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Preface

Culture is a driver of decisions, actions, and ultimately the overall performance of
the organization; determining how employees describe where they work, how they
understand the business, and how they see themselves as part of the organization.
Within this context, values, beliefs, attitudes, and behaviors constitute an organiza-
tion’s culture and employees share and use them on a daily basis in their work. This
book aims to briefly portray a new interpretation of organizational culture varying
from the profusion of literature in the following ways.

It first attempts to include how cultures are created organically or through consis-
tent planning and action in different organizations such as education, business,
and health; focusing more on change and learning opportunities. It also aims to
provide leaders of different organizations with experiences and reflections on how
to initiate an organizational culture change as it is not an easy task. Finally, this
book is expected to extend new perspectives and practices for both potential and
actual managers of organizations contributing to the current debate on how to
transform organizations into innovative and learning cultures.

Siileyman Davut Géker

Faculty of Education,

Canakkale Onsekiz Mart University,
Turkey
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Chapter1

Public Sector Organizational
Culture: Experience from
Frontline Bureaucracies

Md. Morshed Alom

Abstract

This chapter discusses the practice of organizational culture by the frontline
bureaucrats in Bangladesh. Culture scholars argue that organizational culture—
commonly defined as the beliefs, values, attitudes, and practices of the members
of an organization—is a powerful force in determining the health and well-being
of an organization. Scholars also suggest the existence of different dimensions of
organizational culture. Although they do not agree in naming these dimensions,
commonalities are found in their understanding. How organizational culture is
practiced by the frontline bureaucrats in Bangladesh has not been studied much.
A study was designed to know how the frontline public bureaucrats practice orga-
nizational culture and how they differ in their practices along their service lines.
Four dimensions of organizational culture—power distance, uncertainty avoid-
ance tendency, participation, and team orientation—were considered. The chosen
culture dimensions impact the overall management of any public sector organiza-
tion. Three hundred and twenty-six frontline public bureaucrats were studied
using a survey questionnaire. Both descriptive and inferential statistics have been
used for analyzing the collected data. Findings from independent samples t-tests
revealed that the frontline bureaucrats significantly differ along their service lines
in practicing the culture dimensions.

Keywords: public sector, frontline bureaucracy, organizational culture

1. Introduction

Culture in public sector organizations varies in its dimensions. Organizations
comprise people. People are divided into nation-states and are variably exposed to
different things such as events and information, which help form their own beliefs,
values, and attitudes. These differences in beliefs, values, and attitudes result in dif-
ferent cultural practices, which in turn get a reflection in the organizations of their
respective societies. Within a society, different subgroups exist with distinct beliefs
and practices. The different generational cohorts within a society become exposed
to things, technologies, and events that are particular to their own time. Therefore,
subgroups within a society develop thinking and behaviors that may be considered
distinct. The societal general culture and subcultures affect the cultural beliefs and
practices of the organizations of society.
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It is generally taken for granted that culture motivates the employees of an orga-
nization to behave in a particular way. Not much research is done on how culture
affects the performance of organizations. The limited number of studies investigat-
ing the cultural influence on performance reports the linkage to be positive [1, 2].
In some other contexts, despite deliberate efforts, in the public sector, organizations
have shown indifference to the adoption of the prescribed culture [3]. In spite of
the influences from the new public management tools, public sector organizations
tend to be internal-oriented rather than being external-oriented [4]. Organizations
can develop the practice of subculture, which can be considered a management
technique [2, 5].

This chapter focuses on the cultural practices of the frontline bureaucrats in
Bangladesh. The few studies conducted on the bureaucratic culture in Bangladesh
are different from the current one in their focuses and methodologies. Jamil [6]
conducted a survey in December 1992 and January 1993 on 161 bureaucrats working
in both the central level administration and the field level administration and found
that the bureaucrats inculcate power distance, uncertainty avoidance tendency,
and are less participatory in their decision-making process. Haque and Mohammad
[7], analyzing the historical accounts, relevant literature, and their observations,
concluded that the prevalence of pervasive corruption in the Bangladeshi bureau-
cracy could be explained in terms of the existence of some culture dimensions in
the public administration. Conducting 40 qualitative semi-structured interviews
with bureaucrats from the central and field administration, Rahman [8] found that
the bureaucrats suffer from indecision over maintaining political neutrality and
political responsiveness. Zafarullah [9] found in his study of bureaucratic culture
in Bangladesh that the bureaucrats support clientelism and self-preservation and
oppose change initiatives. Based on personal experience and review of literature,
Rashid [10] concluded that bureaucrats had less engagement with members of the
civil society and non-government organizations.

The above studies had a limitation in terms of their sample size and sampling
process. This study covered a larger sample chosen from the field administration
only. It investigated how four dimensions of organizational culture were practiced
by the frontline bureaucrats. There are two broad types of bureaucrats in the public
services of the country—cadre services and non-cadre services. Recruitment, train-
ing, and mobility of the bureaucrats of these two categories are different. Therefore,
how the two groups of frontline bureaucrats differ in practicing culture dimensions
of power distance, uncertainty avoidance, participation, and team orientation
had remained unexplored, and this has been the main objective of this study. The
second section discusses how organizational culture is understood, followed by a
discussion on culture dimensions in the third section. The fourth section discusses
the relevance of the four dimensions of organizational culture to frontline bureau-
cracies, followed by a short section introducing frontline bureaucrats in Bangladesh
in the fifth section. The sixth and seventh sections discuss the methods followed
and the findings of the study, respectively. The last two sections present a discus-
sion on the findings and conclusion of the study.

2. Understanding organizational culture

Hofstede, Hofstede, and Minkov [11] described culture as a “mental program-
ming” or “software of the mind.” It is shared patterns of thinking, feeling, and
acting. Therefore, it is always a collective phenomenon. The patterns of thinking,
feeling, and acting differentiate one group of people from others. Thus, culture
is “the collective programming of the mind that distinguishes the members of
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one group or category of people from others” ([11] p. 6). The patterns of think-
ing, feeling, and acting come from the unwritten rules of the social game. The
understanding of culture given by Hofstede et al. [11] is similar to that of Pettigrew
([12], p. 574), who defined it as a “system of such publicly and collectively accepted
meanings operating for a given group at a given time” and provides “a general sense
of orientation” to the group.

O’Reilly, Chatman, and Caldwell [13] have argued that organizational culture
as a concept has a long history and goes back to early sociological studies of the
early 1950s. It received prominence in the 1980s. Hofstede, Neuijen, Ohayv, and
Sanders [14] found no consensus on the definition of the concept. However, they
identified several characteristics of organizational culture. Organizational culture
is: (1) holistic, (2) historically determined, (3) related to anthropological concepts,
(4) socially constructed, (5) soft, and (6) difficult to change. Schein ([15], p. 111)
published an article defining organizational culture as “(1) a pattern of basic
assumptions, (2) invented, discovered, developed by a given group, (3) as it learns
to cope with its problems of external adaptation and internal integration, (4) that
has worked well enough to be considered valid and, therefore (5) is to be taught to
new members as the (6) correct way to perceive, think, and feel in relation to these
problems.” Schein [15] identified three levels of organizational culture: (1) artifacts,
(2) values, and (3) assumptions. However, Hofstede et al. [14], in their study, found
that shared perceptions of daily practices rather than shared values represent the
core of an organization’ culture.

Organizational culture has also been described as an administrative culture or
bureaucratic culture or corporate culture. Jamil [6] argued that there is something
additional in an administrative culture than can be found in organizational culture.
This additional item is politics. Most culture studies focus on the private organiza-
tion where politics is not an issue of interest. These studies look at the internal
context of an organization. Any framework for understanding administrative
culture has to incorporate politics, i.e. how bureaucrats interact with politics and
society as a whole. Jamil’s [6] arguments obtain strength from the fact that the mis-
sion of public sector organizations significantly differs from that of private sector
organizations. Most public sector organizations are not profit-making and do not
rely on profits for their existence.

In contrast, private sector organizations are profit-oriented and rely on profits
for their existence. Public sector organizations cannot avoid politics because they
execute the government’s policies. There is a subtle nuance between the usages of
the concepts of “bureaucratic culture” and “corporate culture” The concept of
bureaucratic culture refers to the values and practices in public sector organizations,
while corporate culture usually refers to private sector organizations.

Whatever the characteristics or levels of organizational culture are, it is a “pow-
erful force” in an organization [3] and immensely affects the well-being and success
of an organization. It is described as the glue that holds the organization together
[16]. The culture encourages the members in the organization to behave similarly.
It impacts how well the organization will function. Rong and Hongwei [17] argue
that organizational culture stems from the social culture and works as an “invisible
hand” in public sector management. This hand is relatively stable but transforms
itself in the long run in line with social change.

Lloyd [18] found that there are debates about what organizational culture is.
Some believe it as what an organization “is” and others believe that it is what an
organization “has.” However, both arguments converge in the belief that culture
is something to be made up of such concepts as beliefs, assumptions, and values.
Values have received prominence in the definitions of organizational culture. Values
are defined as a criterion using which one tends to prefer certain states of affairs
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over others. Beliefs are something that one considers as truth. The learned linkage
between beliefs and values becomes attitudes. When the values, beliefs, and attitudes
become so entrenched in an organization that they are no longer doubted or debated,
they become assumptions. These values, beliefs, and assumptions are shared among
the members of the organizations. Hofstede et al. [14] in a cross-organization study
of 20 organizations in two countries found that practices rather than values play a
major role. Organizational cultures are acquired on the job and are exchangeable
when one takes a new job. While social cultures reside in values, organizational
cultures reside in practices. These practices are visible and consciously carried out.

3. Cultural dimensions

Organizational culture is not a one-dimensional concept. Culture researchers
have found different dimensions in organizational culture. Hofstede et al. [14] in
their cross-organization study have identified six dimensions of organizational cul-
ture with respect to the practices where organizations differ. These dimensions are
(1) process orientation vs. results orientation, (2) employee orientation vs. job ori-
entation, (3) parochialism vs. professionalism, (4) open system vs. closed system,
(5) loose control vs. tight control, and (6) normative vs. pragmatic. They argue that
these dimensions may not be universally valid or sufficient. Organizational cultures
in different contexts may require additional dimensions or some of the identified
six dimensions may seem less useful. Along with these six practice dimensions of
organizational culture, they also identified three value dimensions, which are
(1) the need for security (uncertainty avoidance), (2) work centrality (job involve-
ment), and (3) the need for authority (power distance).

The first practice dimension of organizational culture in Hofstede et al’s [14]
study opposes a concern for means to a concern for goals. They equate this contrast
with the distinction made between the mechanistic and organic management
systems of Burns and Stalker [19]. With a process or mechanistic orientation, an
organization tends to focus on technical improvements of means rather than the
accomplishment of ends. An organic system tends to focus on concern as a whole.
The second practice dimension opposes concern for the employees to concern for
the job to be done. In the third practice dimension, a contrast is made between the
identification of the employees deriving from the organization (parochial) and
the type of job (professionalism). The fourth dimension focuses on the tendency
of the organization to respond to its environment. The fifth practice dimension
shows the contrasts in the internal structuring of an organization. The sixth practice
dimension shows how an organization is oriented toward its customers. A norma-
tive organization looks at its task toward its customers as the implementation of
inviolable rules. A pragmatic organization tends to stay close to its customers. The
authors distinguish results orientation from customer orientation in that “trying to
serve the customer does not automatically imply a results orientation” ([14], p. 304).

Ghosh and Srivastava [20] noted that the concept of organizational culture has
been interpreted differently and not all complement or converge. After reviewing
a sample of the literature on the instruments used in survey studies of organiza-
tional culture, the authors concluded that no two instruments were alike, and no
two instruments shared a common theoretical basis. These authors reported that
Ashkanasy, Wilderom, and Peterson [21] and Wilderom, Glunk, and Maslowski
[22] had studied 18 culture measure questionnaires published between 1975 and
1992 and 10 empirical culture research studies respectively. Both studies found
great variation in the definition and operationalization of organizational culture
and its dimensions.
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Ghosh and Srivastava [20], based on Kluckhohn and Strodtbeck’s [23] model,
identified seven dimensions of organizational culture: (1) participation, (2) respect
for individual, (3) attitude to risk, (4) attention orientation, (5) trust, (6) openness,
and (7) power distance. Schein [15] in attempting to understand the content of a
culture identifies some of its dimensions and presents questions to be asked regard-
ing each dimension. Answers to these questions will identify the content of that
culture, but he cautions about the danger of over-generalizing the dimensions.

Harrison and Baird [3] compared the organizational culture of public sector orga-
nizations in Australia with that of private sector organizations using O’Reilly et al’s
[13] organizational culture profile (OCP) and by focusing on five dimensions:

(1) outcome orientation, (2) respect for people, (3) attention to detail, (4) team orien-
tation, and (5) innovation. O’Reilly et al. [13] developed the OCP in order to quantita-
tively assess organizational culture in their study examining the person-culture fit and
its implications for work attitudes and behaviors. These researchers carried out two
types of factor analyses—for the individual and as organizational profiles. The first
analysis produced eight dimensions of an organization’s culture: (1) innovation and
risk-taking, (2) attention to detail, (3) orientation toward outcome or results,

(4) aggressiveness and competitiveness, (5) supportiveness, (6) emphasis on growth
and rewards, (7) a collaborative and team orientation, and (8) decisiveness. The
second analysis produced seven dimensions: (1) innovation, (2) stability, (3) respect
for people, (4) outcome orientation, (5) attention to detail, (6) team orientation, and
(7) aggressiveness. Denison and Mishra [1] used four organizational traits—involve-
ment, adaptability, consistency, and mission—in their research to determine the
relationship between organizational culture and organizational performance.

