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Handong Global University




In a competitive global economy, organizations need to be able to redefine themselves and their strategic visions. However, many change initiatives are unsuccessful due to the lack of consideration for organizational cultural variables. The Competing Values Framework, when used in conjunction with strategic planning, can increase the chances of success. Tools like the Organizational Culture Assessment Instrument and the Managerial Behavior Instrument provide concrete ways to assess where the organization is, where it should be, and realigning the organization from the individual manager to the entire organizational culture.  









Confucius said in his tract known as The Great Learning that to build a great kingdom you must first tend to your own state; to build a great state, you must first tend to your own family; to build a great family, you must first cultivate yourself; and to cultivate yourself, you need to dedicate yourself to learning. This tract, written for aspiring leaders in the 5th century B.C., still holds true today. If we want our organization to become competitive on the global stage, we need to have the appropriate organizational culture to be able to execute the proper strategies. To affect this type of metamorphosis, we must first look to ourselves. Once we have developed ourselves, we may influence others around us, and thereby transform our organization. The Competing Values Framework (CVF) is an eminently practical tool to help analyze not only the individual but also the organizational culture, and to help plot a course for the organizational culture change that is a necessary part of any sweeping strategic initiatives.




The Competing Values Framework




The CVF evolved out of research to determine the key factors of organizational effectiveness. This research initially yielded a comprehensive list of 39 possible indicators to measure effectiveness. Quinn and Rohrbaugh (1983), through factor analysis, condensed this list into a more parsimonious set of two major dimensions, which defined four major quadrants representing opposite and competing assumptions (see Figure 1). The first dimension ranges from flexibility and discretion on one end, to stability and control on the other. The second dimension measures the degree to which the organization emphasizes internal focus and integration or external focus and differentiation (Cameron & Quinn, 2006). The four major quadrants defined by these two axes were originally labeled the Human Relations Model, the




Open System Model, the Internal Process Model, and the Rational Goal Model (Quinn & Rohrbaugh). These respective quadrants have alternatively been labeled as the group, developmental, hierarchical, and rational cultures (Denison & Spreitzer, 1991); collaborate, create, control, and compete (Cameron, Quinn, DeGraff, & Thakor, 2006); and also clan, adhocracy, hierarchy, and market cultures (Cameron & Quinn). In this study, I will opt for the latter nomenclature.
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Figure 1: Quadrants of the Competing Values Framework.




The clan culture is like an extended family. This type of organization emphasizes teamwork, employee involvement, empowerment, cohesion, participation, corporate commitment to employees, and self-managed work teams. It is held together by loyalty and tradition. In this context, leaders are thought of as mentors or parent figures. Their main responsibilities are to empower employees, and facilitate their participation, commitment, and loyalty (Cameron & Quinn, 2006).




The adhocracy culture is a dynamic, entrepreneurial, and creative organization. This organization thrives in an uncertain, ambiguous, and turbulent environment. The common values are innovation, flexibility, adaptability, risk taking, experimentation, and taking initiative. Leaders are also expected to be visionary, innovative, and risk oriented (Cameron & Quinn, 2006).




The hierarchy culture is a formalized and structured bureaucracy. This culture values efficiency, reliability, predictability, and standardization. Fast and smooth operations are maintained by strict adherence to the numerous rules, policies, and procedures. The employees throughout the multiple hierarchical levels have almost no discretion. Leaders in this organization are expected to be good organizers and coordinators, and minimize costs.    The market culture is fiercely competitive and goal oriented. They focus on productivity, profitability, market share and penetration, and winning. Leaders in this culture are expected to be hard driving, tough, and demanding competitors (Cameron & Quinn, 2006).      One culture is not necessarily better than the others. The proper culture for each organization depends on the organization’s industry and strategy. For example, Gregory, Harris, Armenakis, and Shook (2009) found a positive relationship between clan cultures and patient satisfaction in healthcare facilities. Some early research also indicated that in a university setting, clan cultures scored higher on student educational satisfaction, student personal development, faculty and administrator employment satisfaction, and organizational health (Cameron & Freeman, 1991). However, a different study found that organizational effectiveness in institutions of higher education was highest in organizations that emphasized both the adhocracy and hierarchy cultures (Cameron, 1986).




