforcing 

information about what is right to do, and may have higher penalties for 

nonconformity. Mischel (1977) suggests that a strong culture is one in which 

everyone construes a situation similarly; thus the situation induces uniform 

expectancies and a uniform response. Conversely, when organizational culture 

is weak., there is less direction and less approbation when behaviors are 

"incorrect"(Cox, Jr., 1994). 

When organizational culture is weak, identity--related behaviors are more 

prominent. That is, when organizational culture does not provide a strong 

sense of how to behave, people invoke their own identities for modes of 

behaving (Mischel, 1977). Thus one implication of this definition of weak 

culture is that people with different perspectives, norms, and values can more 

easily enact them. On the other hand, low enforcement may mean that even 

essential values are not shared by members, and the extreme of weak culture is 

organizational chaos (Cox, Jr. 1994:163). 

The content dimension of organizational culwre refers to specific values, 

norms, and styles that characterize the organization . .3ince content elements are 

often derived from analyses of specific organizations, they may not always be 

comparable to other organizations (Cox, Jr., 1994). However, sorne 

organizational researchers have identified content dimensions that can be 

compared across organizations. For example, O'Reilly, Chapman & Caldwell 

(1991) list flexibility, rule-oriented, people-oriented, wd competitive among 54 

items they found useful for analysis of cultural rnntent in organizations. 

Hofstede (1980) in his work on cross-nacional culture analysis utilized as four 
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core content areas: power distance, uncertainty avoidance, masculinity

femininity, and individualism-collectivism. 

In his Competing Values Model Quinn (1988) advocates that organizations 

be described and compared on the four dimensions of : 1) predictability

spontaneity, 2) intemal focus-extemal focus, 3) order-flexibility, and 4) long

term or short-term focus. Researchers have also established types of 

organizations that share similar clusters of content dimensions, like Sonnenfeld, 

Peiperl, & Kotter's typology (1988) of organizational culture as a baseball team, 

an academy, a club, and a fortress. 

The model that seems to be capturing most attention and recognition is 

that by M.I.T's professor Edgar H. Schein (1992:17). Schein's dimensions of 

an organization's culture are structured by three lcvels : at the most superficial 

or visible leve! are the artifacts or observable behaviors, structures and 

processes; at the second leve! the espousecl values-strategies, goals, 

philosophies--espoused justifications, and at the deeper most hidden or 

invisible leve! are the basic underlying assumptions which are unconsc1ous, 

taken far granted beliefs, perceptions, thoughts, and feelings and the ultimate 

source of values and action. 

Rousseau (1990:157) suggested that to help focus culture research and 

operationalizations on relevant factors, we could consider a description of 

sorne majar elements of culture, organized from readily accessible to difficult to 

assess. Her model, which we include here as Figure 1, consists of a series of 

concentric circles, each containing one of the five layers that represent the 

culture of an organization. At the very center are thc fundamental assumptions, 

followed by values, behavioral norms, pattems of behavior, and at the 

outermost circle are those artifacts, visible to both insiders and outsiders. 
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FIGURE l. LAYERS OF CULTURE• 

Soura: : Dennitc M Rcusscw (1990) -hs11eu1ng Orpna&Dca,.al Cul11.1re: The C.uc: l"or Mult>plc: Mc:thodc'" 11'\ Schncider, BcnJlll'Ín, Editor, 0.,,.-1,.-....IO..-. 
•,u/GJJ.r, San Francisc:o, C/1.:.Joney•Ban Publishen, p. 151. 

2.2.5 The essence of culture fonnation 

The literature offers different interpretations of the variables that give 

rise to an organization's culture. Being hard to oetermine one best description, 

I hereby expose sorne of the most relevant views. 

An organizational culture is essentially formed from (1) what it pays 

attention to, and (2) how it makes judgrnents and decisions (Schneider, 

1994:124). According to Janes (1995) organizational culture develops from the 

interaction of four factors: the personal and professional characteristics of 

people within the organization (particularly the founder), organizational ethics, 

the property rights that the organization gives to employees, and the structure 

of the organization.50 

50 Jones, Gareth R. (1995) Organizational Theory Text and Cases , Reading, MA: Addison-Wesley 
PublishingCo.,pp.178-191. 
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For Goetsch & Davis (1994:122) among the many factors that 

con tribute to the creation of an organization's culture are: the value systems of 

executive-level decision makers, how managers treat employees, how 

employees at ali levels mteract on a personal basis, expectations-what 

management expects of employees and what employees, in turn, expect of 

management, the stories passed along from employee to employee, and the 

traditions. 

The mechanisms for developing culture considered by O'Reilly (1989) 

are : participation systems, management as symbolic action, information from 

others, and comprehensive reward systems. Participation systems encourage 

employees to be involved and send them signa,s that they are valued by top 

management; these systems can range from advisory boards to suggesaon 

systems and opportunities to meet informally with top managers. 

These processes encourage employees to make incremental choices and 

develop a sense of responsibility for their actions. Participation can lead to 

both commitrnent and enjoyment Qanis & Mann, 1977). 

Management, as symbolic action, is the clear, visible actions on the part 

of management in support of the cultural values (Pfeffer, 1981). By watching 

and listening to top management, employees learn about what is important. 

The continua! repetition of what is important and the congruent behavior with 

that message in activities like interpreting history, telling stories, use of vivid 

language, spending time and being visible in support of certain positions will 

helps in shaping the culture. Managers should engage in acts of "mundane 

symbolism" (Steers & Porter, 1992:250). 

lnformation from others, means that consistent messages from 

coworkers are also an important determinant of a culture, we often take our 

cue from others when we are uncertain about what to do. The goal is to create 
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a strong social construction of reality by mimm1zing contradictory 

interpretations, insure a consistency of understanding, and minimize any "us

them" attitudes between parts of the organization (O'Reilly, 1989). 

Reward systems are being pointed by sorne experts as the Achilles heel 

of total quality and other development efforts in business organizations 

(Flannery, Hofrichter & Platten, 1996; Lawler & Morman, 1993; Pfeffer, 1994; 

Schneider & Bowen, 1995). Comprehensive reward systems focus not simply 

on monetary rewards but also on rewards such as recognition and approval, 

which can be given more frequently than money. Rewards also focus on the 

intrinsic aspects of the job and a sense of belonging to the organization. The 

key is consistency between what top management says and values and what is 

actually rewarded. 

2.2.6 Types of organizational cultures 

In 1972, Harrison proposed that four "eirganization ideologies" exist 

across ali organizations. By ideology he meant " a system of thought that is a 

central determinant of the cháracter of the organization". His full definition of 

organization ideology comes very close to Schneider's definition of 

organizational culture (1994). Four years later Handy (1976) elaborated on 

Harrison's ideologies and characters, but rer.amed them "organizational 

cultures". 

Ten years later Deal & Kennedy (1982) identified four culture types 

based on two dimensions, the amount and frequency of feedback and risk 

taking in the organization, the resulting types were: 1) "tough-guy macho", 2) 

"work hard-play hard", 3) "bet your company", and 4) "process" cultures. They 

did not however, offer any objective instrurr..ent to measure these types 

(Koberg & Chusmir, 1987:398). 
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Rensis Likert (196T) gave both a typology and a measurement --Systems 

1, 2, 3, and 4 -- but they were more descriptive of management style than 

organizational culture, according to Koberg & Chus mir (198T). Others made 

reference to culture such as high tech (Hacker, 1983), matrix (Clelland, 1981), 

or winners and losers cultures (Vroman, 1983). 

Wallach (1983) identified and defined three separate organizational 

cultures : 51 

1. Bureaucratic Cultures. They have clear lines of responsibility and authority; 

work is highly organized, compartmentalizecl, and systematic. The 

information and authority flow is hierarchical and based on control and 

power. Overall, bureaucratic companies tend to be mature, stable, and 

relatively cautious. They are described by the following adjectives: 

hierarchical, procedural, structured, ordered, regulated, established-solid, 

cautious, power oriented (Koberg & Chusmir, 1987:398). 

2. Innovative Cultures. l11ese are creative work environments where challenge 

and risk taking are the norm. Stimulation is 2. constant companion of 

workers in this culture, but innovative environments also take their toll on 

people who often are under great stress anc burned out. lnnovative 

cultures are described by the following adjectives : risk taking, results 

oriented, creative, pressurized, stimulating, challenging, enterprising, and 

driving. 

3. Supportive Cultures. The work environment is friendly, and workers tend to 

be fair and helpful to each other and to the organization. An open, 

harmonious environment is encouraged and family "values" are promoted. 

51 Wallach, E. J. (February 1983) "lndividuals and Organizations: The Cultural Match", O,ganization 

Developmmt Joumal, Vol. 37, pp. 29-36. 
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The company is supporttve of its employees, expressmg that support 

through attitudes that establish the firm as trusting, equitable, safe, social, 

encouraging, relationships oriented, collaborative, and as a giver of personal 

freedom. It attempts to base its style on humani:;tic principies (Koberg & 

Chusmir, 1987:398). 

In 1994, William E. Schneider proposed in his book 52 a typology of 

four core cultures: 1) The Control culture, 2) The Collaboration culture, 3) 

The Competence culture, and 4) The Cultivat1on culture. Researchers 

Sonnenfeld, Peiperl & Kotter (1988) proposed a typology of organizational 

culture as a baseball team, an academy, a club, and a fortress. 53 

In another recent book by the Hay Group (Flannery, Hofrichter, & 

Platten, 1996), these consultants report that as a result of their research on 

work cultures, they have. identified four major "cultural models" that are 

operating in organizations today. These include the tradicional, functional 

culture along with the three newer, evolving cultures: process, time-based, and 

network.54 These consultants supply a list of the characteristics and attributes 

of the four models of cultures, and even compare them with different sports to 

help in their explanation. 

Wendy Hall (1995:76) m Managing Cultures: Making Strategic Relationships 

Work (Chichester, England: John Wiley & Sons), uses a "Compass Model" that 

distills the multiple influences on organizational culture into a readable result. 

Her model is based on determining cultural styles of behavior, and builds on 

52 Schneider, William E. (1994) The &mginming Alternati11t: A Plan far Making Your currmt Culture Work , 

Burr Ridge, IL: Irwin. 

53 Sonnenfeld, J. A., Peipecl, M. A., & John P. Koner (1988) "Strategic determinants of managerial labor 

markets: A career system view", Human &source Managemmt, Vol 27, pp. 369-388. 

54 Toe Hay Group, F1annery, Thomas P., David A. Hofrichter, and Paul E. Platten (1996) People, 

Performance, & Pt!J: Dynamic Compensa/ion For Changing Or¡,anizations. , New York, NY: Toe Free Press, 
specially Chapter 2 "Work Cultures", pp. 23-56. 
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and extends the work of Bolton & Bolton (1984), that captures behavior 

patterns with two dimensions: assertiveness and responsiveness. From this 

basis she developed and tested this too! to distinguish four company cultural 

styles of behavior. 

The Compass Model or "TCM", is composed of two axes, that represent 

two dimensions: assertiveness and responsiveness, that when combined form a 

matrix. The resulting four quadrants represent four distinct company cultural 

styles known as : 

1. North style : low assertive, low responsive 

2. S outh style: high assertive, high responsive 

3. East style: low assertive, high responsive 

4. West style: high assertive, low responsive.55 

2.2. 7 Operationalizing Organizational Culture 

Components of culture can be isolated bw no one component fully 

characterizes an organizational culture. lnstead, organizational culture is a blend 

of interrelated elements (Galpin, 1996:53). As individual components interact 

each day within an organization they collectively create that organization's 

culture. 

Work cultures are made up of a variety of elements as described by 

Schein (1992). The Hay Group, an American firm specialized in compensation 

strategies, has identified more than fifty attributes that can be used in helping 

55 Hall, Wendy (1995) Managing Cultures : Making Strategic Reíationsáips Work, Chichester, England: John 
Wiley & Sons, p. SO. 
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orgamzattons determine their culture.56 These attributes, which range from 

"encouraging innovation", to "maxim1zmg customer satisfaction", to 

"providing secure employment", can then be prioriti:?:ed so that organizations 

can have a picture of their current culture and subcultures. 

According to Galpin (1996) the ten components that together establish 

an operacional description of organizational culture are: 

An Organization's Cultural Components57 

Rules and policies Management behaviors 

Goals and measurement Rewards and recognition 

Customs and norms Comrnunications 

Training Physical environment 

Ceremonies and events Organizational structure 

Morse & Martín (1983) were familiar with a semicustomized survey that 

measured ten critica! dimensions of a company's culture. That survey 

examined: 

1. Clarity of Direction--or how well the company's goals and plans for 

achieving them are known, understood, and found to be motivating 

throughout the organization; 

56 F1annery, et al, p. 26. 

57 Galpin, Timothy J. (1996) Tht Human Sük oj Changt: A Practica! Cuide to OrganiZ!'tiona! Rtdesign , San 
Francisco, CA Jossey-Bass Publishers, p. 54. 
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2. Decision-making structure and processes-whether the culture is decision

oriented or decision-avoidant, and whether decisions are made on the basis 

of sound information or "seat of the pants" intuition; 

3. Management Style-whether too little or too much participation in making 

decisions exists at each leve) of the company; 

4. Integration of effort-whether tearnwork, sharing, and smooth meshing of 

activity-or the opposite-accurately describes the culture; 

5. Performance orientation-whether people feel accountable for end results 

and whether rewards are related to performance or not; 

6. Compensation-whether it 1s equitable, fairly administered, and 

motivational or not; 

7. Human resources development-how much does it characterizes the 

culture; 

8. Organizational vitality-that drive to perform, that sense of urgency and 

desire to be a winner-which sorne organizations have and others do not; 

9. Risk Taking-whether it is encourage? or punished, whether employees are 

socialized by their company's culture to not make any mistakes or to learn 

from their mistakes; and 

10. Competitive Image-whether the company views itself as _faster, sharper, 

and better than the competition, or viceversa, ask.ing questions like: what 

culture helps make the leader in the industry the leader, and what cultural 

attributes hinder a company. 
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2.2.8 The functions of organizational culture 

Organizational culture affects organizational effectiveness as has been 

found in research and established in different models (Denison, 1990, 1995; 

Heskett, 1986; Stonich, 1982). From Jones (1995:204) perspective, this is 

possible because it can: 

(a) provide an organization with a competitive advantage 

(b) improve the way an organizational structure works, and 

(e) mcrease the motivation of employees to pursue organizational 

interests. 

Culture is the key to coordinating emp oyees (Schneider & Bowen, 

1995). Culture influences member's behavior:;, determines how members 

interpret their environment, and bond its members to the organization Qones, 

1995:168). 

For Harrison (1972), one of the early and most cited authors on the 

theme, an organization's culture serves at least scven important functions: 

• It specifies what is of primary importance to the organization, the 

standards aga.inst which its successes and failures should be 

measured, 

• it dictares how the organization's re~;ources are to be used, and to 

what ends, 

• it establishes what the organization and 1ts members can expect 

from each other, 
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• it makes sorne methods of controlling behavior within the 

organization legitimate and makes 01:her illegitimate-i.e., it defines 

where power lies within the organiz;;.tion and how it is to be used, 

• it selects the behaviors in which rr.embers should or should not 

engage and prescribes how these are to be rewarded or punished, 

• it sets the norms for how members should treat each other and 

how they should treat nonmembers (competitively, collaboratively, 

honestly, distantly), and 

• 1t mstructs members about how to deal with the externa! 

environment(aggressively, exploitati,,ely, responsibly, proactively).58 

The culture is the essence of what it is important to an organization; this 

importance is retlected by the values expressed by the leaders, and as such, it 

prescribes and proscribes activities, it defines the do's and don'ts that govem 

the behavior of its members (Beach & Weatherly, 1993). 

2.2.9 lmplications for management 

"The one inescapable factor about 

culture is that it will emerge whether or not it is managed" 

-- John H. Allen, principal, Total Productivity Systems 

In a way, organizational culture is a rdlection of an organization's 

"personality", and, similar to an individual's personality, can enable us to 

58 Harrison, R. (May-June 1972) "Understanding your organiz~tion's character", Harvard Businm Review 

pp. 81-90. 
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predict attitudes and behaviors (Bowditch & Buono, 1994:325), this possibility 

is very attractive to managers. Recent research h~; underscored the potency of 

organizational culture in arguments that stra,:egy formulation, preferred 

leadership style, and accepted ways of accomplishing tasks among other central 

facets of organizational life, are actually reflections of a particular organization's 

culture. 

Culture is a critica!, determining factor in accounting for why people 

behave as they do in a particular organization. Culture is important because it 

provides everyone in the organization with a common framework for, in a 

general sen se, "how we do things around here". Culture affects behaviors such 

as how superiors treat subordinates, how employees treat customers, and what 

and how information is communicated upward, downward, and laterally 

(Morgan & Smith, 1996:43). 

Beach (1993) suggests the following implications of organizational 

culture for management : 

• a culture that is broadly shared (unitary) by members throughout the 

organization will result in greater coordination and compatibility 

among activities in various parts of the organization, 

• a culture that is not broadly shared (fragmented) will result in 

reduced coordination and compatibility among activities m vanous 

parts of the organization, 

• whether unitary or fragmented, if the culture prevents the 

organization from forthrightly addressing its interna! and externa! 

needs it is dysfunctional and constitute, a threat to the success and 

viability of the organization, 
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• cultural change is difficult and usually requires evolution over ame 

rather than revolution, which promotes resistance from members, 

and 

• management initiatives that run counter to the organization's culture 

are likely to encounter resistance from óe members.59 

2.2.10 Examples of culture management in ori~anizations 

Both the popular business and the academic press continuously report 

about stories of companies' successes and blures, in regards to their 

management or change of organizational cu .. ture. Researchers use the 

information about the companies they study to support their arguments 

(Horovitz & Jurgens Panak, 1993; Kotter & Heskett, 1992; Kunda, 1994). 

Sorne recent examples from the popular press are the following: 

• Author and professor James C. Collins (1995) commented in a Fortune 

article60
, that core values of a corporation should never be changed, 

warning that reengineering and other prevailing management fads that urge 

dramatic change and fundamental transformation on ali fronts are not only 

wrong, but dangerous. "Any great and enduring human institution must 

have an underpinning of core values and sense of timeless purpose that 

should never change", suggests Collins. After researching 18 visionary 

companies, Collins & Porras (1994) found that culture or core values were 

the difference between those successful companies and a group of 

companies that had problems sustaining success. 

59 Beach, Lee Roy, and KA. Weatherly (1993), p. 5. 

6° Collins, James C. (May 29, 1995) "Chauge is good-but fust, know what should never change", 
Fort,me, Vol.131, No.10, p.71. 
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• A previous article by Dumaine (1995) reviewed Collins & Porras book Built 

To Last, and mentioned that these two Stanford professors argued that 

"strong, almost cultlike cultures-not charismatic leaders-lead to long

term success".61 According to Dumaine, the value of the book lies in the 

effort by the authors to determine exactly what it is about the cultures of 

the successful companies studied, that has produced long-term success. 

• John H. Allen62 described the realities of culture change at Toyota, 

• Thomas M. Rohan reported in lndustry Week Qanuary 3, 1994:41-42) how 

Eastman Chemical won the Baldrige Award by changing its culture. 

• Myron Magnet wrote in Fortune (March 7, 1994:40-46) about companies 

and their management of growth. He cites the case of PepsiCo's sales that 

grew for the past decade at an annual compound rate of 17%, and quotes 

PepsiCo's CEO Wayne Calloway saying he "thi1.ks his key role is to create a 

culture of growth-one that stimulates risk taking and molds young 

managers with the self-confidence and know-h:::iw to build new businesses. 

The culture starts with the k.ind of people you hire and promote, and 

Calloway keeps clase tabs on them. At the core of the growth culture is 

one key value, according to Calloway, it is that whole mindset that says, "I 

don't have to keep on with what I'm doing. I can change the garne" (p.46). 

• In 1--Iorovitz & Jurgens Panak's book Total Cu.rtomer Satisfaction (1992) the 

first chapter is dedicated to corporate culture as the essence for quality 

service delivery. They cite severa! companies (Migras, Club Med, Marks & 

Spencer, Tetra Pak, Nestlé, and Mercury Communications) and discuss the 

61 Dumaine, Brian Qanuary 16, 1995) "Why Great Companies Last", _r:.orlune, Vol.131, No.l, p.79. 

62 Allen, John H. (Spring 1995) 'Toe Realities of Culture Change and How lt Worked at Toyota", 
Employmenl Relalions Tot0, Vol. 22, No.l, pp. 29-40. 
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strategies they followed to make culture an important contributor to the 

quality of service, as perceived and reported by their customers. 

According to Bierly & Spender (1995) ln recent years organizational 

culture has generated an inmense literature.63 Several books have been written 

on the topic, due to the growing interest by theorists and practitioners in 

understanding the concept, its implications ancl the possibility of managing 

culture to a company's advantage. Among them we, can cite as the most 

relevant those by: Allaire, et al , 1990; Davis, 1984; Deal & Kennedy, 1982; 

Denison, 1989; Drennan, 1992; Hampden-Turner, 1990; Hofstede, 1991; 

Kotter & Heskett, 1992; Martín, 1992; Sathe, 1985; Schein, 1985, 1992; 

Schneider et al., 1990; and Trice & Beyer, 1993. 

What an organization truly values, will show up first in the behavior of 

its leaders and latter in its employees. In a service business, where employees 

are the direct providers of the company's offering, customers are exposed to 

these behaviors, and they will be the judges of tte type of values ingrained in 

that company's culture. 

2.2.11 Ethics and organizational culture 

"The more ethical the perceived culture of the organization, 

the less likely it is that unethical decision making will occur." 

---Ferrell & Fraedrich (1994:101) 

Institutional pressures are compelling managers to make their firms 

conform to commonly accepted ethical principies, and to incorporate them 

into their reward, education, and socialization programs (Fombrun, 1994:202). 

63 Bierly III, Paul E., and J. C. Spender (1995) "Culture and High Reliability Organizations: Toe Case of 
the Nuclear Submarine",Joumal of Management, Vol. 21, No. 4, pp. 639-656. 
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A study of 100 large firms by The Business Roundtable in 1988, found that 

many executives believe that a culture in which e::hical concern permeates the 

whole organization is necessary to the self-interest of their companies.64 Ethical 

ground rules are the heart of organizational cultures. According to Mark Pastin, 

"ethics is not only the heart of organizational culture it is also the fulcrum in 

culture far producing change." 65 

Business managers need to understand how and why people make 

ethical decisions to establish policies and rules that encourage employees to 

behave ethically and in accordance with organizational objectives. How an 

employee responds to a moral issue depends in part on the structure and 

culture of the organization.66 A person may learn cthical or unethical behavior 

while mastering other aspects of the job. Business ethics is not only a matter of 

understanding moral philosophies but recogrnzmg how these moral 

philosophies are altered or blocked by organizational influence. 

An organ1zat1on that activcly fosters a moral climate and culture, 

provides an example of how its employees should behave. Culture defines what 

things are right or wrong, what matters are imp,::>rtant, how one gets into 

trouble, and how people are expected to see the whole corporate world (Dyer, 

1995:68). Far example, the Walt Disney Company requires ali new employees 

to take a course in the traditions and history of Disneyland and Walt Disney, 

including the ethical dimensions of the organization. The corporate culture at 

American Express Company stresses that employees help customers out of 

difficult situations whenever possible. This attitude is reinforced through 

64 Business Week, March 18, 1991, pp. 102-104. 

65 Pastin, Mark (1991) The Hard Probltms oj Managernmt : Gaining th,· Ethics Edge , San Francisco, CA: 
Jossey-Bass Publishers, p. 128. 

66 Feaell, O.C. , and John Fraed.rich (1994) Business Ethics : Ethical Ded..rion Making and Cases , Second 
Ed.ition, Boston, MA Houghton Mifflin Co., pp. 16-17. 

64 



numerous company legends of employees who have gone above and beyond 

the cal) of duty to help customers. Employees leam that they can take sorne 

risks in helping customers. Such strong traditior:.s and values have become a 

driving force in many companies, including McDonald's Corp., IBM, Procter & 

Gamble, and Hershey Foods (Ferrell & Fraedrich, 1994:101). 

Organizational culture gives the members of an organization meanmg 

and provides them with rules for behaving within the organization (Davis, 

1985), including norms for seeking advice in ethical decision making. The 

ethical climate67 of the organization is a component of the corporate culture 

that indicates whether organizations have an ethical conscience. This 

component can be thought of as the character of decision processes used to 

determine whether dilemmas are moral or immoral (De George, 1990). 

Factors such as corporate codes of ethics, top management actions on 

ethical issues, ethical policies, the influence of coworkers, and the opportunity 

for unethical behavior are ali captured by the ethical climate concept. The 

organizational culture and the resulting ethical climate may be directly related to 

the recognition of ethical dimensions of decisions, the generation of 

altematives, and individual cognitive moral development. In a number of 

studies, the perceived ethicalness of the immediate work group has been found 

to be a major factor influencing ethical behavior (Cunningham & Ferrell, 1993). 

Reidenbach & Robin (1989) point out that 1:op management provides 

the blueprint of what the corporate culture should be.68 If the desired 

67 For an extensive treatment of the climate concept, see Scbneider, Benjamín (Editor) Organizational 

Climate and Culturt, San Francisco, CA: J ossey-Bass, 1990; and for a typology of ethical climates in 
organizations, see Bart Víctor, Jobn Cullen, and Andrew Boynton (1992) "Toward a General 
Framework of Organizational Meaning Systems", in Conrad, Charles, (Editor) The Ethical Nocus , 

Ablex Publishing Corp. , pp. 193-215. 

68 Reidenbach, R Eric, and Donald P. Robin (1989) Ethics and Profits , Englewood Cliffs, N J: Prentice 
Hall, p. 92. 
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behaviors and goals are not expressed by upper management, a culture will 

evolve on its own and, in so doing, will still ref1.ect the goals and values of the 

company. If ethical behaviors are not valued by the organization, unethical 

behaviors may be rewarded and sanctioned. Therefore, the organization's 

ethical decisions will have a strong impact on the organization's culture. 

