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Abstract: In a constantly changing and evolving market worldwide, each organization seeks to shape
and develop appropriate leadership, so that it responds to all the demands arising in the organization’s in-
ternal and external environment. Organizational culture imposes itself as the best way for operating in a
successful manner. The members of the organization must develop a belief shared by the same values, atti-
tudes, habits and written or unwritten rules that directly influence their activity. Culture needs to evolve
in order for the organization to remain relevant in a changing environment. In this sense, changing the
organizational culture is not an easy process, as the members of the organization are often reluctant to new
things, having a behavior that implies weaker results. This paper aims to highlight a few models of orga-
nizational culture, approaches, features, characteristics and implementation strategies. At the same time,
the paper offers a brief review of the empirical research of the terms published in the specialized literature,
including various conceptual frameworks such as: “corporate culture”, “workplace culture”, “business
culture”, but also an analysis of the organizational culture that is permanently created and modified so as
to ensure the continuity and efficiency of the organization.
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1. Introduction

An organization is made up of people
with different educational qualifications,
specializations and different work experi-
ences, working together to achieve a com-
mon goal. The culture is formed over a long
period of time, it is implicit and it plays a role
of selection factor of the level of integration
of the members, governing, in the subcon-
scious way, the everyday behavior of the em-
ployees. The study of organizational culture
has been and is the object of study for several
research fields: organizational sociology, or-
ganizational psychology, management econ-
omy. The boundaries of the approach and the
analysis have not always been sufficiently
clearly drawn, to the extent that overlaps and
interferences appear in the way of research
and the purpose pursued.

The organizational culture includes the
experiences, the philosophy of an organiza-
tion, as well as the values that guide the be-
havior of its members, and is expressed in
its inner workings, its interactions with the
outside world, but also in the self-image
of the members. At the same time, the cul-
ture is based on written or unwritten habits
and rules, attitudes, beliefs that directly in-
fluence the activity of the members of the
organization.

The term “organizational culture” re-
fers to the values and ideologies of an organi-
zation. The principles and policies followed
by an organization shape its culture. An im-
portant place is occupied by the culture of the
workplace, being the one that decides how
individuals interact with each other inside
and outside the organization. The employees
must respect the culture of their organiza-
tion, adapt as best they can, be motivated and
enjoy the performance of their work.

It is important that organizations un-
derstand the meaning of change and tackle it
as source for increase performance and com-
petitiveness. (Ionescu and Bolcas, 2015, p.89)

2. Literature review

In the specialized literature there are
numerous approaches to the term “organiza-
tional culture”.

Ever since 1957, Theodore Szelnic, a
well-known American specialist, has identi-
fied and defined the organizational culture.
Later, practical studies conducted by suc-
cessful American companies, such as IBM,
Hewlett-Packard, Delta Airlines, Kodak,
etc.,, highlighted that there is a particular
impact of organizational culture on the eco-
nomic performance of these organizations.
(Zorletan et al., 1995, p.192)

In a number of Revue francaise de ges-
tion dedicated to the concept of corporate
culture, the French author Jean-Luc Vachette
noted the emergence of the “corporate cul-
ture” concept in the United States of America
at the end of the ‘70s, a concept equivalent
to that of enterprise culture. The emergence
of the organizational culture concept was
perfectly in line with the need of the com-
panies at that time to “mobilize the entire
staff of the enterprise and make them adhere
to the unique identity of the organization.”
(Vachette, 1984, p.74)

In the early ‘80s, the first books on or-
ganizational culture appeared, such as: In
Search of Excellence, by Thomas ]. Peters
and Robert H. Waterman; Theory Z: How
American Business Can Meet the Japanese
Challenge, by William G. Ouchi; Corporate
Culture, by Terrence E. Deal and Allen A.
Kennedy. Extremely suggestive for the
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spread of the concept is that, in 1981, the
prestigious Harvard University introduced
its first course on corporate culture.

Peters and Waterman, (1982) in In
Search of Excellence, which became a very
successful bestseller, defined organizational
culture as “a dominant and coherent set of
values shared by the members of the orga-
nization, induced by symbolic means”. The
two authors made an extremely important
contribution to the dissemination of this con-
cept, demonstrating through concrete cases
that there is a close connection between the
dimensions of the organizational culture and
the performances obtained by renowned
corporations.