A tool known as the Organizational Culture Assessment Instrument (or OCAI) is used to determine the organization’s dominant culture. The OCAI contains 6 to 24 items, each with four alternatives. The respondents rank each of the four alternatives using an ipsative rating scale, that is, they divide 100 points among the four alternatives. This leads to greater differentiation than using a Likert scale because it forces respondents to trade off between the alternatives, rather than allow them to rate each alternative highly (Cameron & Quinn, 2006).




Application to the Individual/Behavioral Complexity




Once the organization’s dominant culture has been established, then the individual manager needs to discover their own dominant leadership style. The most effective way to determine one’s own dominant leadership style is to use the Managerial Behavior Instrument (MBI), which has been shown to correlate to the quadrants of the CVF (Lawrence, Lenk, & Quinn, 2009). This instrument should be completed, not only by the manager in question, but also by the manager’s peers, subordinates, and supervisors. The data from the completed instruments are compiled into a single feedback report which indicates strengths and weaknesses in the manager’s ability to demonstrate leadership styles consistent with the four quadrants of the CVF. Cameron and Quinn (2006) have found that the most effective managers—those rated as most successful by their subordinates, peers, and superiors and those who tend to rise quickly in the organization—demonstrate a leadership style that matches that of their organization’s dominant culture. However, it seems that this is a minimal measure of effectiveness, rather than an ideal. 




There is a growing body of research which supports the idea that the best managers are those that can display all four managerial styles in turn, contingent on the current situation. This is known as behavioral complexity. Numerous studies confirm that leaders who can balance competing roles are evaluated more highly for their effectiveness and for other performance measures (Bullis, Boal, & Phillips, 1992; Denison, Hooijberg, & Quinn, 1995; Hart & Quinn, 1993; Hooijberg, 1996) while still maintaining a measure of behavioral integrity and credibility (Cameron et al., 2006; Denison et al., 1995). Tsui (1984) supported the idea that leaders with behavioral complexity are better able to meet multiple and competing demands of the organization, and Weick (2003) also found that these leaders have greater adaptability. Recent research also shows that behavioral complexity has a significant effect on performance of selfmanaged teams (Zafft, Adams, & Matkin, 2009). Therefore, it is obviously beneficial to the organization to have managers high in behavioral complexity. Lawrence et al. (2009) developed the CVF Managerial Behavior Instrument to measure behavioral complexity and predict managerial effectiveness. The need for managers who can balance leadership behaviors is especially important during periods of organizational transition (Belasen & Frank, 2008).




Leading Strategic and Cultural Change




“The 21st century may very well become known as the century of the global world” (House, Hanges, Javidan, Dorfman, & Gupta, 2004, p. 3). Globalization is making business more complex, and professionally demanding. There is an increase in risk and uncertainty caused by the virtual disappearance of boundaries between countries and regions on the global competitive map (Kluyver & Pearce, 2006). The strategies that worked in the past are no longer guaranteed to produce satisfactory results. Organizations need to adapt to the changing conditions globalization has created. Change is inevitable; the only uncertainty is whether this change will be random or planned. Leaders need to be change agents.             Leading change is extremely challenging and risky. Many companies have tried to implement change strategies, such as TQM initiatives, downsizing, and reengineering. However, according to various surveys, only 20% of companies achieve success with quality objectives, nearly 75% were found to be worse off in the long term after downsizing, and 85% of firms reported little or no gain from reengineering efforts (Cameron & Quinn, 2006). Many of these failures were likely caused by a failure to adequately align the organizational culture with the change effort. Schein (1985) noted that a culture which is rooted in deeply held, underlying assumptions and strategies that are incompatible with these assumptions will be resisted. Kluyver and Pearce (2006) recognized that organizational culture can inhibit or defeat a change effort. Cameron and Quinn argued that organizational culture change must occur before other initiatives can be successful. Therefore, leadership teams need to plan for organizational culture change in tandem with any major strategic realignment. The CVF is well suited for this task and fits naturally with strategic planning because, when used in culture change sessions, it gives the participants a model through which they can express their need for change, while at the same time discover why they themselves may be resistant to the very change they are planning (Hooijberg & Petrock, 1993).