An organization's failure to monitor or manage its culture may foster 

questionable behavior. Management's sense of the culture may be quite 

different from the values and ethical beliefs that are actually guiding the firm's 

employees. Ethical issues may arise because of conflicts between the cultural 

values perceived by management and the ones actually at work in the 

organization. Conf1icting policy goals, unethical pr:-actices, poor leadership, and 

sloppy controls can ali have a bad effect on the r-ioral character of employees 

(Goodpaster, 1989:95). 

It is very important for top management to determine what the 

organization's culture is and to monitor the firm's ·.alues, traditions, and beliefs 

to ensure that they represent the desired culture. The rewards and punishments 

imposed by an organization need to be consistent with the actual corporate 

culture (Ferrell & Fraedrich, 1994:116). According to Reidenbach & Robín 

(Ibid., p.92) employees will value and use as guidelines those activities for which 

they will be rewarded; when a behavior that is rewarded comes into conflict 

with an unstated and unmonitored ethical value, usually the rewarded behavior 

wins out. 

One of the best known philosophers of applied ethics, Kenneth E. 

Goodpaster suggested that the well-being of the corporation as a whole 

depends on both the technical and the moral excellence of its employees. By 

technical excellence he meant the skills necessary for a particular job, whereas 

moral excellence refers to how employees are treated and to traits that are 
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encouraged such as honesty, faimess, comp,;.ssion, loyalty, and so forth. 

Technical excellence without moral excellence :::an lead to serious problems, 

moral excellence without technical excellence can lead to bankruptcy or 

business failure. 69 

Managing the organizational moral env,ronment includes two broad 

areas of responsibility. First, management is responsible for the freedom and 

well-being of employees or quality work life. Second, organizational policies 

and practices exert influence on employee's moral character. Among the moral 

obligations of a company, Goodpaster (1989:93) ótes the following : avoiding 

direct harm to employees, respecting employees rights, communicating 

honestly, keeping promises and labor contracts, obeying laws and complying 

with govemment regulations, helping employees in need, and treating 

employees fairly. 

Organizational culture is a good place to promote ethical behavior 

among employees. Ethical managers have the tools to instill high moral values 

into their credos, their recruiting and socialization programs, their reward 

systems, their performance evaluations, and ali the visible artifacts that are part 

of the culture. Several authors have proposed ways to implement an 

organizational ethical culture (Fombrun, 1994; Guy, 1990; Hall, 1993; Pastin, 

1991; Sonnenfeld & Lawrence, 1989; Waters & Bird, 1987; Waters & Chant, 

1982; Waters, 1989). 

From their study of companies engaging in "price fixing" Sonnenfeld & 

Lawrence (1989) suggest management methods that :::ould help leaders control 

69 Goodpaster, Kenneth E. (1989) "Note on the Corporation as a Mera! Environment", in Kenneth R. 
Andrews, editor, Ethics in Practice: Managing the Moral Co,poration , Boston, MA: Harvard Business 
School Press, pp. 91-92. See also Goodpaster's "Some Avenues For Ethical Analysi.s in General 
Management" in Matthews, John B., Kenneth E. Goodpaster, and Laura L. Nash (1985) Poíicies And 

Persons: A Casebook In B11siness Ethics, New Yodi:, NY: McGraw-Hill Book Co., pp. 492-499. 
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ethical problems through managing organizational culture. They found that one 

of the most frequent approaches senior management uses to encourage legal 

compliance is to cite its record in regard to social responsibility. However, this 

commitment is a necessary but not a sufficient factor to ensure compliance. 

Other management signals recommended by these authors are : retrammg 

management, changing the self-perpetuating norms, training employees, 

aligning the evaluation and rewards system, reviewing their practices for pricing 

decision procedures and making tighter definitions of who can legitimately take 

part in pricing decisions.70 

Psychological research on obedience (Milgrim, 1974), business research 

on employee morality, and common sense ali i,dicate that the behavior of 

those in authority serves as important role models to others (Baumhart, 1968; 

Carro!, 1975:75). Unless top management prn1ects consistent and sincere 

company commitment, operating practices will not change. Companies' 

founders and managers must supply their organizations with ethical principies, 

moral leadership, and clear guidelines for making ethical decisions. Pasrin's 

(1991) four principies for high ethics firms are a good foundation : 

Principie 1 : High-ethics firms are at ease interacting with diverse interna! and 

externa! stakeholders groups. The ground rules of these firms make the good 

of these stakeholder groups part of the firm's own good.71 

Principie 2 : High-ethics firms are obsessed with faimess. Their ground rules 

emphasize that the other person's interests count as much as their own.72 

70 Sonnenfeld, Jeffrey, and Paul R. Lawrence (1989) "Why do Companies Succumb to Price Fixing ?, in 
Andrews, Kenneth R., Editor , Ethics in Practice : Managing the Moral Corporation , Boston, MA: Harvard 
Business School Press, pp. 194-198. 

11 Pastin, op cit, p. 221. 

n !bid , p. 222. 
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Princi.ple 3 : In High-ethics firms, responsibility is individual rather than 

collective, with individuals assuming personal responsibility for actions of the 

firm. These firm's ground rules mandate that individuals are responsible to 

themselves.73 

Princi.ple 4 : The High-ethics firm sees its activities in terms of a purpose. This 

purpose is a way of operating that members of the firm value. And purpose ties 

the firm to its environment.74 

As for the imperatives for an ethical leader, Goodpaster (1989:208) 

propases a "moral agenda" that includes three leadership roles : Orient:ing , 

Institutionalizing, and Sustaining shared ethical values (maintaining consciously 

understood moral values). 

l 
The Business Roundtable study (1988) identified eight elements 

iníluential in sustaining the desired leve! of ethical performance (Andrews, 

1989:210). These elements can be incorporated into a firm's culture, as well as 

the ethical assumptions or standards enunciated by Bird & Waters (1987) and 

later by Waters (1989:177) : 

1) honesty in communications; 2) fair treatment; 3) i:pecial consideration; 4) fair 

competition; 5) organizational responsibility; 6) coroorate social responsibility, 

and 7) respect for the law.75 

Attempts to move beyond top-leve! role modeling have led sorne 

executives to prepare codes of ethics on company business pract:Ices. 

73 Ibid. , p. 223. 

74 Ibid. , p. 224. 

75 Waters, James A. (1989) "lntegrity Management : l..eaming and Implementing Ethical Principies in the 
Workplace", in Suresh Srivastva and Associates, ExtC11live lntegriry: Tht Searr:h far High Human Vabm in 

07,ani~tional ufa, San Francisco, CA: Jossey-Bass Publishers, pp. 172-177. 
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Corporate codes of ethics have been praised as excellent mechanisms to 

enfarce ethical behavior in business (Robin et al., 1989, 1990). They are lauded 

as highly useful guidelines to assist members of the organization in determining 

the ethically right course of action, in conductin~; themselves aboveboard, and 

in furthering the shared values and beliefs of the corporate culture.76 Far codes 

to really work, substancial specificity is important (Sonnenfeld & Lawrence, 

1989:196). Once these more specific codes of business conduct are distributed, 

top managers can check to see that they are respected and that violators are 

disciplined. The last recommendation from these authors is the legal training of 

ali managers and employees, both by the firm':, legal staff or by externa! 

counsel when necessary. Professor Laura L. Nash (1981, 1990) recommends 

asking twelve questions far examining the ethics e f a business decision.77 Her 

list can be utilized far training ali members of any organization. 

2.2.12 Culture change 

Changes in the externa! environment frequcntly requ1re a business to 

adapt in arder to ensure its future success. As a result, an organization must 

often shift its strategy, adopt new technologies, redesign or reengineer its work 

processes, restructure to better serve its target markets, and so on. Majar 

discontinuous change frequently requires changes in the organization's culture 

as well. The implication is that the old culture may no longer be consistent 

with, or align with, the organization's new strategy, structure, work processes, 

and the like (Wagner & Spencer, 1996:71-72). 

76 Robin, Donald, Michael Giallourakis, Fred R, David, and Thomas E. JV!oritz (1990) "A Different Look 
at Codes of Ethics" , in Madsen, Peter & Jay M. Shafritz , ed.itors, Emntials Of Businw Ethics, New 

York, NY: A Meridian Book, pp. 212-228. 

77 Nash, Laura L. (1990) "Ethics Without the Sem10n" in Madsen, Peter, and Jay M. Shafritz, Ed.itors, 
Emntials Of Business Ethics, New York, NY: A Merid.ian Book, pp. 38-62. 
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Many now believe, that strategic organizational changes requ1re 

accompanying changes in the culture if they are to be sustained: "In the final 

analysis, change sticks when it becomes the way we do things around here, 

when it seeps into the bloodstream of the corporate body. Until new behaviors 

are rooted in social norms and shared values, they are subject to degradation as 

soon as the pressure for change is removed" Q<.otter, 1995:67). For Cox, Jr. 

(1994:242) oncean organization has the leadership commitment to change and 

a vision of what the goal of change is, there are three primary means by which 

organizational cultures are changed: 

1) by selection processes, especially of managerial personnel 

2) by changes in management systems, especially of evaluation and reward 

systems, and 

3) by ongoing education and communication activities. 

Productive, ethical, or collaborative culture~ do not emerge unmanaged. 

The process of achieving a change in culture must be planned and monitored. 

Each successful lesson rhust be captured and disseminated to ali segments of 

the organization (Allen, 1995:40). 

The usual way of working and the inerti;; built by years, can malee 

employees uncomfortable with the highly demanding changes that must be put 

into place for a quality program to be successful. Companies need to malee an 

effort to overcome the comfort employees at ali levels feel in doing things the 

way thcy have always been done. This meaos that the organizational culture 

must be changed. But what kind of change?, maybe a change to a quality 

culture, one that fully supports the joumcy towards total quality. 
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For Dale and Cooper (1992, 1993) the sec:ond most important element 

of TQM after commitment and leadership of the CEO, is culture change. They 

suggest, that an organizational culture must be created which is conducive to 

continuous quality improvement with everyone participating, and quality 

assurance must be integrated into ali the processes and functions of an 

organization. 

Culture change requtres changing people's behavior, attitudes and 

working practices in a number of ways.78 Ali employees must: 

• accept that there is no ideal state, and never take the view that their leve! of 

process, performance and service is as good as it possibly could be; 

• inspect their own work; 

• not pass on defects to the next process; 

• recogn1ze the interna! customer relationship (everyone for whom you 

perform a task or service is a customer); and 

• v1ew mistakes as an improvement opportunity - m the words of the 

Japanese: every mistake is a pearl to be cherished. 

Considerable thought needs to be given to facilitating and managmg 

culture change. Changing people's behavior and attitudes is one of the most 

difficult tasks facing management, who must develop their powers and skills of 

motivation and persuasion. Several authors have interesting comments and 

suggestions for adequately managing culture change in organizations ( Bank, 

1992; Galpin, 1996; Goetsch & Davis, 1995; Hall, 1995; Phegan, 1996; Trice & 

78 Dale, Banie, and Cary Cooper (1993) Total Qualiry and Human Ruo.,rm:: An Exen1tive GuitÚ, Oxford, 
UK Blackwell Publishers, p. 20. 

72 



Beyer, 1993; Sashkin & Kiser, 1993; Schneider, 1994; Schneider & Bowen, 

1995; Spechler, 1993). 

2.3 Cultural constraints to management techniques 

We know that national culture impacts upon the behavior of 

organizations and individuals within those organizations ( Adler, 1991 ; 

Boyacigiller & Adler, 1991 ; Cox & Blake, 1991 ; C:ox, Lobel, & McLeod, 1991 ; 

Hofstede, 1980, 1991 ; Kleinberg, 1992 ; Pavett & Morris, 1995). Comparative 

management studies have observed, that people of different nacional 

backgrounds, acquire different expectations about the formal structure of the 

organization and the informal pattems of interaction by which work is 

accomplished (Kleinberg, 1992; Osigweh, Tg., 1989). These observations are 

corroborated by Adler & Doktor (1989) who maintain that culture influences 

organizations through societal structures such as laws, politics, values, 

behaviors, goals, and preferences of participants ( Pavett & Morris, 1995:1172). 

Hofstede (1980) and other researchers have made a clear warning about 

the existence of cultural differences, when trying to apply foreign management 

theories or techniques within a different country (Cox Jr., 1994; de Forest, 

1994; Harris & Moran, 1989; Hickson & Pugh, 1995; Kanter & Com, 1994 ; 

Lane & Distefano, 1992 ; Lewis, 1996; Ralston et al., 1992 ; Richards, 1991 ; 

Tse, et al., 1988; Usunier, 1991). The work by Lane & Distefano is particularly 

interesting and relevant for intemational manager:; anxious to become more 

globally competitive and successful.79 

Debate is still on for the adaptation of management methodologies 

successful in one place , but unsuccessful in another. Hofstede (1980a) strongly 

79 Lane, Henry W., and J aseph J. Distefana (1992) lnternaliona/ M,magemml Behavior. Second Editian , 

Bastan, MA: PWS-Kent Publishing Ca. 
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mamtams that the entire concept of management may differ intemationally 

beca.use of differences in nacional cultural values. 

The work of Kleinberg (1991) examined the impact of nation specific 

cultural differences on the emergence of organizational culture within a 

binational work setting, and concluded that "cultJre matters". Specifically, she 

found that social culture clearly helped shape organizational culture and the 

predominant style of management used within the organization (Pavett & 

Morris, 1995). In a similar manner, Adler & Bartholomew (19926) detennined 

that 93.8% of the 661 intemational comparative management studies 

conducted from 1985-1990 concluded that "culture makes a difference". While 

it may appear the world is converging in how it conducts business, it is clear 

that it is not converging on any single nation's style (Adler & Bartholomcw, 

1992a; Hofstede, 1993). 

The purpose of this study is to empirically examine an organizational 

phenomenon-Mexican organizational culture dominant factors. To be ablc to 

use a foreign instrument like Cooke & Lafferty's OCI in Mexican companies, 

we must adapt it to the local culture. Research in intercultural studies has been 

clear about the need for adaptation. Evidence from both the internacional 

business and marketing literature perspectives, suggests that what works well 

within a country does not equally works in other countries. The flops suffered 

by severa! companies in trying to sell their products and services abroad, attest 

to the reality of cultural barriers. 

In her study of the feasibility of applying total quality control programs 

m Mexican companies Ortiz (1991) comments that even though these 

programs ha.ve been successfully applied in Japanese companies, nevertheless, it 

would be unreal to think that they can be applied exactly in the same way in 
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Mexican organizations. She wrote80 "their implementation has to be in a 

flexible manner, taking into account the culture of Mexican organizations, the 

values and principies of their people while at the same time leaving unaltered 

the essence of these systems whose effectiveness has been already proven." 

2.3.1 National (societal) and organizational cultures 

A good deal of research suggests that a country's culture can have a 

profound impact on such issues as people's interpretations of organizational 

events, people's preferences for a certain management style, and even whether 

certain organizational structures are likely to function successfully (Rassenfoss 

Johnson, 1996:322). 

The relationship between nacional cultures and organizational cultures, 

however, is uncertain. Many different circumstances may affect the degree of 

similarity found. 81 Empirical work suggests that national or societal-level culture 

must be considered along with organizational culture in arder to fully 

understand the relation of an organization's culture to organizational 

functioning (England, 1983). 

A recent study (Stephens & Greer, 1995) founcl that nacional culture has 

a powerful influence on people's interpretations, understandings, and 

assessments of those with whom they work. Cultural values can affect decision 

80 Ortiz Treviño, Cecilia Maria (1991) "Factibilidad de la Aplicacúin de Programas de Control Total de Calidad m 

Méxictl' , Tésis de Licenciado en Administración, México, D.F., México: Instituto Tecnológico 
Autónomo de México, p.75. 

81 Pheysey, Diana C. (1993) Ory,anizational Culturr:s : Tjpes and TransjormaúonJ. London, GB: Routledge, 
p.19. 
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making, managerial style, interpersonal trust, teamwork, and the role of women 

in the workplace, among other issues. 82 

In another study Lincoln, Hanada, & Olrnn (1981) found that matching 

organizational culture with societal culture results in high job satisfaction. 8
J 

Ferris and Wagner (1985) found that a congrnence of Japanese organization 

structure with Japanese values was positively related to the effectiveness of 

quality circles. A similar idea is put forward by Ouchi and his Theory Z analysis 

(Ouchi, 1981; Ouchi & J aeger, 1983). 

Another good example of the relationship between societal and 

organizational cultures is presented by Misumi (1984) who examined 

participatory decision-making and Japanese values, arguing that such decision 

making styles as the ringi system are consistent with the early Meiji era of Japan 

(Erez & Earley, 1993:69). 

Hofstede (1980a) suggested that culture affects economic, ideological 

and order goals. His Individualism relates to economic goals, his femininiry to 

ideological goals, his power distance and uncert::iinry avoidance to order goals. 

Nations and organizations follow goals in ali three areas. 

According to Pheysey (1993) it is plausible, that national culture affects 

change via preferences among economic, ideological, and order goals; whereas 

organizational culture affects control through preferences for regulation or 

appreciation;84 culture affects organization design through a preference for 

centralized or decentralized forms;85 culture affects job design through 

82 Stephens, Gregory K, and Charles R. Greer (Summer 1995) "Doing Business in Mexico: 
Understanding Cultural Differences" Organiz.ational DynamiCJ, Vol 24 , No. l, p. 41. 

83 Erez & Eacley , 1993:69. 

84 Pheysey, op ciL, p. 41. 

85 Ibid., p 64. 

76 



preferences for work simplification or job enlargement;86 culture affects 

motivation through preferences for extrinsic or intrinsic motivators;87 culture 

affects perceptions of unity or diversity in a deci'.,ion-making body, since values 

may unite or divide people;88 culture affec:ts group behavior through 

preferences for competitive, isolated or collabon.tive working,89 culture affects 

leaders through preferences for directive or participative styles;90 and 

organizational culture influences decisions on encls and means for Organization 

Development.91 

In an interview (Organizationa! Dynamics, Spring 1993) Hofstede when 

questioned by Richard Hodgetts about the main differences between 

organizational cultures and nacional cultures answered that "national cultures 

reside mainly in deeply-rooted values, while organiz~tional cultures are a more 

superficial phenomenon. They reside mainly in what we labeled as "practices", 

that is things like symbols, heroes, and rituals that are recognized by the 

members of the organization but not necessarily by outsiders" (p.56). 

If we can say that the culture of an oq,;anization is the enterprise's 

personality, then this personality should reflect a particular ethnic background 

(Hofstede, 1993 :57). In this order of things, if we want to measure or assess 

the culture of a Mexican organization, it is my perception that we should do it 

with an instrument that reflects this ethnic ba.ckground as suggested by 

Hofstede. However, if for sorne reasons no local instrument is available for the 

task, as it was the case when doing this research, using an American instrument 

86 Ibid., P· 81. 

87 Ibid., p. 99. 

88 Ibid., p.118 

89 Ibid., p.139. 

90 Ibid., p.161. 

91 Ibid., p. 188. 
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that has been already useful in several countries with different cultures, may be 

the best way to proceed. A valid instrument can guarantee us that results will be 

a useful measure of the variables under consideration. 

2.3.2 Mexico's societal culture 

"In general, Mexicans have historically excelled at individual 

endeavors ... , but have not done as well at group undertakings 

that require teamwork." 92 

The study of organizational culture is misguided in the sense that 

organizations do not possess cultures of their own; rather, they are formed as a 

function of societal culture (Erez & Earley, 1993:69). Because th1s study intends 

to facilitate TQM implementation in Mexican service companies by suggesting 

the measurement of an organization's culture, it is necessary at this point to 

review what are the general characteristics of Mexico's societal culture at the 

national leve!. 

If we pursue the notion of several levels for cultural analysis within a 

country (national, regional, local, by type of industry, corporate, departmental) 

then we need to discuss Mexico's societal culture which serves as an umbrella 

for the cultures within the country's organizations. One good place to start is 

Hofstede's (1980) conclusions that national cultures could be explained with 

reference to four factors: power distance, uncertainty avoidance, individualism

collectivism, and masculinity-femininity. 

Given that these factors or bipolar dimensions have been used quite 

often by researchers (Franke, Hofstede & Bond, 1991; Hofstede, 1980a, 19806, 

92 Gutiérrez, op cit. 
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1991, 1993, 1994; Hofstede & Bond, 1988; Hofstede, Bond, & Luk, 1993; 

Kanter & Com, 1994; Lauermann, 1992; McGrath, MacMillan & Scheinberg, 

1992; Pennings, 1993; Randall, 1993; Shane, 1992; Thomhill, 1993; Van Donk 

and Sanders, 1993; Swierczek, 1991; Vittel, Nw;;.chukwu, & Barnes, 1993) I will 

briefly describe them. 

Power distance indicates the extent to which a society accepts the fact that 

power in institutions and organizations is distributed unequally. lt's reflected in 

the values of the less powerful members of society as well as in those of the 

more powerful ones (Hofstede, 19806:45). Power distance measures the extent 

to which culture prompts a person in a position of authority to exercise power. 

Managers operating in cultures ranked high in power distance may behave 

rather autocratically in conditions of low trust, and there will be expectation on 

the part of subordinates that superiors will act in a directive way (McKenna & 

Beech, 1995:51). Power distance can be defined as the degree of inequality 

among people which the population of a country considers as normal: from 

relatively equal (that is, small power distance) to extremely unequal Qarge power 

distance). Ali societies are unequal, but sorne are more unequal than others 

(Hofstede, 1993:89). 

Uncertainry avoidance measures the extent to which culture encourages risk 

taking and tolerates arnbiguity. It can be defined as the degree to which people 

in a country prefer structured over unstructured situations (Hofstede, 

1993:90).Structured situations are those in which there are clear rules as to how 

one should behave; these rules can be written clown or not and then they 

would be imposed by tradition. In countries with a high score on this 

dimension, people tend to show more nervous energy, as opposed to being 

easy-going in countries which score low. A nacional society with strong 

uncertainty avoidance can be called rigid; one with weak uncertainty avoidance, 
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flexible. In countries where uncertainty avoidance is strong a feeling prevails of 

"what is different, is dangerous" (Hofstede, 1993:90). 

People in cultures that encouraged risk taking were inclined to take risks 

and were ranked low in uncertainty avoidance. People in cultures ranked high 

in uncertainty avoidance tend to be risk aversive. Features of the behavioral 

pattern of people displaying risk-aversiveness when confronted by situations 

high in uncertainty avoidance are working hard, displaying intolerance towards 

those who do not abide by the rules and staying in the same job for a long 

time, in order to reduce the high levels of anxiety and stress stemming from 

conditions of uncertainty (McKenna & Beech, 1995). 

Individua/ism-Co!!ectivism measures the extent to which culture reflects and 

individual as opposed to a group perspective. lndividualism is the degree to 

which people in a country prefer to act as indivicluals rather than as members 

of groups (Hofstede, 1993:89).93 The opposite of individualism can be called 

Collectivism, so collectivism is low individualism. In a culture with an 

individualistic bias (e.g. the United States) there would be a pronounced 

emphasis on the exercise of individual initiative and performance with a 

tendency to be preoccupied with the self ancl the immediate family. By 

contrast, in collectivist cultures (e.g. Singapore) there exists a broader set of 

loyalties to the extended family and, where appro:xiate, to the tribe. In return 

for loyalty the individual gets protection and support. 

Mascu/iniry-Femininiry, measures the extent to which culture measured 

what were called "masculine" as opposed to "fominine" characteristics and 

would be reflected in the type of achievements that are valued. Masculinity and 

its opposite Femininity is the degree to which tough values like assertiveness, 

93 Hofstede, Geert (1993) "Cultural constraints in manageruent theories", Arademy oJ Management Executive 

Vol.7, No.l, pp 81-94. 

80 



performance, success and competition, which in nearly ali socienes are 

associated with the role of men, prevail over tender values like the quality of 

life, maintaining warm personal relationships, service, care for the weak, and 

solidarity, which in nearly ali societies are more associated with women's roles 

(Hofstede, 1993:90). Masculine cultures place much emphasis on the 

acquisition of material possessions and an ambitious disposition, and there is a 

clear differentiation between male and female roles. By contrast, in feminine 

cultures the emphasis appears to be on concern for the environment, the 

quality oflife, and caring (McKenna & Beech, 1995:51). 

From the analysis94 made by Hofstede, Mexico would be characterized 

by the following measures: 

• Large Power Distance (score = 79) 

• Strong Uncertainty Avoidance (score = 83) 

• Collectivist (score = 30 in the Individualism lndcx) 

• Masculine (score = 70).95 

What does this means for Mexican organizations ? Well, if we follow 

Hofstede's (1980) descriptions we will understancl better. Having a farge power 

distance can include severa! of the following charact,:!ristics: 

• there should be an arder of inequality in this world in which everybody has 
a rightful place; high and low are protected by ·:his arder 

94 Hofstede, Geert (Summer 1980) "Motivation, Leadership, and Organization: Do American Theories 
Apply Abroad ? 07,anizational Dynamics, pp. 42-63. 

95 Although this figures were reponed by Hofstede in 1980, a later article by Tirso F. Suárez Nuñez, 
Qwúo 1993) "Gestión a la Mexicana, dos décadas de experirmntación y de búsqueda" , Managemenl 

Todtry en español , Año XX , No. 1 , pp. 20-29 , contains a comparative table (p.27) where Mexico's 
Power Distance index is 81 , Uncertainty Avoidance is 82, and Masculinity is 69. He cites as his 
source, a later book by Hofstede & D. Bollinger (1987), maybe óis can explain the differences. 
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• a few people should be independent; most should be dependent 

• hierarchy means existential inequality 

• superiors consider subordinates to be a different k.ind of people 

• subordinates consider superiors as a different k.ind of people 

• superiors are inaccessible 

• power is a basic fact of society that antedatei: good or evil. Its legitimacy is 
irrelevant 

• power-holders are entitled to privileges 

• other people are a potential threat to one's power and can rarely be trusted 

• latent conílict exists between the powerful ancl the powerless 

• cooperation among the powerless is difficult to attain because of their low-
f . h . 1 96 ait -m-peop e nonn. 