Jamil [6] studied bureaucratic culture in the context of Bangladesh in order to
determine the dominant type of culture and its consequences and also to identify
the bearers of administrative subcultures. He noted that most studies on organiza-
tional culture have dealt with private sector organizations. He argued that public
sector organizations are different from the private sector ones in that politics play a
major role in the public sector organizations. Any study about public sector organi-
zational culture has to take into account its external context, that is, its relationship
with politics and the society in general.

Jamil [6] argued that bureaucrats’ attitudes in the external context could be typi-
fied in terms of their relationships to politics and relationships to citizens and civil
society. In the case of the first typology, Jamil [6] argued, borrowing from Putnam
[24], that bureaucrats can be classified into classical or political. Classical bureau-
crats are procedure-oriented or rule-oriented, whereas political bureaucrats are
problem-oriented or program-oriented. In the case of the second typology, bureau-
crats can be universal or clientelistic. Universal bureaucrats believe in impartial
applications of rules, which in Weberian terms are called the rational-legal type.
Clientelism, on the other hand, serves in return for patronage and a power base. A
recent development in the bureaucrat-citizen relationship has revealed that citi-
zens are considered as customers in Western nations and as subjects in developing
countries.

In the internal context, bureaucrats’ attitudes, Jamil [6] continued, can vary
in specific characteristics such as power distance, uncertainty avoidance, guiding
decision-making, and preferred employees. Power distance is a character that
affects the decision-making behavior of bureaucrats. Where power distance is
high, top bureaucrats take decisions, and lower bureaucrats carry out them. Where
power distance is low, superiors and subordinates make consultations to take
decisions.

According to Jamil [6], uncertainty avoidance is another character that affects
decision-making behavior as well. Bureaucrats with a high tendency toward
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uncertainty avoidance tend to follow the rules and regulations strictly and do not
take risks. Contrarily, a low tendency toward uncertainty avoidance encourages
them to take risks in terms of bending or breaking the rules.

Bureaucrats need information for making decisions. Jamil [6] argued that the
nature of the decision-making structure affects information search behavior. A
top-down or hierarchic type of decision-making structure leads bureaucrats to
limit their information search within its boundaries, their superiors, colleagues,
or juniors. However, a collegial structure of decision-making leads bureaucrats to
search beyond its boundaries, that is, politicians; citizens; academic, economic, and
voluntary organizations.

Another characteristic of bureaucratic decision-making, where bureaucrats
differ in their attitudes, Jamil [6] argued, is preferred employees. The attribute
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of preferred employees argues that the employees for an organization should be
chosen considering their social values and cultural characteristics. The social
values and the cultural characteristics of the chosen employees should benefit the
organization.

A comparison of the dimensions of the organizational culture identified by
the different studies is presented in Table 1. It reveals that scholars do not agree in
identifying common cultural dimensions. However, some of them agree with some
of the dimensions. Some other dimensions are given different names by different
authors.

4. Frontline bureaucracy and culture dimensions

Frontline bureaucracies—also known as street-level bureaucracies—are located
at the bottom of the governmental pyramid. The citizens experience their govern-
ment through the frontline bureaucracies because these are the service providing
windows of the government. Therefore, the cultural practice of the frontline
bureaucrats is of paramount importance to the government. Alom [26] identified
four culture dimensions that affect transparency and accountability behaviors of
the frontline bureaucrats. These culture dimensions are power distance, uncertainty
avoidance tendency, participation, and team orientation. One of the critical features
of good governance is accountability, which comes through transparency. In this
sense, the four culture dimensions affect good governance the most.

Most frontline bureaucracies bear two common characteristics—they enjoy
discretion but suffer from resources. The resource limitation characteristic may
vary from context to context based on economic development of the countries, but
discretion has been reported to exist irrespective of the level of economic develop-
ment. Discretion is a structural feature, while resources are issues of an endow-
ment. Therefore, these are not cultural factors. However, these factors in interaction
with the cultural beliefs and practices—power distance, uncertainty avoidance,
participation, and team orientation—may impact on the good governance practices
of the frontline bureaucrats. A brief discussion of these four cultural beliefs and
practices is given below.

Power Distance: Power distance is the tendency to accept inequality among ranks
in the system [14]. Bureaucrats, in socially backward contexts such as Bangladesh,
believe that they are socially superior, and they are not accountable to the service
seekers. They protect this power position. Therefore, any reform initiatives that are
directed to change this power position are not acceptable to them or at least will
hinder the implementation of such initiatives [27, 28]. Redistribution of power ina
social structure that has traditionally practiced a patron-client relationship among
its members is particularly problematic. Bureaucrats that possess power distance in
relation to their clients will also possess the same in their organizational structure.
Rong and Hongwei [17] suggested that organizational culture stems from social
cultures. Jamil’s [6] study supports this argument. He found that the traditions from
the samaj (society as a whole) and the British colonial administration dominate
bureaucratic culture in Bangladesh. The samaj and the colonial traditions maintain
a hierarchical or patron-client social structure. The influence of these traditions is
reflected in the bureaucracy in the form of high power distance. Therefore, high
power distance supports a hierarchical power structure in the organization as well
as in society.

Uncertainty Avoidance: Bureaucrats do not want to be in uncomfortable situa-
tions. In other words, they like to avoid situations or avoid anything that may create
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situations, putting them in trouble or discomfort. They want to be certain that any
action committed by them will not bring them discomfort. According to Zafarullah
([9], p. 936), “The civil service in Bangladesh has shown an extraordinary predilec-
tion to hang on to the established rather than readily accepting change in its status,
structure, functions, and norms of engagement with extra-bureaucratic instru-
ments.” The bureaucrats are “more at ease operating in a familiar environment
employing conventional practices than embracing anything new or different”
([9], p. 936).

Participation: Participation is allowing those in the decision-making process
for whom decisions are being made. In other words, it refers to the quality, quan-
tity, and diversity of input from the stakeholders in government decisions [29].
Organizations that are under stronger influence from external stakeholders are
likely to exhibit a higher level of participation. In Jamil’s [6] language, this type of
participation is guiding decisions, that is, how the decisions of the bureaucrats are
guided. Do the frontline bureaucrats consult with their stakeholders, that is, politi-
cians; citizens; and business and voluntary organizations? A bureaucrat’ attitude
toward the level of interaction with its stakeholders regarding the decision-making
process influences the practice of participation.

Team Orientation: Practice of teamwork increases productivity in organizations.
A team is a group of individuals who share their responsibilities to accomplish their
shared goals [30]. Group members have discretion in deciding how to carry out
tasks and allocate tasks among themselves [31]. Team orientation is a dimension
of organizational culture identified by Schein [15] and O’Reilly et al. [13] and has
been used by Harrison and Baird [3] in their research. Hierarchical structures in
public bureaucracies work as barriers to team building. A public sector organiza-
tion is a “machine bureaucracy” that needs to change its hierarchically controlled
managerial culture into “a coaching environment” where the individuals will
appreciate “interpersonal needs and the benefits of intuition and creativity”
(Lovell [32], p. 403).

5. Frontline bureaucrats in Bangladesh

The frontline public bureaucracy in Bangladesh represents the characteristics
of the overall public service of the country. These characteristics descended
from the British colonial administration and the post-colonial administration
of Pakistan. Bangladesh was liberated from Pakistan through a liberation war in
1971. Considering the recruitment, training, and mobility of the bureaucrats, one
characteristic of the public services in Bangladesh has been that they are divided
into cadre and non-cadre services. The cadre services have distinct hierarchy and
specified functions—specialized and generalized [33]. The members of these
services belong to the Bangladesh Civil Service (BCS) who are recruited by the
Public Service Commission (PSC) through highly competitive examinations.
They are hired as Assistant Secretary or equivalent and can move to the Senior
Secretary position through promotions. They can move from one department to
another. On the other hand, members of the non-cadre services are recruited to
particular departments and do not have a definite structure of mobility horizon-
tally and vertically [34]. They need to serve within the department to which they
are recruited. These bureaucrats have limited training opportunity throughout
their service life. The frontline bureaucracy of Bangladesh has officials from both
cadre and non-cadre services, but the size of the former category is smaller than
the later.
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6. Methods

Data for this study were collected from sub-district level frontline bureaucrats
in Bangladesh using a survey questionnaire. Bangladesh had 488 sub-districts at the
time of data collection. Twenty-nine sub-districts were chosen using a multistage
sampling technique. From each of the selected sub-districts, 16 pre-decided office
heads out of around 25 were given the questionnaire to fill out. The 16 office heads
were chosen because they were perceived by practitioners as the frontline bureau-
cracies that had most interactions with citizens. Seven of these 16 offices are headed
by cadre officials, and the rest nine offices are headed by non-cadre officials.

For data collection, the researcher traveled to the respondents. It was not pos-
sible to return with all filled-out questionnaires all the time. Therefore, question-
naires were left with the offices of those respondents where they were not available
in their offices. It was not possible to contact each of these office heads before going
to their offices. Instead, the chief executive officer (UNO) of the sub-district was
contacted before going to that particular sub-district. The UNO office in a sub-
district carries some importance because it plays a coordinating role among all the
offices of the sub-district. After going to a sub-district, help from officials from the
UNO office was obtained sometimes in distributing and collecting the question-
naires. Thus, the UNO office was used as the first contact point.

After going to a sub-district, this researcher went to each of the 16 selected
offices in the sub-district. Where the office head was present, this researcher
requested him or her to fill out the survey questionnaire. Where the office head was
not present, his/her contact cell phone number was collected from the other offi-
cials of the office. Then the office head was contacted over the phone and requested
to fill out the survey questionnaire when he/she was available in the office and was
requested either to send the filled out questionnaire to the UNO office or the postal
address of this researcher. In most cases, an envelope (with postage stamp) was left
with the postal address of the researcher written on it.

Around 40% of the survey questionnaires, on average, were collected directly by
the researcher. Some filled out questionnaires came directly from the respondents
through the postal service. The remaining questionnaires were submitted to the
UNO office, or the officials of the UNO office collected them from the other offices
and then sent them together to the researcher through postal service. Altogether,
329 questionnaires were collected for the study out of the sample of 456. This
constituted a response rate of 72.15%. However, three questionnaires were rejected
because two of them had more than 50% items unanswered, and one was a dupli-
cate. The duplication happened because one officer was in charge of two offices.
That official filled out two questionnaires. Thus, one of these two questionnaires
was rejected. Finally, data from 326 questionnaires were entered into the SPSS
program. Demographic information of the respondents is presented in Table 2.

The questionnaire had items taken from validated instruments to measure each
of the cultural dimensions. Each item had a four-point scale which varied from
“always” to “never” or “agree” to “disagree.” A five-item scale was constructed based
on Jamil [6] to measure power distance. The items were: (1) I seek my subordinates’
opinions before making a decision; (2) My subordinates suggest me ideas about my
office work; (3) Confident subordinates in my office disagree with my decisions;

(4) I tell my subordinates what decisions are to be taken; and (5) When I am con-
fident, I disagree with my higher authority. To measure uncertainty avoidance, a
four-item scale was developed based on Jamil [6] which were: (1) I emphasize results
more than following routines, procedures to the point; (2) I feel nervous about satis-
fying my higher authority with my work; (3) I look for the best alternative even if it
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Table 2.

Demographic information of respondent (% in parenthesis).

goes beyond routines, and procedures; (4) I expect my higher authority to tell me if
I am doing a good job. Participation was measured using a four-item scale developed
following theoretical arguments. The items were: (1) My office should serve citizens
according to their preferences; (2) Officers can learn nothing from service seekers;
(3) My office should seek feedback from service recipients about their satisfaction;
and (4) Service seekers should not advise us on what to do. Based on Harrison and
Baird [3], a four-item scale was used to measure team orientation. The items were:
(1) Working in teams can produce better results; (2) We should help each other in
our office work; (3) Sometimes subordinates can give better opinions than superi-
ors; (4) Subordinates should not disagree with the superior’s opinion.

7.Findings

Results of two independent samples t-tests and descriptive statistics of group
differences in the means of the culture dimensions practiced by the cadre and
non-cadre officials are presented in Table 3. Power distance in non-cadre officials
is higher than in cadre officials. The difference is significant at 0.10 level of signifi-
cance. Concerning uncertainty avoidance, the non-cadre officials again have a sig-
nificantly higher tendency to avoid uncertainty compared to the cadre officials. The
cadre officials’ mean score in the participation culture dimension is significantly
higher than the mean score of the non-cadre officials. This finding is indicative
of the cadre officials’ higher tendency to accommodate stakeholders in decision-
making processes. With regard to team orientation, the mean score of cadre officials
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Table 3.
Results of t-test and descriptive statistics for culture dimensions by cadre.
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is also significantly higher than the non-cadre officials. Therefore, cadre officials
possess a higher mentality of teamwork compared to non-cadre officials.

8. Discussion

The four culture dimensions influence the daily works of the frontline bureau-
crats. Generally, power distance within an office context is an extension of the
power distance that prevails in society. High power distance among the employees
of an organization contributes to the fortification of its formal and rigid hierarchi-
cal structure. The cadre officials of the frontline bureaucracies inculcate this culture
slightly less than the non-cadre officials and both scores are slightly lower than the
average of the scale. Jamil [6] reported the existence of higher power distance in the
cadre officials in general (central and frontline bureaucrats). Power distance in this
study shows scores lower than the average (2.5 points on the scale of 4). Therefore,
this culture has not changed much.

The culture of uncertainty avoidance tendency negatively affects the achieve-
ment of the targeted results of an organization. It bars officials from taking
initiatives of innovation. Strict enforcement of bureaucratic procedures, in some
contexts, may not fetch the desired results. Therefore, officials need to apply
their discretion and take some risks, which might bring them some uncertainty.
Generally, everyone wants to remain in his comfort zone. In public service delivery,
when facing the complexity of local contexts, frontline bureaucrats need to come
out of their comfort zones sometimes. This study found high uncertainty tendency
in the frontline bureaucrats. The non-cadre officials have a greater tendency to
avoid uncertainty than the cadre officials. High level of uncertainty avoidance
tendency among the bureaucrats in Bangladesh was reported by Jamil [6], and the
current scenario does not show any change.