Hughes and Beatty (2005) described strategy as a learning process that includes five elements: (a) assessing where you are, (b) understanding who you are and where you want to go, (c) learning how to get there, (d) making the journey, and (e) checking your progress. Cameron and Quinn (2006) listed six steps for initiating organizational culture change. These six steps are: (a) reaching consensus on the current culture, (b) reaching consensus on the desired future culture, (c) determining what the changes will and will not mean, (d) identifying illustrative stories, (e) developing a strategic action plan, and (f) developing an implementation plan. Clearly, a big part of the strategic steps of assessing where you are and understanding who you are should include determining the current culture by completing an OCAI. The OCAI includes two columns: one for the current culture, and one for the preferred culture. This allows the participants to clarify what cultural aspects they think should be changed going into the future. Reaching a consensus on this desired future culture is an integral part of the strategic step of deciding where you want to go. This idea of reaching a consensus is critical to get everyone on the same page. Lack of teamwork is one of the main reasons strategic leadership teams fail even though they contain many talented individuals (Hughes & Beatty). The next step in the CVF is to determine what the changes will and will not mean. This means to clarify in specific terms what the new culture should look like, and what pitfalls should be avoided. After that, illustrative stories should be presented that represent the new values that the organization hopes to achieve. Once these types of stories become widespread throughout the organization, they can introduce a strategic shift (Boje, 1991). The following steps of developing a strategic action plan and implementation plan are to nail down exactly what steps are necessary to change the culture from what it is today to what we want it to be in the timing of each of the steps. It is also important that structure, systems, processes, and people are considered to make sure that each is in alignment with the change initiative (Kluyver & Pearce, 2006). These final four steps of the CVF can be included in the strategic step of learning how to get there. The final steps in the strategic process are to make the journey, and check your progress. Simply put, these mean implementing your plans while continuously monitoring that all the changes are on track.




Conclusion




Globalization has changed the nature of the game for many organizations. These organizations need to consider making sweeping changes in their strategy. However, organizational culture may serve as a barrier. A strong organizational culture can be a great asset by helping to align everyone in the organization in the same direction. However, when the direction needs to be changed, management can find itself swimming against the current. Since many change initiatives fail due to inadequate consideration of the cultural variables involved, including the CVF into the strategic planning process should greatly increase the chances of success. Through clearly defined steps, the CVF can help realign the organizational culture to match the new strategic focus, from the individual manager to the entire organization, and then on to the world.
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Career Switcher Certificate with Teaching Licensure
Early College Program
Early College Program - Atlantic Shores
Graduate Certificate: American Government
Graduate Certificate: Campaign Strategies/Management
Graduate Certificate: Clinical Mental Health Counseling
Graduate Certificate: Cyber Practitioner Prep
Graduate Certificate: Cybersecurity Policy
Graduate Certificate: International Relations
Graduate Certificate: Law & Public Policy
Graduate Certificate: Leadership
Graduate Certificate: Marriage, Couple, & Family Counseling
Graduate Certificate: Middle East Politics
Graduate Certificate: National Security Studies
Graduate Certificate: Public Administration
Graduate Certificate: School Counseling
Graduate Certificate: Terrorism & Homeland Defense
Graduate Certificate: Theatre Practices
Graduate Certificate: Trauma
Graduate Non-degree Study in Business & Leadership
Graduate Non-degree Study in Communication & the Arts
Graduate Non-degree Study in Divinity
Graduate Non-degree Study in Education (Professional Development)
Graduate Non-degree Study in Government
Graduate Non-degree Study in Law
Graduate Non-degree Study in Psychology & Counseling
Undergraduate Certificate: Advertising & Marketing
Undergraduate Certificate: Biblical Studies
Undergraduate Certificate: Business
Undergraduate Certificate: CISCO Networking
Undergraduate Certificate: Christian Ministry
Undergraduate Certificate: Communication
Undergraduate Certificate: Computer Science
Undergraduate Certificate: Counseling
Undergraduate Certificate: Criminal Justice
Undergraduate Certificate: Cyber Practitioner Prep
Undergraduate Certificate: Cybersecurity
Undergraduate Certificate: Finance
Undergraduate Certificate: Government & Politics
Undergraduate Certificate: Healthcare Studies
Undergraduate Certificate: Human Resources
Undergraduate Certificate: Information Systems
Undergraduate Certificate: International Relations & Foreign Policy
Undergraduate Certificate: Leadership Studies
Undergraduate Certificate: Psychology
Undergraduate Non-degree
Undergraduate Preparatory Coursework
Undergraduate Professional Development