According to Hofstede, subordinates in a large poiver distance culture, can 

behave as follows: 

• have strong dependence needs 

• superiors have strong dependence needs toward their superiors 

• expect superiors to act autocratically 

• ideal superior to most is a benevolent autocrat or paternalist 

• everybody expects to enjoy privileges; laws and rules differ for superiors 
and subordinates 

• status symbols are very important and contribute strongly to the superior's 
authority with the subordinates.97 
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Being a strong uncertainry avoidance society, Mexico could show sorne of the 

following traits: 

• The uncertainty inherent in life is felt as a continuous threat that must be 
fought 

• higher anxiety and stress are experienced, time is money 

• there is an inner urge to work hard 

• aggressive behavior of self and others is accepted 

• more showing of emotions is preferred 

• conflict and competition can unleash aggression and should therefore be 
avoided 

• a strong need for consensus is involved 

• there is a great concem with security in life 

• the search is for ultimate, absolute truths and values 

• there is a need for written rules and regulations 

• if rules cannot be kept, we are sinners and should repent 

• belief is placed in experts and their knowledge 

• ordinary citizens are incompetent compared with the authorities.98 

The Colfectivút dimension implies that : 

• In society, people are bom into extended families or clans who protect 
them in exchange for loyalty 

96 Hofstede, (1980:46). 

97 Hofstede (1980:61). 
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• "We" consciousness holds sway 

• idenrity is based in the social system 

• there is emocional dependence of indivic'.ual on organizarions and 
institurions 

• the involvement with organizarions is moral 

• the emphasis is on belonging to organizarions; membership is the ideal 

• prívate life is invaded by organizarions and clans to which one belongs; 
opinions are predetermined 

• expertise, order, duty, and security are provided by organization or clan 

• friendships are determined by stable social relationships, but there is need 
for prestige within these relationships 

• belief is placed in group decisions 

• value standards differ for in-groups and out-groJps (particularism). 99 

Finally, the Mascu!ine dimension implies that in Mexico we could find 

characteristics like: 

• Men being assertive. Women being nurturing 

• sex roles in society clearly differentiated 

• men should dominate in society 

• performance is what counts 

• you live in order to work 

98 Hofstede (1980:4 7). 

99 Ibid' p.48 
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• money and things are important 

• independence is the ideal 

• ambition provides the drive 

• one admires the successful achiever 

• big and fast are beautiful 

• ostentatious manliness or "machismo" is appreciated.100 

Mexicans by their own nature are creative, aesthetic, intelligent, mystic, 

sensitive and philosophical, and they like those activities with which they can 

satisfy these personal characteristics, therefore they appreciate art and nature 

(although they are also destroying it for survival) and intellectual and 

conceptual occupations. They are also handy for innovations. Mexicans' 

sensitivity is related with their spirituality by which they tend to be fatalistic, 

recognizing that man must work hard to live, and at the same time they 

recognize that after a certain point there is a higher power than themselves, in 

which they must have faith (Kras, 1994:65-66). That 1s why they can face 

success and failure, and happy and sad situations in a more peaceful and 

philosophical way. 

Robert B. Sinclair (1992) a management consultant for intemational 

manufacturing operations in Mexico, developed a framework to broaden the 

discussion of culture's effects on management issues between the United States 

and Mexico. According to Moran & Abbott (1994:56) who later modified the 

framework to add Canada for the analysis, "it repre:;ents an application of well

documented cultural values and cultural differences'', that could help managers 

100 Ibid., p.49. 
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better deal with intemational business under the NAFTA (North American 

Free Trade Agreement). From their lists of intercultural management traits 

(pp.57-63), I have extracted the traits that correspond to Mexico, and present 

them in Appendix V. This list is interesting because it reflects the 

characteristics of Mexican managers as seen from an outsider, and according to 

Shein (1992) it is easier for an extemal observer to perceive the culture of the 

people working in any organization. 

Above the cultures of specific organ1zat1ons, the cultures of specific 

business or industry sectors, and even local and regional cultures, we find the 

dimension of a country's national culture. Severa! studies are being devoted to 

analyzing cultures at the national leve! (Hall, 1987; Hall & Hall, 1990; Harris & 

Moran, 1987, 1989; Hickson & Pugh, 1995; Lewis, 1996; Moran & Abbott, 

1994). These studies, are looking for differences and similarities between 

countries, that can help business people to be more efficient in their 

intemational business efforts. 

Many textbooks on intematio_nal business and intemational marketing 

include chapters on the national cultures of countries, the idea being that 

knowledge of, and adaptation to these cultures is a success factor in cross

cultural business negotiations (Cateara, 1990; Jeannet & Hennessey, 1992; 

Keegan, 1989; Onkvisit & Shaw, 1990; Usunier, 1993). There are also 

interesting joumal articles offering practical advice to managers on a variety of 

issues relevant to their intemational activities, one example is Tse, Lee, 

Vertinsky & Wehrung (1988) who discuss culture and decision-making, cultural 

norms and their effects.1º1 

101 Tse, Lee, Vertinsky & Wehrung (October 1988) "Does Culture Maner ?'' , Jo11rna/ of Marketing , Vol. 
52, No. 4, pp. 81-95. 
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Richard D. Lewis (1996) argues that the several hundred national and 

regional cultures of the world can be roughly classified into three groups: 

1. Task-oriented, highly organized planners, called linear-active cultures 

2. People-oriented, loquacious interrelators, called multi-active cultures 

3. Introvert, respect-oriented listeners, called reactive cultures.102 

This is a fairly simple categorization of nacional cultures, and one that 

can help us better understand the dominant characteristics embedded in 

organizational cultures within any country. From this perspective, Mexico 

would be part of the second category, that of multiactive cultures, whose main 

characteristics are: 

• people follow a multi-active time system, that is, they do many things at 

once, often in an unplanned order, 103 

• are very flexible 

• think they get more done their way 

• are not very interested in schedules or punctuality 

• they consider reality to be more important th,in manmade appointments 

• completing a human transaction is the best way they can invest their time. 

1o2 Lewis, Richard D. (1996) When Cultures Collúk: Managing mccwful!J across C"UÍtures , London, UK 
Nicholas Brealey Publishing, Chapter 3, "Categorizing Cultures", pp. 36-51. 

103 lb.is coocept is similar to the ootioo of polychrooic time wide:'y explained by aothropologist Edward 
T. Hall (1987, 1990). 
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Lewis asserts that when people from a únear-active culture work together 

with people from a mu/ti-active culture, irritation results on both sides. Unless one 

party adapts to the other - and they rarely do - constant crises will occur. And 

he cites "Why don't the Mexicans arrive on time? ask the Germans. Why don't 

they work to deadlines? Why don't they follow a plan? The Mexicans on the 

other hand ask: Why keep to the plan when circumstances have changed? Why 

keep to a deadline if we rush production and lose quality? Why try to sell this 

amount to that customer if we know they are:ú ready to buy yet?" (Lewis, 

1996:38). A more recent account of Mexican distinctive traits by a Mexican 

magazine10
~ cites attitudes, practices, and social protocols comparing them with 

those from the United States (See Appendix IV). 

Culture in the wide sense of the term, shapes everything but does not 

determine everything. Every manager is a perscn in a society, who has been 

formed by a society or societies, and so the processes of managing and 

organizing are ultimately not separable from societies and their cultures. 

Authors Hickson & Pugh (1995:9) suggest a framework for 

understanding cultures in organizations, integrated by five broad features of 

management (that differ from society to society as basic cultural values differ) 

that are: 1) managing authority, 2) managing others, 3) managing oneself, 

4) managing uncertainty, and 5) managing time. 

Other researchers present different frameworks related to nacional 

cultures ( Hall & Hall, 1990; Harris & Moran, 1991; Hickson & Pugh, 1995; 

Kras, 1991; Moran & Abbott, 1994). To end this section it is convenient to 

take note of Erez & Earley's (1993:69-70) observation ... "perhaps the most 

important lesson to be learned is that organizational norms, rules, and 

1o4 "Ante la Globalización: Conozcamos Mejor El Mundo Al Que Nos Enfrentamos" (Primera parte), 
Emprendednm, No. 43, Enero-Febrero 1997, UNAM:, México, D.F., pp. 41-43. 
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functioning need to be cons1stent with a society's culture, to prevent the 

individual from experiencing role ambiguity and :tlienation." 105 

2.4 Implementation: the link between TQM and organizational culture 

The methods to implement TQM are as varied as organ1zattons 

themselves and hinge on the abilities, knowledge, and experience of the 

persons involved. Because TQM is a complex process, techniques differ. There 

is no standard or perfect process, nor is there only one way to achieve TQM. 

Nonetheless, many consultants follow a five-step process that has been 

successful for many organizations. At this point, it represents the best thinking 

on making TQM the core of an organization's culture (Williams, 1994:46). 

Williams asserts that to implement TQM many companies start with an 

honest assessment of their culture, to make an objective assessment and 

accurately identify how the culture functions in the organization. Since a culture 

will either accept TQM principies or reject them, the key is to make that 

determination befare proceeding with the next steps for implementation 

(Ibid.). 

2.4.1 The importance of a quality culture 

According to Capezio & Morehouse (1995:89) Deming believed that 

achieving quality required "transformation", and a change in organizational 

culture. 

To improve quality, many campantes have adopted new approaches 

such as Taguchi methods for product and process design, statistical process 

control for improving suppliers and process quality, computer-integrated 

105 Similar observations have beeu made by Van Maanen & Barley (1984). 
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manufacturing for improving design and production quality, and quality 

function deployment for translating customer's requirements into product 

specifications (Saraph & Sebastian, 1993:73). These approaches might not 

achieve their true potential if an organization fails to improve or adapt its 

corporate quality culture-that is, the core values, beliefs and behavioral norrns 

shared by employees and management regarding quality. 

An organization can mount and sustain a true quality improvement 

effort only when it has a value system that prornotes quality. This view is also 

held by many chief executive officers, who belit-ve that it is top management's 

job to change the culture of an organization to improve quality performance 

(Cound, 1988).106 For Williams (1994:23) "quality is a product of, and must be 

driven by, the culture of an organization". 

The importance of a quality culture has been previously discussed by 

Rosabeth Moss Kanter (1987), Ross Gilbert (1987), and recognized by Deming 

(1981-1982),Juran (1981), and Crosby (1979), who also stressed the importancc 

of building a quality culture as a prerequisite to major quality improvement 

efforts. Their works identify a number of cultural elements that must undergo 

change so that a continuous quality improvemert philosophy can be sustained. 

These elements include full commitment by top leaders, communication 

pattems, customer-centerdness, job design, proc,=ss and systems understanding, 

reward systems, teamwork, and training among cthers. 

2.4.2 Characteristics of a quality culture 

Recent writers on TQM are advancing the characteristics or adjcctives 

that distinguish organizations supportive of the quality paradigm. Both from 

106 Dana Cound, ''What Corporate Executives Think About Qi:.ality", Q11aliry Progrw , February 1988 , 
pp. 20-23. 
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the academic and the consulting/practitioner fields there is new evidence that 

the "generic" term O'l!,anizational culture is now V'.ewed as: a customer-centered 

culture (Lawton, 1993), a quality culture (Goetsch & Davis 1994, 1995; Saraph 

& Sebastian, 1993), a total quality culture (Battrn, 1992; Handfield & Ghosh, 

1994; Sashkin & Kiser 1993), a service culture (Schneider & Bowen, 1995), a 

quality service culture (Horovitz & Panal,;_, 1993), reengineered corporate 

culture (Childress & Senn, 1995), a person-centered work culture (Phegan, 

1996), work cultures (The Hay Group/Flannery, Hofrichter, & Platten, 1996), 

and other designations, most of which seem to correspond to the framework 

or perspective taJ,;.en by the consultant or researcher. 

A number of authors have addressed the question what is a total quality 

culture like ? Others have characterized the cultural attributes of quality

oriented organizations (Sashkin & Kiser 1993). ln fact, many of Deming's 14 

points address aspects of the culture needed to support a total quality effort 

(e.g., drive out fear, create trust, create a climate for innovation). While there 

may well be a great variety in quality improvement tools and processes, and 

great variety in the culture of quality-oriented organizations, sorne aspects do 

stand out as being favorable for quality improvement (Morgan & Smith 

1996:44). 

The literature suggests that programs or efforts to implement TQM in 

any organization need the support of the organizational culture. TQM will not 

produce successful outcomes unless the culture is aligned with it. The culture 

must be changed or adapted to the new ways of thinking and behaving that are 

congruent with the principies of total quality. Hradesky in his TQM Handbook 

(1995) describes the cultural track, as one of tht: ten tracks necessary to build 
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TQM into an organization. The values, beliefs and assumptions of the people 

working in an organization must reflect the principies of total quality.107 

To help organizations establish a TQM program, philosophy, or effort, 

it may be convenient to espouse the characteristics that their organizational 

culture must have, for a successful implementation. A great majority of authors 

suggest that a "Quality Culture" will be the type of culture needed for TQM to 

be adequate and helpful to an organization. But, it is important to know what 

constitutes such a culture ?. What are the main ingredients of a culture that will 

support TQM ?. 

To recognize if a company has a quali~, culture, we can look for the 

following traits: 

1. Behavior matches slogans. 

2. Customer input is actively sought and used to continually improve quality. 

3. Employees are both involved and empowered. 

4. Work is done in teams. 

5. Executive-level managers are both committed and involved; responsibility 
for quality is not delegated. 

6. Sufficient resources are made available where and when they are needed to 
ensure the continuous improvement of quali1y. 

7. Education and training are provided to ensure that employees at ali levels 
have the knowledge and skills needed to continuously improve quality. 

8. Reward and promotion systems are based on contributions to the 
continual improvement of quality. 

1º7 Hradesky, John L. (1995) Total Q11ality Managemmt Handbook , New York, NY: McGraw-Hill, lnc., 
Chapter 4 "Cultural Track", pp. 129-176. 
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9. Fellow employees are viewed as interna! customers. 

10. Suppliers are treated as partners. 

Munro-Faure & Munro-Faure (1994:32) consider a set of fundamental 

prerequisites for a total quality culture the following : 

1. K.nowing your customers 

2. K.nowing your competitors 

3. K.nowing your costs due to the lack of fit 

4. Measuring performance with key parameters guided by customers 

5. Making sure that every employee understands the quality objectives of the 
organization and that they are committed to them 

6. Top management commitment with conpanywide continuous quality 
tmprovement 

7. Defining every department's objective and act:1vity with respect to the 
satisfaction of interna! and externa! customer's needs 

8. Allowing employees to fulfill their commitment with quality by being able 
to influence the continuous improvement program 

9. Substituting inspection and correction techniques with prevenl:lon 
mea.sures, to control operation's quality 

10. Never accepting outputs that do not meet the internal and external 
customers needs 

11. Effective planning befare taking any measures.108 

For Bounds, et al. (1994) a culture that supports the emerging paradigm 

and TQM, must reflect the following ten principies: 

1oe Muruo-Faure, Lesley, and Malcolm Munro-Faure (1994) La Calidad Total m Acción , Barcelona, 
España: Financia! Times/Ediciones Folio, pp. 31-33. 
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1. The importance of determining what customers value. 

2. A customer focus. 

3. A focus on optimizing organizational perfom1ance. 

4. A focus on the processes and systems that cause results. 

5. The importance of experimentation far knowledge and openness to new 
information. 

6. Mistakes that lead to organizational leaming ae acceptable. 

7. The importance of continuous improvement 

8. Performance improvement comes from process/system improvement and 
not just improving people. 

9. To improve process/systems, managers must seek out root causes of 
problems. 

10. Continuous improvement is demanded at evcry leve! of the organization. 109 

2.4.3 Assessing organizational culture 

A leaming leader must assess the adequacy of his 

organization's culture, detect its dysfunctionality, and 

promote its transfarmation. 

--Argyris & Schon (1996:185). 

The many unique research problems and methods demanded by studies 

of culture far getting up clase to an organization over time, have received no 

systematic attention despite a desperate need far them (Trice, 1987:619). 

Although in one researcher's view, "there is no generally agreed-upon way to 

109 Bounds, Greg, Lyle Y orks, Me! Adams and Gipsie Ranney (1994) Bryond Total Qualiry Management : 
TowardThe Emerging Paradigm, New York, NY: McGraw-Hill, lnc., p. 90. 
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inventory an organization's culture" 11º, an or~;anization's culture-its values, 

norms, beliefs, and customs--on be identified by conducting a cultural audit 

(Ferrell & Fraedrich, 1994:116). 

Without a clear picture of the current culture, it is impossible to 

understand the tremendous impact and influence that any organization's 

culture will have on the outcome of TQM. In arder to decipher a culture, one 

cannot simply rely on what people say about it, although the ethnographic 

methodology used by anthropologists depends to a great extent on the 

presence and observations of the researcher. Other evidence, both historical 

and current, must be taken into account to infer what the culture is. Reading a 

culture is an interpretive, subjective activity (Sathe, 1983:6). 

Because organizational cultures are complex and somehow invisible 

(Childress & Senn, 1995) there is no easy way to assess them. The existing 

culture is often "invisible" to those working inside the company. Culture is 

deeply rooted in organizations. It manifests in a number of obvious ways 

(Bank, 1992:113). The underlying values, beliefs, and even the norms, policies 

and procedures that make up the current culture are so commonplace that 

"cultural myopia" becomes real. 111 The only way to determine the degree to 

which culture is a "root cause" contributor is to develop an objective picture of 

the current corporate culture. 

Sorne of the challenges faced when analyzing culture include describing 

and categorizing cultural elements such as values, symbols, and beliefs (Barley, 

1983). Perhaps even more challenging is, detennining what about the culture is 

110 Bridges, Wtlliam (1992) The Character oJ 07,aniZ?tions : Using .f ungian Type in Or¡,anizational Developmmt , 
Palo Alto, CA: Davies-Black Publishing , p. 123. 

111 Childress, John R., and Lany E. Senn (1995) In the Eye oJ th, Stom,: &mgineering Corporate Culturt, Los 
Angeles, CA: The Leadership Press, p.96. 1l1ese consultants propose a dual framework for 
reengineering business processes and changing organizational culture simultaneously. 
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valuable to the organization. Gaining useful i:1sight into cultural phenomena 

requires a systematic and well-grounded approach (Bounds et al., 1994:497). 

Rousseau (1990) recommends that different research methods should be 

used in the organizational culture research, depending on the element of 

culture to be examined (Xenikou & Furnham, 1996:350). To identify and 

interpret the content of culture requires that people make inferences based on 

observable artifacts. Artifacts can be studied but are hard to decipher 

accurately. An award ceremony in one company may have a different meaning 

in another company. To decipher what is really going on in an organ1zat1on 

requires detective work and probably sorne experience as an insider, 

experiencing organizational culture firsthand (Daft, 1992:317). 

A valid understanding of an organization's culture is developed through 

systematic use of appropriate data-gathering methods (Bounds et al., 1994:498). 

These methods include observation, individual interviews, critica! incident 

analysis, group self-analysis, and questionnaire;. Expressions of a company's 

culture that can be observed or analyzed are for example those suggested by 

Bank (1992) : 

1. Regular ways of doing things--observable patterns of behavior among 
people 

2. Work group norms-standards of performance formally or informally set 
by work groups 

3. Main values espoused by a company-a value being a "deeply held 
assumption, which influences attitudes and behaviors" 

4. Philosophy that shapes a company's polic:ies towards its employees or 
customers 

5. Rules of the game for getting along well in a company. Attending social 
events, leaving the office befare the boss, etc. 
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6. Feeling or atmosphere created by the physical layout and decoration m a 
company.112 

Methodologically, a questionnaire permit~. broadly based measurement 

versus just using key informants such as top leve) managers. lt is a good way to 

measure "received" culture.113 A well-construc:ted questionnaire can be a 

valuable too! for measuring beliefs, values, and ideologies, especially if 

supplemented by interviews and participant observation methods (Bounds et 

al., 1994:500). 

The interview methodology gives good rich information filled with 

examples and feelings, but its subjective natun: makes it hard to analyze or 

quantify the information. The quantifiable prnfile or questionnaire method 

delivers measurable data, but is without any real integrated meaning or 

contextual understanding. Together, however, they have a positive synergistic 

effect that helps paint a very complete and understandable picture of the 

strengths and weaknesses of the current culture (Childress & Senn, 1995:98). 

According to Wagner & Spencer (19%) organizational surveys can 

contribute to cultural change.114 They suggest that ali steps in the survey 

process can become leverage points to help in ,:hanging the culture. This fact 

allows a researcher to share his/her results with possible interested parties 

within organizations, making research more usefül far the business community. 

112 Bank, John (1992) The Essence oJ Total Qualiry Manageml'11I , Hertfordshire, UK Prentice Hall 
Internacional Ltd. , pp. 112-117. 

113 'Ib..is notion was suggested by Professor Brian Graham-Moore from Toe University of Texas At 

Austin, December 1996. 

114 Wagner, David B., and Janet L. Spencer (1996) "The Role ol' Surveys in Transfoaning Culture: Data, 
Knowledge, and Action", in Kraut, Allen l., editor, O,¡,aniZ!3ti,inal S11rvey1: TooÍJ far Asswmenl and Change 

San Francisco, CA: Jossey-Bass Publishers, Chapter 3, pp. 67-87. 
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2.5 The Management of Services 

Managing a service operation or company is different than managing a 

product one. This may be the very first lesson derived from the field, 

experience and research. To explain the differences, experts recommend 

understanding its terminology. 

A service is any primary or complementary activity that does not directly 

produce a physical product - that is, the nongoods part of the transaction 

between buyer (customer) and seller (provider). Services are typically 

performances. Goods are consumed while Sfrvices are experienced (Collier, 

1994:16). A service is a package of explicit and implicit benefits performed 

within a supporting facility and using facilitating goods (Fitzsimmons & 

Fitzsimmons, 1994:21). A service is an activi·~ which has sorne element of 

intangibility associated with it, which involves sorne interaction with customers 

or with property in their possession, and does not result in a transfer of 

ownership. A change in condition may occur and production of the service 

may or may not be dosel y associated with a p hysical product (Payne, 1993:6). 

For I vancevich, et al. (1994) a service is "an i:1tangible product that involves 

human or mechanical effort".115 

The modem industrial economies are dcminated by employment in the 

service sector.Justas farming was displaced by manufacturing in the nineteenth 

century as the center of economic activity, manufacturing has been displaced 

by services as the focus of activity in the final decade of the twentieth century. 

The service sector has increased dramatically in importance over the last 

decade, as an intemational phenomenon. In the United States it now accounts 

11s Ivancevich, John M., Peter Lorenz~ Steven J. Skinner, with Philip B. Crosby (1994) Managemmt : 

Qualiry and Competitivmm, Burr Ridge, IL: Irwin, p. 504. 
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for approximately 70 percent of the national income,116 and three-fourths of 

the nonfarm jobs (Heskett, 1991:12). In the United Kingdom it now accounts 

for nearly two-thirds of the economy by income and jobs (Payne, 1993:ix), and 

the whole of Western Europe is becoming a predominantly service-based 

economy; more than 60 percent of most Western economies are now in the 

serv1ces sector. 

What has fueled this growth ? There are various reasons for the growth 

of the services sector117
, which can be divided into demographic, social, 

economic and political changes, like intense competition, encouraged by 

deregulation in both the financia! and profe~sional markets, as well as the 

application of new technology; the increased rate of spending on personal 

consumption services has also been impressive. 

Individuals are spending greater proportions of their income on travel, 

restaurant and leisure services to improve ,:he quality of their lives; on 

telephone, postal and communication services, reflecting a more dynamic and 

fast moving environment; and on purchasing better quality health and 

education services. The growing complexity of banking, insurance, investment, 

accountancy and legal services has led to greater demands for financia! and 

professional services in each of these areas. Over the past forty years the 

services sector has come to domínate many economies; this trend has been so 

strong that it has been described as the Second Industrial Revolution (Payne, 

1993:3). Today service industries have assumed the mantle of economic 

leadership. These industries, encompass1::1g trade, communications, 

transportation, food and lodging, financia! and medical services, education, 

116 Fitzsimmons, James A., and Mona J. Fitzsimmons (1994) St"14Ct Managemmt For Competititx Advantage, 

Singapore: McGraw-Hill Book Co., p.11 

117 See: Payne, Adrian (1993) The Essmce oJ Strvices MarkeJing , Hertfordshire, GB: Prentice Hall 
Internacional (UK) Ltd., pp. 4-6 , for a European perspecove and a list of these reasons. See also 
Gronroos, Christian (1994:9) who cites the reasons expressed by Schoell, W.F., and Ivy,J.T. (1981). 
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govemment, and technical services to industry, have generated millions of jobs, 

absorbed most of the influx of women and minorities into the work force, 

softened the effects of every post-World War 11 recessions, and fueled every 

econom1c recovery. 

Service management is the study of how marketing and operations come 

together through technology and people to plan, create, and deliver consumer 

benefit packages and their associated service encounters. lt is the fusion of 

many disciplines and, therefore, serv1ce management 1s extremely 

interdisciplinary. Service management tries to match the art it intends to serve, 

that is, the realities of managing a service at points of contact with customers. 

The general objectives of service managernent may include one or ali of 

the following: maximizing profit, maximizing cu5tomer satisfaction, minimizing 

costs, and/ or maximizing productivity-subject to limited resources. For-profit 

service firms may attempt to attain ali objectivcs, while not-for-profit service 

organizations focus on the last three (Collier, 1987, 1994). 

2.5.1 Nature and characteristics of services 

Most authors would agree on the need to make a clear distinction, and 

understand the characteristics and differences between goods and services. 