Participation in this research was used to mean bureaucrats’ citizen-orientation,
that is, their attitude toward feedback from citizens. The frontline bureaucrats
directly deliver services to the citizens. Their understanding of the expectations of
the citizens can equip them with appropriate services. The findings of this study
show that the frontline bureaucrats have a very high tendency to get feedback from
the citizens. Again the cadre officials are ahead of the non-cadre ones. This finding
is also similar to that of Jamil [6].

The frontline bureaucrats show a positive attitude toward teamwork. The score
of cadre officials is higher than the non-cadre officials. These frontline bureaucrats
work in their offices with limited resources. They face huge workloads as well.
These workloads happen because of two reasons. One reason is that the demand
for services is very high. Bangladesh is a populous country. So these bureaucrats
face more service seekers than the ideal size. The second reason is that many of
the sanctioned positions in the frontline bureaucracies remain vacant. Therefore,
the bureaucrats from within an organization need to cooperate among themselves
through teamwork.

9. Conclusion
Organizational culture is difficult to change without a deliberate effort. In
the public sector organizations, this change is even harder to bring. The bureau-

crats are rule followers and change-resistant. They remain to be in their comfort
zones. Bringing desired changes in the practice of culture will require conscious
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and deliberate efforts. These efforts may include education, training, and social
campaign. The difference in the scores in the dimensions of culture practiced by
the cadre and non-cadre bureaucrats can be attributed to the different outlook
they develop through their participation in social events. Although both groups of
bureaucrats come from the same social context, they become exposed to different
social events. One obvious social event is training. The cadre bureaucrats take part
in different long- and short-term training programs even at the very beginning of
their services. The non-cadre bureaucrats hardly get any training. The second social
factor is that the cadre bureaucrats, because of their mobility, attend various semi-
nars and workshops on governance issues, which help them change their mindset.
This scope is limited to the non-cadre bureaucrats.

This research had limitations. The items used to measure the culture dimen-
sions in this research match the research context. The measurement tools might be
different in other contexts. Future researchers can investigate why the cadre and
non-cadre officials differ significantly in their organizational culture.
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Chapter2

Organizational Culture under
Religious Influence

Barbava Magur

Abstract

Based on a review of articles and other published research work as well as
the results of the author’s research conducted in organizations operating in
religiously diverse environments in Poland, this chapter examines the influence
of religion on organizational culture. The most important findings of this work
concern the vital role religion plays in an organization and its culture. This
paper examines religion’s influence on organizational culture, which is consid-
ered as an independent variable. It proposes a model of organizational culture
enriched by the channel by which religion enters the organization’ set of values
and norms. The chapter consists of the following parts: the analysis of the role
of religion in an organization in the light of hitherto research, cultural dimen-
sions of religion, analytical approaches to organizational culture, the integrated
model of organizational culture enhanced by the aspect of religion, and the
research results confirming the influence of Catholic and Orthodox religions on
organizational culture.

Keywords: Catholic and Orthodox religion, dimensions of national culture, basic
assumptions, organizational culture

1. Introduction

Organizational culture is an important element in the functioning of an
enterprise, which is why it is worth considering the problem of its formation
and especially its conditions. Organizational culture is influenced by many
factors, ranging from the type of organization, through its characteristics and
the characteristics of its participants, to the type of environment it operates in.
Researchers of organizational culture determinants attach great importance to
the national aspect, indicating that the manifestations of national culture appear
both in the category related to the environment and in the characteristics of
participants, which proves the role of national culture in shaping organizational
culture [1]. External research determinants of organizational culture have been
clearly less important in religion. Its impact on organizational culture was not
as often analyzed by management theorists as the impact of national culture.
However, it must be acknowledged that religion is a source of values and norms
and in this sense has a culture-forming nature, becoming one of the pillars of
organizational culture [1]. The issue of the impact of religion on organizations
and their cultures is becoming increasingly important in the context of globaliza-
tion and economic integration.
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2. The role of religion in an organization

National culture and religion are interrelated because the shape of national
culture is influenced by adopted and professed religion. According to Hofstede [2],
the type and version of the religion adopted in a given country is the result of previ-
ously existing cultural patterns in a given area and a culture-forming factor. He
writes that religion adopted in a given country strengthens existing cultural models,
making them basic elements of its doctrine [2].

The religious factor is not only a determinant of cultural norms, values, and rules
of individual and community conduct, but also has significant formative influence in
the field of business. The issues of the cultural dimension of religion and its impact
on the problem of work were raised by researchers such as Max Weber and Peter
Berger, whose works belong to the most important traditions in social sciences. They
pointed to important relations between religion, work, and economy.

Sources of values in organizational culture are therefore cultural qualities
existing in the environment of organizations. Those include the region’s culture,
national culture, religious culture, and personal characteristics of the members of
the organization, which—to a large extent—are shaped by the cultural environ-
ment of the individual [3]. Religion, being a part of the cultural environment of the
organization, affects organizational culture in particular through two of the four
factors determining it: the personal characteristics of the organization’s participants
and the type of environment in which the organization operates [4]. Under homo-
geneous conditions, they remain similar, while under heterogeneity conditions,
they may differ. Religious norms in business act as archetypes: they are passed on
in the circles of followers of individual religions from generation to generation and
as a result penetrate the collective consciousness, becoming its hidden element
conditioning the shape of economic life. As a result, religion plays an important role
in the workplace.

The impact of religion on the work process cannot be overestimated because
work and religion and their relationships are fundamental components, build-
ing blocks of human society [5]. Research to date, although largely fragmentary,
has confirmed the existence of a relationship between religion and attitudes
toward work. It has also shown the religion’s connection to motivation, job
satisfaction, and even the degree of commitment to work. In social life, the
role of religion is that it equips its followers with a system of values to which
they should live. This system, however, also applies to the work environment.
Many business practitioners accept the assertion of the need to understand
the role of religion as imperative, being convinced that it strongly influences
organizational life [6]. Research also shows that employees often turn to God
when forced to make difficult decisions. The role of religion is appreciated not
only by practitioners but also by management theorists, who, like Trompenaars
and Woolliams [7], recognize it as the second most important, after national-
ity, variable in the cultural dimension of individualism. Since referring only to
nationality turns out to be insufficient to explain all the differences between
employees in an international organization, it is worth reaching for the denomi-
national cultural values of employees.

3. The cultural dimension of religion
The issue of the cultural dimension of religion indicates the internal dichotomy

of religion, which on the one hand includes beliefs and related behaviors regarding
what is supernatural and oriented to eternal salvation, on the other—constitutes
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a specific type of culture. To emphasize the culture-forming role of religion,

Geertz [8] uses the term cultural dimension of religion-culture being understood

as embodied in symbols, as a pattern of meanings passed down from generation

to generation, a system of inherited images expressed in symbolic forms through
which people convey, consolidate, and develop their knowledge of life and attitude
toward it. The role of religion in the social and economic life of human communities
is not undermined, and among the representatives of the world of science, religion
is widely recognized as an important social institution.

Throughout the literature in the field of management, the concept of spiritual-
ity is often combined with religion. This position is represented by Benner [9], for
whom spirituality means the process of establishing and maintaining a relationship
with God. And although not all scholars consider separating spirituality from reli-
giosity, they consider the difference between spirituality and religiosity as largely
artificial. They often understand spirituality as values recognized by people and
meanings that sometimes embody religious beliefs.

Spirituality, like religion, carries strict cultural connotations. Mitroff and
Denton [10] argue that spirituality is a vital human need that should be recognized
as fundamental to human experience and should, therefore, be a part of organiza-
tional culture. These researchers proposed a new paradigm in the study of organiza-
tions. It incorporates concepts such as supernatural forces, showing businesses the
path to spirituality-based organizations.

4. Levels of cultural programming

Culture, as Hofstede defines it, is a collective mind programming that distin-
guishes members of one group from another. People were equipped with “mental
programs,” which in early childhood are developed in the family circle and then
strengthened during education and work. Three levels of programming can be
distinguished: universal (objective), cultural (intersubjective), and individual
(subjective) [11].

Listed as the first, the universal level covers the biological functions of the
human body, but also expressive behaviors such as laughter and crying, as well as
associative and expressive behaviors existing in higher mammals.

Mental programming on a cultural, intersubjective level is almost entirely
learned. This level is analogous for all those who, although they are not carriers
of the same genes, are subjected to the same socialization process and identify
with the same culture. The individual programming level is characteristic for each
person, which means that there are no two identically programmed people. This
level includes individual personality, although subjective to some extent, it is partly
genetically determined.

Everyone’s mental programming process is in part unique, in part the same as
in other people [12]. Nevertheless, it can be said that people within a given culture
think, feel, and react in a certain way which is why they gain in a sense a collective
personality.

5. Organizational culture research approaches
The issues of organizational culture are widely recognized as extremely impor-
tant in the context of organizational management. From many existing definitions

of organizational culture, one should be chosen that combines and integrates vari-
ous cultural concepts. The perception of organizational culture should be divided
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into three perspectives: an independent (external) variable, a dependent (internal)
variable, and a core metaphor.

Recognizing culture as an independent variable is important for studying the
relationship between culture and elements of the management process. In this
approach, culture is an explanatory factor or a broad frame of reference that affects
specific elements of the management process. Culture from the outside influ-
ences the employee and the managerial behavior in a given country and directly
determines it. From this perspective, one can compare management and employee
attitudes in different countries. The cultural values of a given country influence
what is happening in organizations operating in its area. In comparative studies
on management methods, the culture of a given country is considered the basic
tool of analysis. It answers the question concerning the reasons for behavior in the
workplace. This approach included research on national management styles and
comparative research on the impact of cultural context on organizations. Culture is
understood in functionalist categories and serves as a context affecting the manage-
ment process. Organizational culture is interpreted as a product of the impact of a
given country’s culture [4].

Organizational culture is also treated as an element of the organization which
depends on the existence of other organizational elements, for example, ownership
and transaction costs, activities of the entrepreneur or organizational leaders. This
is a dependent variable. In this approach, one can speak of organizational culture
management. In this context, leadership is attributed to management. Culture as an
internal variable is part of the overarching whole. It is perceived from the point of
view of the function it performs for the organization and the way this function is
performed.

Employers use a cultural form of regulating behavior as it is cheaper than a
bureaucratic or market form. An investment is made in intensive employee train-
ing, during which they undergo specific educational, indoctrinating procedures
that shape their new values, behavior norms, and daily habits. According to critics
of this approach, the importance of the impact of a given country’s culture on the
functioning of an organization is being diminished. Besides, organizational culture
is a “black box” in which it is not known exactly what is going on, but only what is
affecting it from the outside. The significance of work and formal organizations for
individuals can only be inferred from the description of behavior and indicators
obtained from surveys [13].

Organizational culture can also be understood as a native metaphor. It is
perceived as an indeterministic model of analysis in which culture is treated as
an autonomous entity, not determined by the culture occurring in the environ-
ment of a given country, or by other factors of the internal environment of
the organization. Culture is treated as a form of expression or manifestation
of human consciousness. Research in this approach focuses on the exploration
of the phenomenon of an organization as a matter of subjective experience
and analyzes patterns that make “organized activities possible.” These patterns
include rules of action inscribed in the basic assumptions, language, knowledge,
and symbols such as myths, ideologies, rituals, and organizational stories.

In this perspective, qualitative methods are usually used in research - field
research and case studies [14].

Organizations are shaped in the course of everyday interactions. They objectify
themselves through joint actions of individuals. The following interactive processes
occurring in the organization can be observed: struggle, games, manipulations
or negotiations. They give the final character to the company, assuming that they
constantly change it. The organization has a processual character. The “black box™
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of organizational culture is opened and subjected to description and analysis. This
is an approach that departs from functionalism but allows understanding of what
is happening in the organization. It explains phenomena such as conflicts, threats,
and resistance to change. Critics of this concept accuse it of “being focused mainly
on the description of organizational culture, and not on explaining it; on concepts
specific to given cultures, and not on universal concepts. Therefore, it is difficult to
use general statements explaining the reasons for the occurrence of certain phe-
nomena in the organization” [14].

By considering organizational culture with three different perspectives at the
same time, one can get an integrated analysis model, which is a synergistic effect
of these interpretations. “Such a definition of the organizational culture, which
includes values and norms, systems shared in a given organization, and derived
from its environment, colloquial and often unconscious assumptions and related to
them, produced by members of the organization, rules of operation, go beyond the
limitations of the model treating organizational culture as an independent variable
and as a dependent variable, as well as beyond the indeterministic model of analyz-
ing this phenomenon” [4].

The combination of three epistemological perspectives allows a better under-
standing of the complex phenomenon of organizational culture. In the integrated
model, organizational culture is determined by the national culture of a given coun-
try, it also depends on the internal elements of the organization, as well as being
partly independent of these fields, due to the autonomy of human activities in the
organization. Religion influences the shape of organizational culture in each of the
three approaches presented. For the purposes of this article, to show this impact,
organizational culture will be analyzed on the assumption that it is an independent
variable conditioned by existing religion.

6. Religion, social environment, and organizational culture

Recognizing culture as an independent variable is important for studying the
relationship between ambient culture and elements of the management process.
In this approach, culture is an explanatory factor or a broad frame of reference
that affects specific elements of the management process. The culture of the
external environment of organization influences employee and managerial
behavior in a given country and directly determines it. From this perspective,
you can compare management and employee attitudes in different countries. The
culture values of a given country influence what is happening in organizations.
In comparative studies on management methods, the culture of the country is
considered the basic tool of analysis. It answers the question about the reasons
for behavior in the workplace.