High School Graduation(Required)High School Graduation
2028
2027
2026
2025
2024
2023
Before 2023



Are you an employee or the spouse/dependent of an employee?(Required)
			
					
					Employee
			

			
					
					Spouse/Dependent
			



Email Address(Required)
                            
                        



                    

                    
                          
                    

                

                
                    
                        Company(Required) 

Agency(Required) 

Employee's Company(Required) 

Employee's Agency(Required) 

Company Email Address(Required)
                            
                        

Agency Email Address(Required)
                            
                        

Employee's Company Email Address(Required)
                            
                        

Employee's Agency Email Address(Required)
                            
                        

Employee's First Name(Required) 

Employee's Last Name(Required) 

Employee's First Name(Required) 

Employee's Last Name(Required) 

Your Email Address(Required)
                            
                        

Your Email Address(Required)
                            
                        

First Name(Required) 

Last Name(Required) 

I live outside the US
								
								I live outside the US
							



Address(Required)    
                    
                         
                                        
                                        Street Address
                                    
                                    
                                    City
                                 
                                        State
Alabama
Alaska
American Samoa
American Samoa
Arizona
Arkansas
California
Colorado
Connecticut
Delaware
District of Columbia
Florida
Guam
Georgia
Guam
Hawaii
Idaho
Illinois
Indiana
Iowa
Kansas
Kentucky
Louisiana
Maine
Maryland
Massachusetts
Michigan
Minnesota
Mississippi
Missouri
Montana
Nebraska
Nevada
New Hampshire
New Jersey
New Mexico
New York
Northern Mariana Islands
North Carolina
North Dakota
Northern Mariana Islands
Ohio
Puerto Rico
Oklahoma
Oregon
Pennsylvania
Puerto Rico
Rhode Island
South Carolina
U.S. Virgin Islands
South Dakota
Tennessee
Texas
Utah
U.S. Virgin Islands
Vermont
Virginia
Washington
West Virginia
Wisconsin
Wyoming
Armed Forces Americas
Armed Forces Europe
Armed Forces Pacific


                                        State
                                      
                                    
                                    ZIP Code
                                
                    

                

Hidden
Address(Required) 

Hidden
City(Required) 

Hidden
State(Required)State
-- State --
Alabama
Alaska
Arizona
Arkansas
California
Colorado
Connecticut
Delaware
District Of Columbia
Florida
Georgia
Hawaii
Idaho
Illinois
Indiana
Iowa
Kansas
Kentucky
Louisiana
Maine
Maryland
Massachusetts
Michigan
Minnesota
Mississippi
Missouri
Montana
Nebraska
Nevada
New Hampshire
New Jersey
New Mexico
New York
North Carolina
North Dakota
Ohio
Oklahoma
Oregon
Pennsylvania
Rhode Island
South Carolina
South Dakota
Tennessee
Texas
Utah
Vermont
Virginia
Washington
West Virginia
Wisconsin
Wyoming
Puerto Rico