There is often confusion over terminology in thi; area. Sorne view a product as 

an overa!! package of objects or processes which provide sorne value to 

customers, whilst goods and services are subcategories which describe two 

types of product. However, there is no widely used convention and even within 

the same service industry, terms such as "product'', "service" or "service 

product" may be used interchangeably. One thing does remain clear, and that 

is, the fact that service production and delivery are processes that must be 

coordinated and managed as a unit. 
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Northwestern University professor and marketing expert Philip Kotler 

(1986, 1991, 1996) has distinguished four categories of offer, varying from a 

pure good to a pure service: 

• A pure tangible good such as soap, to)thpaste or salt. No servtces 

accompany the product. 

• A tangible good with accompanying services to enhance its consumer 

appeal and performance. Computers are an example. 

• A major service with accompanying minor goods and services, such as 

first class airline travel. 

• A pure service like baby-sitting, psychotherapy or counseling. 

This categorization makes it clear why it is difficult either to define or 

generalize about services. Services vary considerably over a range of factors, 

including whether they are directed at busine:,ses or individual consumers; 

whether they require a customer's physical presence; and whether they are 

equipment intensive or people intensive (e.g. a launderette versus a masseur). 

Although various authors (Gronroos, 1983a; Lovelock, 1983; Normann, 

1984; Zeithaml, Parasuraman, & Berry, 1985) prnpose several distinctive traits, 

most seem to agree that services are distingui5hed by four characteristics : 

intangibility, inseparability of production and consumption, perishability, and 

heterogeneity. 118 These characteristics not only distinguish them from physical 

or tangible products, but impact their produi:tion and management. Lets 

review these characteristics: 

11s lvancevich, et al., p. 506. 
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• Intangibiliry : It may be their most distinctive feature. lntangibility is the 

quality of not being able to be assessed by the senses of sight, taste, touch, 

smell, or hearing. lntangibility is especially important because the three 

other characteristics of services, are derived from this trait. A product takes 

up shelf space, has a shelf life, can be inventoried, depreciated, and taxed. A 

service doesn't exist until it is called for by the recipient. It needs no shelf 

space, has no shelf life, and most certainly is not an asset that can be easily 

inventoried (Zemke & Schaaf, 1989:14). A service can't be demonstrated or 

sampled prior to purchase. 

• Inseparabi!iry of Production and Consumption : Services are produced and 

consumed at the same time. The moment:; a dentist is working in your 

teeth, he/ she is producing and you are consuming the service. 

Inseparability has two important implications. First, the senice provider plays 

a critica! role in delivery of services and may in fact be the service. Second, 

because production and consumption occur simultaneously, the customer 

also has an important role in service delivery 119 

Most services cannot be performed unless the customer is present or 

directly involved in the production process. Because customers often play an 

active role in producing services, the service customer must have the ability, 

skill, training, and motivation needed to engage in the production process 

(Ivancevich, et al., 1994:506). It is important to 1:ecognize that the receiver of a 

service has expectations and perceptions, and they are integral to his/her 

satisfaction. Consumer desires can be very specific or very vague, but either 

way they become part of the service process. 

119 Milis, Peter K , and James H. Mon:is (December 1986) "Clients as Partial Employees of Service 
Organizations : Role Development in Clicnt Participation", Academy oj Managemml Jo11mal, pp. 726-735. 
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• Perishabi/i,ry Results from the inseparability of production and 

consumptton; 1t means that unused servio: capacity can't be stored and 

used ata later date; any unused capacity is wasted. Because services cannot 

be stored, demand fluctuations are a challenge to managers. 

• Heterogeneiry : Services are often performed by humans-and people are 

not always consisten t. Heterogeneity refers to the inconsistency or variation 

in human performance. Two different service providers can be inconsistent 

in their performance, as can a single provicler from one service encounter 

to another. Managers must attempt to provide consistent services, while at 

the same time satisfying customers' different needs (Ivancevich, et al., 

1994:508). To provide consistency in service delivery, contact employees 

must be trained, able, willing, and creative .. besides receiving full support 

from a companies previous processes. 

These characteristics of most services are listed here because the correct 

way to manage them will be more complex than managing tangible products, as 

research and experience both support the contention that the art of designing, 

developing, and delivering distinctive customer :;ervice is a special practice with 

unique problems and opportunities (Zemke & Schaaf, 1989:13). If management 

is the key to systematic service improvement, it follows that managers must be 

aware of and understand the differences when they focus on creating 

distinctive service. 

Another powerful 1ssue m managmg serv1ces, 1s the constant 

preoccupation with customers needs, expectations and perceptions.120 In a 

product environment, product traits may be equally perceived by severa! 

consumers; not so in a service environment. Each service delivery episode, or 

120 A great amouot of research oo customer's expectatioos and percepúoos has beeo produced by Berry, 
Parasuramao, and Zeithaml, (1983, 1985, 1988, 1990, 1991, & 1994). 
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"moment of truth" (according to Carlzon, 121 now famous for naming them) is 

different from the other, rnaking its management more complex and holistic. 

2.5.2 Managing service organizations 

The range of "input variables" -essentially the customer's umque 

expectations-makes the industrial model of production management of limited 

value to service organizations concemed with providing a high-quality 

experience. The service manager's task is to support diversity of response 

between the customer and the organization, especially between the customer 

and frontline contact people (Zemke, & Schaaf, 1989:16). 

In their book S ervice America, Albretch & Zemke (1985) reported that 

successful, service-focused organizations have the following characteristics: 

1. Are obsessive about listening to, understanding, and responding swiftly to 

changing customer wants, needs, and expecta-jons 

2. Create and communicate a well-defined, customer-inspired, service strategy 

3. Develop and maintain "customer-friendly" service delivery systems and 

4. Hire, inspire, and develop customer-oriented frontline people. 122 

Ten years later, Berry (1995) offered what he believes are the lessons of 

service quality implementation with his model or framework for achieving a 

great service.123 According to him, the first step in the process is nurturing 

service leadership, then building a service quality information system, followed 

121 Carlzon, Jan (1987) Mommts of Truth, Cambridge, MA: Ballinger Publishing Company. 

122 Albrecht, Kad, and Ron Zemke (1985) Servict Amtrica: Doing J3usinm in the New Economy, Homewood, 
IL: Dow Jones-Irwin. 

123 Berry, Leonard L. (1995) On G,wt Servia: A Framework for Achon , New York, NY: Toe Free Press. 
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by the creation of a serv1ce strategy that encompasses the required four 

dimensions, product of his past research ( Berry, Zeithaml, & Parasuraman, 

1990; Berry & Parasuraman, 1991, 1993). These dimensions are reported as the 

key to service's customer satisfaction, and they are: Reliability, Su,prise, Recovery, 

and Fairness (Berry, 1995:5). After the creation of a strategy containing these 

elements, his model suggests implementing the strategy through structure, 

technology and people (the company's employees and executives). This text is 

a good account of the interconnectedness of die various functional areas in an 

organization, and the necessary communication and cooperation among them 

to foster a company-wide common vision towards satisfying and amazing 

customers in any competitive market. 

Perhaps the researchers and professors with the most influence on the 

1ssue of service management are Heskett and his colleagues at the Harvard 

Business School. Since Heskett's publication in 1986, of his book Managing in 

the Seroice Economy (Boston, MA: Harvard Business School Press) that included 

suggestive models to build competitive advantage, and the basic and integrative 

elements of a strategic service vision, more research and conclusions ha.ve 

emerged and been offered by this group, than from any other. 

According to Heskett (1991) leading companies m many serv1ce 

industries display sorne common themes and practices, that can become 

lessons for managers in any business. The best service companies are 

structured in such a way that there is clase coordination between marketing 

and operations management, regardless of the coordinating or reporting 

relationships with higher levels. These service companies ha.ve formed a strategic 

seroice vúion, whose elements consist of : identification of a target market 

segment, development of a service concept to address targeted customers' 
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needs, codification of an operating strategy to support the service concept, and 

design of a service delivery system to support tl-,e operating strategy.124 

The second part of these "lessons" include the tuming inward of the 

strategic service vision, and targeting important groups of employees. By doing 

this, management shows that it is aware that the health of the enterprise 

depends on the degree to which core groups of employees subscribe to and 

share a common set of values and are served by the company's activities. This 

time the service concept is designed with ernployees' needs in mind. The 

operating strategy is set to meet these needs in a superior fashion at the lowest 

cost, a result often achieved through the design of the service delivery system. 

The integrative elements include: positioning of a service concept, which it is 

hoped will lead to low tumover, low training costs, and the opportunity to 

develop shared goals and values.125 

In addition to building a strategic serv1ee v1s1on, the best service campantes 

apply it to customers and to those who deliver the service and oversee its 

delivery. Other lessons recommended by Heskett, include: 

• rethinking quality control, by restructuring incentives to emphasize quality, 

designing jobs to give service providers higher visibility in dealing with 

customers, and building a peer group to foster teamwork and instill a sense 

of pride; 

• reassessing the effects of scale 

• replacing and creating assets with information. 

124 Heskett, James L. (1991) "Lessons in the service sector'' , in SmJice Managemml , Harvard Business 
Review Paperback , Boston, MA: Hacvard Business School , pp. 12-20. 

125 Ibid., p.15. 
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Production-line thinking cannot help tradicional service companies that 

are now facing unprecedented pressure from new competitors. Attraccing and 

retaining today's customers demands a fundamentally different approach. The 

basic premise is simple : the old model puts thc people who deliver service to 

customers last; the new model puts frontline workers first and designs the 

business system around them. Companies today have to make service delivery 

the centerpiece of their compecicive strategy (Schlesinger & Heskett, 1991). 

A new model of service has emerged, replacing the old model of 

industrialization in every element of the busines~;, under this model, companies: 

• value investments m people as much as mvestments m machines, and 

somet1mes more; 

• use technology to support the efforts of front line workers, not just to 

monitor or replace the; 

• make recruitment and training as crucial far salesclerks and housekeepers as 

far managers and senior execucives; 

• link compensacion to performance far employees at every leve!, not just for 

those at the top.126 

Finally, to justify these investments, the new logic uses innovative data 

that tradicional accounting and measurement systems do not track: the 

aggregate costs of customer or employee turno·.rer, far example, or the greater 

profit margins that repeat customers can provide. 

126 Schlesinger, Leonard A, and James L. Heskett (Septemher-October 1991) ""TI1e Service-Driven 
Service Company" , Harvard Business Review, Vol. 69 , No. 5 , p. 72. 
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The new econom1cs of serv1ce requ1res innovative measurement 

techniques, that calibrate the impact of employee satisfaction, loyalty and 

productivity on the value of products and set\'Íces delivered. The Service-Profit 

Chain 127 establishes relationships that are necessary for the strategic 

management of service businesses. Their logc is as follows: Value drives 

customer satisfaction; employee productivity drives value; employee loyalty 

drives productivity ; employee satisfaction drives loyalty; internal quality drives 

employee satisfaction, and leadership underlies the Chain's success. 

2.5.3 Service quality 

High service quality is an important element of peak performance, and it 

must be recognized that service quality evaluation is multifaceted (Calantone & 

Mazanec, 1991:104) Both the process and the outcome of serv1ces are 

evaluated by customers (Parasuraman, Zeithaml, & Berry, 1985). 

How can we interpret the concept of service quality ? Chase & Bowen 

(1988, 1991) suggest that relevant research offers three alternative 

conceptualizations of service quality: 

(1) Attribute theory, in which service quality reflects the service delivery system 

attributes; the major assumption here is that management has considerable 

control over these factors; 

(2) customer satisfaction theory, which examines servtee quality through the 

perceptions and experiences of the consumer in identifying and measuring 

gaps impeding the delivery of services is of particular interest here; and 

127 Heskett, James L., Thomas Jones, Gary W. Loveman, W. Earl Sasser, and Leonard A. Schlesi.nger 
(March-April 1994) ''Putting che Service-Profit Chain to Work", Harvard Buiiness Review , Vol. 72, 

No. 2, p.164. 

108 



(3) interaction theory, in which service quality arii;es through the satisfaction of 

both employee and customer needs (Klaus, 1985).128 

Other distinctions focus on process/functional quality (how the 

customer gets it) and outcome/technical quality (what the customer gets),129 or 

interactive quality (between encounter participants), physical quality (tangibles), 

and corporate quality (the image of the firm). 130 These elements have obvious 

use in Mexican service companies. An organization may have a product which 

has high technical quality in that it delivers the benefits sought by the customer; 

yet the global quality evaluation may be compromised if employees attitudes 

and behaviors, appearances, and service-r:1.indedness (components of 

functional quality) are poor. Such bad experiences may engender such negative 

word-of-mouth that the high technical quality of the service provided is 

overshadowed (Calantone & Mazanec, 1991). 

Most managers do not converge on a clear definition of quality, sorne 

agree that "quality is the consistent delivery of individual standards" (Collins, 

1984:56). Clearly this is tak.ing a supplier approach. King (1984:32) has indicated 

that quality can only be determined by customers from their personal 

expenences, because they are the ones that experience the transaction. 

Nightingale (1984:41) said that "quality lies in the eyes of the beholder". 

A quality strategy for services is not a rigid rule book with strict 

mechanistic procedures; it is a philosophy or culture, one that recognizes that 

satisfied customers mean repeat purchases and favorable word-of-mouth 

recommendations (Senior & Akehurst, 1991 :103). Continued prosperity for the 

128 Klaus, P. (1985) "Quality Epiphenomenon : Toe Concepn,al Understanding of Quality in Face-to
Face Service Encounters", in Czepiel, J. A., M.R. Solomon, and C.F. Suprenant (Editors), The Smice 
Encounler, Lexington, MA: Lexington Books. 

129 See Gronroos, 1984. 

uo Lehtinen, 1985. 

109 



organizations and employees is the result. Such a philosophy is based on 

effective organizational communications: allowing customers to communicate 

likes/ dislikes through various channels such as :ontact personnel; interaction 

with unit managers; market research; and vital feedback provided to ali 

employees, enabling them to work together in the same direction. 

The role of senior management in any :::>rganization, is to satisfy the 

customer by providing a consistently reliable quality service. This can be 

effectively achieved only by developing and cngendering a service quality 

culture, an essentially shared philosophy, one that cannot work unless 

personnel understand the principies behind it and are encouraged to practice it 

(Senior & Akehurst, 1991:103). 

Why is service/ quality performance more difficult to manage than 

product/ quality performance? In trying to answer this premise, David A. 

Collier, a recognized authority in quality management and service management 

ascertains that service/ quality performance is more difficult to define, measure, 

and consistently execute, the main reasons this is so are: 

1. Human behavior is involved in ali aspects of experiencing or providing 

serv1ces. Physical/ tangible products don't exhibit personalities, 

expectations, or cultural values, but service encounter design must consider 

human behavior. 

2. Each service encounter is unique, never to be repeated exactly, while most 

products are identical. 

3. A pure service package is more complicated to design, deliver, and manage 

than a pure product package. 
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. 
4. Forecasting human behavior in a serv1ce settmg 1s more difficult than 

forecasting product demand in a manufacturing setting. 

5. Managing high-contact service providers, requires service management 

skills (marketing, operations, and personal) while goods-producing jobs 

require a narrower range of skills, or the jobs :i.re more departmentalized. 

6. Service capacity, such as available staff hours, is your inventory in a service

providing business, whereas physical 111.ventory helps buffer ali 

manufacturing and materials management functions in a goods-producing 

business. 

7. Standards of performance include more qualitative and human factors in 

performing a service than in producing a procluct. 131 

According to Collier, if a manager believes this premise, then those who 

excel at service/ quality performance develop a unique capability, which few 

competttors can quickly copy, and therefore, g.ún and maintain competitive 

advantage. 

131 Collier, David A. (1994) The Service/Qua!iry Solution : UJin¿ Servi.ce Managemenf lo Gain Competitive 
Advantage, Milwaukee, WI., and Bua R.idge, IL: ASQC Quality Press and Richard D. Irwin, pp.16-17. 
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CHAPTER 111. HYPOTHESIS 

" you can't manage organizational culture 

unless you ,:an measure it." 132 

3.1 Problem 

Organizations tend to find the status quo a contentedly feasible state. 

Changing organizational practices demands money-a factor often in short 

supply, management effort, and time. It also requires a basic change in the 

accustomed practices and habits of staff, who are satisfied with things as they 

are, and who believe in the present way of working. If new skills are needed, 

this will take retraining of old staff (again money, time and a break in 

comfortable routines), or the employment of new people who must be found, 

attracted, paid, and retained. 

An organization is a complex social system. It has built up a pattem of 

staff role behaviors, and a system of motivation and rewards to comply with 

existing roles. If at any time, change is suggested, the organization wants to be 

convinced that new practices will have significantly better outcomes than old 

practices, before it disrupts existing arrangements. 

Furthermore, many organizations have concems other than achieving 

cultural goals. They are interested in survival. They want to generate support 

and maintain their positions in the global economy, the political and 

interorganizational environments. Management sometimes fear that too much 

change, too frequent or too drastic, will lead to instability, a lack of direction, 

132 Reynierse, James H., and John B. Harker (March 1986) "Measuring and Managing Organizational 
Culture",H11manReso11rcePlanning, Vol.9, No.1, p.1. 
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and a loss of confidence in the organization's capabilities, so they must be 

convinced that their survival concems are not only not interfered by the 

achievement of cultural goals, but actually deeply related with them, being these 

goals in a sense, preconditions for effective activity. 

Acceptability of new practices by outside stakeholders, is yet another 

factor to fight against when convincing an organtzation of instituting a change, 

since these may affect relationships to founders, customers, suppliers and other 

organizations. These changes may conflict with current expectations and fail to 

satisfy these group's interests. New practices may not fit in with prevailing 

social values, ideological commitments, with their set of values, and even with 

particular work practices. 

On the other hand, research has demonstrated the tmportance of 

assessing the cultural aspects of an organization to truly restructure or 

reengineer it, even considering that resistance will be found wherever strong 

ideological commitments and cultural values are involved. Culture has been 

accepted as a fact of organizational life by managers, and has become an 

integral aspect of many organizational change programs (Fombrun, 1994; 

Kotter & Heskett, 1992; Kotter, 1996). 

Taking into consideration ali these facts, it becomes necessary to 

develop a quantitative approach to measure organizational culture, that can 

convince organizations of the advantages of data-based cultural change 

programs, and narrows the gap between resistance to change in modero 

institutions, and the knowledge of their own cultural reality. Moreover, it 

becomes of utmost importance to assess transcultural differences and 

similarities, when adopting foreign methods and instruments to measure the 

cultural orientation of a firm. 
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Many authors have studied different ways of measuring organizational 

culture, as will be discussed in the next chapter. Arnong them and far the 

present project, I have chosen Cooke & Rousseau's (1988) theory on 

behavioral norms and expectations in organizations, and Cooke & Lafferty's 

(1989) Organizational Culture Inventory (OCI) to measure organizational culture in 

a sample of Mexican firms (See Appendix 3 far the full explanation of the 

inventory). 

As Cooke & Rousseau (1988) put it, "organizational culture, the shared 

beliefs and values guiding the thinking and behavioral styles of members, 

traditionally has been assessed by qualitative methods. However, quantitative 

approaches such as culture surveys offer important advantages far both, cross

sectional organizational research, and data-based cultural programs." 

The Organizational Culture Inventory (OCI) profiles the culture of 

organizations and their subunits in terms of behavioral norms and 

expectattons. It is based on cultural concepts such as dominant cultures, 

subcultures, cultural direction, and intensity. In the theoretical framework 

underlying the OCI (Cooke & Burack, 1989), data provided by members of 

diverse organizations showed that there is agreement within organizations and 

significant differences across them, with respect to the norms and expectations 

measured by the inventory. At the same time, subcultura! differences within 

organizations are shown to occur across hierarchical levels. 

The inventory measures 12 cultural styles that are casually related to such 

outcomes as managerial effectiveness, quality of interpersonal relations, and 

individual well-being; and assesses the way in which organizational members are 

expected to think, and behave in relation both to their tasks, and to other 

people. 
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Toe purpose of this study is to replicate and adapt these author's 

findings in a sample of Mexican service oriented organizations, with a 

translated version of the OCI (translation authorized by Human Synergistics, 

lnc.) to verify if this interpersonal and task-related styles, are consistent with 

the ways of thinking of the members of different Mexican organizations; and 

also, to verify how t.he 12 interrelated cultural styles are placed around the 

circumplex of the original OCI, and to see if they have the same degree of 

association as shown by American organizations. 

3.2 Hypothesis 

From the above discussion, we can infer that cultural issues in 

transcultural organizations might not be the same, since they are influenced by 

many different factors, and that, while based on the same theoretical 

framework, the way of thinking and feeling of Mexican and American 

organizational members may differ, both in the importance as well as in the 

intensity of their set of values, normative beliefs and behavioral expectations; 

so we shall state the hypothesis in the following terms: 

Hypothesis # 1. Both instruments, the America:~ OCI and the Mexican ICO, 

can measure organizational culture with the same items. 

Hypothesis # 2. There are no differences in the style's groupings of normative 

beliefs and behavioral expectations, that characterize the culture of Mexican 

and American organizations, as measured by the OCI. 

Hypothesis # 3. Organizational Culture styles, undefined for American 

organizations, may be present in Mexican organizations. 

Hypothesis # 4. The Mexican instrument produces the same factorial 

structure as the American OCI. 
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CHAPTER IV. RESEARCH METHODOLOGY 

This dissertation presents, an analysis of the behavioral norms and 

cultural styles that can help future assessments of organizational culture in 

Mexican organizations. This chapter opens with a review of sorne alternative 

approaches for assessing organizational culture developed in the United States, 

that is, instruments designed, tested, and applied mainly in companies in the 

U.S. Unfortunately there is very little Mexican lii:erature available on the tapie, 

and at the time of this writing the only instrument for the same purpose in 

Mexico City was the Questionnaire oJ Organizationa! Culture 133 by Saville & 

Holldsworth (1994). 

4.1 The need for assessing organizational culture 

Why do we need to assess organizational culture ? Why do so many 

theorists, business consultants, and practicing managers consider organizational 

culture a very important area to manage in arder to implement TQM efforts ? 

As was mentioned in chapter one, people and institutions involved with TQM, 

continually suggest that prior to any efforts at implementing this philosophy 

within a company, top management must be aware of its current organizational 

culture, in arder to know what parts of the culture will be supportive or against 

the journey towards continuous improvement. 

Most processes recommended for TQM implementation include a 

diagnosis phase to uncover "how things are'' before designing a change 

strategy. Heilpem & Nadler (1992) in their Implementation Template far 

TQM, include diagnosis, suggesting that the CEO sufficiently engaged and 

133 Arias Galicia, Femando (Noviembre 1996) "La cultura y la competitividad de las empresas", Laboral, 

México, D.F., Año V, No. 50, pp. 10-15. 
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decided to create a serious total quality process, will conduct an organizational 

diagnosis that will help in discovering the barrien and the enablers for moving 

forward with TQM. 134 Several CEOs have reported their company's culture as 

the most important aspect of their organizations to understand, be managed 

and changed to be adapted for TQM initiatives. 

In this dissertation we seek to analyze the culture components of 

Mexican organizations, starting with the same questions being asked from U.S. 

corporations, with the use of a valid and reliable instrument (Cooke & Szumal, 

1993) tested in that culture. 

National culture is, a higher leve! of culture within a country that impacts 

organizational cultures (Hofstede, 1991). How do we know that the American 

OCI can help us in assessing Mexican organizational cultures ? Maybe there 

needs to be a refinement of the instrument, to adapt it first to the Mexican 

National culture, and later to the most dorninant features of Mexican 

organizational behaviors. 

4.2 Instruments to measure organizational culture 

Because the use of survey data to study cultural phenomena is still 

relatively unexplored, the literature offers little guidance regarding the best 

form of measure to use, and arguments can be made for several measures.135 

The growth in interest in the concept of corporate culture in the late 1970s and 

1980s led naturally to the development of different self-report questionnaires 

to measure it (Xenikou & Furnham, 1996:349). However, must of the early 

134 Heilpem, Jeffrey D., and David A. Nadler (1992) "lmplementing Total Quality Management: A 
Process of Cultural Change", in Nadler, David A., Marc S. Gerstein, Robert B. Shaw & Associates, 
07,aniZfltional Arehitecture : Dtsigns far Changing 07,anizations, San Francisco, CA: Jossey-Bass Publishers, 
pp. 152-154. 

135 Gordon, George G., a.nd Nancy DiTomaso (November 1992) "Pred.icting Corporate Perfom1ance 
from Organizational Culture", Joumal oj Managtment Studies, Vol. 29 , No. 6 , p.789. 
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studies of organizational culture have relied almost exclusively on qualitative 

methods as was clearly demonstrated by Glick (1985). According to Glick 

"culture research is primarily idiographic, employing qualitative methods to 

explain dynamic processes."136 

Advocates of qualitative methods have provided two main justifications 

for their choice. The first one is based on the presumed inaccessibility, depth 

or unconscious quality of culture ( e. g. Shein, 1985, 1990, 1992). The second 

concems the possible uniqueness of an organization's culture such that an 

outsider cannot form a priori questions or measur,~s ( e.g. Smircich, 1982). There 

are good reasons for using qualitative methods in investigating organizational 

culture, but the advantages may be bought ata costas the data collected usually 

cannot be the basis for systematic comparisons (Siehl & Martín, 1988). 

Fundamental theoretical aspects of the concept of organizational culture 

can be tested only by comparisons across organizations or/and organizational 

departments. Theoretical questions cannot be answered until culture can be 

measured with the same robust, reliable, sensitive, and valid instrument that 

allows systematic comparisons. Systematic c)mparisons are exceedingly 

difficult to be made, when only qualitative data are available. Furthermore, 

sorne qualitative data are non-parametric precluding any multivariate analysis of 

the data which almost always require it (Xenikou & Fumham, 1996:350). 