The culture of the social environment, being the external environment of the
organization, affects the culture of the organization. It is therefore reasonable and
necessary to subject it to a more detailed analysis. National culture is the most fre-
quently indicated factor determining the value of organizational culture. Hofstede
indicates that the dimensions of national culture are positively correlated with
some characteristic of organizational culture [12]. They also prove that combin-
ing organizational culture with national culture results in high job satisfaction,
improves decision-making processes, and is positively correlated with the effective-
ness of activities in the organization [4]. National culture, being part of the cultural
environment of the organization, affects organizational culture through all of the
factors mentioned.
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Therefore, since the category of enterprise culture is a product of the socio-
cultural and economic context in which the enterprise operates [4], norms, atti-
tudes, and values are transferred to the enterprise to a large extent from its external
environment. It is assumed that there is a diffusion of values and norms from the
culture of society to organizational culture [15].

Social culture cannot be narrowed down to the sphere of values, as it also
includes the sphere of moral practices recognized in society. Therefore, the impact
of social culture on organizational culture occurs not only through values but also
the practices that result from them.

Although one of the important factors influencing the organizational culture
is the national culture of the country in which the organization operates, the
dimensions of the national culture do not translate directly — mechanically into the
organizational culture of companies [16].

It can be assumed that since specific values occur at the level of a given society,
they should also be visible at the organizational and individual levels.

From three levels of cultural programming, religion shapes organizational
cultures by programming on two levels: almost entirely learned cultural level and
partly, to some extent genetically determined, individual. Programming at the
cultural level reflects the basic cultural assumptions, while programming at the
individual level—the values of organizational culture. Culture is a collection of
religious values that are, at least partly, individual for people living in the same
social environment [17].

7. Organizational culture: structure, terms, and components

Schein [18, 19] created a structural model of culture, which is used as a
framework in analyzing organizational culture in this study. The reason to use
this particular model is two-fold: it has received less criticism than other models
[20] and it has been operationalized before [21, 22]. Therefore, this research
assumes a particular understanding of organizational culture. It is a pattern of
shared basic assumptions, which have been created, discovered, or developed by
a given group while it learned to cope with its problems of external adaptation
and internal integration. This pattern of basic assumptions has proved its useful-
ness in the past, and therefore is validated to be transferred to the new group
members. It will serve as the correct way to perceive, comprehend, and act on
those problem areas [18].

Schein [18, 19] maintains that examining culture should be based on examin-
ing the deeply held basic assumptions in a group as those historical structures
tend to be kept by the members in an almost unconscious realm. They fulfill
their objectives directing, guiding, and giving meaning to one’s relations with
nature, reality, and others. Those values and shared basic assumptions are
believed to materialize themselves in the form of artifacts. Given a number of
layered levels of culture, Schein [18, 19] proposes that a structure of organiza-
tional culture is best represented by a multi-level figure as presented below, in
Figure 1.

Organizational culture encompasses a cognitive component, which consists of
mutual assumptions, beliefs, norms, and attitudes that the organization’s mem-
bers share, and which also shape their mental (interpretative) schemes [23-25].
Therefore, organizational culture shapes and determines the way members
perceive, construe, and behave in their immediate surroundings. The cognitive
component of organizational culture is responsible for the way that unique mean-
ing and reaction are ascribed to phenomena within and outside the organization.
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Figure 1.
Structural model of organizational culture indicating different levels of culture. Source: [19], p. 17.

While imposing a set of assumptions and values, organizational culture defines its
members’ perceptions, interpretations, and actions [26].

Inevitably, organizational culture impacts therefore all the processes tak-
ing place in an organization, as well as, eventually, its performance. Through
organization’s members’ mental maps, culture can influence organization’s:
leadership style, learning, knowledge management, business strategy, the
preferred style of changing management, employee reward system, or employee
commitment.

This study is carried out at the level of the organization and is premised upon the
fact that there appear similar patterns of culture across organizations operating in a
particular region. This region can be understood as either defined by geography or
general societal culture. However, it must be underlined that organizational culture
is also dependent on factors external to the organization. Furthermore, some differ-
ences between organizational cultures in organizations can be explained by similar
variations in culture-producing forces external to those organizations on the societal
level [20]. Consequently, organizations should not be conceptualized as “cultural
islands” or a “mini-societies.” Instead, it seems to be useful to define organizational
culture as a nexus where broader, societal dimensions of culture converge [27].

8. The operationalization of basic assumptions of organizational culture

This study is conditioned on the basis that value dimensions can serve to
differentiate one culture from another. Therefore, value dimensions are applied
to help illustrate the expected differences occurring between the researched
organizations.

The most commonly adopted framework for culture research is the one
developed by Hofstede. It was created for the first large-scale study of cul-
ture. Moreover, it has been praised by reviewers for its rigorous research
design, a systematic data collection, and a coherent theory to explain national
variations [28].

Through empirical research, Hofstede has identified four main dimensions
which distinguish between cultures. In the business context, those four values have
been repeatedly found relevant as well, especially when analyzing and clarifying
differences observed in leadership styles [29] or managerial skills [30]. The four
dimensions are considered to be suitable and fitting when examining differences in
basic underlying assumptions of organizational cultures [4, 16].

Hofstede’s dimensions represent what issues all societies had in common. Those
matters include the power in relationships, the ambiguity of life, the influences of
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groups, and the nurturing perspectives. Each of the dimensions is presented with its
basic assumptions [31, 32] as in the tables below (Tables 1-4).

* Individualism refers to the identity of self as based either solely on the
individual or on the individual as part of a group or collective.

* Power distance refers to the social stratification within a society in which higher
status individuals/groups are ascribed more power and authority by those of
lower status.

* Uncertainty avoidance refers to the society’s fear of the unknown or ambiguous
situations.

* Masculinity (assertiveness) refers to a society’s preference for competition
and outcomes (masculine values) as opposed to co-operation and process
(feminine values).

A model of basic underlying assumptions of organizational culture, which is
determined by societal/national culture and through it by religion, has been cre-
ated. The model is presented in Figure 2 below.

This comprehensive model, embracing basic underlying assumptions of culture,
can be used to describe organizational culture.

Individualism Collectivism

People are independent People are interdependent

One’s identity draws from individual personality One’s identity draws from belonging to a group
People are not emotionally dependent on People need to be emotionally dependent on
organizations or groups organizations or groups

Individual achievement is ideal Group achievement is ideal

The individual protects him/herself and his/her The group protects its members in exchange for their
relatives loyalty

Making decisions individually is best Making decisions as a group is best

Source: [33], p. 119.

Table 1.
General assumptions in individualism vs. collectivism.

Small power distance High power distance

Inequality is fundamentally bad Inequality is fundamentally good

Everyone plays a different role Everyone has a place; some are high, and some are low in social
structure

People are interdependent Most people should be dependent on the leader

All people should have the same The powerful are entitled to privileges

rights

The powerful should hide their The powerful should demonstrate their power

power

Source: [33], p. 120.

Table 2.
General assumptions in power distance.
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Small uncertainty avoidance

High uncertainty avoidance

Conflict should not be avoided

Conflict should be avoided at any cost

Deviant people and ideas should be tolerated

Deviant people and ideas should not be tolerated

Laws are not very important and should not be followed

Laws are very important and should be followed

Experts and authorities are not usually correct

Experts and authorities are usually correct

Consensus is not important Consensus is important
Source: [33], p. 120.
Table 3.
General assumptions in uncertainty avoidance.
Masculinity Femininity

Gender roles should be clearly defined and
distinguished

Gender roles should not be clearly defined and
distinguished

Men are assertive and dominant

Women are taking care of others

Machismo-exaggerated manliness in men is good

Machismo-exaggerated manliness in men is bad

Men should be decisive

Women should be supportive

Work takes priority over other duties

Private life is important

Advancement, success, and money are irnportant

Good atmosphere at work is important

Source: [33], p. 121.

Table 4.
General assumptions in masculinity vs. femininity.

uncertainty
avoidance

collectivism

masculinity

power power
distance distance
femininity individualism
uncertainty
avoidance
Figure 2.

Model of basic assumptions of ovganizational culture based on national culture. Source: [4], p. 70
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9. Study of basic assumptions in an organizational culture

Within this research, culture (especially its religion component) is treated as an
independent variable [34-36]. This research focuses its scope on two organizations
in the Podlaskie Voivodship (North-Eastern part of Poland).

Companies in this region operate in religious plurality, which stems from the
region’s location and history. This diversity allowed for the creation of distinct value
systems and attitudes. Nowadays, two largest ethnic groups in the region are the
members of the Catholic and Orthodox Churches.

As in 2010, the Voivodship has a population of 11,883 inhabitants [4]. Catholic
and Orthodox congregations overall constitute 77 and 13.5% of all inhabitants of
Podlaskie Voivodeship, respectively. However, in some areas, the proportions are
significantly different. For instance, over 80% of the inhabitants of the Hajnowski
district are Orthodox Church believers [37].

9.1 Research sample

The choice of this research sample was purposeful. The comparative study in
this research includes two companies. Out of the two researched companies, one is
located in a Catholic-surrounding, in a region where 99.7% of the local population
declares Catholicism, while the remaining 0.3% declares a different religion or
atheism. Contrastingly, the other company is located in an Orthodox environment,
where the local population consists of 60.6% Orthodox, 25.3% Catholic and 14.1%
other religion inhabitants. The companies employ 300 and 51 workers, respectively.

The number of research participants amounted to 99, out of which 64 par-
ticipants declared Catholicism, while 35—Orthodox religion. All of the research
participants came from religiously homogenous families. The family members of
the participant would all declare the same religion as the research participant.

9.2 Research methodology

This research has adopted the case study method, whose design allows to exam-
ine the relationship between organizational culture and religion. A questionnaire
was used for data collection. It was made of numerous statements embodying the
four cultural dimensions. Each of the dimensions was represented by two polarized
statements, with a grade scale in between them. The respondent had to use the scale
to indicate how accurately a statement illustrated his/her views.

On the left side of the questionnaire, statements expressing individualism,
low power distance, low uncertainty avoidance, and masculinity were placed.
Contrastingly, the right side of the questionnaire included statements represent-
ing expressing collectivism, high power distance, high uncertainty avoidance, and
femininity. Research data collection was followed by a statistical analysis, whose
aim was to establish whether statistically significant differences occur between the
answers collected from the Catholic and Orthodox respondent groups, all the while
considering the hypothesis formulated during the course of the research. The U
Mann-Whitney test, which is very useful especially in the case of researching small
groups, was applied to compare the medians in the two independent research groups.

This research was based on a zero hypothesis—“h0”: both research samples derive
from a population with the same median. The alternative hypothesis read as follows
“h1”: research samples derive from varied populations with different medians. The
“h0” assumes that no significant differences with regards to the four dimensions of
culture occur between the respondents from the Catholic and Orthodox environ-
ments. Contrastingly, the alternative hypothesis assumes the opposite, which is
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that significant differences with regards to the four dimensions of culture do occur
between the respondents from the Catholic and Orthodox environments. The results
of the research hypothesis analysis suggested rejecting “h0” in favor of “h1”

9.3 Research findings

With regards to the research results, figures depicting influences of basic
assumptions of organizational culture have been presented below in Figure 3.

The results of the research study confirm that a relatively high level of indi-
vidualism, relatively low power distance, uncertainty avoidance, and masculinity
characterize organizational cultures where the environment is dominated by
the Catholic religion. Contrastingly, the organizational culture derived from the
Orthodox environment is characterized by a relatively high level of collectivism,
femininity, power distance, and the relatively low level of tolerance of uncertainty.

9.4 Verification of the research findings

Following the presented model of organizational culture was the process of
verifying the research results. In order to do that, another study of both previously
described companies was carried out and was completed by the same group of
respondents. The second study aimed to identify differences in cultural assump-
tions in organizational cultures of both investigated organizations. This study was
carried out with the use of a survey, which, as the previous one, included opposing
statements and a ranking scale in between each pair. There were eight opposing
statements in total: each two regarded one of the four dimensions. This time, the
respondent was asked to indicate the extent to which the dimension is present in his/
her company. The scale placed in between the opposing statements had 9 points. The
grades 1-4, placed near to the statement on the left of the page, would indicate how
much this statement depicts the company culture (where “1” would be the highest
rank, the fullest compliance and 2-4, respectively, lower). Similarly, the grades 6-9,
placed near the statement on the right side of the page, indicated how much that
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Figure 3.

Models of basic assumptions of organizational culture influenced by religions. Source: [4], p. 125.
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statement depicts the company culture (where “9” would be the highest rank, the
fullest compliance and 8, 7, 6, respectively, lower). The middle and neutral grade,
“5,” was to be used if the statements were equally true in relation to the respondent’s
company. The opposing statements used in the survey follow in Tables 5-8 below.
Individualism/collectivism was illustrated by the following statements:

Individualism Collectivism

Employees are looking for challenges at work
and they decide how to tackle them

Employees are not looking for challenges at work and do
not want the freedom to decide how to tackle them

Employees prefer being a leader and nota
regular member of the group

A regular member of the group status is satisfactory
enough

Table 5.
General assumptions in individualism vs. collectivism in organizational culture. Source: [4], p. 64.

Power distance was illustrated by the following statements:

Small power distance High power distance

Subordinates do not expect detailed instructions
from superiors

Subordinates expect detailed instructions from
superiors and generally accept them without
reservations

If they have reservations, subordinates rather
confidently cast doubt about what their superiors
asked them to do

Subordinates rather do not question what their
superiors asked them to do even if they have
certain doubts

Source: [4], p. 65.

Table 6.
General assumptions in power distance in ovganizational culture.

Uncertainty avoidance was illustrated by the following statements:

Small uncertainty avoidance High uncertainty avoidance

Employees are generally willing to take up non-
standard actions and superiors gladly accept when it

happens

Employees are reluctant to take non-standard
measures and superiors do not expect them to

Employees are often nervous or tense at work

Employees are rarely nervous or tense at work

Source: [4], p. 66.

Table 7.
General assumptions in uncertainty avoidance in organizational culture.