Hidden
Zip Code(Required) 

Phone(Required)

I live in Canada
								
								I live in Canada
							



Hidden
Agent's Name(Required) 

Hidden
Agent GUID 

Agent's Notes

I would like to start application process
								
								I would like to start application process
							



Submitting this form constitutes your express written consent to be called and/or texted by Regent University at the number you provided. You understand that these calls may be generated using automated technology. No purchase required.
Name
This field is for validation purposes and should be left unchanged.
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We may use cookies and technologies to record sessions and collect data to improve user's experience. You understand and agree to our Privacy Policy. Ok


Manage consent

  
	
		  
			
			Close
		  
		  
			
	
		
			
				Privacy Overview
				
					This website uses cookies to improve your experience while you navigate through the website. Out of these, the cookies that are categorized as necessary are stored on your browser as they are essential for the working of basic functionalities of the website. We also use third-party cookies that help us analyze and understand how you use this website. These cookies will be stored in your browser only with your consent. You also have the option to opt-out of these cookies. But opting out of some of these cookies may affect your browsing experience.

				

							

		

		
												
						
							
								Necessary							
															
									
									Necessary
								

								Always Enabled
													

						
							
								
									Necessary cookies are absolutely essential for the website to function properly. These cookies ensure basic functionalities and security features of the website, anonymously.
	Cookie	Duration	Description
	cookielawinfo-checkbox-analytics	11 months	This cookie is set by GDPR Cookie Consent plugin. The cookie is used to store the user consent for the cookies in the category "Analytics".
	cookielawinfo-checkbox-functional	11 months	The cookie is set by GDPR cookie consent to record the user consent for the cookies in the category "Functional".
	cookielawinfo-checkbox-necessary	11 months	This cookie is set by GDPR Cookie Consent plugin. The cookies is used to store the user consent for the cookies in the category "Necessary".
	cookielawinfo-checkbox-others	11 months	This cookie is set by GDPR Cookie Consent plugin. The cookie is used to store the user consent for the cookies in the category "Other.
	cookielawinfo-checkbox-performance	11 months	This cookie is set by GDPR Cookie Consent plugin. The cookie is used to store the user consent for the cookies in the category "Performance".
	JSESSIONID	session	Used by sites written in JSP. General purpose platform session cookies that are used to maintain users' state across page requests.
	viewed_cookie_policy	11 months	The cookie is set by the GDPR Cookie Consent plugin and is used to store whether or not user has consented to the use of cookies. It does not store any personal data.

								

							

						

					

																	
						
							
								Functional							
															
									
									Functional
								

													

						
							
								
									Functional cookies help to perform certain functionalities like sharing the content of the website on social media platforms, collect feedbacks, and other third-party features.
								

							

						

					

																	
						
							
								Performance							
															
									
									Performance
								

													

						
							
								
									Performance cookies are used to understand and analyze the key performance indexes of the website which helps in delivering a better user experience for the visitors.
	Cookie	Duration	Description
	_gaexp	2 months 1 day 10 hours	This cookie is used to determine a user's inclusion in an experiment and the expiry of experiments a user has been included in.

								

							

						

					

																	
						
							
								Analytics							
															
									
									Analytics
								

													

						
							