Therefore, it seems more convenient to assess organizational culture 

with the aid of quantitative instruments. A number of culture researchers have 

designed survey instruments that purport to r.1easure culture quantitatively 

(Beach, 1993; Hofstede, 1980; Hofstede & Bond, 1988; Kilmann & Saxton, 

1983; Sashkin, 1992; Sashkin & Kiser, 1993; Schneider, 1990; Tucker & McCoy, 

D6 Glick, W. H. (1985) "Conceptualizing and measuring organizaiional and psychological climate: Pitfalls 
in multiJevel research", Academy oj Managemml &view, Vol. 10 No. 3 , p. 612. 

118 



1988, 1989). There are a number of studies in organizational culture that have 

combined quantitative and qualitative approaches in investigating cultural 

phenomena ( Hofstede, Neuijen, Ohayv, & Sanders, 1990; Siehl & Martin, 

1988). 

Rousseau (1990:174-177) in her work to assess organizational culture 

with multiple methods, identified several instruments available at the time (e.g., 

Allen & Dyer, 1980; Enz, 1986; Glaser, 1983; Human Synergistics, Cooke & 

Lafferty, 1986; Kilmann & Saxton, 1983; O'Reilly, Chatham & Caldwell, 1988; 

and Sashkin & Fulmer, 1985). Bounds and Dewhirst (1991) have specifically 

designed a survey instrument in terms of cultuc:1 dimensions that support the 

emerging paradigm of TQM.137 

Another instrument was developed at the University of Arizona by Lee 

Roy Beach (Beach, 1993 ; Beach & Weatherly , t 993). Named "Organizational 

Culture Inventory" it purports to assess three categories of beliefs and values 

that comprise an organizational culture : 

• beliefs and values about how employees (members) should be 

treated and the growth opportunities that should be afforded to 

them, 

• beliefs and values about professionalism and how the organization 

supports efforts to do jobs well, and 

137 Bounds, G. M., and H. D. Dewhirst (1991) "Assessing Progress in Managing for Customer Value", in 
M.J. Suh.l, and G. M. Bouds , Editors, Competing Global!J Thrrmgh Customer Valut : The Managtmmt oJ 
Strategic Supr,uysttms, New York, NY: Quorum Books, pp. 30'.'-339. 
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• beliefs and values about how the organization interfaces with its 

environment and strives to accomplish its mission. 138 

To measure organizational culture, Wallach (1983) developed an 

instrument that she designated as "Organizational Culture lndex". According 

to Koberg & Chusmir (1987:402) her instrument is based on the widely known 

climate questionnaire developed by Litwin & Stringer (1968). The Organizational 

Culture Index is described as a measure of org,ITTizational culture in three 

dimensions: bureaucratic, innovative, and supportive-all three of which are 

considered common in varying degrees to ali organizations (Wallach, 1983:32). 

In this instrument, respondents are asked to indicate the extent to which 

24 different adjectives such as "hierarch1cal" correspond with how they see 

their organization. The Likert-type response ranges from "does not describe 

my organization" to "describes my organization most of the time". I tems are 

grouped into three culture profiles, each containing eight items, with seores for 

each profile or dimension expressed as a sum total (Koberg & Chusmir, 

1987:402).139 

Another author, Sanders (1990) developed a different approach to 

measure organizational culture140
, using in-depth open interviews and a paper

and-pencil survey of organizational members. Factor analysis of the survey 

results revealed that the 20 units differed mainly in the ways in which members 

perceived the daily practices. Practices varied along six statistically independent 

dimensions. An organizational culture contains a pool of experiences and core 

138 Beach & \Xieatherly , op cit., p.12. 

139 Koberg , Christine S., and Leonard H. Chusm.ir (October 1987) "Organ.izal.Íonal Culture 
Relationships with Creativity and Other Job-Related Variables", _/oumal oj Busine.r.< Rmarch, Vol. IS, 

No. 5 , pp 397-409. 

140 Van Donk, Dirk Pieter, and Geert Sanders (1993) "Organizatiom1 Culture as a m.issing link in quality 
managemenr", lntemational f 011mal oj Quality & Reliobility Managemenl, Vol. 10 , No. 5 , pp. 5- 15. 
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competences which can be mobilized on behalf of quality management. Quality 

management, as a consequence of culture maintenance, relies on processes and 

characteristics which are already effective in the company. 

The inventory developed by industrial psychologists Marshall Sashkin 

and Kenneth Kiser named the TQMAl 141 has three primary dimensions: 

culture, tools & techniques, and concern for customer quality. When 

administered to sample workers, managers, :md executjves, the instrument 

assesses the degree to which the organization's existing culture supports TQM 

principies (Williams, 1994:46-48). The cultu~al d1mension measures eight 

clcments important in supporting and sustaining a quality movement: 

l. Measurement for improvement e 

Sccurc jobs .,. 

2. Authority cqual to responsibility 6. h11rness 

3. Rewards for results 7. Pay equity 

-t. Teamwork and cooperation 8. Owncrship 

In a more recent article, Xenikou & Furnham (1996) studied four 

qucstionnaire measures of organizational culture. 142 r\s a rcsult of their factor 

analysis, they obtained six factors that provide an eclectic framework of the 

organizational culture dimensions, as supported by the relevant litcraturc. 

These authors used four instruments: two questic,nnaires to measure values as 

priorities and preferences, and two others to measure behavioral norms as 

expectations regarding how membcrs should behavc and in tcract. 143 

: 41 Marshall Sashkin and Kennetb J. Kiser (1993) Total Quality Managemenl Assmmenl lnventory (fQMAI) , 

Seabrook, MD: Ducochon Press. 

,•2 Xeni.kou, Athena, and Adria.n Fumhan1 (March 1996) "A Correlational and Factor Analytic Study of 
Four Questionnaire Measures ofOrganizational Culture", Human Relations, Vol.49, No.3, pp. 349-371. 

" 3 !bid., p. 351. 
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Another manifestation of culture, corporate values, can be assessed with 

thc O,ganizational Belieft Questionnaire (OBQ) developed by Sashkin (1984), and 

the Corporate Culture Survry (CCS) by Glaser (1983). Measures of behavioral 

norms include the Organizational Culture Inven.!ory (OCI) developed by Cooke 

and Lafferty (1989), and the Culture Gap Surv0· (CGS) by Kilmann and Saxton 

(1983). 

Ferrell & Fraedrich (1994:117), who :onsider culture an important 

element in their ethical decision making framework, propase an "Organizational 

Culture Ethics Audif', conformed of 25 questions to assess the values of 

organizations. This questionnaire can ass1st managers in viewing the cthical 

climate and culture available within their companics. 

Schein's (1992:186) suggestion that questionnaircs can be a very uscful 

too! for getting at norms of behavior and at organizational climate, support my 

decision to use the OCI. 

4.3 Norms asan expression of an organization's culture 

Organizational rcsearchers take four perspectives on culture (Klein, 

Bigley & Roberts, 1995:773). Sorne focus on its nanifestations through myths, 

storics, and language (e.g., Martín, Feldman, Hatch, & Sitkin, 1983; Martín, 

1992); while others observe rites and ceremonials (e.g., Trice & Beycr, 1984, 

1993). Sorne researchers examine symbolic interactions (e.g., Glaser & Straus, 

1967; Hatch, 1993), and others look at shared norms and beliefs about 

behavior ( e.g., Cooke & Rousseau, 1988). The re~:earch reported here fo cuses 

on culture as norms and behavioral expectations. 

Corporate culture consists first of norms of behavior-the ways that 

pcople act and are expected to act (Kotter, 1996). In a group, people who 

follow the norms of behavior of that group are rewardcd, while peoplc who 
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don't are punished in sorne way. Norms of behavior are, thus, inescapable. 144 

For each relevant role relationship, there is a defined set of rights and 

obligations called social norms, or codes of co11duct. Norms are the guides of 

predictable, coordinated behavior in society. Norms allow persons to expect, 

recognize, and evaluate actual behavior (ferpstra & David, 1991:132). Norms · 

are the way of describing the intangible stories that guide behaviors. 

Norms result from performances in the past; as these performanccs, and 

the glee or frustration that results cumulate, a norm is formed (Vroman & 

Luchsinger, 1994). Norms often end directly or indirectly supporting continued 

success, or, equally likely, behaviors that limit the firm's success. Norms come 

from people interacting over sorne organizational activity. 1
'

5 Norms do not 

simply happen; they must be created. Thcy em:mate from the top-from thc 

managers who are the model for what is expected, acccptable, and rcwarded 

behavior in the organization (Mohrman, Cohen, & Mohrman, Jr., 1995:332). 

In his G/osmry ef Citllura/ TemJS, Sathe (1983) defines norms as the 

standards of expected behavior, specch, and "presentation of self." Although 

both values and norms have an "ought to" implicit m them, norms are more 

tactical and procedural than are values. 146 Cultural norms develop, teaching us 

what is expected, supported, and accepted by thc people we live and work 

with. These norms exert powerful pressurc, caw:ing us to behave in ways that 

often run counter to our real wishes and goals (Allen, 1980:31-32). Group 

norms are the informal rules that groups adopt to regulate and regularize group 

144 "Ibese conunents were taken from a book sununary of Kouer's book uading C..1Jange , (Boston, MA: 

Harvard Business School Press, 1996) produced by Sound,,ieu, Exen1tive Book Jymmaries , Middlebury, 

Vermont , Vol. 18 , No. lO , Part 2, October 1996 , p. 8 

145 Vroman, H. William, and Vi.ncent P. Luchsinger (1994) Mana¿Jng Organization Quality, Burr Ridge, IL: 

lrwin , p. 97. 

14ó Sathe, Vijay (Autunm 1983) "lmplications of Corporate Culture: A Managers Guide to Action", 

Organizational Dynamic.r , p.11. 
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members' behavior. Although these norms are infrequently written down or 

openly discussed, they often have a powerful, and consistent, influence on 

group members' behavior (Hackman, 1976). 

According to Feldman (1991) group n,)rms can play a large role in 

determining whether a group will be productive or not, and managers can play 

a major role in setting and changing group norms. 147 Norms serve an 

expressive function for groups (Katz & Kahn, 1978). Cultural norms become 

embedded in an organization when group members agree on what constitutes 

appropriate behavior. If a norm is violated, if someone behaves differently 

from what the norm indicates, there are immediate and strong pressures to get 

thc offending party to change his/her behavior (Kilmann, 1990:53). 

If wc understand how cultures first form and then persist, we can 

prevent them from becoming dysfunctional. Although culture manifests itself 

through stories, rituals (Trice & Beyer, 1993), symbols, slogans, and songs, the 

way to redirect dysfunctional organizational behavior is by managing norms. 

Evcn norms that dictate how one should behave, the opinions one should 

state, and one's facul expressions can be surfaced, discussed, and altered 

(Kilmann, 1990:55-56). The views expressed by Feldman and K.ilmann are 

good reasons or criteria for selecting a measurement instrument for assessing 

behavioral norms. 

In a way, org,mizational culture is a reflection of an orgarnzation's 

"personality," and, similar to an individual's personality, can enable us to 

predict attitudes and hehaviors (Bowditch & Buono, 1994:325). In fact, recent 

research has underscored the potency of organi:~ational culture in arguments 

147 See: Feldman, Da.iuel C. "ll1e Development and Enforcemenl of Group Nonns", in Steers, Richard 
M., and Lyma.t1 W. Portrr (1991) Molivalion and lf1/ork Beha,,ior, Fifth Ed.ition, \!c-w York, NY: 

McGraw-Hill, !ne., pp. 220-230. 
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that strategy formulation, prcferred leadership style, and accepted ways of 

accomplishing tasks among other central facets of organizational life are 

actually reflections of a particular organization's culture. 

Culture should manifcst itself in the organization members' normaave 

beliefs about what constitutes appropriate and s:i.fe behavior (Klein, Bigley, & 

Roberts, 1995:773). Normative beliefs include three facets: Content or the 

behavior these beliefs sanction, inlensity or the degree of consensus among 

organizational members about acceptable and unacceptable behavior, and 

pervasiveness or the scope of norms (i.e., limited to a subculture, widely held, 

cte.). Organizations can lack shared beliefs as may be true in new organizations, 

beliefs may be highly differcntiatcd and subcultura!, or they may be w1dely 

sharcd. Cultural pattcrns are reflected in degrees ,)f pervasiveness and intensity 

of bcliefs (Cooke & Rousseau, 1988). 

Despitc thc uniqucncss of every culture, sorne rcsearchers havc 

suggested that therc are basic cultural commonalities that can be found across 

different types of organizations (Trice & Beyer, 1993:15-17). These ccrtain 

common elemcnts called cul/ural universals (Moran & Abbott, 1994:38) are 

elements present in every culture to a greater or lesser degree. The following 

are examples of cultural universals: Family Sy:;tems; Educational Systcms; 

Economic Systems; Political Systems; Religious Systems; Association Systems; 

Health Systems; Recreational Systems, and Ethnocentrism (Moran & Abbott, 

1994:39-41). 

Group norms are standards of behavior that groups expect of their 

members, and define the limit on deviation from group expectations. Norms 

have the power to force a strong degree of conformity among group members 

(Ferrell & Fraedrich, 1994:122). Norms across wicler social units such as cntire 

125 



orgarnzat1ons or occupations, have a decisive influence on how cornplex 

systerns operate.148 

4.4 Method 

The study was done in two phases. The first phase involved the 

translation into Spanish of the OCI, adaptirg the instructions and sorne 

questions to the Mexican working environrnent, but basically, rnaintaining the 

original farrn in contents, as well as in relation ro the cultural styles defined in 

the OCI (See Appendix III far the translated version: Inventario de Cultura 

Organizacional). 

Then, the questionnaire was adrninistered at randorn to sorne people to 

check far itern clarity, and ease of understandmg. This step helped m 

rewording those iterns that were not clearly applicable nor understood by 

Mexican respondents (e.g., to "not rock the boat", had no rneaning , and was 

changcd for "not pull the carpet"). 

Later with the help of an English professor, the back-translation was 

perfarrned, as suggested by Mullen (1995) to establish translation equivalencc ... 

"havc the original instrurnent translatcd to a target language by a bilingual 

person and back-translated to the original languagc by another bilingual 

person." 149 Both the initial translation and the back-translations were tested 

with severa) respondents to assure that the same iterns rneasured the same 

constructs. The second phase involved administering thc questionnaire to the 

sarnplc, sometimes directly and others through their colleagues or superiors. 

The answered inventaries were graded, and subjected to a Factor Analysis. 

1•s Schei.n, Edgar H. Qune 1996) "Culture: TI1e Missing Concept iu Organ.ization Studies", Admini.Jlrative 

ScienceQuarlerfy, Vol. 41, p. 231. 
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4.5 The organizations 

The organizations from which data were obtained for this study belong 

to various fields of activity within the Mexican services' business sector. Sorne 

are in the tourism sector, like airlines, hotels, restaurants and bars businesses, 

others are service companies like banks, advertis:ng agency, gym, photographic 

developing, and retail stores. A summary follows. 

Type of company 

1. Airlines 

2. Retail Stores 

3. Hospitals 

4. Restaurants 

5. 1-Iotels 

6. I3ars 

7. Advertising Agency 

8. I3anks 

Number of respondents 

293 

71 

52 

46 

25 

24 

17 

16 

9. Large Department Storc 12 

1 O. T ransportation 11 

11. Optical services 9 

12. Computer services 9 

13. Horse Race track 5 

14. Movie Theater 5 

15. Messenger services 4 

16. Party's I3allroom 4 

17. School 4 

18. Severa! small businesses with 1 rei;pondent 23 

Total 630 

149 Mullen, Michael (1995) "Diagnosing measuremcnt cquivalcncc in cross-national research", Joumal oj 
lntemational Businm Studies, Vol. 26 , p. S73. 
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4.6 Respondents 

Six hundred and thirty respondents from the different comparnes 

participated in the study. Of those, 340 (54%) were males, and 290 (46%) 

females. Ali the companies studied are located in the Mexico City and vicinity 

area. Ages ranged from 20 to 54 years. Y ears at the job were also varied, from 

people with one year to people with more ·:han 20 years of seniority. 

Educational background was not asked. Salary levels were solicited, but given 

the fact that many respondents didn't answer it, it was not consider. 

4.7 Sample 

The sample was derived by convenience of availability, from a number 

of Mex1Can service-oriented organizations, voluntarily willing to participate in 

the study. Relative to thc population of service-oricnted organizations, this is 

nota representativc sample. 

The sample sizc was determined following the advice from Hair Jr., et al. 

(1992), and Naumann & Giel (1995) according to whom, between 4 and 5 

questionnaires should be applied for each item in the questionnaire, 150 thcrefore 

as the questionnaire has 120 items, the decision was made to apply it to 630 

responden ts. 

Respondents answered the inventory in their own organ1zat1ons and 

under controlled conditions, following the method recommended by Cookc & 

Lafferty : the applicants reading aloud the instructions with the respondents, 

and making sure the questions and the objective of the qucstionnaire were 

perfectly understood. 

l'>O Naumann & Giel , when describing Factor Analysis in their book C11slomer Sati..rfaction MeaJ11remenl and 

Managemenl (Cincinnati, OH: ·n10mso11 Execu1in· Press, 1995) suggesl that "the preferred samplc size 

is four Lo five times the number of variables", p. 225. 
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Item analysis were conducted so that questionn;ures with more than 

90% of the answers in only one point of the scale (from 1 to 5) were 

considered inadequate and dropped off from the sample. After dropping those 

biased invcntories, the final count carne to 622 usable inventaries. 

4.8 lnstrument for this study 

The OCI w,L'> developed by Cooke and Lafferty (1983, 1986, 1989) to 

measure bchavioral norms and ways of thinking, needed to fit the culture of an 

organization by its members. The instrument w;is developed around twelve 

behavioral styles and personal orientations that members bclieve they are 

expected to adopt , in order to fit into the organization (Gundry, 1995). 

Thc Invento[)' 1s based on a configurational or circumplicial modcl of 

interpersonal and task-related styles (Cooke & Rousseau, 1988). I t consists of 

120 short 1tems with a multiplc-choicc response format, that reflect 12 

differcnt cultural stylcs. Thcsc cultural styles belong to three dominant 

categories : constructlVC, passive-defcnsive and aggi·essive-defensive. 

Thc lnvcntory asscsses the ways in which organizational mcmbers are 

expected to think and behave in relation to both their tasks and other people. 

Respondcnts are askcd, "to what cxtent do each of the following hclp people 

to "fit in" and to meet expectations in your organization ? ". 

Instructions to answer the inventory recomrnend respondents that they 

might find it helpful to consider behaviors expectecl and rewarded by people in 

higher positions in thc company. Culture styles refer to the way members m an 

organization deal with eme anod1er, rather than with people externa! to the 

organization (Gundry, 1995). 

The OCI mcasures three general "types" of crganizational cultures: 
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1. Cons/mctive Cultures, in which members are encouraged to interact with 

others and approach tasks in ways that will help them meet their higher

order satisfaction needs, are characterized by the Achievement, Self

Actualizing, Humanistic-Encouraging, and Affiliative styles. 

2. Passive/ Defensive Cultures, in which members believe they must interact with 

people in ways that will not threaten their own security, are characterizcd 

by thc Approval, Conventional, Dependent, and Avoidance styles. 

3. Aggressive/ Defensive Cultures, in which members are expcctcd to approach 

tasks in forceful ways to protcct their status and security, are charactcrizcd 

by the Oppositional, Power, Compctitivc, and Perfectionistic styles. 151 

Thc instrument asscsses organizational culture, by differcntiating 12 

basic culture styles that manifcst themselves through interpersonal and job

related activities (Cooke & Lafferty, 1989; Cookc & Rousseau, 1988; Cookc & 

Szumal, 1993). The OCI focuses on norms related to coordination, conflict, 

and control (Klein, Bigley, & Roberts, 1995:778). 

Thc theoret1cal framework undcrlying the invcntory establishes a 

numbcr of organizational variables that are hypothesized to lead to the norms 

and expectations measured by thc OCI which, in turn, are expected to be 

associated with important outcomes at the individua.!, group, and organizational 

leve Is ( Sce Figure 2). 

Environmental/Organizational Factors leading to culture. The culture of 

an organization is shaped by many factors~some of which can be changed, 

and sorne of which are intractable (unable to be changed). Organizations adapt 

11' 1 Cooke, Robert A., and Elmer H. Burack (1989) in Org,anizatior.al Cultun Jm,enfo(y , uader'J Cuide , 

Plymout.h, MI: Human Synergistics, !ne., pp. 12-13. 
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to their external envtronments by designing responsive structures, adopting 

relevant technologies, and creating appropriate cultures. 152 The philosophy of 

management, the mission of the organization, and the strategic choices it 

makes, determine the culture of the organization .153 

The model shows the internal factors that lead to and reinforce norms 

and expectations : managerial/supervisory styb, human resource management 

practices, and organizational structures. 154 

FIGURE 2. THEORETICAL :\10DEL' 
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The ability of the OCI to detect actual cultural differences was 

determined by comparing different cultural patterns in different types of 

organizations (Cooke & Rousseau, 1988). In previous research, the 12 cultural 

styles collapsed into the three factors or categories of cultural styles mentioned 

above : Constructive, Passive-Defensive, and Aggressive-Defensive. There have 

been other studies using the same instrument (e. g., Klein, Bigley, & Roberts, 

1995; Roberts, Rousseau, & La Porte, 1994; Shortell, Rousseau, Gillies, Duers, 

& Simons, 1991; Xenikou & Furnham, 1996) witn interesting factor solutions. 

Cooke & Rousseau (1988), and later, Cooke & Sz:umal (1993) presented three 

factor solutions. 

Because thc OCI (Cookc & Lafferty, 1989) has a provcn record of 

usefulncss, it is my contention, that 1t will be helpful in an initial assessment of 

those factors that are present in Mexican orgmizational cultures. For that 

purpose I translated it, backtranslated 1t, and administered it to a sample of 

employccs and cxccutives in \frxican compames. Results will be trcated with a 

Principal Components Factor J\nalysis, to find out which factors from the 

original instrument are useful to Assess Mexican organizational cultures, and 

what diffcrences and similaritics cxist. 

4.9 Statistical analysis 

Statistical analysis wcre conducted in orde~ to answer severa! questions 

and provc the hypothesis. 

Basic statistics 

An initial listing of thc complete set of items of the ICO (Inventario de 

Cultura Organizacional) with its mean valuc md standard dcviation was 

obtained. The items were listed in descendmg arder of mean, to ratc the 

importance of the attribute they measurcd, and ·:o evaluate which 1tems were 
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perceived as more and least important by tr.e respondents. Results will 

contribute to depict the dominant normat1ve beliefs and behavioral 

expectations of sorne Mexican organizations. 

F An l · 155 actor a ys1s 

a) To obtain the initial unrotated factors with eigenvalues greater than 

1.00, and evaluate if a general factor model would be enough to characterize 

the data, a Principal Components Factor Analysis was conducted on the 

complete intercorrelation matrix. 

b) To determine how many distinct attributes or traits are being 

measured reliably, and which questions are related to each of them, a Rotated 

Factor Analysis was conducted, with a Varima.,-Orthogonal rotation method. 

The ICO was factor analyzed, to examine its underlying structure when 

used in Mexican org,mizations. The derived factors wcre compared with the 

factors reported by Cookc and Rousseau (1988) for American organizations, to 

determine cultural similarities and differences be1ween Mexican and American 

organizations. 

The software utilized for this analysis was SPSS, and support carne from 

Marija J. Norusis (1992) SP SS far Windows, Professional Statistics, Release 5.0, 

Chicago, IL: SPSS lnc., Chapter 2, "Factor Analysis", pp. 47-82. 

155 Several sources were used to bctter understand the teclmique ,:>f Factor Analysis, among them : Allen, 
Mary J., and Wendy M. Yen (1979) lntroduction lo Me,mmmenl Theory, Monterey, CA: Brooks/Cole 
Publishing Co., pp.111-114 & 130-143; De la Garza,Jorge (g·95) Análi.ris de la Información Mercadofógica 

a TravéJ de la EJtadistica Muftivarionle , México, D.F., México: Editorial Alhambra Mexicana, S.A. de 
C.V., pp. 29-63 ; Hair, J. F., R. E. Anderson, R. L. Tatham, and W. C. Black (1992) Muflivariote Dala 

Ana!Jsis wilh Readings, 3,d_ Edition, New York, NY: Macmill:u1, pp. 223-264; Kachigan, San1 Kash 
(1991) Multivariote Statistlcal Anarysis , Second Edition, New York, NY: Radius Press, pp. 236-260; 

Kline, Paul (1994) An Easy Cuide to Factor Anarysis , London, UK Routledge ; Miller, Delbert C. 

(1991) Handbook oJ Rmarch Design and Social Meamremenl , '"' Edition, Newbury Park, CA: Sage 
Publications , pp. 293-295. 
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CHAPTER V. RESULTS AND FINDINGS 

5.1 Basic statistics 

Table 1 lists the complete set of items used (I'ables start on page 159), 

as well as the mean rated value and standard deviation for each item. Items are 

listed in descending order of mean rated importan ce of the behaYioral norm. 

The means show that the behavioral norms perceived as most important 

m describing Mexican organizational cultures are: maintaining thcir personal 

integrity , enjoying their work , doing well easy tasks, knowing thc business , 

dealing with others in a friendly way , acting with decision , and cooperating 

with othcrs. Being a good listener, pursuing a standard of excellence, doing 

what is expected of everyone, and giving a good 1mpression werc also viewed as 

relatively important. 

Lcast important among the behavioral norms listcd wcre: being non

committal, making "popular" rather than necessary decisions, puning things off, 

opposing new ideas, never being the one blamed for problems, conforming, 

setting unrealistically high goals, and not gettirg involved. Opposing things 

indirectly, waiting for others to act first, refuúng to accept criticism, and 

switching priorities to please others were also felt as relatively unimportant. 

One can see where there was most and least agreement among 

rcspondents, by examining the standard deviations. These interpretations, of 

course, must be moderated by ceiling and floor ~ffects at the top and bottom 

of the scale, respectively. However, the items with the lowest and highest 

standard deviations were not ali at the extremes. 