Masculinity/femininity was illustrated by the following statements:

Masculinity Femininity

Employees expect rapid promotion,
non-routine work, high earnings, and

Nice atmosphere at work, good relationships with
colleagues and supervisors, and stable employment is what

recognition from the managers employees expect of the workplace

The chance of high earnings is ideal Stable employment is ideal

Source: [4], p. 67.

Table 8.
General assumptions in masculinity or femininity in ovganizational culture.

The results of the research confirm the reliability of the proposed models of
organizational culture in the environment of the Catholic and Orthodox religions.
Additionally, the results confirmed that statistically significant differences with
regards to the dimensions expressed by statements from tables above do occur.
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The results thereby demonstrate the usefulness and practical aspect of the
presented models of organizational culture.

As per the research results, it can be assumed that the organizational culture
in companies dominated by the Catholic religion is rather task-orientated while in
companies dominated by the Orthodox religion—it is rather relationship orientated.
This should serve as an indicator for managers when dealing with subordinates.
However, it must be added that despite the differences, there are also numerous
similarities bonding the two confessions. Hence, both differences and similarities
between the two groups will have an impact on the company culture.

10. Conclusions

Preferences for values and cultural dimensions often stem from religion. It is
the sources of guidelines for employees to recall and rely on when making difficult
decisions at work. Religion, therefore, proves to be an impactful factor co-creating
culture. This is also true in the case of business and organizational culture.

Due to its exceptional influence, organizational culture is one of the most
intensely researched concepts within its field. It can influence the behavior of the
organization members as well as the performance of the organization as a whole.

No organization and no organizational culture are created in a vacuum or arise from
nothingness. The forces external to the organization and its entire environment help
shape the culture within. It is the organization’ founder, especially in its first stages,
who originally builds the organization and its culture. However, as the organization
develops, the influence of the environment systematically increases. The exchange with
the external environment intensifies, the inflow of new employees increases, and new
needs like adapting to changes on the marker, making acquisitions or mergers arise. The
external impact, although changing with time, will always remain as one of the culture-
producing factors for the organization. Therefore, if the external values of the environ-
ment and internal values of employees do not support the organizational culture, there
is a risk for the company of not achieving corporate objectives.

The impact of religion on the process of creating organizational culture cannot
be overestimated. Based on this research results, conclusions for managers can
be drawn. In general, Catholic culture requires more individual motivation and
rewards systems, while the Orthodox culture—group motivation and rewards
systems. The members of the Catholic organizational culture will prefer a rather flat
organizational structure with participating management style while the Orthodox
members—rather hierarchical structure with a more directive management
style. Similarly, the Catholic culture members will prefer freedom in the way they
accomplish tasks, more learning opportunities as well as more challenges at work
in general while Orthodox culture members would prefer to fulfill their task in a
normalized, routined way, not to have numerous learning opportunities or chal-
lenges at work. Additionally, Catholic-influenced organizational culture will be
characterized by task orientation and rather rational, based on expertise leadership.
Contrastingly, Orthodox-influenced organizational culture will be characterized by
relationship orientation and rather mystical, based on formal authority leadership.

Companies operating in a religiously diversified environment face, therefore, a
unique opportunity of building organizational culture supportive of those differ-
ences. In order to succeed in building and maintaining an organizational culture
for varied stakeholders, specific competences are required. Those could be not only
knowledge of the customs of a given religion or confession, but, more importantly,
subtle skills of social and emotional intelligence like leading by example, openness,
acceptance, respect, and inclusivity.
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Chapter 3

Correlation among Human
Resource Flexibility Strategy,
Organizational Citizenship
Behavior and Organizational
Performance in Ecotourism
Industry

Ling-Chuan Huang and Ping-Fu Hsu

Abstract

To satisfy the demands for production peak, reduce personnel costs for labor,
limit the increase of employees in enterprises, and focus on corporate specialty
to develop the competitive advantage, enterprises would generally apply human
resource flexibility strategy to achieve the objectives. The practice of human
resource flexibility strategy would change work-related characteristics; besides,
the effect of the system on employees would decide the effort, absenteeism, or
turnover. Aiming at supervisors and employees in ecotourism, as the research
objects, a total of 500 copies of questionnaire are distributed, and 351 valid copies
are retrieved, with the retrieval rate of 70%. The research results reveal positive and
significant effects of 1. human resource flexibility strategy on organizational citi-
zenship behavior, 2. organizational citizenship behavior on organizational perfor-
mance, and 3. human resource flexibility strategy on organizational performance.
According to the results, suggestions are eventually proposed, expecting to provide
essential assistance for the human resource flexibility strategy in ecotourism and
assist in the sustainable development.

Keywords: ecotourism, human resource flexibility strategy, organizational
citizenship behavior, organizational performance

1. Introduction

Tourism industry became a globally economic activity by the end of twentieth
century and rapidly developed to become the major industry in the world in the
beginning of twenty-first century. Modern people stress more on leisure, and
convenient transportation facilitates the tourism market; especially, diverse
tour design and service coverage with local characteristics and local culture are
enriched and activated. To cope with the above demands, lots of scenic spots,
with rural ecological environment and historical and cultural monument, would
attract the visit of urban citizens for enjoying the landscape and experiencing
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local culture. A lot of people therefore pay attention to special travel activity such
as ecotourism. The participation in ecotourism and the development of ecotour-
ism activity become the trend. Furthermore, convenient travel information
acquisition from the Internet has made the tourism market become more compet-
itive. An enterprise gradually emphasizes the employees’ discretionary behavior,
due to enhancing visitors’ self-awareness and increasing unpredictability in the
ecotourism management environment, to cope with changes in external environ-
ment and acquire competitive advantage. Conscientiousness, altruism, and active
support emphasized in organizational citizenship behavior are the key factors

in the effective operation of an organization. Nevertheless, human resource
flexibility allows an organization to rapidly make response and adjustment to
environmental changes. Facing high uncertainty environment, and globally high
competition in the twenty-first century have changed human resource manage-
ment into an enterprise from one that plays an auxiliary role in the function to
one that places equivalent importance on the strategy. The application of human
resource strategy flexibility therefore is regarded as a primary direction for
organizational flexibility. For instance, job rotation allows employees to receive
omnidirectional and multi-cultivation (job flexibility) and choices of salary and
diverse welfare decisions (welfare flexibility) as well as understand the relevance
between individual and company finance being linked with diverse evaluation
methods (salary flexibility). Aiming at human resource flexibility strategy,
organizational citizenship behavior, and organizational performance in ecotour-
ism, the research expects to provide essential assistance for the human resource
flexibility strategy in ecotourism and assist in the sustainable development.

2. Literature review
2.1 Human resource flexibility strategy

Han et al. [1] defined flexibility as the ability of an enterprise to respond to vari-
ous requirements in the dynamically competitive environment. Munir and Rahman
[2] indicated that human resource flexibility was the human resource management
measure taken by an enterprise to cope with the changes in market environment,
aiming to stress on labor flexibility, which, with different combination, could gen-
erate distinct flexibility effects. Alameddine et al. [3] referred human resource flex-
ibility strategy to flexibly adjust human resource structure, number of employees,
job content, working hours, and employees’ salary in human resource management
to satisfy the requirements of enterprises for different level, different standard, and
different model of human resource.

Referring to Do and Yeh [4], four dimensions of job flexibility strategy, time
flexibility strategy, quantity flexibility strategy, and salary flexibility strategy are
used for the discussion in this study.

1.]Job flexibility strategy: Job flexibility strategy refers to employees’ mobility
and adaptability to execute certain work or task or employing employees with
various skills to rapidly respond to the changes in work requirements and
technology development.

2. Time flexibility strategy: Time flexibility strategy refers to an enterprise

adjusting the time interval or hours in order to match the actual operation
requirements or cope with changes in business requirements.
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3. Quantity flexibility strategy: Quantity flexibility refers to an enterprise
flexibly adjusting the investment in labor to match the fluctuation of market
and businesses.

4.Salary flexibility strategy: Most research on salary flexibility involves in chang-
ing systematic salary structure to variability in order to fully reflect individual
and corporate performance.

2.2 Organizational citizenship behavior

Xu and Li [5] defined organizational citizenship behavior as employees’ behav-
iors exceeding the standard required by the organization; such behaviors were
discretionary and not controlled by formal payment systems, including helping
colleagues who were behind, maintaining the cleanness of working environment,
accepting tasks without complaints, actively accepting undesignated tasks, and pro-
posing suggestions beneficial to the department. Such behaviors were not covered
in the formal work statement and were called organizational citizenship behavior
[6]. Ross [7] regarded organizational citizenship behavior as individual discretion-
ary behavior, without direct or definite approval of the formal reward system of the
organization, to assist organizational functions in effective operation. It was further
explained that such discretionary behavior could not be forced to practice through
work role requirements or job description, that is, not being restrained through
employee contracts [8].

Referring to Tsai et al. [9], organizational citizenship behavior in this study is
measured with the following dimensions:

1. Altruism: referring to employees actively helping specific others in the work
tasks

2. General compliance: referring to employees’ conscientious behavior of actively
conforming to the organizational requirements for certain work roles, for
example, punctuality, not wasting time, and obedience to rules

2.3 Organizational performance

Chua et al. [10] regarded performance as the standard to measure outcome;
when the measured object was an individual, it became job performance, while
it was organizational performance when the object was an organization. Jadoo
et al. [11] pointed out organizational performance as the measurement of an
organization achieving the objective. van der Walt et al. [12] proposed “perfor-
mance as the measurement of goal attainment of an organization” that could
be explained with three points. 1. The measurement of performance was under
the premise to confirm organizational objectives. 2. The measurement of per-
formance contained the adoption of measuring methods and the expression of
results. 3. The measurement of performance was based on occurred facts, that is,
investing resources into an organization and taking outputs as the measurement
object.

Referring to Do et al. [13], performance in this study includes three dimensions.

1. Effectiveness: Referring to the comparison of products and services offered by

an enterprise with competitors. It is generally measured with sales growth rate
and market share.
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2.Efficiency: Referring to the ratio of input resources and outputs of an
enterprise. It is generally measured with pre-tax income margin or return
on investment.

3. Adaptability: Referring to the ability of an enterprise responding to opportuni-
ties and threats in the environment, for example, the quantity or sales rate of
new products successfully listed in the market in certain period.

2.4 Research hypothesis

Taking employees of high-tech industry in Taiwan as the object, Han et al. [1]
found out the direct effect of employees’ participation in human resource flexibility
systems on organizational citizenship behavior. Coetzee and Stoltz [14] mentioned
that the relationship between flexibility and employee behavior lies in flexibility
being able to result in consistent common value and behavior of employees through
the behavior scripts to enhance efficient internal coordination in the company. Do
and Yeh [4] proved the effect of human resource flexibility strategy on employees’
work behavior, where the practice of flexible working hours could reduce employ-
ees’ attendance or enhance the productivity, mainly because the practice of human
resource flexibility strategy (e.g., flexible employee training) resulted in positive
employment relationship to reduce employees’ absence and turnover. In this case,
the hypothesis is proposed in this study.

H1: Human resource flexibility strategy shows positive and significant effects on
organizational citizenship behavior.

Xu and Li [5] defined organizational citizenship behavior as individual discre-
tionary behavior, which was not directly or definitely related to rewards, but could
enhance organizational efficiency, including cooperation with colleagues, execut-
ing extra tasks without complaints, keeping time, voluntarily assisting others,
efficiently utilizing time, well applying organizational resources, sharing opinions,
and positively representing the organization [11]. Tsai et al. [9] revealed that
organizational performance relied on the full support and devotion of all employees
in the organization; a leader should construct employees’ professional and leading
ability, empower employees in the professional field, excite employees’ activeness,
and induce employees’ organizational citizenship behavior to enhance organiza-
tional performance and be willing to share leaders’ responsibilities. Accordingly, the
hypothesis is proposed in this study.

H2: Organizational citizenship behavior reveals positive and remarkable effects
on organizational performance.

Chua et al. [10] proposed the largest positive effect of job flexibility on soft
performance (referring to patient satisfaction, medical service quality, professional
development of members in departments, and employee satisfaction) to effectively
promote organizational performance. Lianaigh and Hughes [15] indicated that
employees with proper autonomy of time would have higher satisfaction to further
enhance the organizational performance. Do et al. [13] stated that an enterprise
need not pay extra welfare expenses for non-typical workers of temporary staff and
outsourcers that it could control the costs and effectively promote the organiza-
tional performance. Way et al. [16] proposed the maximal effect of human resource
salary flexibility on employees’ average monthly productivity that the higher salary
flexibility would show better soft performance and higher average monthly produc-
tion amount to effectively enhance organizational performance. As a result, the

hypothesis is proposed in this study.
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H3: Human resource flexibility strategy appears positive and notable effects on
organizational performance.

3. Sample and measurement indicator
3.1 Research sample and object

Aiming at supervisors and employees in ecotourism as the research object,
a total of 500 copies of questionnaire are distributed, and 351 valid copies are
retrieved, with the retrieval rate of 70%.

3.2 Test of reliability and validity

Confirmatory factor analysis (CFA) is regarded as an important part in SEM. For
this reason, the measurement model should be tested before the two-stage model
correction for evaluating the structural model with CFA. When the measured
model fit is acceptable, the second step of SEM evaluation is preceded. When
preceding CFA, it reveals the standards of the factor loadings of the dimensions in
.60-.90, the component reliability in .75-.90, and the average variance extracted
in .60-.80. The followings are observed: 1. the factor loadings are higher than .5; 2.
the component reliability is higher than .6; and 3. the average variance extracted is
higher than .5, conforming to the standards that the dimensions present convergent
validity.

4. Empirical result analysis
4.1 Structural model analysis

Structural model analysis covers the model fit analysis and the explanatory
power of the overall research model. For this reason, seven numerical indices, refer-
ring to researchers’ opinions, are used for testing the overall model fit in this study,
including chi-square (x?) test, y’-degree of freedom ratio, fit index and adjusted
fit index, root mean square error, comparative fit indices, comparative hypothesis
model, and chi-square difference of independent model. The overall result analyses
are organized in Table 1.