The definition given to the organiza-
tional culture by the author Antonio Strati is
also interesting: “Organizational culture rep-
resents a set of symbols, beliefs and patterns
of behavior learned, produced and recreated
by people who dedicate their energy and
work to the life of an organization. It is ex-
pressed in the design of the organization and
of the work, in the built manifestations of the
culture and in the services that the organiza-
tion produces.” (Strati, 2010, p. 578)

The American researcher Edgar Schein
defines group culture as “a model of basic
hypotheses shared by the group in solving
problems of external adaptation and internal
integration, which have worked well enough
to be considered valid and therefore to be
passed on to other new members, as a correct
way to perceive, understand and feel about
those issues.” (Schein, 1992, p. 15-18).

According to the author Geert Hofstede,
the organizational culture can also be de-
fined as “a collective mental programming,
which distinguishes the members of an or-
ganization from the members of another

organization.”(Hofstede, 2008, p.208)

The French author Maurice Thévenet
appreciates that there is an organizational
culture specific to each enterprise, “consist-
ing of the ways to respond to current situa-
tions in the professional life” and proposes a
description of the organizational culture, an-
alyzing it as an essential resource of the orga-
nizations, which has to be taken into account
by the management. (Thévenet, 2010). The
Romanian authors Nicolescu and Verboncu
defined the organizational culture as a “set of
values, beliefs, aspirations, expectations and
behaviors outlined over time in each organi-
zation, prevailing within it and directly and
indirectly conditioning its functionality and
performances.” (Nicolescu and Verboncu,
2008)

The authors Burdus and Caprarescu
defined the organizational culture as “a set
of artificial products, of the basic values and
concepts, of the ways of thinking and behav-
ior generally accepted in an organization
as a common base for action.” (Burdusg and
Caprarescu, 1999, p.183)

Beltran and Ruffat (1991) in their re-
search paper define the enterprise culture
as functioning as a metaphor on which the
contemporary authors’ various opinions
on enterprise are explained. The analysis of
its content highlights both convergent and
contradictory points, being a useful tool to
express the reality within an organization.
(Beltran and Ruffat, 1991, p.25).

Organizational culture is a set of shared
assumptions that guide what happens in or-
ganizations by defining appropriate behav-
ior for various situations (Ravasi and Schultz,
2006)

According to some American authors,
the organizational culture “involves rituals,
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symbols and stories associated with a catego-
ry of people, providing an image of people’s
beliefs and values, of things that are impor-
tant to them, and of the reasons behind these
choices.” (Dygert and Jacobs, 2006, p.21)

Culture also includes the organization’s
vision, values, norms, systems, symbols,
language, assumptions, beliefs, and habits
(Needle, 2010)

Culture is based on shared attitudes,
beliefs, customs, and written and unwritten
rules that have been developed over time and
are considered valid.

Human  Synergistics International,
founded in 1971, which has earned an inter-
national reputation for innovation in organi-
zational development, defines culture “in the
organizational context as being the shared
norms and expectations that govern the
way people approach their work and inter-
act with each other. Such norms and expec-
tations shape how organizational members
believe they are expected to behave in order
to fit in, get things done, and at times simply
survive.”(HSI, 2019).

In the specialized literature the follow-
ing terms can also be found: “corporate cul-
ture”, “workplace culture” and “business
culture”.

The culture of the workplace controls the
way employees behave amongst themselves
as well as with people outside the organiza-
tion. The culture decides the way employees
interact at their workplace. (Schein, 2010).

Business leaders are essential to creat-
ing and communicating their culture in the
workplace. However, the relationship be-
tween leadership and culture is not one-sid-
ed. While leaders are the main architects of
culture, a dedicated culture influences what
kind of leadership is possible. (Schein, 2010,
p. 15-18).

As organizations acquire a defining
structure and a distinct identity, after they
begin to accumulate specific values, they
become a subject which is more and more
frequently studied by researchers, and their
analysis is refined by moving to the process-
es and mechanisms that make their function-
ing possible. (Bran, 2019).

According to Jeffrey Sonnenfeld,
Professor at Harvard Business School and
president of the Chief Executive Leadership
Institute, the main types of organizational
cultures are: Normative Culture, Pragmatic
Culture, Academy Culture, Fortress Culture,
Baseball team Culture, Process Culture, Bet
your Company culture. (Pfeffer et al. 2000).

3. Models of organizational culture

In this section of the paper we will pres-
ent two representative models of organiza-
tional culture developed over time.