The most agreement was obtained on the items dcscnbing behavioral 

norms and cultural styles such as : enioymg their work, m,untaining their 
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personal integrity, knowing the business, dealing with others m a friendly, 

pleasant way; doing even simple tasks well, c-:::>0perating with others, actmg 

forcefully, doing what is expected, and using good human relations skills. 

The least agreement was obtained on frie items suggesting normat1ve 

beliefs and behavioral expectations like : resisting conformity, personally 

running everything, not "rocking the boat", building up the power base, using 

the authority of their position, "laying low" when things get tough, and turning 

the job into a contest. It is important to add that a different subpopulation of 

employees might have perceived things differently. 

5.2 Principal Components Factor Analysis 

As its first output, the Factor Analysis produced an intercorrclation 

matnx for ali the 120 variables. In this matrix, there were high and low 

correlations because it covers many items. A Principal-Components Factor 

Analysis was conducted on the complete intercorrelation matnx. In Table 2, 

we see the list of 31 unrotated factors with eigenvalues grcater than 1 ( in 

descending order: 18.35, 8.64, 3.62, 3.29, 2.99, 2.36, 2.16, 2.01, 1.95, 1.72, 1.67, 

1.62, 1.53, 1.47, 1.41, 1.38, 1.36, 1.34, 1.29, 1.27, 1.24, 1.22, 1.17, 1.15, 1.13, 1.09, 

1.08, 1.07, 1.04, 1.03, and 1.002 ). These 31 factors accounted for 61.5 ¾ of the 

variance. Table 2a. shows the proportion of variance accounted by each of the 

variables. 

These results suggest that a general-factor model would be insufficient to 

characterize the data. We therefore varimax-rota:ed from two to twelve factors. 

After 4 factors, the rate of decrease in the eigenvalues was becoming smaller. 

The initial 3 factors were interpretable. These rotated factors, along with items 

loading .25 or over, are listed in Table 3. 
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After an initial exerc1se for data reduction, seven of the original 31 

factors (with eigenvalues above 1) were analyzed. The first factor with the 

largest eigenvalue (18.35) was refactorialized. The principal components 

procedure generated 13 new subfactors explaining 40 % of the variance. A 

second pass at factor number two, generated S sJbfactors accounting for 49.4 

% of variance. Then factors three to six were refactorialized. Factor six with an 

inicial eigenvalue of 2.36, showed only two intere!;ting subfactors, that together 

explained 40 % of variance. After that, each of the next factors would only 

represent one variable, loosing any explanation power. 

Another exercise was conducted by asking the SPSS program to generate 

12 factors. The matrix for these twelve factors, also showed that the last factors 

were formed by fewer and fewer items, thcrcforc .. distorting the OCI structure 

containing 10 items per cultural style. 

Given that the original Cooke & Lafferty instrument presents three main 

factors (or culture categories), the dec1sion was to ,tick with this same structure. 

These original three factors or categorics are composed of 4 subfactors, for a 

total of 12 cultural styles. Each of thc twelve cultures is measured by ten 

variables. The process followed here was to extrnct and rotate the first three 

factors, even though they only accounted for 25.5% of the total variancc. 

Table 3 shows the rotated factors with their corresponding loadings. 

From this data we see that factor 1 is integrated by 43 variables, Factor 2 by 33 

variables, and Factor 3 composed of 32 variables. Factor 1 had a high loaded 

variable with a load of .70, fifteen variables with loadings above .60, thirteen 

variables had loadings above .50, and the last fourteen loaded above .40. 

The loadings of the variables in Factor 2 were one variable with .61, nine 

variables loaded above .50, thirteen variables with loads above .40, seven 
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variables with loads above .30, and three variables with loads above .20 . For 

Factor 3, the first variable had a load of .54, the second loaded .51, eleven 

variables loaded above .40, thirteen above .30, ancl six variables above .20. 

The large eigenvalue of the first factor led us to believe it could be a 

spurious factor, therefore we conducted further factorializations. The three 

initial factors were again passed through a factor analysis. After the first factor 

was obtained, we removed its items for the second factorialization. We obtained 

four subfactors, for each of the initial three factors. These subfactors represent 

different combinations of variables, as opposed to the original OCI instrument. 

A summary presentation of the three main factors and their subfactors 

appears in Table 4. Varimax-Rotated Principal Components for the ICO. 

This table was designed following the model by researchers Sternberg & 

Gordeeva (1996). Here the items were listed only if their loading on a factor 

was .50 or greater, and it will be used for interpreting and naming the factors. 

5.2.1 Comparison with the original factorial structure 

At this point we can make a more detailed analysis of the 12 cultural 

styles from the original instrument (which by now can be called "subfactors"), 

and compare them with the obtained results. We therefore proceed to Tables 

Sa, Sb, and Se. These tables combine the original Cooke & Lafferty's culture 

types, and the results from this study's factor analysis. The right side of each 

table contains four columns corresponding to the principal components 

subfactors loadings we obtained (labeled from F1.1 to F3.4). The numbers in 

bold, represent the highest loadings for each row. The sixth column of the 

tables, shows the original cultural types. 

In Table Sa we have the Constructive cultural types: Achievement, Self

Actualizing, Humanistic-Encouraging, and Affili2.tive. This list corresponds tu 
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Cooke and Lafferty's original categories. The right side of the table contains the 

loadings after refactorialization of the factor. Notice that although Cooke and 

Lafferty's instrument considers the first ten items an Achievement culture, 

results from the Mexican organizations spread the items along the four 

subfactors, with more power in the first and foJrth subfactors. In the case of 

the second cultural style, "Self-Actualizing", the results of this study load on 

subfactors 1 and 3, although loads are higher in subfactor 3. In the "Humanistic 

culture", the subfactors have loadings in the first and second subfactors, and 

finally the Affiliative culture also has variables loading higher in the first two 

subfactors and very low loads in the third. 

In Table Sb we compare the so called Passive/Defcnsive cultures. For 

an Approval culture, the items loaded mainly in ~;ubfactor F2.2, and secondly in 

the last subfactor F2.4. The opposite happened four thc Conventional culture, 

where the highest loads were in sub factor F2. L and three more itcms loaded 

highly in subfactor F2.3. Items reílecting a Dependent culture loaded mainly in 

subfactor F2.4, with three variables corresponding exactly to the subfactor F2.3, 

which would converge with the original culture structure. As for the Avoidance 

culture, surprisingly no items loaded on that subfactor F2.4, instead , nine out 

of ten loaded in the first subfactor F2.1 ; this is an interesting result. 

And finally, Table Se contains the Aggressive/Defensive cultures 

whose results were also a mixed combination of the different variables. In what 

would be an Oppositional culture, only two item:; fell in subfactor f.3.1, the rest 

loaded in the third subfactor (F3.3). For the Power culture, three variables 

mirrored the original structure, and the other sev,~n shared the other subfactors. 

Nine variables of the Competitive culture were part of sub factor F3.2, and only 

two with loads under .50, appeared in the mirror subfactor (F3.3). The last 

cultural type, that of a Perfectionistic nature clid receive six variables m 1ts 

corresponding subfactor, the rest attached to the first subfactor. 
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The differences manifested in these tables may be due to several causes, 

one of which surely is, Mexican societal culture, or the "collective 

programming" of Mexican employee's minds, in Hofstede's terminology.156 

5.2.2 Factor interpretation and naming 

For factor interpretation we now look at Tables 3, and 4. We can 

interpret the factors as follows: 

• Factor l. 

In Table 3 we see that after rotation, this factor has an average 

mean of 4.15, an eigenvalue of 18.35863, and explains or accounts for 15.3 

% of the variance. The factor is conformed by 43 variables. After 

refactoring it, results showed four subfactors with : 17, 9, 9, and 7 variables 

respectively. It is important to remember, that in the original OCI 

instrument (Cooke & Lafferty, 1989) each of the 12 cultural styles contains 

the same number of items (10 variables). An~Jysis was conducted to study 

the types of variables within each subfactor, and determine what cultures 

they represented. Most of the items in this factor belong to Cooke & 

Lafferty's Constrnctive cultures (Achievement, Self-Actualizing, Humanistic

Encouraging, and Affiliative). 

Following the criterion of considering only those items with loadings 

of .50 or more, as illustrated in Table 4 , we can proceed to name the 

factors. The first subfactor or Factor 1.1, w1th an average scale value of 

4.42, and an eigenvalue of 13.50, contains a total of 15 items under this 

criterion. Of those, 5 are Humanistic variables, 5 are Affiliative, 4 are 

156 Hofstede distinguishes between culture in the narrow sense, sometimes called "culture one", and 

"culture two", which he defines as "the coliective programming oj th, mind which di.stinguishes the members oJ one 

group or category oj people from anothd', 1991 , p. S. 

139 



Achievement, and one is Self-Actualizing. It can therefore be named 

"HUMAFFILACHI", using an acronym formed by the inicial letters from 

the cultural types they represent the most. 

Factor 1.2 with an average scale value of 3.86 and an e1genvalue of 

1.98, contains 5 variables, three of which are of a Humanistic nature and 

two Affiliative. This factor can therefore be named "HUMAFFIL". 

Factor 1.3 with an average scale valu,: of 4.39, and an eigenvalue of 

1.62 , clustered 4 items with loadings abovc .50, and the four belong to the 

Self-Actualizing culture, so we mamtam the same name "SELF

ACTUAUZINC/'. 

Factor 1.4 with an average scalc value of 3.55, and an eigenvalue of 

1.49, has two variables and both belong to the Achievement culture, so we 

name it "ACHIEf/EMENT'. 

• Factor 11. 

Again, most of thc itcms clustercd into the second factor also 

belong to Cooke & Lafferty's second category of Passive-Defensive cultural 

styles, showing Factorial Va/idiry as expressed by Allen & Yen (1979:111). 

In Table 3, we see that this second factor has an eigenvalue of 

8.64159, explains 7.2 ¾ of the var1ance, and is formed by a total of 33 

variables. This again, differs from the original i;tructure in which thc second 

factor contains 40 variables. 

After refactoring the second factor we obtained four subfactors. If 

we go to Table 4, we havc the following rcsults. Factor 2.1 with an average 

scale value of 2.16 and an e1gcnvaluc of 6.93, shows seven items with 
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loadings of .50 or above. From these, 5 are of an Avoidance type of culture 

and 2 from the Conventional type. We can therefore name this factor 

"AVOJDCONV''. 

Factor 2.2, has an average scale value of 3.40, an eigenvalue of 2.14, 

and six items belon~ng to the Approval type of culture; we therefore name 

it "APPROV AL". 

Factor 2.3, with an average scale value of 4.35, an eigenvalue of 1.77, 

contains only three items that match our loading criterion. These items are 

a mix of Conventional and Dependent cultural types, so we can name it 

"CONVENDEJY'. 

Factor 2.4 has an average scale value of 3.06 and an cigenvalue of 

1.53. The two items it contains hclong to ,L Dependent culture, so we 

maintain that same name "DEPENDENT'. 

• Factor II l. 

In Table 3 we sce that the third factor showed an eigenvaluc of 3.62418, 

and explained 3 % of the variance. Factorialization gave us 32 items for this 

factor. Once more, this was different from the Cooke & Lafferty structure 

containing 40 items. 

Back to Table 4, we find a Factor 3.1 with an average scale value of 

4.15, an eigenvalue of 5.00, and six items that are a mi..xture from three cultural 

types: Perfectionistic, Power and Competitive cultures, we thercfore name it 

"PERFPOWCOMJY'. 
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Factor 3.2, has an average scale value of 2.89, an eigenvaluc of 2.12, and 

eight items with loadings of .50 and above. These items ali represent a 

Competitive culture, so we can name it "COMPETITIVE". 

Factor 3.3 has an average scale value of 2.97, an eigenvalue of 1.66, and 

three items belonging to an Oppositional type of culture. I thcrefore name it 

"OPPOS ITIONAL". 

And finally, Factor 3.4 with an average scale value of 3.10, and an 

eigenvalue of 1.50, shows only one item with a loading of .61. This item reflects 

a Power culture, and I maintain that same name, "POUíER". 

From the above results we can conclude that this research found five 

factors uniquc to the Mexican organizations surveyed. These are : / lumqffi/achl, 

Humqffi/, Avoidconv, Convendep, and Pe,jpo1vcomp. 

Obviously, no factor name perfectly captures ali the ideas delmeated by a 

factor, and no set of factors adequately captures ali of the variation in the data. 

Here, the 3 rotated factors explain 25.5 % of the variance in the data. Each of 

the following others represent only 1 %, ora little more. 

The results suggest, that the methodology used was useful for capturing 

people's implicit theories of what behavioral norms and cultural styles are likely 

to be expected from them in their organizations. Obviously not ali 

organizations will show ali of the cultural styles. But the factors seem to capture 

reasonable intuitions, as to what elements are present m the organizational 

culture of sorne Mexican orgamzat1ons and should be cons1dered when 

implementing total quality initiatives. 
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5.3 Discussion 

This dissertation has certain limitations, at least sorne of which I am 

aware of. First, the chosen subpopulation is not s::atistically representative of a 

single service sub-sector of Mexican organizations. Second, in attempting to 

quantify behavioral norms through a survey, what people believe in the abstract 

is not always what actually happens in concrete (Sternberg & Gordeeva, 

1996:73). A further study would be desirable to test the uncovered cultural 

factors in other organizations, using the current results as a baseline for 

companson purposes. Third, the 3 factors listed accounted for 25.5% of the 

variance in the data, and certainly are not an exhaustive account of what 

constitutes an organizational culture. Further studies could reveal 

interorganizational or subcultural differences based on functional areas, 

(occupational subcultures). But I believe, nevertheless, that useful findings have 

emerged from my analysis. 

Organizational culture studies can cover different dimensions of the 

construct, as reported in the literature. The behavioral norms studied in this 

work, may reflect hidden beliefs, values, and deep seated assumptions (Schein, 

1992) present in the respondents' minds. Using other research instruments, 

specifically designed for uncovering values or fundamental assumptions, could 

throw more light into those dimensions of culture. The results presented here, 

suggest sorne of the cultural dimensions that managers may wish to consider 

when planning total quality implementation programs or other change 

interventions, in Mexican organizations. Thus, it seems that companies may 

benefit by the set of cultural styles described in this study, for learning about 

the subtle perceptions of their employees, with regards to what they feel it is 

expected from them in arder to fit into their organization's culture. 

143 



5.3.1 Hypothesis testing 

From the hypothesis introduced in chapter 2, we found the following : 

Hypothesis # 1, is confirmed. Both the original American instrument (the OCI) 

and the Mexican version (ICO) can measure organizational culture in a Mexican 

setting, as manifested by the normative beliefs and behavioral expectations 

reported by 622 respondents in this sample. This is not a remarkable finding, 

given that we only translated and back-translated the original questionnaire. 

One important aspect was the construct validity of the measures. After a pilot 

test, Mexican respondents confirmed to us, tha·: what was being asked was 

related to their behaviors in complying with their company's norms, as such 

they understood them, andas such they answered. It is important to remember 

that the instrument concentrates on norms as an expression of the 

organizational culture. 

Hypothesis # 2, was disconfirmed. Y es, 1:here are differences in the 

cultural styles groupings. The number of items r<:presenting each of the three 

original factors or cultural categories, varíes in the Mexican sample. For the 

original instrument, each category contains 40 items clearly related; the results 

from this study showed 43 items for the first category, 33 for the second, and 

32 for the third. There was also variation with respect to the specific items 

measuring the subcultural styles within the three categories. With the exception 

of 20 items (as can be observed in Tables 5a, 5b, and 5c), that reílected the 

same location in their original culture and subcultural style, the other 100, had 

small variations in their location within the cultural categories. 

If we review each and everyone of the 12 cultural styles proposed by 

Cooke & Lafferty (1989) we find interesting differences in the results from this 

study. Of the ten items belonging to the Achievement culture, only seven carne 

out as part of this style. In the case of the Self-.A.ctualizing culture, only three 
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items clustered in it, with their loadings being as low as .27, and as high as .33 . 

For both the Humanistic-Encouraging and the Affiliative cultures, no items in 

this study clustered in them, although they appeared mixed in the first and 

second subfactors of Factor 1. 

From the group of Passive-Defensive cultures, the Approval items with 

loadings of .50 or above did clustered in onc factor by themselves. The 

Conventional culture, appeared in Factors 2.1 and 2.3. The Dependent culture 

in the Mexican sample, became Factor 2.4. In the Avoidance culture, no items 

clustered, but we did find Avoidancc items in ractor 2.1. 

From the Aggressive-Defensive group of cultures, the Opposit1onal style 

became Factor 3.3. The Power culture became Factor 3.4. Thc Competitive 

culture carne out as Factor 3.2, and finally, rhose items belonging to a 

Perfectionistic culture did not clustered togethcr, but were part of Factor 3.1. 

Becausc we found differences m the strunure of the 12 cultural styles, 

the hypothesis is disconfirmcd. This variation could be attributed to severa! 

factors, such as: Mexico's societal culture, managerial and leadership styles, 

occupational subcultures, demographic characteristics of respondents, 

environmental factors-economic, social, and political, etc. The challenge is there 

for future research, to find out what other factors can explain these differences. 

Hypothesis # 3 , is confirmed, because in fact we found subcultural styles 

not present in the American typology. Factor Analysis showed sevcral 

combinations of items, that did not reflect the '.;ame structure of the original 

instrument. These different structures confirm the prcsence of unique clusters 

of items, and therefore, were named differently than the original styles. Another 

result found in this study, was a stronger presence of Aggrcssive-Defensive 

cultures, anda milder prcsence of Passivc-Defens:vc cultures. 
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As for Hypothesis # 4 , it is also confirmed, because Cooke & Lafferty's 

original factorial order of : Constructive, Passive-Defensive, and Aggressive

Defensive cultures was found to be different in the Mexican sample. The order 

found in this study was : Constructive , Aggress1ve-Defensive , and Passive

Defensive cultures. The factorial structure found in the Mexican companies 

differs from the American. 

5.3.2 Reliability and validity 

As recommended by Judd, Smith, & Kidder (1991) we proceeded to 

address the reliability of the instrument. This research showed a high reliability 

by obtaining a Cronbach's Alpha score of 0.8973 . This means that the 

measure had very low random error components, which may be due to severa! 

influences 157 such as: the large size of the questionnaire (120 items), or the largc 

range of variation on the measured factor among the people being surveyed, or 

the fact that respondents were free from distractions, misunderstandings, and 

thc like which may have been provided by the clarity of the instructions and an 

optima! testing situation, which decreased the respondents tendencies to error 

and simple mistakes. 

With respect to the validity of the measures we found face or content 

validity by interviewing a couple of experts ancl severa! of the respondents 

superiors, who after reading the questionnaire, manifested their agreement that 

the questionnaire's items were representative of, and useful for measuring 

organizational norms. 

We can also say that the instrument showed high construct validity, 

because the variables did indeed reflect or measure the normative beliefs and 

157 Judd, Charles M., Eliot R. Smith, and Louise H. K.idder (1991) Rmarch Mtthod.s in Social &lations, Sixth 
Edirion, Fort Worth, TX: Holt, Rinehart and Winston, lnc. , pp 51-52. 
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behavioral expectations of the respondents. The fact that items clustered to 

form cultural types similar to those predicted by Cooke & Rousseau (1988), 

Cooke & Lafferty (1989), and Cooke & Szumal (1993) attest to this fact. 

5.4 Quality supportive cultural styles 

A second result from this study can be the determination of behavioral 

norms compatible with a service quality culture. In the research for a more 

recent instrument Envisioning A Culture far Quc.liry, Cooke (1993) found that, 

Constructive cultural styles and norms, were pmitively related to service quality 

efforts within the 357 organizations and subunits in his sample. 158 This cultural 

category was measured using 8 variables, two for each of the Constructive 

subcultural types : Achievement, Self-actualizing, Humanistic-Encouraging, and 

Affiliative. 

He also found that the 8 variables measuring Passive-Defensive styles 

were negatively related to service quality, an:I the 8 variables measuring 

Aggressive-Defensive styles were neutral, that is, t:heir presence or absence in an 

organization is neither good nor bad for service quality efforts. 

From the results in this study, the 8 variables representing Constructive 

norms had an average mean of 4.24 from a maximum of 5.0, meaning that 

Mexican employees did express strong behavioral expectations and normative 

beliefs corresponding to these Constructive styles. Even more so, the single 

variable with the highest mean(4.71) among ali 120 variables, corresponds to 

this category. 

As for the Passive-Defensive items reflecting these kind of norms, the 

Mexican sample gave an average mean of 2.83 (with the highest mean at 4.35, 

158 Envisioning A C11lt11rt far Qualiry: Strengthming O,¡,anizations thro111h Individual Ejfecti11mw, Leader's Gu.ide, 
Plymouth, Michigan: Human Synecgistics, Inc., 1993, p. 21. 
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and a lowest of 1.82). Suggesting that Mexican organizations havc cultures with 

lower Passive-Defensive styles than either the Constmctive styles or thc Ag~ressive

Defemive styles (Average Mean = 3.41). 

A more dctailed comparison between the results of Cooke's new 

instrument, and this study's results would be worthwhile, although not possible 

at this time. Nevertheless it is suggested as a futurt research project. 
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CHAPTER VI. CONCLUSIONS AND SUGGESTIONS 

This investigation offers severa! conclus1ons that can be grouped into 

two parts. On the one hand there were four hypothesis that guided the research 

development, in wondering if an assessment in:;trumcnt (designcd and proved 

in the U.S.) to measure organizational culture, rnuld be useful in the Mexican 

context, although geographically limited to the Mexico City and vicinity arca. 

The result from this inquiry was positive. The OCI was validated by the data 

from this study, and it did measure what it pu,ported to mcasure: employees 

perceptions of the normative beliefs and behav1oral expectations prevalent 

within thcir organizations, and to which they must align in order "to fit in". 

Wc also have findings derived from the factor analysis performed on the 

data, showing thosc factors in which the itcrns converged; and about the 

factorial structures comparison between hoth imtruments, the original OCI and 

the Mcxican ICO, showing differences and/ or s milant1es that can be helpful in 

understanding Mexican organtzational cultural d-aractcristics. The results will be 

very useful in the adaptation of the original instrument for further 

mvestigations, or the development of a new instn.iment. 

The second part has to do with results from the descriptive statistics, 

about the organizational cultural styles as reponed by the rcspondents. In this 

matter, there are interesting conclusions pointing towards the existence of 

certain dominant cultural types among the organizations sun:eyed. 

Onc intuitive finding from the litcrature rev1ew that descrvcs a special 

mention, was the notion of implementation as a link between TQM and 

organizational culture. Severa) sources pointed towards culture as a mediating 

variable in achieving a successful quality implemrntation. This fact makes, in my 

view, more tmportant the construct of organizational culture an important one. 
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1. Given the importance of diagnosing, understanding, and managing an 

organization's culture for better results in it, business endeavors (as revealed 

by several streams m the literature), the possibility of assessing 

organizational norms m a sample of Mexican companies, has becn 

rewarding and fruitful. Not only did we learn about cultural styles present in 

sorne Mexican work groups, but we also discovered what is becoming a 

more clear profile of an organizational culture ready for the introduction of 

Total Quality Management. The basic tenets and principies that conform 

TQM have a clear place in the values, beliefs, norms, and assumptions that 

should be part of any organization interested in its implcmentation. 

2. Organizational culture management, has demonstrated its capability 1n 

hclping companies to handle strategic and operational tasks. At thc stratcgic 

leve!, the long-term rcsults that can be ex:)ected from top managers, are 

articulated in the vision, miss ion, and goals, IJut after "the sermon", only the 

bchaviors and actions of ali members of the organization can fulfill those 

aspirations, and convert them into the reality of more sales, more profits, 

more quality, more satisfied and loyal customers, happier workers, 

employees, executives, and even stockholders. :\t the operational levcl, 

culture has been continuously articulated as "the way we do things around 

here", and this simple definition is nevertheless a reality. Organizational 

members in their daily routines, build along with their supenors, the 

company's culture. If the credo, value's statement, and example of the 

leaders spell honesty, members will see it md act accordingly. If on the 

contrary, leaders espouse sorne values but act differently, this too, will have 

an effect on people's intentions, behavior and logical impact upon 

outcomes. 

3. The Organizational Culture Inventory (Ccioke & Lafferty, 1989) whcn 

translated into Spanish and backtranslated, did measure normatiYe beliefs 
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and shared behavioral expectations corresponding (although not very 

clearly) to the typology of organizational cultures, as proposed by its 

authors. There was construct validity in many of the items, suggestmg that 

they can be used in the Mexican context, with adequate restructuring. An 

adapted version of this instrument for Mexico, could have one distinctivc 

characteristic, and that is, instead of needing the 12 cultural styles that it 

now contains, it could be tested with only eight of these culture types. 

Results from this study demonstrated that the original structure of 3 cultural 

groups (Constructive, Passive/Defensiv,~, and Aggressive/Dcfensivc 

cultures) and 12 cultural types, is interpreted differently by Mcxican 

employees. Not ali of the 120 items produc:ed a clear perception, nor werc 

inconsistent enough as to go against the original framework, bur only 

twenty of them corresponded exactly to Cooke & Lafferty's catcgonzation. 

This validates the original instrument, as was said before. 

4. The adapted version of the instrumcnt, the ICO, revealcd ,1 d1fferent 

factorial structure, possibly meaning that no t ali the original items would be 

needed for assessing organizational culture in Mexican orgamzations. 

Despite this different structure, in the 3 factors generated by thc Pnncipal 

Components Factor Analysis, differences were subtle, and could be 

explained by societal cultural differences beiween the country of origin of 

the instrument, and Mexico. The instrument did answer the question about 

which cultural styles seem to be present in a sample of Mcxican 

orgamzattons. 

5. The scientific basis of the original mstrument, that is, thc well known 

motivational theories of Herzberg, McClelland, l\kGregor, and i\Lislow 

Quran & Gryna, 1995) is encouraging and guarantees the intercst of 

behavioral scientists outside the United States. We may be in the prcsence 

of certain work-related cultural traits that if not universally present (more 
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research is needed/suggested in this area), at least binationally valid. The 

OCI also possesses a strong statistical foundation, adding to its reliability. 