From previous overall model fit indices, there is favorable goodness-of-fit
between the structured model and the observation data, revealing that the theo-
retical model could fully explain the observation data. In this case, the correlation
coefficient and correlation estimate of human resource flexibility strategy to orga-
nizational citizenship behavior and organizational performance could be further
understood after the model fit test.

The research data, organized in Table 2, reveal good preliminary fit of the
overall model.

In regard to internal fit, human resource flexibility strategy presents posi-
tive and significant correlations with organizational citizenship behavior (0.82,

p < 0.01), organizational citizenship behavior shows positive and remarkable
correlations with organizational performance (0.88, p < 0.01), and human resource
flexibility strategy also shows positive and notable correlations with organizational
performance (0.83, p < 0.01) that H1, H2, and H3 are supported.
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Fitindices Allowable limit This research Model fit
model judgment
XZ (Chi-square) The smaller the better 16.75
x’-degree of freedom ratio <3 1.84 Conformed
GFI >.9 0.97 Conformed
AGFI >.8 0.84 Conformed
RMSEA <.08 0.03 Conformed
CFI >.9 0.92 Conformed
NFI >9 0.90 Conformed
Table 1.

Fit analysis of the research model.

Evaluation item Result
Preliminary fit Job flexibility 0.75**
internal fit strategy
Time flexibility 0.67*
strategy
Quantity 0.63*
flexibility strategy
Salary flexibility 0.70™*
strategy
Organizational citizenship behavior Altruism 0.74**
General 0.72*
compliance
Organizational performance Effectiveness 0.73*
Efficiency 0.76"*
0.71**
Source flexibility strategy — organizational citizenship behavior 0.82"*
Organizational citizenship behavior — organizational performance 0.88**
Human resource flexibility strategy — organizational performance 0.83**

Note: *Stands for p < 0.05, **for p < 0.001.

Table 2.
Overall linear structuval model analysis vesult.

5. Conclusion

The research results reveal significantly positive correlations between ecotour-
ism human resource flexibility strategy, organizational citizenship behavior, and
organizational performance. The higher application of human resource flexibility
strategy would show better organizational performance to enhance employees’
organizational citizenship behavior. Especially in job rotation and multi-skill train-
ing, human resource flexibility strategy in ecotourism allows employees to engage
in various works and learn new work contents. Employees being able to undertake
different positions in different departments would understand the details of work
execution processes, mainly because the participation process could induce the
activeness and enhance the organizational citizenship behavior. Furthermore,
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human resource flexibility strategy in ecotourism contains the encouragement of
increasing resource distribution. For instance, multi-skill training is the perfor-
mance of employees being emphasized in ecotourism to enhance the organizational
citizenship behavior and promote organizational performance.

6. Suggestion

From the research results and findings, the following practical suggestions are
proposed in this study:

1. According to the requirement for organizational development, ecotourism
is suggested to plan and cultivate professional skills and talents required for
the organizational development. The flexible arrangement of job flexibility
could be enhanced and human resource development could be more positively
planned through systematical education training or planning of other learning
opportunities (e.g., job rotation, project organization, or cross-department
work team).

2. Ecotourism businesses should stress on the effect of salary system and salary
structure on the organization and employees, properly change salary payment
reference, increase the linkage between salary, employee performance, and
employee skills, and enhance the flexibility ratio. Moreover, the connection
between salary and strategic objective of ecotourism should be positively taken
into account to encourage employees’ work motivation as well as promote
organizational performance and employees’ organizational citizenship behavior.

3.Salary flexibility in ecotourism aims to have employees realize the relevance
between salary and operation conditions of the company. The employees

would present organizational citizenship behavior when the company could
clearly deliver, explain, and describe the fair methods.
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Chapter 4

Zionist Organizations in Voronezh

Bakhtin Viktor Viktorovich and Ashmarov Igor’ Anatol’yevich

Abstract

The chapter is based on materials from the archives and investigations of the
OGPU of the late 1920s and early 1930s. The last years of the XIX century and the
first twentieth century became a time of rapid development and strengthening of
the Zionist movement in Russia developed rapidly. In 1902, over a thousand dispa-
rate Zionist organizations merged into the Russian Zionist Organization (RNO).
In this article, we will consider the processes taking place in a separate region of
Russia - the Central Black Earth Region (CCO). Voronezh became the center of the
Central Council in 1928.

Keywords: political regime, Zionism

1. Introduction

In the late 1920s, the Soviet political regime acquired the features of totalitarian-
ism, which D. Volkogonov described as “classical Stalinism” [1]. Its formation took
place under the conditions of the formation of a one-party system with increased
repression against dissidents.

Soviet society reacted to the tightening of the regime by various forms of
protests: from domestic anti-Sovietism to armed uprisings. Resistance to totalitari-
anism in Soviet Russia was massive. The forced establishment of a one-party wild
tattoo in the early 1920s destroyed the possibility of legal struggle.

In pre-revolutionary Russia, Zionism, the Jewish national movement, aimed
at the unification and revival of the Jewish people in their historical homeland -
in Eretz-Israel, as well as the ideological concept on which this movement is
based, arose.

In May 1918, the Central Committee of the North Ossetia officially declared
its neutrality in matters of domestic Russian politics. The main goal of the Zionist
groups operating at that time in the USSR was agitation among Jews in favor of
resettlement in Palestine and preparation of young Zionists for labor activity [2].

Since July 1919, the Soviet authorities launched a widespread attack on the
Zionist movement. By 1923, only two authorized Zionist organizations remained in
the Soviet Union: the Jewish Communist Workers Party Poalei Zion (created on the
basis of the Jewish Social Democratic Party Poalei Zion) and the so-called “legal”
wing of Khe-Halutz, whose supporters considered coexistence possible Zionist
movement with the Soviet regime.

In 1926, arrests of Zionist activists began in different parts of the country [3]. In
April 1927, the NKVD of the USSR called for the liquidation of Khe-Halutz because
the latter “in addition to ... the tasks of attracting Jews to work is also engaged in the
training of construction workers Center in Palestine and facilitates the emigration
of Jews to Palestine” [4].
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On May 24, 1928, the Politburo of the Central Committee of the All-Union
Communist Party of Bolsheviks approved a resolution of the Organizing Bureau
of May 21, 1928 on the need to liquidate the legally existing party of the Jewish
Communist Party (ETUC). In accordance with this decision, on the night of June
25-26, 1928, the OGPU carried out a special operation to liquidate the ETUC and all
its structural divisions. As a result, by the end of the 1920s. Zionism in Russia as a
mass movement was suppressed [5].

These are facts illustrating the suppression of the opposition, on the scale of
the USSR. In terms of its size, the Central Election Center exceeded a number of
European states. The territory of the region amounted to 192 thousand square
kilometers, on which more than 11 million people lived [6].

The territorial basis of the Central Black Sea region was: Voronezh, Kursk, Oryol
and Tambov provinces, Rannenbursky district of Ryazan province and part of the
Efremov district of Tula province. The region was homogeneous in terms of ethnic
composition: Russians made up 85%, Ukrainians - 15%, other nationalities - 1% [7].

Jews in large numbers appeared in the Central Black Earth cities during the First
World War as refugees. In 1917, according to the census of the Voronezh Jewish
Committee for Assistance to War Victims, 6946 Jews lived in Voronezh, of which
4307 were refugees [8-11].

The appearance of Jews in the cities of the Central Black Sea region contributed
to the emergence of legal and illegal organizations and institutions. By the end of
the 1920s, virtually all Jewish organizations in the city were closed.

Political parties were the first to disappear, the Bund self-destructed, the Poalei
Zion club was forcibly closed back in 1921. Heder was eliminated in 1922 as part of
the fight against clericalism, a Jewish school I level “due to lack of funds” in 1923,
the orphanage, since it “did not have its own production base and school” was
merged with the commune school [12].

In 1927, the pro-government Committee for the Land Management of Working
Jews (KOMZET) and the Society for the Land Organization of Working Jews
(OZET) were organized in Voronezh, 13 which, among other things, sought to
divert the attention of Jews from the Zionist program of creating a “Jewish national
center” in Palestine [13, 14].

2. Methodology

The study is based on traditional historical methods. The historical-systemic
method was used to study the emergence of the Jewish population in Voronezh, the
emergence of Zionist organizations, and analyzed the organizational structures,
internal and external relations.

Features of scientific research can be analyzed using the method of scientific
objectivity and historicism, which allowed us to identify features of the politi-
cal views of members of Zionist organizations. Archive-investigative cases are a
complex and contradictory historical source, since along with reliable facts and
information, they often also contain falsified employees of punitive bodies. In this
connection, it is necessary to be especially critical of the materials of the investiga-
tion and the indictment. But, in our opinion, given that these cases were directed
against the exiles, that is, using the terminology of that period, to persons who
showed their hostile essence, the fabricated material in them was insignificant or
minimal.

The cases also contain ego-documents: letters, photographs, which also allow
characterizing political and public views.
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The article uses a comparative historical method that allows one to trace the
change in state policy in relation to the Zionist movement, to find out the change in
the aspects of the interaction of socialist Zionist organizations and Soviet power in
different historical periods.

The statistical method made it possible to confirm the analysis of the Zionist
population based on the materials of the regional archive. The method of socio-
psychological analysis was used and allowed to show the socio-political views of the
Zionists, their moods.

The use of various approaches and methods of scientific research allowed us to
study the activities of two organizations in respect of which repression was applied.

3. Results

Arrests of Zionists in different regions of the country led to an unexpected
result. Voronezh has become a place of concentration of members of various Zionist
parties and organizations, whose term of administrative exile expired. Some of
the Zionists filed applications to leave for Palestine, the request was granted to
21 people who left Voronezh.

On August 18, 1930, OGPU officers in Voronezh carried out mass searches of
30 Zionists, 20 of them were arrested [15]. Thus, investigative file No. 6991 of
the “Zionist organization in the city of Voronezh” arose. 19 people were charged,
and the case was dismissed for one arrested. According to the investigation, all of
them “were hostile to the Soviet power and the dictatorship of the proletariat, set
themselves the task of fighting the existing state system” [16].

Employees of the punitive body in Voronezh “received” fertile material, since all
those involved in the Zionist case had already been harassed and were serving a sen-
tence or imprisonment. 12 defendants were members of the illegal Zionist Socialist
Party (TS), 6 belonged to the youth Zionist socialist organization “Gasmer-Gatsior”
and one belonged to the youth Zionist organization “Khe-Halutz.”

An analysis of the biographies of those arrested made it possible to single out
the dynamics of repressions, as it was first convicted in 1924-4 people, in 1925-5,
1926-8, in 1927-1, and in 1928-1. Most were arrested for belonging to Zionist
organizations in Ukraine, others in Moscow, Lenin-grad and Rostov. By gender and
age characteristics: 13 men and 5 women, the oldest was 49 years old, the youngest
was 20 years old. The average age is 25-30 years.

According to investigators, “members of Zionist parties and organizations ...
made up organizations for anti-Soviet purposes and conducted activities aimed
at combating the Soviet power” [17]. It can be safely assumed that the Zionists
who found themselves in Voronezh were real opponents of Stalinism and the case
materials reflected their real socio-political views.

During interrogations, they expressed their views on the ongoing political
processes in the USSR. These views, obtained during the investigation, reflect the
evolution of many romantics of the revolution, who, with enthusiasm, having met
the overthrow of the monarchy and the beginning of radical social transformations,
gradually became disappointed in the post-revolutionary reality.

In the context of a tightening of the political regime, suppression of all opposi-
tion in the country, and the beginning of violent collectivization, a transformation
of the socio-political views of the social Zionists took place. They believed that
the October Revolution of 1917 as a revolution was not completed, “a revolution in
which, instead of tsarist power and the power of the Provisional Government, the
oppression of the Bolshevik dictatorship was established.” A member of the Central
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Committee, David Brailovsky, 18, who was the leader of the Voronezh Zionist com-
munity, compared Stalinism with the bureaucratic regime or Bonapartist dictator-

ship [18, 19]. Such a comparison was a fairly common comparison in the 1920s and

was present in many theoretical and journalistic works [20].

Anatoly Ovseevich, 21 former student of the Leningrad Institute of National
Economy, characterized the regime as “fascist” [21, 22].

Such a comparison has not yet become widespread among the socialist milieu,
but has been common among anarchists. One of the first to pay attention to many of
the most important features of totalitarianism was liberal and anarchist theorists.

So, even at the IT Congress of the Anarcho-Syndicalist International - the
International Association of Workers (MAT) in 1925, the Italian Armando Borgi
compared Mussolini’s fascist regime with Bolshevism [23]. Perhaps A. Ovseyevich
was familiar with some anarcho-syndicalists and borrowed from them this is a com-
parison. He could get acquainted with the left-wing radical criticism of totalitarian-
ism, both in the Ural exile and in Voronezh itself, where many anarchists ended the
administrative exile [24].

The link of the 1920s contributed to the synthesis of the ideas of various political
parties that were in opposition to the existing government.

During the searches, a number of manuscript works were discovered, many
of which formed the basis of the prosecution. During an interrogation on August
27,1930, David Brailovsky said: “I refuse to give evidence about the author of the
thesis of the CSP and the article ‘Our Disagreements), as well as generally to give
testimonies. I also refuse to testify about the persons from whom I received 2 books
of Borokhov [25] in Hebrew, published in Warsaw in 1926 and 1927.

I admit that the above-mentioned manuscripts: theses and article are written in
my handwriting” [26].

D. Brailovsky believed that in the modern, transitional period, the need arose
to unite the Jewish masses through the creation of a labor party, the role of which is
played by the CSP. It is she who, “when she appears, is the first intuitively brilliant
form” [27].