Schein’s Model

Edgar Henry Schein, born in 1928, re-
nowned professor at MIT Sloan School of
Management, has studied extensively the
field of organization management.

Schein believes that any organization
does not adopt a culture in a day, but it is
formed in a longer time, as the employees
go through various changes while solving
problems and adapting to the external en-
vironment. The employees gain from their
past experiences and start practicing it daily,
thus forming the workplace culture. In this
respect, the new employees will endeavor to
adapt to the new culture as best as possible.
(Schein, 2010).

The culture, in Schein’s opinion, must
be examined at the level of basic hypotheses
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kept by the members of a group that share
the same historical structures, stored at the
unconscious level of the members of the or-
ganization and that provide direction and
meaning for man’s relationship with nature
and with reality.

Schein (MSG, 2010) proposes a model of
organizational culture structured on several
levels:

a) Artifacts

The first level is given by the character-
istics of the organization that can be easily
viewed, heard and felt by individuals, collec-
tively known as artifacts. The dress code of
the employees, the office furniture, the facili-
ties, the behavior of the employees, the mis-
sion and the vision of the organization are
part of the artifacts and go a long way in the
decision of the workplace culture.

Artifacts are considered materialized ex-
pressions of the basic values and hypotheses.

b) Values

The next level, according to Schein,
which constitutes the culture of the organi-
zation, is the value of the employees. The
values of the individuals working in the or-
ganization play an important role in the deci-
sion of the organization culture. The thinking
process and the attitude of the employees
have a profound impact on the culture of any
organization. Thus, the mentality of the indi-
vidual associated with any organization in-
fluences the workplace culture.

c) Assumed Values

The third level represents the values as-
sumed by the employees, which cannot be
measured, but make a difference in the cul-
ture of the organization. There are certain
beliefs and actions that remain hidden and

that affect the culture of the organization.
The inner aspects of human nature can be
found at this level of the culture of the orga-
nization. An example, in this sense, would be
that female employees do not want to have
late hours meetings, while male employees
would have no problems. Organizations fol-
low certain practices that are not discussed,
but are understood.

Organizational Culture Inventory
(OCI) Model

Robert A. Cooke is CEO and Director
Human Synergistics International, Associate
Professor Emeritus of Management at
the University of Illinois at Chicago and
has served as Study Director on numer-
ous research projects on management, or-
ganizational change, and human subject
experimentation.

Cooke believes that every employee has
a way of behaving in the workplace that he
or she considers right and would help him
or her survive in the organization for a long
time. Individuals with different backgrounds
and interests come together in an organiza-
tion to achieve a common goal. Thus, accord-
ing to Cooke and Lafferty, the culture of an
organization is the way employees behave in
the workplace to ensure a stable future and
growth. (Cooke and Lafferty 2019).

The Organizational Culture Inventory
(OCI) model proposed by Cooke and Lafferty
is the result of more than 20 years of research
and complex integration of questionnaires.
The OCI model measures the attributes of the
culture of the organization that most closely
relate to the behavior and performance of the
organization.

Cooke proposed three types of culture
in the organization:
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» Constructive Culture

There are organizations that encour-
age interaction among their members. The
employees have the freedom to share their
ideas, exchange information and discuss
things in order to reach a solution that is
beneficial to all. Conflicts arise when the em-
ployees feel neglected and are not allowed to
express their opinion. A constructive culture
encourages discussion and exchange of ideas
among the employees and motivates them to
achieve the best results.

» Passive Culture

In a passive culture, the main motive
of the employee is to please the superiors,
to consolidate his position safely within the
organization. Thus, the employees respect
the guidelines and the rules imposed only to
save their work place.

» Aggressive Culture

Organizations that follow an aggressive
culture promote competition among the em-
ployees. The employees are encouraged to
compete with one another, so that each one
performs better than his or her colleagues. In
such a culture, employees who seek the as-
sistance of a colleague are often labeled as in-
competent employees. Each employee aims
to gain power, attention and strives to gain
as much appreciation as possible.

4. Research methodology

In order to reach the aims of the paper
the authors employed a quantitative research
method. The information was acquired
by desk research. The literature review
was based on a comprehensive search into

numerous sources of secondary data, such as
articles and books from the domains of man-
agement, culture, history and economics.
The research was carried on in the Central
University Library and in the Academy of
Economic Studies Bucharest Library where
several electronic databases were located and
consulted (e.g., JSTOR ProQuest, Emerald
Insight)

5. Analysis and discussion

We will perform a correlative analysis
of the models of organizational culture pre-
sented, highlighting the main advantages,
but also their limitations.