								
									Analytical cookies are used to understand how visitors interact with the website. These cookies help provide information on metrics the number of visitors, bounce rate, traffic source, etc.
	Cookie	Duration	Description
	_ga	2 years	This cookie is installed by Google Analytics. The cookie is used to calculate visitor, session, campaign data and keep track of site usage for the site's analytics report. The cookies store information anonymously and assign a randomly generated number to identify unique visitors.
	_ga_6WZ9KRCLRP	2 years	This cookie is installed by Google Analytics.
	_gat_UA-324882-1	1 minute	This is a pattern type cookie set by Google Analytics, where the pattern element on the name contains the unique identity number of the account or website it relates to. It appears to be a variation of the _gat cookie which is used to limit the amount of data recorded by Google on high traffic volume websites.
	_gid	1 day	This cookie is installed by Google Analytics. The cookie is used to store information of how visitors use a website and helps in creating an analytics report of how the website is doing. The data collected including the number visitors, the source where they have come from, and the pages visited in an anonymous form.
	_uetsid	1 day	This cookies are used to collect analytical information about how visitors use the website. This information is used to compile report and improve site.
	CONSENT	16 years 4 months 10 hours	These cookies are set via embedded youtube-videos. They register anonymous statistical data on for example how many times the video is displayed and what settings are used for playback.No sensitive data is collected unless you log in to your google account, in that case your choices are linked with your account, for example if you click “like” on a video.
	iutk	5 months 27 days	This cookie is used by Issuu analytic system. The cookies is used to gather information regarding visitor activity on Issuu products.

								

							

						

					

																	
						
							
								Advertisement							
															
									
									Advertisement
								

													

						
							
								
									Advertisement cookies are used to provide visitors with relevant ads and marketing campaigns. These cookies track visitors across websites and collect information to provide customized ads.
	Cookie	Duration	Description
	_fbp	3 months	This cookie is set by Facebook to deliver advertisement when they are on Facebook or a digital platform powered by Facebook advertising after visiting this website.
	fr	3 months	The cookie is set by Facebook to show relevant advertisements to the users and measure and improve the advertisements. The cookie also tracks the behavior of the user across the web on sites that have Facebook pixel or Facebook social plugin.
	IDE	1 year 24 days	Used by Google DoubleClick and stores information about how the user uses the website and any other advertisement before visiting the website. This is used to present users with ads that are relevant to them according to the user profile.
	mc	1 year 1 month	This cookie is associated with Quantserve to track anonymously how a user interact with the website.
	MUID	1 year 24 days	Used by Microsoft as a unique identifier. The cookie is set by embedded Microsoft scripts. The purpose of this cookie is to synchronize the ID across many different Microsoft domains to enable user tracking.
	sp	1 year	This cookie is set by the host c.jabmo.app. This cookie is used to serve the content based on user interest and improve content creation.
	TDCPM	1 year	The cookie is set by CloudFlare service to store a unique ID to identify a returning users device which then is used for targeted advertising.
	TDID	1 year	The cookie is set by CloudFlare service to store a unique ID to identify a returning users device which then is used for targeted advertising.
	test_cookie	15 minutes	This cookie is set by doubleclick.net. The purpose of the cookie is to determine if the user's browser supports cookies.
	VISITOR_INFO1_LIVE	5 months 27 days	This cookie is set by Youtube. Used to track the information of the embedded YouTube videos on a website.
	YSC	session	This cookies is set by Youtube and is used to track the views of embedded videos.
	yt-remote-connected-devices	never	These cookies are set via embedded youtube-videos.
	yt-remote-device-id	never	These cookies are set via embedded youtube-videos.

								

							

						

					

																	
						
							
								Others							
															
									
									Others
								

													

						
							
								
									Other uncategorized cookies are those that are being analyzed and have not been classified into a category as yet.
	Cookie	Duration	Description
	_bc_uuid	11 years 8 months 15 days 13 hours 5 minutes	No description available.
	_ce.cch	session	No description
	_ce.gtld	session	No description
	_tq_id.TV-18456327-1.0f4b	2 years	No description
	_uetvid	1 year 24 days	No description available.
	barometric[cuid]	1 year	No description available.
	barometric[idfa]	past	No description
	BIGipServer~VCC-WEB-INFRASTRUCTURE~defaultV10UIPool	session	No description available.
	cg_uuid	1 year	No description available.
	guid	2 years	No description
	monsido	1 month	No description available.
	rt	2 years	No description available.
	SMSESS	session	No description available.
	Sreferrer	1 month	No description available.
	sstrack	1 year	No description available.
	TS01a861d0	session	No description available.
	tt	2 years	No description available.
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