In his notes, also discovered during the search, Mark Komissarov [28] developed
ideas about the illegitimacy of the dictatorship of the Communist Party: “the power
of the proletariat as a class should be the power recognized by the majority of the
population.” [29].

Of particular concern was the practice of deprivation of electoral rights, which
is widely used against certain categories of the population in the USSR. This form
of socio-economic discrimination was criticized: “the management of the state and
society on the basis of political powerlessness of all non-proletarian sections of
the population ... should come into irreconcilable conflict with the tasks of social
transformation” [30].

Zoya Gilodi [31], being exiled for belonging to Gashomer-Gatsair, worked as
alibrarian in Voronezh, where she could calmly study literature. She analyzed the
work of V. Lenin, “The Collapse of the Second International” [32]. In this case,
according to the investigation, she tried to prove that Lenin is a false Marxist [33].
Although in the synopsis she writes a little differently: “Lenin’s doctrine is a variant
of Marxism,” which is not at all It was not a counter-revolutionary statement, since
after the death of Lenin in 1924, Soviet party functionaries started talking about
Marxism-Leninism.

However, investigators found in Zoe Gilodi even more seditious remarks
about Lenin: “Lenin is far from a popular writer ... you must have a more or less
solid baggage of knowledge in order to be able to distinguish Lenin’s opinion
from pure followers of Marxism. Lenin chose a way to strike at the feelings of the
townsfolk” [34].
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The evolution of the individual views of Zoe Gilodi was also characteristic of the
ideological searches of Gashomer-Gatsair. In the 1920s the platform of organiza-
tion ideology close to communism underwent changes, becoming a synthesis of
Zionism with socialism, of Halutianism with the class struggle. When Histadrut was
founded [35], Gashomer-Gatsair did not enter any of the political parties operating
then in the country, declared himself an independent group [36].

Zionists often held political discussions in their apartments. The limited finan-
cial resources of the administratively exiled forced to rent apartments together. So,
in one apartment, 6 people lived together.

The Voronezh Zionists also created a mutual assistance fund for material
assistance to needy members in Voronezh and other cities [37]. A library was also
organized. Conversations, joint readings of the literature led to various discussions.
Witnesses in the case, and possibly informants, showed that in the apartments
where the Zionists lived, they often read books and talked on different topics. One
witness K. testified that in the evenings, 5-6 people gathered at Brailovsky almost
every day, and twice - about 12-15 people gathered. “During their disputes, they
spoke exclusively in Hebrew, the conversation was very noisy, you could hear them
trying to prove something to others” [38].

According to testimony, many Zionists openly criticized the existing system.

In particular, Ovseyevich stated that the dispossession policy that the Bolsheviks
began to pursue was “a method of physically and administratively protecting
the kulaks, not a political measure,” [39] and the chronic shortage of essential
goods was a consequence of the “ongoing intensified industrialization of the
country” [40].

The presence of various handwritten works was a reflection of political censor-
ship. The strengthening of state ideology led to an increase in prohibited literature,
and in addition there was a shortage of books and periodicals. All this gave rise in
Soviet conditions to the appearance of a self-publishing house - as a way of unof-
ficial, uncensored production and distribution of literary works, religious and
journalistic texts.

Zionists copied many publications from each other, handed over to their
friends. Anatoly Ovseevich organized a library, where in addition to both legal and
forbidden literature was collected, it is presented both in print and in manuscript
form. Ovseyevich ordered books to cousin Kransky, who lives in Berlin. The books
were translated from German into Russian by Ovseevich and Brailovsky into
Russian, and then a handwritten translation was distributed among the Zionists of
Voronezh. According to the investigation, Ovseyevich translated “The Worldview
of Capitalism” [41] Otto Bauer [42], Brailovsky - the book “Implementation of
Economic Activities” [43] Fritz Naftali [44] and the report “Transformation of
Capitalism” by Werner Zombat [45]. The latter is of particular interest, so most
likely the handwritten translation “The Transformation of Capitalism” could be a
variant of the newspaper or magazine publication of Zombat and had a free transla-
tion of the title of the future book “The Fate of Capitalism” [46].

The investigation could not establish the authorship of two manuscripts [47].

It is known from the documents of the case that “Industrial Policy of the USSR” is
Ovseevich’s manuscript [48], it is not clear whether he was his work of authorship,
or a translation, or is it just a rewritten work of some author.

The manuscript “The Economics of the Jewish Proletariat and National
Competition” was discovered during a search of Maria Halperina, which she
received from some Zionist whom she does not remember [49].

OGPU employees also seized numerous letters from Palestine, which were
preserved and attached to the case as material evidence. The letters themselves are
also valuable sources on the history of the Zionist movement in Soviet Russia, and
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also contain information about the structure of the first settlers in Palestine. These
Letters were interpreted as “written directives of the Zionist leadership” or “coordi-
nation of anti-Soviet activities” of Zionists in the USSR [50].

December 30, 1930 was sentenced to the Voronezh Zionists. From the conviction
of case No. 6991: “they all lived in Voronezh, Jews, citizens of the RSFSR, former
petty bourgeois, now servants, were convicted of anti-Soviet activities, completely
exposed that, while in the city of Voronezh

1.created a Zionist organization, which sets as its task the fight against Soviet
power and the change in the existing state system;

2. established contact with foreign and Zionist organizations in other cities;
3. carried out work to raise the political level of members of their organization;

4.organized an illegal library, supplied with foreign party literature, not allowed
for distribution in USSR;

5.distributed illegal printed and handwritten anti-Soviet materials;

6.organized a mutual assistance fund for material assistance to needy members
of the organization in the city of Voronezh, as well as members of Zionist
organizations in other cities.

7.conducted anti-Soviet agitation among residents of the city of Voronezh” [51].

19 people were sentenced to various terms of imprisonment under charges under
Art. 58-10 (propaganda or agitation containing a call to overthrow, undermine or
weaken the Soviet power or to commit certain counter-revolutionary crimes, as
well as distribution or production, or storage of literature of the same content)
and 58-11 (all kinds of organizational activities aimed at preparing or committing
counter-revolutionary crimes provided for in this chapter) of the Criminal Code
of the RSFSR. The case against the ongoing Gogol case in Israel was dismissed,
four went to Palestine - Mendel Rogovoy, Meer Segal, Berta Movshovich, Abraham
Uchitel.

The case against 7 Voronezh Zionists was set aside for department production:
Aizik Furman, Rachel Sukhenka, Boris Genin, Chaim Livshits, Samuel Stern, Moses
Shulman, Rachel Feld-man [52].

In 1930, arrests were carried out among a large Voronezh colony of exiled Social
Democrats (Mensheviks). In this case, Rosa Levit (Levina) [53], who was involved
in the case as a Zionist, was convicted. She was accused of “being a member of an
active group of exiled Mensheviks in Voronezh and actively participating in the
activities of the illegal mutual assistance fund, collecting membership fees to the
fund” Levin openly criticized the repressive policies of the Stalinist regime. She
condemned the open trial of the Fedorovites [54]: “The verdict of the court on the
shooting of 16 defendants is unusually cruel, the court is not fair, such sentences
are handed down to the peasants that are inconsistent with the case, since the
court did not prove that they really (i.e., Fedorov’s) are counterrevolutionary
organization [55].

Levina criticized the policy of forced collectivization: “The Soviet government
is conducting a wrong policy towards the peasantry, dispossessing not only the
kulak, but also the middle peasant” [56]. This phrase was introduced into the
indictment on the basis of testimony, in connection with which falsification of these
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testimonies is possible, so Rosa Levit (Levina) did not plead guilty to anti-Soviet
activities, but refused to answer a number of questions.

In 1932, members of the Gashomer-Gatsior were arrested again. The movement
was founded in 1916 as a Jewish counterpart to scout organizations. The purpose of
which was to prepare Jewish youth for resettlement in Eretz Yisrael. The principles
of socialist Zionism, combining Zionism and Social Democracy, were declared as
the basic values of the movement.

According to the investigation, the exiled Zionists, retaining their previous
political views, created an organization in Voronezh under the leadership of Aizik
Furman [57], which was held in case No. 6991.

From the indictment: “going to the apartments, we discussed the political
measures of the Soviet government and the CPSU (b) and worked out a counter-
revolutionary program that was put into practice.”

The exiled Zionist Naum Breitman [58], member of the Odessa group, worked
at the Stalin plant. The assignment to the plant of the name of the party leader was
already a symbol of the forming personality cult. It was built for the manufacture
of cables by the industrialist A.N. Petichev in 1916 during the First World War.
Revolutionary processes and subsequent nationalization halted production. In 1928,
the plant was converted for the production of agricultural machinery. In October
1930, the plant was named after Joseph Stalin.

In March 1932, Breutmann organized the “Italian strike” [59], in which 5 enu-
merated workers of the factory department took part. The day before they filed for
dismissal. The reason is extremely low wages. The management of the plant did
not sign, as “there was an urgent need for accountants” And as a result - the Italian
strike, which lasted from March 24 to 26, 1932.

On March 26, the factory committee convened a general meeting of accountants,
at which the chief accountant of the plant reported. Breitman openly stated at the
meeting that salaries were unrealistic and demanded an increase based on the cal-
culation of increasing market prices. As a result, “with his speech, Breitman caused
anti-Soviet activity by counting workers, as a result of which the meeting was
disrupted and the factory committee did not achieve its goals” [60]. The charge was
built on the basis of the meeting’s protocols and statements of the plant’s adminis-
tration, which were at the disposal of the investigator. Perhaps it was precisely the
appeal of the plant’s administration that served as the basis for initiating proceed-
ings against Breitman and served as the basis for the arrests of exiled members of
“Gasmer-Gatsior” in Voronezh.

At the interrogation, Naum Breitman said: “By my political convictions, I am
a Social Democrat. I sympathize with the ideas of proletarian Zionism. I do not
share the policies and measures of the CPSU (b) and the Soviet regime because they
contradict my convictions” [61].

In general, he outlined the official program of the organization. September 23,
1932 by the Decree of the OGPU OGPU Aizik Furman, Naum Breutman, Boris
Enin [62], Yudif Khaimovich [63] Samuel Stern [64], Israel Bergman [65], Solomon
Popel [66] were sent for 3 years.

4. Discussion

Voronezh province was not a territory with the traditional residence of Jews.
The emergence of the Voronezh Jewish community was examined by historian A.N.
Akinshin [67] and the chief rabbi of Voronezh [68]. In the 19th century, there were
2277 Jews in the province. The problem of the origin of the Zionist movement in
the region still remains a “blank spot,” and the Jewish political and non-political
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organizations and associations have not been subjected to scientific research [69].
Meanwhile, the activities of Israel Rozov, one of the leaders of Zionism in Russia,
are connected with Voronezh [70].

The emergence of a large Jewish community during the First World War
occurred during the massive forced deportation of Jews from the western provinces
of the Russian Empire. For Soviet historiography, the topic of Jewish refugee was
closed for many years. In contemporary Russian and foreign historiography, there
is a steady interest in the problem of refugee, in general, and Jewish refugee during
the First World War. Historian I. Belova cites material and Jewish refugee in the
Voronezh province [71].

The activities of Jewish public organizations are characterized by M. Zlatina
[72], A. Tumanova [73], V. Bakhtin.

However, we have to admit that a comprehensive monograph on the issue of
Jewish refugee in Russia during the First World War was not published in the post-
Soviet period, historians consider the problem of the process of Jewish refugee in the
indicated period only in fragmentary (territorial or other particular aspects) [74].

The topic of the role of the Zionist movement in the political life of the country
in the early Soviet period is also a poorly studied historical science. Considering that
by 1917 the Zionist organization in Russia had more than 300 thousand members
and had a significant impact on the Jewish masses, especially in the areas of the
former Pale of Settlement [75]. And we can safely say that among the thousands of
Jewish refugees Zionists arrived in Voronezh.

At the end of the 20th century, in the second half of the 1990s, works began to
appear in Russia that objectively examined the history of the Zionist movement in
Soviet Russia. These include M. Agapov [76], M. Krapivin [77] and others [78].

Despite the discovery of many sources on the history of the Zionist movement
in Soviet Russia, nevertheless, on the whole this problem is poorly studied, since
it included various trends and movements, including socialist ones, which need
further research.

In foreign historiography, the topic of the Jewish socialist movement began to be
studied, under certain circumstances, earlier than in the USSR.

Explored various aspects of Nora Levin [79], J. Hen-Tov [80] and others [81].

Of great importance for this issue is the collective work of Boris Morozov and
Ziv Galili, “Exiled in Palestine: Emigration of Zionist Convicts from the Soviet
Union, 1924-1934 [82].

B. Morozov in a separate article carries out a rigorous analysis of the archives of
Russia, Ukraine, Israel, cites sources and statistical materials about those who were
deported to Palestine. A group portrait of exiled Zionists, on the basis of a file cabi-
net compiled by B. Morozov, is of particular research interest [83]. And its further
study is possible only with a comprehensive study of the archives of both central
and regional Russia, Ukraine, Belarus and Israel, the UK and other countries.

5. Conclusion

Illegal Zionist organizations in Voronezh were defeated. Their specificity was
that they consisted of serving a link. We have not yet identified Zionist organiza-
tions represented by Jews, natives of the Voronezh region. The only Zionist is a
native of Voronezh Popel. However, further research in the archives may reveal new
data on the history of Zionist organizations in Voronezh. Illegal Zionist organiza-
tions in Voronezh were defeated.

Their specificity was that they consisted of serving a link. We have not yet iden-
tified Zionist organizations represented by Jews, natives of the Voronezh region.
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The only Zionist is a native of Voronezh Popel. However, further research in the
archives may reveal new data on the history of Zionist organizations in Voronezh.

Mass arrests of members of various Zionist parties and movements in the USSR
took place in 1937 in accordance with the operative order of the People’s Commissar
of Internal Affairs of the USSR Ne 00447 “On the operation to repress former fists,
criminals and other anti-Soviet elements.”