The instrument also proved its consistcncy across national borders, as 

already recognized by its use in other countries (Cooke & Szumal, 

1993:1301); it is true that helped us measure the strength of norms and 

expectat1ons. 

6. The fact that this study found, that sorne Mexican organizations repon 

having cultural norms that are positively relatcd to quality of service cfforts, 

as reported by Cooke (I--Iuman Synergistics, 1993) may be of interest for 

managers interested in implementing or auditmg TQM programs. lt is also a 

posit1ve venue in the direction of research on organizational culture and 

quality, as recommended by Mitki & Sharn (1995) whcn m their study of 

two Israeli organizations asserted that "while ample literature exists on 

TQM, its contcxt and implcmentation, very littlc scicntific knowlcdgc can 

he found on the impact of TQM on the organizational culture." 159 At least 

eme of the companies surveyed for this study, an airline, which kindly 

supplied us with almost three hundred L¡ucstionnaircs, had conducted 

quality programs previous to the study. This fact may contribute to explain 

why the results showed strong Constructivc cultural styles. Future studies 

cc)Uld help clarify this relationship. 

7. The replication of the instrument's use, speaks to us of cultural types very 

similar between the two countries. When cornparing the factor structure of 

the three main groups, sorne items were factored with cultures different 

from their American counterparts. This is probably due to Mex1can societal 

culture, which seerns by the present results, to rnake no clear differentiation 

159 Mitki, Yor:1111, and A. B. (Ra.11i.i) Sha.ti.i O une 1995) "Cultural ChaUenges i11 TQ/\! lmplementation: 

Some Lcami.ng From the Israelí Experience", C.,anadian joumal ef Administrative Scienm, Vol. 12, No. 2 
p 161. 
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among certain concepts, or because the v,Jues behind thcsc culture types 

are not well defined, nor perfectly differentúble as items by Mcxicans. 

8. The Constructive types of organizational cultures were dominant in the 

results. In descending order of strength, first were the Affiliative 

(Mean=4.23), secondly the Achievcment (4.19), then the Self-Actualizing 

(4.14), and finally the Humanistic-Encouraging (4.05). Although in 

Mexicans' minds, sorne of the concepts induded in this questionnaire are 

not clearly differentiated, as was the case of items belonging to the 

Dependence and Tradicional cultures (defensive styles); other concepts are 

mixed as in the case of Humanistic-Encouragmg and Affiliative cultures, 

which seem to form a unity in the responclcnts minds, suggesting that for 

Mexicans, the items that describe these twc cultures seem likc one and thc 

same. A.chievement and Affiliation were also intertwined, although previous 

rcsearch (Díaz Guerrero, 1967, 1982, 1990, 1994, 1996; Ramírez, 1975, 

1983) has concluded that Mexico's culture is predominantly Affiliativc, that 

is, people are always surrounded by other people, be it relativcs, extended 

families, or friends, protecting each other. I t is a recommcndation from this 

cvidencc, that the two types of culture, Humanistic-Encouraging and 

Affiliative, deserve further investigation, given that they were highly mixed 

in the results with this sample. Cultural types that were not strongly 

represented in my results were the Self-Actualizmg and the Achievement 

cultures. The later style was factored by itcms from the other styles. 

9. :'\s for the Passive-Defensive cultural types, these were not reported as 

relevant as the other two categories. In desccnding order according to their 

means, first we have the Dependent culture (3.48), secondly the Approval 

culture (3.36), thirdly the Conventional (3.12) and finally the Avoidance 

culture (2.1 O). This reflects a lower tendcncy to rcly on a people oricntation. 

There was a very clear Avoidance culture, :1s well as an Approval culture. 
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The Dependent and Convencional items were mixed, probably rcflecting a 

confusion between tradition and conventionalism. We could conclude that 

Mexicans in this sample, report more of a Dependent type of culture, 

followed by the Approval type. 

1 O. The notion that Mexican culture is also paternalistic, and that this trait 

enters the organizational dominion, was also confirmed by the results from 

this study. The presence of a Dependent culture style, reílccts paternalistic 

behaviors promoted by lcaders that not fully trust their subordinates, and 

cstablish managemcnt systems and processe:,, where most dccisions are sent 

up the laddcr. This finding is consistent with Pavctt & :\forris's (1995) 

asscrt1on that Mexican managers m their study, rcflectcd an 

Exploitative/ Authorilative Decision Making stylc, and more so than managers 

from ltaly, Spain, the United Kingdom, and the United Statcs. 

11. With regards to the Aggressive/Defcnsive cultural stylcs, we can makc 

interesting inferences. In descending order by their means, we first found 

thc Perfectionistic culture (3.57), sccondly thc Compctitive (3.13), followed 

by the Power (2.98) and Oppositional (2.76) cultures. To begin with, thc 

four cultures did not exchanged many items. lt would seem that people in 

Mexico feel more valued if they are aggressive, task-oriented, than if they 

are passive (dependent, conventional). As social values are reílected in 

Constructive cultures, anti-values are manifested in the Aggressive styles. As 

a group these styles were in second place after the Constructive styles. 

Maybe these Aggressive cultures (Oppositional, Power, Competitive and 

Perfectionistic) compensare for thc low sel:--esteem, characteristic of many 

Mexicans, as reported by Díaz Guerrero (1959, 1996). People in Mexico 

seem to prefer competing with each other and having power, thereby 

achieving status through their work, rather than through cooperative work 

w1th others; !et us remember that consultant and 00 expert Andrade 
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(1996) signaled the weak capacity to work in groups. We could round this 

conclusion as follows: Sorne Mexicans to compensate for a cultural trait like 

the "lack of self-esteem", may seek to achieve satisfaction through their 

tasks, rather than through people. 

12. Another noticeable result was the fact that for the Competitive and 

Perfectionistic cultures, the items supposed to describe them as such, wcre 

very few and with low loadings. In the case of an Oppositional culture, thc 

only three items loading above .50, were comidered more of a competitive 

nature. Being oppositional would have meant that employees exprcss their 

documented points of view, defend their position versus their superiors; 

rhis is consistent with the previous notion that Mexican employees are 

more dependent and seek approval from their bosscs. Another cultural stylc 

from this same group is the Power culture; in this case we can conclude that 

this sample of organizations manifests behaving in ways consistent with a 

culture that expects them to "act forcefully", "demand loyalty", and 

"maintain unquestioned authority". 

13. And finally, we could conclude that the present work offers intcresting 

implications for both managers and researc:1ers. for managers lt simply 

proved that organizational culture is present in their companies, and 

awaiting to be uncovered if only they use the proper instrument(s) for its 

assessment. In this study we have mentioned sorne of these instruments. I t 

also became clear that culture has an influeni:ial effect over other variables 

within an organization. This effect could be c::mtrolled if managers begin to 

dedícate efforts to uncovcr, acknowledge, and manage those aspects of thc 

culture that are more visible, while they dig deeper in search of the values 

and basic assumptions (as described by Schein, 1985, 1992, 1996)underlying 

ali visible cultural manifestations. This task is recommcndcd if they wish to 

understand their company's actual situation, and/ or if thcy are planning to 
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introduce any change. Organizational culture has been studied even m 

mergers and joint ventures, results from these studies convey the need to 

align as much as possible the different elements that constitute each 

company's culture. Studies from high-reliability organizations also have 

lessons for managers, from which they may benefit. Cultural measures, can 

as well, serve as benchmarks to audit TQM progress in companies already 

pursuing the quality journey. 

14. Management pract1t1oners can benefit from Trice & Beyer's (1993) 

suggestions to "resolve the ethical dilemma". Managing the organizational 

culture must be an ethical endeavor, and managers should build ethical 

concerns into that management. A total quality culture must promote 

cn:at1v1ty and employee development among its goals, thus raising thc 

human capability of organizational members. Onc conclusion that is clear is 

that without empowerment and adequate training, no quality is achievable. 

15. :\s for researchers, there are mterestmg ver.ues dcrivcd from the present 

work. Now that we know that the OCI is vald, we could test its reliability in 

a longitudinal study. With regards to the Mexican version the ICO, it could 

be 1mproved, by testing thc items in another format. \Ve could also ask 

ourselves, what other ways are there to uncovcr other characteristics of 

Mexican organizations such as deep seated ba.sic assumptions? 

We said befare, that values are another construct worth cxploring, 

maybe studying values along with the discovered norms throws more light 

towards a better profile of Mexican servic~ orgamzattons. This was a 

quantitative study which could well be supplemented hy 9ualitat1ve measures 

of organizational culture. 
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16. Intercultural studies can be performed at different levels, like an entire 

organization, groups within organizatons, or across countnes. 

Comparing the present results with those for other types of organizations, 

like manufacturing, could be interesting and helpful m theory building from 

occupational subcultures, a topic that wc didn't covered in this project. 

Another rclevant issue would be the scarch for relationships between thc 

culture construct and organizational performance variables (see Denison, 

1990, 1996). From a methodological perspcctive, further multivariate 

analysis could be performed. Computing the factor seores (compositc 

measures for each factor representing cach subject) they could be used as 

raw data to represent the indcpcndent variables in a regress1on, 

discriminant, or correlation analysis (Hair Jr., et al., 1992:229). 
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TAB LE l. BASIC STATISTICS, FOR ALL ITEMS 
Itero IRanklMeanl SD 1 Itero 
120 1 4.71 0.64 maintain thcir personal integnty 
118 2 4.70 0.61 enjoy the work 
104 3 4.67 0.68 do even ,imple tasks well 
59 4 4.66 0.67 know the business 
62 5 4.58 0.67 deal with others in a friendly, pleasant way 
107 6 4.54 0.77 act forceful 
61 7 4.52 0.74 cooperate with others 
19 8 4.48 0.83 be a good listener 
42 9 4.47 0.88 pursue a standt1rd of excellence 
15 10 4.46 0.78 do what i, expected 
69 11 4.44 0.86 make a "good impression" 
91 12 4.40 0.88 motívate others with friendliness 
76 13 4.39 0.80 use good human relations skills 
60 14 4.39 0.82 willingly o bey orders 
4 15 4.37 0.88 resolve conflicts constructively 

105 16 4.37 0.84 communicate ideas 
43 17 4.36 0.92 work for the sense of accomplishment 
106 18 4.36 0.83 be tactful 
9 19 4.35 0.83 11 go along" with others 

58 21 4.33 0.87 openly show enthusiasm 
56 20 4.33 0.88 think ahe,.d and plan 
20 22 4.31 0.86 give positive rcwards to others 
5 23 4.31 0.87 be supportive of others 

27 24 4.30 0.90 take on challenging tasks 
92 25 4.30 0.86 he ope:1, warm 
35 26 4.25 0.94 encoura.?;e others 
53 27 4.23 0.97 be a 11 wmner 11 

24 28 4.23 0.89 always try to be right 
18 29 4.18 0.99 help others to grow and develop 
75 30 4.18 1.04 emphasize quality over quantity 
117 31 4.17 0.96 be open about self 
11 32 4.17 1.11 work to achieve self-set goals 
63 33 4.15 0.92 think in terms of the group's satisfaction 
79 34 4.15 1.05 demand loyalty 
99 35 4.14 0.99 always follow policies and practices 
26 36 4.14 0.89 explore alternatives befare acting 
1 37 4.14 0.92 point cut flaws 

98 38 4.13 1.01 kecp on top of everything 
114 39 4.12 0.91 persist, endure 
77 40 4.02 1.05 treat eo le as more im ortant than thm 
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TABLE 1. (Cont.) 
ltem Rank Mean SD ltc:::m 

89 41 4.01 1.15 be concerned about their own growth 
119 42 3.98 1.01 think in unique anc independent ways 
6 43 3.97 0.95 stay on people's good side 

64 44 3.97 0.98 show concern for people 
16 45 3.90 1.16 stay detached and perfectly objective 
36 46 3.89 1.03 back up those with the most authority 
66 47 3.88 1.03 personally take c2.re of every detail 
112 48 3.86 0.96 view work as more important than anything elsc 
82 50 3.82 1.01 never make a mistake 
2 49 3.82 1.04 show concern for the needs of others 

103 51 3.79 0.98 be spontaneous 
68 52 3.72 1.22 avoid confrontations 
111 53 3.71 1.05 do things perfectly 
34 54 3.66 0.98 take time with people 
78 55 3.64 1.01 share feelings and thoughts 
57 56 3.64 1.02 takc moderate risks 
28 57 3.63 1.04 be a gooc follower 
45 58 3.63 1.07 check decisions with superiors 
97 59 3.62 1.17 be precise ... even when it's unnecessary 
50 60 3.61 1.20 help others think for themselves 
52 61 3.61 1.10 out-perform their peers 
3 62 3.57 1.29 involve others in dec1sions affecting them 

115 63 3.56 1.07 fit into the "mold" 
7 64 3.55 0.97 be 11 a mee guy 11 

41 65 3.47 1.02 set moderately difficult goals 
14 66 3.39 1.26 never challenge superiors 
25 67 3.37 1.09 be seen ard noticed 
13 68 3.36 1.08 be preclictable 

113 69 3.33 1.25 appear competent and independent 
116 70 3.32 1.02 push decisions upward 
29 71 3.32 1.01 ask everybody what they think before acting 
51 72 3.31 1.14 be liked by everyone 
23 73 3.28 1.10 make sure they are accepted by others 
10 74 3.27 1.21 win against others 
81 75 3.24 0.96 work long, hard hours 
21 76 3.18 0.89 agree with everyone 
22 77 3.13 1.11 stay conscious of fashion 
110 78 3.10 1.11 maintain unquestioned authority 
55 79 3.10 1.30 turn the job into a contest 
80 80 3.08 1.32 use the authority of their position 
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TABLE 1. (Cont.) 
Item Rank Mean SD Item 

12 81 3.07 1.22 accept goals without questioning them 
30 82 3.05 1.15 picase those in po~.itions of authority 
67 83 3.03 1.42 not "rock the boat" 
31 84 3.03 1.02 be hard to impress 
32 85 3.00 1.19 look for mistakcs 
54 86 2.95 1.30 maintain an image of superiority 
83 87 2.91 1.05 treat rules as more importan t than ideas 
65 88 2.91 1.25 never relinquish control 
46 89 2.89 0.97 question decisions made by others 
90 90 2.86 1.64 resist conformity 
85 91 2.83 1.21 acccpt the status quo 
8 92 2.82 1.17 do things for the approval o f others 

47 93 2.73 1.30 remain aloof from thc situation 
95 94 2.55 1.46 pcrsonally run evcrything 
108 95 2.54 1.23 play "politics" to gain influence 
74 96 2.51 1.13 shift responsibilities to others 
44 97 2.47 1.17 follow orders ... even when thcy'rc wrong 
100 98 2.42 1.10 cast aside solutions that seem different or risky 
93 99 2.41 1.23 stay on the offensive 
87 100 2.35 1.32 ''lay low" when things get tough 
84 101 2.32 1.06 tell peoplc different things to avoid conflict 
40 102 2.30 1.25 nevcr appear to lose 
109 103 2.29 1.00 be hard, tough 
94 104 2.24 1.33 build up their power base 
73 105 2.22 1.02 takc few chances 
39 106 2.17 1.10 be the center of attcntion 
38 107 2.12 1.11 compete rather than cooperate 
49 108 2.10 1.13 play the role of the "loyal opposition" 
37 109 2.07 1.09 switch priorities to picase others 
48 110 2.03 1.12 refuse to accept criticism 
102 111 2.01 0.98 wait for others to act first 
33 112 2.00 0.94 oppose thin,s5 indirectly 
101 113 1.96 1.07 not get involved 
96 114 1.95 1.04 set unrcalistically high goals 
70 115 1.84 1.05 conform 
88 116 1.82 1.05 never be thc one blamed for prohlcms 
17 117 1.81 0.95 oppose n cw ideas 
86 118 1.67 0.91 put things off 
72 119 1.63 0.86 make "popular" rather than ncccssary decisions 
71 120 1.48 0.89 be non-c,:)mmittal 
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TABLE 2. UNROTATED FACTOR MATRIX 

Factor Eigenvalue % ofVar. Cum.% 
1 18.35863 15.3 15.3 
2 8.64159 7.2 22.5 
3 3.62418 3 25.5 
4 3.29398 2.7 28.3 
5 2.99237 2.5 30.8 
6 2.36208 2 32.7 
7 2.16846 1.8 34.5 
8 2.0149 1.7 36.2 . 
9 1.95756 1.6 37.8 
10 1.72254 1.4 39.3 
11 1.6795 1.4 40.7 
12 1.62815 1.4 42 
13 1.53684 1.3 43.3 
14 1.47648 1.2 44.5 
15 1.41309 1.2 45.7 
16 1.38949 1.2 46.9 
17 1.36543 1.1 48 
18 1.34063 1.1 49.1 
19 1.29187 1.1 50.2 
20 1.27704 1.1 Sl.3 
21 1.24071 1 52.3 
22 1.22992 1 53.3 
23 1.17691 1 54.3 
24 1.15224 1 55.3 
25 1.13659 0.9 56.2 
26 1.09018 0.9 57.1 
27 1.08295 0.9 58 
28 1.07777 0.9 58.9 
29 1.04342 0.9 59.8 
30 1.0304 0.9 60.7 
31 1.00213 0.8 61.5 
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TABLE 2.a PROPORTION OF VARIANCE ACCOUNTED BY VARIABLES 

Variable Communality Variable Communality Variable Communality 

20 0.698 25 0.635 40 0.598 
35 0.697 7 0.633 62 0.596 
100 0.695 119 0.632 80 0.594 
120 0.688 11 0.631 4 0.593 
38 0.684 86 0.630 84 0.593 
14 0.684 66 0.629 22 0.592 

106 0.679 32 0.629 77 0.591 
101 0.677 99 0.628 15 0.591 
23 0.676 47 0.626 75 0.589 
18 0.675 36 0.625 12 0.589 
42 0.674 6 0.623 59 0.588 
81 0.673 2 O.<í22 94 0.588 
61 0.671 82 0.<>21 21 0.586 
51 0.671 76 O.<í20 41 0.585 
91 0.670 3 0.<í20 11 O 0.581 

3 0.670 54 O.<i 19 72 0.581 ' 

90 0.666 55 O.<i 18 113 0.574 

92 0.666 103 0.(i18 65 0.573 
31 0.664 71 0.(i18 45 0.571 

78 0.659 50 0.(i 18 44 0.569 

114 0.657 60 0.(i 18 24 0.568 

107 0.657 116 0.(Í 16 29 0.568 

87 0.656 48 0.(i 16 43 0.567 

8 0.655 (¡4 0.Ci 15 111 0.566 
52 0.653 83 0.(115 104 0.564 

67 0.652 30 0.Ci14 112 0.564 
28 0.651 1 (i 0.(,14 89 0.562 

10 0.650 79 0.Ci 12 58 0.560 
118 0.650 26 0.Ci 11 33 0.559 

69 0.647 19 0.Ci 1 O 9 0.559 

74 0.647 13 O.ú09 70 0.551 

27 0.646 115 0.(,09 98 0.548 

53 0.645 108 0.(,07 97 0.548 

105 0.642 109 0.(106 88 0.539 

5 0.639 85 0.Ci06 17 0.536 

46 0.637 96 0.602 73 0.535 

1 0.636 49 0.(100 34 0.531 

68 0.635 57 0.600 93 0.526 

117 0.635 37 O.:i99 63 0.497 

56 0.635 102 0.:,98 95 0.490 
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TABLE 3. ROTATED FACTORS WITH THEIR LOADINGS 

FACTORl FACTOR2 FACTOR3 
ltem No. Correlation ltem No. Correla1ion ltem No. Correlation 

91 0.7082 84 0.61828 23 0.54061 
35 0.6951 37 0.577E6 24 0.51106 
20 0.68726 101 0.566(3 25 0.49526 
105 0.6808 48 0.54686 28 0.48718 
106 0.66213 88 0.538 52 0.48637 
61 0.64661 96 0.51797 112 0.48363 
56 0.64424 70 0.51693 51 0.47143 
58 0.63786 40 0.51647 111 0.469 
92 0.63248 85 0.51427 66 0.46345 
62 0.62435 102 0.50575 21 0.458 
76 0.61885 87 0.48093 22 0.44356 
18 0.61563 71 0.46708 36 0.4322 
42 0.60857 38 0.45169 115 0.42459 
64 0.60668 47 0.44887 10 0.3838 
27 0.60252 73 0.4455G 8 0.38024 
4 0.60061 108 0.44325 41 0.36587 

107 0.59474 39 0.4293 7 13 0.3605 
118 0.59102 44 0.42545 45 0.35758 
120 0.57753 30 0.42287 12 0.35468 
19 0.56266 116 0.42253 56 0.35018 
63 0.56034 49 0.41775 89 0.33661 
59 0.55976 109 0.4102:3 6 0.33218 
5 0.54827 33 0.40937 68 0.32653 

98 0.53912 83 0.39343 57 0.32322 
104 0.53514 86 0.38814 119 0.30494 
53 0.52747 65 0.3877(¡ 97 0.3035 
2 0.52155 17 0.3700~, 11 0.28781 

117 0.51675 95 0.36092 7 0.2778 
26 0.51674 100 0.34239 29 O 2752 
9 0.48924 54 0.32399 32 0.27319 

75 0.48445 94 0.2985(i 103 0.26637 
15 0.47722 113 0.2969 :. 82 0.25603 
34 0.47434 110 0.29435 
77 0.47187 
43 0.46372 
79 0.4588 
78 0.44247 
99 0.43202 
69 0.42ó98 
114 0.41434 
3 0.4067 

60 0.40497 
72 -0.40133 
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TABLE 4. Varimax-Rotated Principal Components for the ICO 

Scale value Loading Item 

Factor 1.1 H umaffilachi 
( Average scale value: 4.42 ; eigenvalue: 13.50) 

4.48 0.68 be a good listener 

4.31 0.67 give positive rewards to others 

4.52 0.64 cooperate with others 

4.33 0.63 think ahead and plan 

4.25 0.58 encourage others 

4.18 0.57 help others to grow and develop 

4.4 0.57 motívate others with friendliness 

4.66 0.57 know the business 

4.58 0.57 deal with others in a friendly, pleasant wa\" 

4.36 0.54 be tactful 

4.67 0.54 do even simple tasks well 

4.47 0.54 pursue a standard of e 11:cellence 

4.37 0.52 resolve conflicts const:uctively 

4.39 0.52 use good human relations skills 

4.36 0.52 work far the sense of ~1ccomplishment 

Factor 1.2 Humaffil 
( Average scale value: 3.86 ; eigenvalue: 1.98) 

3.82 0.7 show concem for the r,eeds of others 

3.64 0.6 share feelings and thoughts 

3.57 0.6 involve others in decisions affecting thern 

3.97 0.56 show concem for people 

4.31 0.53 be supportive of others 

Factor 1.3 Self-Actualizing 
( Average scale value: 4.39 ; eigenvalue: 1.62) 

3 98 0.68 think in unique and independent ways 

4.17 0.6 be open abo u t sel f 

4.71 0.6 maintain their personal integrity 

4.7 0.55 enjoy the work 

Factor 1.4 Achievement 
(Average scale value: 3.55 ; eigenvalue: 1-+9) 

3.64 0.59 take moderatc risks 

3.47 0.58 set moderatcly difficult gc,als 
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TABLE 4. (Cont.) 

Scale value Loading 

1.96 

2.32 

2.83 

2.35 

2.22 

1.63 

1.82 

3.55 

3.28 

3.13 

3 97 

3.18 

3.31 

4.14 

446 

4.4 

3.07 

3.05 

0.71 

068 

O 61 

0.6 

0.52 

0.51 

0.5 

0.58 

0.55 

0.53 

0.53 

0.5 

0.5 

062 

0.62 

0.52 

0.6 

0.59 

Item 

Factor 2.1 Avo:idconv 
( Average scale value: 2.16 ; eigenvalue: 6.93) 

not get involved 

tell people different things to avoid conflict 

accept the status quo 

lay low when things get tough 

take few chances 

make "popular" rather than necessary decisions 

never be the one blamed for problems 

Factor 2.2 Approval 
( Average scale value: 340 ; eigenvalue: 2.14) 

be "a nice guy" 

make sure they are a,xepted by others 

stay conscious of fashion 

stay on people's good sidc 

agree with cveryone 

be liked by everyone 

Factor 2.3 Convendep 
( Average scale value : 4.35; eigenvaluc: 1.77 ) 

always follow policie, and practices 

do what is expected 

make a "good impression" 

Factor 2.4 Dependent 
( Average scale value: 3.0(i ; eigenvalue: 1.53 ) 

accept goals without -:iuestionmg them 

please those in positions of authority 

166 



TABLE 4. (Com.) 