The phenomenon that will form the ob-
ject of Schein’s model is the “culture” itself.

Regarding the first level, the artifacts,
we will take the AB organization as an exam-
ple and, according to the model, we will have
the following characteristics:

* Nobody in AB organization is al-
lowed to dress casually.

* The employees are very strict regard-
ing the observance of the deadlines and en-
sure the fulfillment of the tasks within the set
period of time.

* The employees respect their superi-
ors and avoid unnecessary disputes.

In the case of the CD organization, we
will have the following characteristics:

* The employees can wear whatever
they want.

¢ The employees make use of observa-
tions at the workplace and easily engage in
mutual controversies.

* The employees of the CD organiza-
tion are least bothered by the work and spend
most of their time discussing and gossiping.

In the example above, the employees of
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AB organization wear a suit (costume) that
emanates professionalism and strictly re-
spects the organization’s policies.

In the case of the CD organization, its
employees have a relaxed attitude and do
not take their work seriously. The AB orga-
nization follows a strict professional culture,
while the CD organization follows a weak or-
ganization in which the employees do not ac-
cept things voluntarily.

Schein’s model has as main strengths
the careful approach given to the employees
and their daily experiences, thus forming the
culture of the workplace.

Cooke’s OCI model is more com-
plex and is used by Human Sysnergistics
International. The model is presented on the
Circumplex chart offering a visual perspec-
tive and a common language for all levels of
the organization. (Cooke and Lafferty 2019).

According to the OCI model, the em-
ployees’ answers to the questionnaires are
summed up and analyzed electronically in
order to generate a report that supports the
cultural change initiatives of the organization.

The model measures the current culture
of the organization in terms of behavioral
norms of the members of the organization
to meet its expectations. The employees’ re-
sponses are cumulated and transposed on the
Human Synergistics Circumplex to show the
relative power of Constructive, Passive and
Aggressive norms within the organization.

Thus, we capture the following aspects
with regard to:

o Constructive Culture:

» Achievement. A constructive culture
helps the employees reach their goals within
the set time frame.

» Self-Actualizing. In this type of cul-

ture, an employee remains motivated and re-
alizes their full potential.

»Humanistic-Encouraging. The em-
ployees offer the highest level of servic-
es and strive to promote the image of the
organization.

> Affiliative styles. The employees avoid
unnecessary conflicts and disputes, promot-
ing a positive workplace environment.

o Passive Culture:

»In such a culture, the employees can-
not make decisions on their own. They must
obtain the approval of the hierarchical supe-
rior before implementing any idea.

»The employees are bound by the
rules and regulations of the organization and
act only in accordance with the prescribed
standards.

»The performance of the employees
depends on the decisions of the superior and
follows his orders.

»The employees tend to avoid their
own interests, satisfactions and act in accor-
dance with the organization’s policies.

o Aggressive Culture:

In the above culture, the employees are
aggressive, compete with each other and
try to become perfectionists. The employees
identify their mistakes and manage to mini-
mize them.

The characteristics of this type of cul-
ture are: power, opposition, improvement
and competitiveness.

The OCI model has several advantages:

a) signaling and validating the need for
cultural transformation

b) programs to increase the implemen-
tation of the strategy, quality and reliability
of customer service

¢) evaluating and improving the orga-
nization’s openness to a cultural change

d) facilitating

mergers, strategic

alliances
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e) assessment of the impact of change
by using the periodic culture questionnaire
to identify the progress made

Consequently, after completing this
model, the organization acquires a vision of
the ideal culture, in terms of behaviors that
would allow them and the organization to
achieve their mission and goals and success-
fully implement their strategic initiatives.

Thus the idea of continuous change is
induced, a reality that all organizations are
facing in the current period. The limitation of
this OCI model could be related to its accred-
itation for one or more of the team members
who will have the necessary skills to identify
the right levers to change the culture in the
long run. This limit could be lowered by ad-
equate training of the management team and
all human resources directly involved in the
change process.

6. Conclusions

In order to make an organization work
properly, the organizational culture must
be passed on to the new members with con-
viction and they must perceive it as valid. If
every generation entering the organization
brought new values and perceptions, cul-
ture would no longer be stabilizing for the
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