Scale value Loading 

4.13 

4.54 

4.23 

4.15 

4.23 

3.62 

2.17 

3.61 

2.95 

2.54 

3.37 

3.27 

3.1 

2.12 

2.89 

3.03 

3 

3.1 

0.6 

0.57 

0.53 

0.5 

0.5 

0.5 

0.68 

0.65 

0.61 

0.54 

0.53 

0.52 

0.51 

0.5 

0.57 

0.57 

0.52 

0.61 

Item 

Factor 3.1 Perfpowcomp 
( Average scale value: 4.15 ; eigenvalue: 5.00) 

keep on top of every1:hing 

act forceful 

always try to be right 

demand loyalty 

be a "winner" 

be precise ... even when it's unne~essary 

Factor 3.2 Competitive 
( Average scale value: 2.89 ; eigenvalue: 2.12) 

be the center of attemion 

out-perform their peers 

maintain an 1mage of supenority 

play "politics" to gain influence 

be seen and noticed 

win against others 

tum the job mto a contest 

compete rather than cooperare 

Factor 3.3 Oppositional 
(Average scale value: 2.97 ; eigenvalue: 1.66) 

question deetsions ma:le by others 

be hard to 1mpress 

look for mistakes 

Factor 3.4 Power 
( Average scale value: 3.10 ; e1genvalue: 1.50 ) 

maintam unquestioned authority 

Note: The twelve rotated principal components listed accou11t far 42% of the variance in the data 
and were obtained from factor-analyzing the item mtercom:lation matrix. ltems are listed only if 
their loading on a factor is .50 or greater. 
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TABLE 5a. CONSTRUCTIVE CULTURES 

Achievement items OCI Results of thü StUI 
Mean SD Promote satisfaction behaviors Cultures Fl.1 Fl.2 Fl.3 Fl.4 

417 111 work to achieve sel f-set goals 1.1 Achicvement .42 
4.14 0.89 explore altematives befare acting 1.1 Achievement .45 .32 
4.30 0.90 take on challenging tasks 1.1 Achicvcment .45 .48 
3.47 1.02 set moderately difficult goals 1.1 Achicvement .58 
4.47 0.88 pursue a standard of excellence 1.1 Achievement .54 .46 
4.36 0.92 work for the sense of accomplishment 1.1 Achievemcnt .52 .25 
4.33 0.88 think al1ead and plan 1.1 Achievement .63 .30 
3.Ci4 1.02 take moderate risks 1.1 Achievement .28 .59 
4.33 O 87 openly show enthusiasm 1.1 Achievement .43 .40 .28 
4.66 0.67 know the business 1.1 Achicvement .57 

Results of 
Self-Actualizin~ items OCI this study 

Mean SD Promote satisfaction bebaviors Cultures Fl.1 Fl.2 Fl.3 Fl.4 

-ll8 1.04 emphasize quality over quantity 1.2 S. Actualizing .37 .30 
4 11 l 1.15 be concemed about their own growth 1.2 S. Actualizing .46 
2 8(i 1.(i4 resist conformity 1.2 3. Actualizing 

3.79 0.98 be spontaneous 1.2 S. Actualizing .33 .48 
-Hi7 O.Ci8 do even simple tasks well 1.2 .3. Actualizing .54 .37 
4 37 0.84 communicate ideas 1.2 .3. Actualizing .47 .34 .36 
4 17 0.% be open about self 1.2 S. Actualizing .27 .60 
4 711 0.(J 1 enjoy the work 1.2 .3. Actualizing .45 .55 
3 98 1.()1 think in unique and independent ways 1.2 :3. Actualizing .68 
4.71 0.64 maintain their personal integrity 1.2 :3. Actualizing .41 .60 

Results of 
Humanistic/Encouravn~ items OCI this study 

Mca.n SD Promote satisfaction behaviors Cultures Fl.1 Fl.2 Fl.3 Fl.4 

3 82 1.04 show concem for the needs of others 1.3 Humanistic .70 
3 57 1.29 involve others in decisions affecting them 1.3 Humanistic .60 .26 

4 37 0.88 resolve conílicts constructively 1 3 Humanistic .52 .37 

4 31 0.87 be supportive of others 1.3 I-fumanistic 39 .53 

4.18 0.99 help others to grow and develop 1.3 H.umanistic .57 .35 

4 48 0.83 be a good lis tener 1.3 Humanistic .68 

4 31 0.86 give positive rewards to others 1.3 Humanistic .67 .33 

3.6Ci 0.98 take time with people 1.3 Humanistic .27 .44 .26 

4 25 O 94 encourage others 1.3 Humanistic .58 .40 

3 61 1.20 help others think for themselves 1.3 1-Iumanistic .37 .34 
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Table 5a. Constructive Cultures (Cont.) 

Results of 
Affiliative items OCI this study 

Mean SD Promote people/ security behaviors Cuiltures Fl.1 Fl.2 Fl.3 Fl.4 

4.52 0.74 cooperate with others 1.4 Affiliati ve .64 .33 
4.58 0.67 deal with others in a friendly, pleasant way 1.4 Affiliative .57 .30 30 
4.15 0.92 think in terms of the group's satisfaction 1.4 Affiliative .40 .39 
3.97 0.98 show concem for people 1.4 Affiliative .33 .56 
4.39 0.80 use good human relations skills 1.4 Affiliati ve .52 .27 
4.02 1.05 treat people as more important than things 1.4 Affiliative .29 .46 
3.64 1.01 share feelings and thoughts 1.4 Affiliative .60 .30 
4.40 0.88 motívate others with friendliness 1.4 Af5.liative .57 .39 .32 
4.30 0.86 be open, wann 1.4 Afriliative .41 .47 .36 
4.36 0.83 be tactful 1.4 Affiliative .54 .26 .29 
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TABLE Sb. PASSIVE / DEFENSIVE CULTURES 

! Results of 
Approval items OCI this study 

Mean SD Promote people/securitv behaviors Cultures F2.l F2.2 F2.3 F2.4 

3.97 0.95 stay on pcople's good sidc 2.1 Approval .53 
3.55 0.97 be "a nice guy" 2.1 Approval .58 
2.82 1.17 do things for the approval of others 2.1 Approval .41 .47 
4.35 0.83 "go along" with others 2.1 Approval .46 .32 

3.18 0.89 ag-ree with everyone 2.1 Approval .50 
3.13 1.11 stav conscious of fashion 2.1 Approval .53 
3.28 1.10 make sure thev are acccpted bv others 2.1 Approval .55 .41 

3.89 1.03 back up those with the most authority 2.1 Approval .29 .46 

2.07 1.09 switch priorities to please othcrs 2.1 Approval .45 .42 

3.31 1.14 be I ikcd by everyone 2.1 Approval .50 

Results of 
Conventional items OCI this study 

Mean SD Promote people/security behaviors Cultures F2.1 F2.2 F2.3 F2.4 

3.03 1.42 not "rock the boat" 2.2 Convcntional .34 

3.72 1.22 avoid confrontations 2.2 Convcntional .49 
4.44 0.86 makc a "good impression" 2.2 Conventional .52 
1.84 1.05 conform 2.2 Conventional .44 .39 

2.91 1.05 trcat rules as more important than ideas 2.2 Convcntional .36 .35 

2.32 1.06 tell pcoplc different things to avoid conflict 2.2 Conventional .68 
2.83 1.21 acccpt the status qua 2.2 Convcntional .61 .29 

4.14 0.99 always follow policies and practiccs 2.2 Convcntional .62 
2.42 1.10 cast as1de solutions that seem riskv 2.2 Convcntional .48 

3.56 1.07 fit into the "mold" 2.2 Conventional .31 .25 .35 

Results of 
Dependent items OCI this study 

Mean SD Promote people/security behaviors Cultures F2.1 F2.2 F2.3 F2.4 

3.07 1.22 accept goals without questioning them 2.3 Oependent .60 

3.36 1.08 be predictable 2.3 Dependcnt .26 

3.39 1.26 ncver challenge superiors 2.3 Dependent .34 .38 

4.46 0.78 do what is expected 2.3 Dependent .62 
3.63 1.04 be a good follower 2.3 Dependent .35 .36 

3.32 1.01 ask cverybody what they think before acting 2.3 Oependent .46 

3.05 1.15 please those in positions of authority 2.3 Dependent .'27 .59 
2.47 1.17 follow orders ... cven when thev'rc wrong 2.3 Oependent .35 -.26 .39 
3.63 1.07 check decisions with superiors 2.3 Dependent .35 
4.39 0.82 willingly obey orders 2.3 Dependent .48 .34 
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Table 5b. Passive/Defensive Cultures (Cont.) 

Results of 
Avoidance items OCI this study 

Mean SD Promote people/security behaviors Cultures F2.1 F2.2 F2.3 F2.4 

1.48 0.89 be non-committal 2.4 Avoidancc .45 -.27 
1.63 0.86 make "popular" rather than necessary decisions 2.4 A voidancc .51 -.29 
2.22 1.02 take few chances 2.4 Avoidancc .52 
2.51 1.13 shift responsibilities to others 2.4 Avoidance 
1.67 0.91 put things off 2.4 A voidance .34 -.37 
2.35 1.32 "lay low" when things gct tough 2.4 A voidancc .60 .28 
1.82 1.05 never be thc one blamed for problems 2.4 A voidance .50 -.34 
1.96 1.07 not get involvcd 2.4 A voidance .71 
2.01 0.98 wait for others to act first 2.4 A voidancc .49 -.29 
3.32 1.02 push decisions upward 2.4 Avoidance .48 .26 
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TABLE Se. AGGRESSIVE / DEFENSIVE CULTURES 

Results of 
Oppositional items OCI this study 

Mea.n SD Promote task/ security behaviors Cultures F3.l F3.2 F3.3 F3.4 

4.14 0.92 point out flaws 3.1 Oppositional .42 

3.90 1.16 stay detached and perfectly obiective 3.1 Oppositional .40 
1.81 0.95 oppose new ideas 3.1 Oppositional -.33 
3.03 1.02 be hard to impress 3.1 Oppositional .57 
3.00 1.19 look far mistakes 3.1 Oppositional .52 

2.00 0.94 oppose things indirectlv 3.1 Oppositional -.34 .35 

1 2.89 0.97 question decisions made by others 3.1 Oppositional .57 

l 2.73 1.30 remain aloof from the situation 3.1 Oppositional .36 .36 

2.03 1.12 refuse to accept criticism 3.1 Oppositional -.38 .29 .28 

2.10 1.13 play the role of the "loval opposition" 3.1 Oppositional -.25 .33 

Results of 
Power items OCI this study 

Mea.n SD Promote task/ security behaviors Cultures F3.l F3.2 F3.3 F3.4 

2.91 1.25 never relinquish control 3.2 Power .38 .31 

4.15 1.05 demand loyalty 3.:'. Power .50 
3.08 1.32 use the authority of their position 3.2 Power .40 .3() 

2.41 1.23 stay on the offensive 3.2 Power .43 

2.24 1.33 build up their power base 3.2 Power .40 .32 
2.55 1.46 personally run everytlling 3.2 Power .37 .30 

4.54 0.77 act forceful 3.2 Power .57 
254 1.23 play "politics" to e:ain influence 3.2 Power .54 
2.29 1.00 be hard, tough 3.2 Power .39 
3.10 1.11 maintain unquestioned autl1oritv 3.2 Power .61 

Results of 
Competitive items OCI this studv 

Mca.n SD Promote task/ security behaviors Cultures F3.l F3.2 F3.3 F3.4 

3.27 1.21 win against others 3.3 Competitive .52 

4 23 0.89 always try to be right 3.] Competitive .53 
3 37 1.09 be seen and noticed 3.3 Compctitivc .53 
2 12 1.11 compete ratl1er than cooperate 3.'.i Competitive -.26 .50 .32 

2 17 1.10 be tl1e center of attention 3.'.I Competitive .68 

2 30 1.25 never appear to lose 3.'.I Compctitive .41 .30 

3.61 1.10 out-perform their peers 3.'.I Competitive .26 .65 
4 23 0.97 be a "winner" 3.:1 Competitive .50 .43 

2.95 1.30 maintain an image of superiority 3.:1 Competitive .61 

3.10 1.30 tum the job into a contest 3.J Competitive .51 .26 

172 



Table Se. Aggressive/Defensive Cultures (Cont.) 

Results of 
Perfectionistic items OCI this study 

Mean SD Promote task/security behaviors Cultures F3.1 F3.2 IF3.3 F3.4 

3.88 1.03 personally take care of every detail 3.4 Perfectionistic .43 1 .43 
3.24 0.96 work long, hard hours 3.4 Perfectionistic 1 .43 
3.82 1.01 never make a mistake 3.4 Perfectionistic .44 044 
1.95 1.04 set unrealistically high goals 3.4 Perfectionistic -.3Ci .29 .38 
3.62 1.17 be precise ... even when it's unnecessary 3.4 Perfectionistic .50 
4.13 1.01 keep on top of everything 3.4 Perfectionistic .60 
3.71 1.05 do things perfectly 3.4 Perfectionistic .47 26 .26 
3.86 0.96 view work as more important than anything else 3.4 Pedectionistic .42 .44 
3.33 1.25 appear competent and independent 3.4 Perfectiouistic .29 .49 
4.12 0.91 persist, endure 3.4 Perfectionistic .45 
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APPENDIX 111 

INVENTARIO DE CULTURA ORGANIZACIONAL 

Cada organización tiene su propia cultura y conjunto de expectativas 
para sus miembros. Por ejemplo, algunas empresas son "Competitivas" y sus 
miembros sienten que deben ganarle en desempeño a sus compañeros; otras 
empresas son "Cooperadoras " y es más probable que sus miembros sientan 
que deberían trabajar juntos en equipo. Ahora bien, ¿qué siente Usted de su 
Organización?. 

Este inventario presenta una lista de 121) afirmaciones que describen 
algunas conductas y estilos personales que pueden ser esperados o 
implícitamente requeridos por los miembros de las organizaciones. 

INSTRUCCIONES: Por favor lea cada afirmación e indique el grado al cuál 
el comportamiento descrito, ayuda a las perscnas en su organización "a 
encajar en ella" y a satisfacer sus expectatívas. Al responder a las afirmaciones 
podría serle útil el tomar en cuenta las conductas esperadas y reforzadas por las 
personas en puestos superiores. 

Recuerde tener en mente que todas las afirmaciones se refieren a la 
manera en que se espera que las personas se relacionen unas con otras, dentro 
de su organización más que con personas extemtas a ella. Piense sobre lo que 
se requiere de usted y de personas como usted para encajar adecuadamente y 
cumplir con las expectatívas que la organización tiene de usted y de sus 
compañeros. 

Ejemplo: 
A. Ser puntual 

1) Nunca 
2) Rara vez 
3) Algunas veces 
4) Muchas veces 
5) Siempre 

Para responder, hágase la pregunta ¿A qué grado espera mi organización 
que mi grupo de trabajo y yo seamos puntuales?. 

Marque o tache con una "X" en la hoja de respuestas, la opción que 
mejor se ajuste a lo que Ud. siente y cree que la organización espera de Ud. y de 
sus compañeros de trabajo. 

Autores: R.A. Cooke y J.C. Lafferty ©CoJ?yright 1989,Human Synergistics, lnc. 

177 



l. Señalar fallas. 

2. Mostrar preocupación por las necesidades 
de otros. 

3. Involucrar a las personas en las decisiones 
que les afectan. 

4. Resolver los conflictos en forma constructiva. 

5. Apoyar a los demás. 

6. Ver el "lado bueno" de la gente. 

7. Ser "buena gente". 

8. Hacer cosas para ser aceptado por los demás. 

9. Llevarse bien con otros. 

10. Competir con los demás. 

11. Trabajar para alcanzar metas propias. 

12. Aceptar metas sin cuestionarlas. 

13. Ser predecible. 

14. Aceptar y no desafiar a sus superiores. 

15. Hacer lo que se espera de usted. 

16. Mantenerse perfectamente objetivo y 
no tomar partido. 

17. Oponerse a ideas nuevas. 

18. Ayudar a otros a crecer y a desarrollarse. 

19. Saberescuchar. 

20. Dar reforzamiento positivo a otros. 

21. Estar de acuerdo con todos. 

22. Estar "a la moda". 

23. Asegurarse de ser aceptado(a) por los demás. 

24. Tratar siempre de estar en lo correcto. 

25. Ser visto(a) y ser notado(a). 

26. Explorar alternativas antes de actuar. 

27. Asumir tareas de reto. 

28. Ser un(a) buen(a) "seguidor(a)". 

29. Antes de actuar preguntar a los demás 
que piensan. 
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30. Complacer a las personas que tienen 
puestos de autoridad. 

31. Ser suspicaz y desconfiado. 

32. Buscar continuamente errores. 

33. Oponerse indirectamente a las cosas. 

34. Tomar tiempo para estar con la gente. 

3S. Alentar a los demás. 

36. Apoyar a aquellos con mayor autoridad. 

37. Cambiar prioridades para agradar a otros. 

38. Competir más que cooperar. 

39. Ser el centro de atención. 

4-0. Aparentar que no se puede perder. 

41. Fijar metas moderadamente difíciles. 

42. Perseguir estándares de excelencia. 

B. Trabajar por el sentido de logro. 

44. Seguir órdenes aún cuando estén mal. 

45. Verificar las decisiones con los superiores. 

46. Cuestionar las decisiones de los demás. 

47. Mantenerse al margen de las situaciones. 

48. Rehusarse a ser cnticado. 

49. Jugar el rol de "opositor leal". 

50. Ayudar a otros a pensar por sí mismos. 

51. Ser querido por todos. 

52. Sobresalir en su grupo. 

53. Ser un ganador. 

54. Mantener una imagen de superiondad. 

55.Visualizar el trabajo como una 
competencia. 

56. Pensar con anticipación y planear. 

57. Asumir riesgos moderados. 

58. Mostrar entusiasmo abiertamente 

59. Conocer el negocio. 

60. Estar dispuesto(a) a obedecer órdenes. 

61. Cooperar con otros. 



62. Tratar con los demás en forma amistosa 
y amable. 

63. Pensar en términos de la satisfacción 
del grupo. 

64. Mostrar preocupación por la gente. 

65. Fiscalizar y no ceder el control. 

66. Cuidar personalmente cada detalle. 

67. Ser tranquilo(a) (no "hacer olas"). 

68. Evitar confrontaciones. 

69. Ofrecer una buena impresión. 

70. Conformarse. 

71. Desobligarse y no comprometerse. 

72. Tornar decisiones "populares" en vez 
de "necesarias". 

73. Arriesgarse poco. 

74. Pasar responsabilidades a otros. 

75. Enfatizar calidad sobre cantidad. 

76. Tener habilidad para relacionarse con 
los demás. 

77. Darle más importancia a la gente que 
a las cosas. 

78. Compartir sentimientos y pensamientos. 

79. Demandar lealtad. 

80. Utilizar la autoridad del puesto. 

81. Trabajar jornadas largas y pesadas. 

82. Ser acertado y no cometer errores. 

83. Considerar que las reglas son más 
importantes que las ideas. 

84. Dar a los demás "por su lado" para 
evitar conflictos. 

85. Aceptar el "status quo" ( las cosas 
como son). 

86. Dejar las cosas pendientes. 

87. "Man tenerse al margen" cuando las cosas 
se ponen dificiles. 

88. Rehusar y no aceptar culpa por 
los problemas. 

89. Preocuparse por su propio crecimiento. 
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90. Sobreponerse al conformismo 
91. Motinr a los demás con gusto. 

92. Ser abierto(a) y cálido(a) 

93. Estar a la ofensiva. 

94. Comtruir su grupo de poder. 

95. Controlar y no delegar. 

96. Fijar metas poco realistas. 

97. Ser preciso aún cuando la tarea 
no lo requiera. 

98. Estar a la vanguardia. 

99. Seguir políticas y procedimientos. 

100. Dejar de lado soluciones que 
parezcan diferentes o riezgosas. 

101. Hacerse a un lado y no involucrarse. 

102. Es¡:erar que otros actúen primero. 

103. Ser cspontáneo(a). 

104. Hacer bien aún las tareas sencillas. 

105. Comumcar ideas. 

106. Ter.cr tacto. 

107. Actuar con decisión. 

108. Ser "político" para ganar influencia. 

109. Ser duro(a) y rudo(a). 

110. Obedecer sin cuestionar la aurondad. 

111. Ser perfeccionista. 

112. Ver el trabajo como "más importante" 
que cualquier otra cosa. 

113. Parecer competente e independiente. 

114. Perseverar y resistir. 

115. Encajar en el "molde". 

116. Dejar que los mandos superiores 
tomen las decisiones. 

117. Mostrarse abiertamente como se cs. 

118. Disfrutar su trabajo. 

119. Per,sar en forma original e 
ind~pendientc. 

120. Mantener su integridad personal. 



APPENDIX IV. MEXICANS' DISTINCTIVE TRAITS * 

1. Nature and man : For the Mexicans, the world is essentially spiritual. Man 

is part of nature. Man can communicate with God and the Saints. Being 

good or bad is defined by the Religious Institution. 

2. Life Philosophy : The group is mo~:t 1mportant, conformity and 

compromise are the basics in the group, harmony is preferred to 

individualism. Man is a mix of good and bacl, and it will always be. 

3. Competitivity : Life is cooperation. Family is the first thing. Effort is 

rewarded with people's estimation. It is ver_{ important to be well educated. 

"Do the best you can". 

4. Relationships with others : Dealing directly with others and being open is 

not desirable. To have harmonious relatio1ships it is necessary to use an 

amb1guous or indirect language. In the rules of protocol formality is 

importan t. 

:-i. Power : Power is maintained through i1formation restnct1on, and by 

delegating tasks to family members and close fricnds. 

(¡_ Time : Time is elastic : it can be flexible or inflexible according to 

circumstances. Punctuality is not important; delay sorne things for a long 

time is sometimes necessary to achieve an activity. 

7. Space/Distance : Conversation space is close to 30 centimeters or a foot. 

Space in the work environment is designed for static jobs. It is des1rable to 

havc many parks and recreation places. Distancc is measured in hours. 
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8. Social structure : Inequalities are expected. S:xiety is hierarchical, there is a 

clear difference between inferiors and superiors. Man shows a higher status 

than woman. 

9. Religion : In their majority are catholic, non materialistic, dependent and 

paternalistic. Life is more important than the present, they view the past 

with fatality. 

10. Agreements : Agreement must be based on a mutual understanding. The 

link with the person is essential befare doing business. Written agreements 

are not very important, they prefer negotiation (not by the law). 

11. Normal workday : Work is done at thc office, the halls, having contact 

with peers. Work presents constant interruptions becausc of friends' cordial 

visits. Work is rarely discussed during mea!~. It is difficult to distmguish 

between work time and visits time. 

12. Training: Only high leve! executives, from time to time, attend courses to 

develop their skills. 

13. Ceremonies : Ceremonies and protocol are very important to start 

conferences, give recognition to people. Thc place where one sits is vcry 

importan t. 

14. Human relations at work are fluid : Human relations at work are 

enduring. Work, time, and money are wasted in the development and 

maintenance of work relationships. It is painful to discard a friend. 

• Adapted from "Ante la Globalización . Conozcamos Mejor El Mundo N Que Nos Enfrentamos" , 

(Primera parle), EmprentkckJre.r, No. 43, Enero-Febrero 1997, LIN.'\M, México, D. F., pp 41-43. 
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APPENDIX V. CULTURAL MANAGEMENT TRAITS OF MEXICO 

GROUP DYNAMICS. Moderate context, aml::iguous information acccpted; 

face-saving and preservation of respect important; conformity important for 

maintaining a sensc of community and group identity; bcncfit perccived for 

group membership via contacts. 

PERSONAL RELATIONS. Honesty, dignity ar.d respect viewcd as mcasure 

of individual in group; a balance between "confia.r1zd' and ability m evaluations; 

information and privilege sharing limited to those who have "confianzd' of the 

person providing it; personal or family relati::ms at work considcrcd an 

advantage. 

INDIVIDUALISM. Upper classcs may educate individual to be assertivc, whilc 

lowcr tcach patience and docility; any rebellion more likely to be in groups; 

personal goals pursucd by balancing individual an:i group dcsires; lack of group 

support may limit act1on. 

ETHNOCENTRISM. Manifested as pride in being part of Mcxico, and/ or 

regional community; rcfer to Mexicans frorr other rcgions as ''jrm,111eus" 

(forcigners), and pcoplc of other nationaJities as "extrw!)ems"(strangers); 

concerned about nationaJ sovereignty, USA seen as threat; strong belicf in 

nation's and region's cultural and moral superiority, yct national inferiority is 

assumed in economic, technological, education, and production 1ssues; soc1cty 

subtly heterogeneous bascd on diverse indigenous groups and racial mixes; 

covcrt bclief in the inferiority of the indigenous population. 

POWER. Powcr is a funct1on of position, personality, and moncy; largc powcr 

distancc bctwcen leadcrs and subordinatcs; powcr bclicved to be abusive :md 

conspiratoria! by nature. 
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LEADERSHIP. Leader responsible for ali dec:isions, execution rclegated to 

subordinares; cnt1osm m leader-subordinate interchangc usually taken 

personally, as cultural priority of maintaining rehtionships denies separation of 

people and problems; subordinates must balance desires of various leaders and , 

receive little feedback; Ieadership granted as a result of loyalty to superiors and 

task-achievement; innovation is an option open only to leader; sharing power 

may be seen as weakness. 

MOTIVATION. Main mot1vat1ons are money and services offered by the 

company; most prefer to work in a friendly atmosphere, and socialization with 

co-workcrs is high; opportunity for advancement often a secondary factor; 

rcsponsibility sometimes avoided; loyalty to co-w:xkers and firm can be high. 

EXPE.CTATIONS. Most see a limit to aspirations for advanccment; cxpect to 

make a good living, cover basic needs of family, and educare children; many are 

content with a "stable" job; Iittle planning for retirement, believing that 

continued work and family will support them in old age. 

COMMUNITY AT WORK. Community is expected at work; top-clown 

commumcatlon, little contact between departmcnts duc to fear of causing 

trouble; pyramidal organizational structure; small businesscs are family-based. 

COMMUNICATION. Most work communicat:ion 1s verbal, written orders less 

important; face-to-face contact is key; social and work-related communication 

allowed. 

LANGUAGE AS ETHNOCENTRISM. Nearly ali speak Spanish; language is 

important as it shows membership in the r.ational community; dialects of 

minimal importance, interaction with non-spcakers common; English is popular 

as a second language and is seen as a means to i:1creased opportunities; adoption 

or adaptation of foreign words is common. 
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LANGUAGE IN SOCIETY. Language usages and idioms used in class 

ident1fication, with differences seen along economic lines; language structure 

permits expression of class division in everyday :,peech; professional titles used 

in language to denote status; taboos often based on aggressive sexual references. 

By Robert B. Sinclair ( ITESM, 1992) in : Moran, Robert T. , and Jeffrey Abbott (1994) 

NAf'T:\: Managing the Cultural Differenccs. Houston, TX: Gulf Publishing Co., pp. 57-63 
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