Mass arrests of members of various Zionist parties and movements in the USSR
took place in 1937 in accordance with the operative order of the People’s Commissar
of Internal Affairs of the USSR Ne 00447 “On the operation to repress former fists,
criminals and other anti-Soviet elements.” Many Zionists were again arrested, and
convicted as Morduh Shliomovich or shot as Abraham Weinstein, Boris Halperin.
The fate of the rest of the Zionists who were involved in Voronezh affairs remains
unclear.
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[62] Genin Boris Peysakhovich (1908,
the city of Starodubsk, Chernihiv
province -?). Member of the People's
Labor (Right) Gehelutz. Arrested in
Bryansk and sentenced by the OSO
OGPU in 1927 to deportation to Siberia.
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the CCA of the OGPU of September 23,
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unknown.
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Kem, and then to the Verkhneuralskiy
political isolator. In 1930, he arrived in
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Chapter 5

Towards the Development of the
Informal Economy: The Case of
Street Trading in Ile-Ife, Nigeria

Titilayo Olubunmi Olaposi

Abstract

Previously, scholars in Nigeria have argued for and against the continuing
existence of street trading activity in cities but no known study had examined how
street trading could be developed. This chapter seeks to provide empirical evidence
for its characteristics, values and challenges in order to provide insights into how
street traders could be supported to make their trading activity more productive
and sustainable. Findings showed that the street traders need entrepreneurship
education, financial support and favourable regulatory measures to facilitate the
development of their trades. The chapter concludes that street trading could be
highly productive and sustainable if adequately supported.

Keywords: challenges, informal economy, street trading, sustainable, values

1. Introduction

Street trading is a type of entrepreneurship that is prevalent in developing countries
such as Nigeria. Recently some state governments in Nigeria are taking regulatory mea-
sures to prohibit entrepreneurial activities in city streets. However, previous studies
have shown that the usual approach of insisting on evicting street vendors has largely
been unsuccessful (e.g. with a failure rate of 79.6% in Enugu). Considering that street
trading has significant economic values and that damage to it means damage to some
UN sustainable development goals, it becomes imperative to seek a policy stand that
will foster a win-win situation between city street entrepreneurs and the government.
Therefore, the aim of this paper is to provide empirical evidence for the values and
challenges of street trading in order to provide insights into how street traders could
be supported to make their trading activities sustainable. The objectives of the study
therefore are four: (i) to characterise street traders in Ile-Ife city; (ii) to examine the
economic, health and other impacts of street trading; (iii) to investigate the challenges
of street trading; and (iv) to develop strategies for sustainable street trading in cities.

1.1 Background

The role of entrepreneurship in national economic development cannot be over
emphasised. Entrepreneurship has contributed to the economic growth of most
advanced countries tremendously; especially, in the areas of overall employment
generation and gross domestic product (GDP) [1, 2]. Small businesses are now
recognised to be indispensable in economic development. They are the driving force
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of economic growth, job creation, and poverty reduction; especially in develop-
ing countries. Through small businesses, accelerated economic growth and rapid
industrialisation have been achieved [2]. In Nigeria, the potential contribution of
small businesses to employment and income has been greatly appreciated.

The development of small and medium enterprises requires governmental
support. In recognition of this, many nations of the world have instituted enterprise
support networks and structures to enhance their development. In Nigeria, since
the 1970s, the government has designed and introduced measures to promote
small-and medium-enterprise development [3]. These measures have included
fiscal, monetary and export incentives. For example, the Central Bank of Nigeria
(CBN) has established provisions for loans for small businesses through commercial
and merchant banks. Several developmental financial institutions and schemes
were established to aid small businesses. The agencies mandated for this include
the Nigerian Bank of Commerce and Industry (NCBI), the Nigerian Industrial
Development Bank (NIDB), and the World Bank SME I and SME II initiatives.
Further, export incentives are established by the Nigerian Export-Import Bank
(NEXIM). This makes possible the stimulation of export loan facilities given to
small businesses. Also, export duty exemptions are administered by the Nigeria
Export Promotion Council (NEPC). Further, the establishment of research insti-
tutes and technology incubation centres (TICs), the Small and Medium Enterprises
Development Agency of Nigeria (SMEDAN), National Directorate for Employment
(NDE) including the promulgation of the Nigerian Enterprises Promotion Decree
(NEPD) of 1972 which was revised in 1977, are some of the means through which
the Nigerian government has encouraged entrepreneurship development in the
country [4, 5]. Other small business incentive programmes such as personnel
training, repair and maintenance of specialised machines, and extension services
are part of the support services made available to Nigerian small and medium
enterprises. Aside the efforts of the Federal Government of Nigeria, state and local
governments also have established some small-business assistance programmes. All
these support efforts are laudable and are needed by the SMEs but there is a group
of traders who also operate microbusinesses that are of value to mankind but that
are not provided for in all the support initiatives. These are street traders.

The problem of unemployment of youths has generated an informal type of
trading called street trading. In urban settings in many developing countries, due
to migration and industrialisation, street trading has formed an integral part of the
informal sector. In many cities, street trading has become a source of livelihood for
many and also, has become an important source of accessible, convenient and afford-
able goods for the urban poor. For example, the street food sector provides accessible
food items and makes life easy for the working class. Beyond this, the socio-economic
role of street trading in terms of its potential for employment and income genera-
tion has attracted many people, both male and female, single and married, into the
practice. Although some people see and react to street traders as a nuisance, the forces
that created their market have made them an inextricable part of the social fabric.

Street trading is currently prevalent in Nigeria. Selling items from a vehicle, a
cart or a make-shift shop on a public street is allowed in the cities without a permit.
Male and female traders placing their wares on their head, hand or shoulder hawking
on streets or displaying their wares in front of residential buildings or in make shift
shops are commonly found in Nigerian cities. Such traders take opportunities of
heavy traffic and the consequent frequent hold-ups to sell their goods to drivers and
passengers inside vehicles. Other of such traders display their wares in public side-
walks. Street traders may stay in the business for many years, not planning to change
to any other form of business; but some may do it for some time and quit when they
get a salaried job or when they are able to afford better forms of businesses.
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Very recently, some state governments became worried about street traders clut-
tering the walkways in the capital cities, littering the area with trash and creating
unfair competition for shop owners; and so, made moves to ban street trading in
the cities. For example, Lagos State government, in 2016 banned buying and selling
in streets. Defaulters (both buyers and sellers) would be fined. They would either
pay N90,000 or serve a six-month jail term. This was said to be done in line with
the Lagos State Street Trading and Illegal Markets Prohibition Law, 2003 which
restricted street trading and hawking in the metropolis. Sections seven and eight
of the law gave jurisdiction and power to the Special Court to order the seizure and
public auction of items impounded from street traders and Section 10 of the law
prescribes a N5,000 fine or three months imprisonment upon conviction. This law,
for a period of about thirteen years, was not enforced until 2016 when the state
government became disturbed about the unregulated activities of street traders in
the city of Lagos. The government’s action received reactions from both traders and
buyers who were very displeased.

Evidence from previous empirical studies have suggested that the disadvantages
of street trading indeed outweigh the advantages [6]. Therefore, it may seem justifi-
able to outlaw the practice. However, when street traders are not allowed to practice
their trade and are not supported to operate any better business, they go back to
joblessness which culminates in hunger and poverty. Thus, infringing on Sustainable
Development Goals (SDGs) 1 and 2 (to end poverty and eradicate hunger).

This paper argues that street traders should not be sent out of business, rather
they should be supported to transform their businesses to more sustainable forms.

If adequately supported, street trading could be transformed into more productive
sustainable technological or non-technological SMEs. This paper, based on empirical
evidence, addresses four questions: (i) What are the characteristics of street traders
in Ile-Ife city? (ii) What are the economic, health and other impacts of street trad-
ing? (iii) What are the challenges of street trading? and (iv) What kind of support do
street traders need to make their businesses more productive and sustainable?

2. Literature review

Street trading is a phenomenon that has attracted the attention of researchers
for some time. Scholars from different disciplines have taken the issue in different
directions. Some have argued in its favour, while some have argued against it. In
favour of street trading, Brinkley et al. [7] submitted that “small, mobile retailers
such as produce trucks and healthy street food vendors may offer better food envi-
ronment interventions because they require little start-up, can easily target schools
and neighbourhoods with poor access to healthful foods, and circumvent the need
to own real estate.” Their study demonstrated that kerbside produce vendors suc-
cessfully supply a range of whole fruits and vegetables in a predominantly low- and
middle-income African American section of Philadelphia at prices lower than con-
ventional food outlets. Moreover, they argued that “because the majority of produce
trucks have operated as stable and profitable businesses for decades and survived
where neighbourhood supermarkets have closed, they may present a viable long-
term solution for providing low-income neighbourhoods with fresh produce.”

Street trading as a source of income and as a source of employment opportunity
is established by previous authors [8]. Anetor [8] reported that the reasons for
involving in street hawking include inability to secure formal jobs, constraints
(including finance) in gaining admission to higher school and joblessness of the
family’s breadwinners. Therefore, street trading provides them a means of sourc-
ing income for the traders and their family members. The value of street trading
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has been established in the literature. For example, street food industry has been
found to play an important role in supplying the food requirements of an urban
population [9] and street food has been found to serve a very high percentage of
travellers, industrial workers and school children. On one hand, street trading is a
source of self-employment to poor men and women and on the other hand, it serves
as ameans of providing low-cost, as well as ‘convenient’ services to a majority of
the urban population. Inolia [10] reported that street trading had contributed
immensely to the social and economic life of Nigerians.

On the contrary, Amegah and Jaakkola [11] argued that street trading is hazard-
ous to the health of the traders and is a substandard form of employment. Therefore,
they recommended that street trading be eliminated from economically developing
countries. Amoo et al. [12] assessed the health risks associated with street trading
activities among selected mothers in urban centres of Nigeria and concluded that
street trading is a risky type of business activity that makes women to be more vul-
nerable to workplace hazards. Also, Olurinola et al. [13] reported that the activities
of street traders are associated with a number of health hazards. This is corroborated
by the submission of Adedeji et al. [14] who examined the spatial implication of
street trading in Osogbo, Nigeria. They found that street trading activity has serious
negative impacts on accessibility, generated erection of illegal structures, solid waste,
traffic congestion, auto-accident, and deface of urban aesthetics. Also, in support of
the foregoing, Taiwo and Akinyode [6] submitted that street trading contributes to
vehicular and pedestrian congestion that cause traffic accident, increase pollution
and impede the flow of police, ambulance, and other emergency vehicles. He also
asserted that street trading often results in the blockage of the routes of egress from
crowded building such as theatres and stadia thus, increasing the scale of tragedy in
the event of a major fire, explosion, or toxic gas escape. The author further submit-
ted that street food vendors pose major public health problems because they often
expose their goods to the sun, air pollution and contamination by passers-by.

Also, the issue of children hawkers has been used to argue that street trading has
negative impact on even the under age. Ashimolowo et al. [15] studied the effect
of child street trading activities and found that street trading has negative effects
on children. Further, it was noted that there is a high tendency for the girl child to
forgo her education and thereby lose all the benefits of education. Another group of
researchers, Ojo and Olufemi [16] investigated the effects of child street hawking in
Nigeria. They found that parents’ levels of education, parents’ occupations and the
sizes of the family were significantly related to the problem of child hawkers in the
study area. Clark and Yesufu [17] also carried out an investigation on the issue of
child street trading. The results of their study showed that a greater proportion of
the child street traders combined work with schooling. Whereas, in their own study;,
Ugochukwu et al. [18] found a contradictory result. They found that the parents
of all child street traders were of low socio-economic status and that trading was
taking place during school hours for financial gains of the family.

All the researchers who condemned street trading based on its negative effects failed
to establish how street traders could be supported so as to improve their businesses and
reduce or totally eliminate the inherent risks. Their criticism of the trading activity is
only capable of sending the traders out of business and turning them into poverty and
hunger. This leaves a gap in the extant literature which this paper seeks to fill.

2.1 Theoretical background
Entrepreneurship consists of leading in creation of a new business to produce

and deliver something innovative, in the view of customers to the marketplace.
Entrepreneurship is the process of generating something new by allocating the
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compulsory time and exertion, and expect to receive rewards of monetary and
individual satisfaction and freedom [19].

Businesses are categorised by means of their sizes as micro, small, medium and
large. Also, it is common knowledge that businesses could develop from one scale
to another. For example, a micro business could grow to become a small business.
Micro, small and medium enterprises (MSMEs) exist and evolve in economic
systems performing active roles in reducing poverty, economic empowerment and
growth [20]. The definition of micro enterprise has been expanded to include those
who engage in small-scale vending, services, repair and enterprise activities [21].

2.2 What is street trading?

Street trading is a common phenomenon and an integral component of urban
economies in many countries of the world. It has existed for hundreds of years and
is considered as a cornerstone of many cities’ historical and cultural heritage [22].
Street trading is also referred to as street vending, hawking or street entrepreneur-
ship. It involves selling or offering for sale any article in any street (including all
forecourts, roads, footways and other areas next to streets) or open space where
the public have access without payment [23]. Street trading has been defined in
many ways. According to Amoah-Mensah [24], street hawkers or vendors are sellers
without permanent structures. Some street traders sell products while some provide
services. From street trading came the concept of ‘street food.” According to FAO
[25], “Street foods are ready-to-eat foods and beverages prepared and/or sold by
vendors or hawkers especially in the streets and other similar places.” Some street
traders are mobile, carrying their wares on their heads in pans or trays. Some hold
their wares in their hands or bags; while some put their wares in wheel barrows or
carts pulled by the sellers. Another group of street traders are stationary; they sell
their products or provide their services in a location.

2.3 Street trading activity and the informal economy

More than 60 per cent of the world’s employed population earn their liveli-
hoods in the informal economy. Informality exists in all countries regardless of the
level of socio-economic development although it is more prevalent in developing
countries [26]. The term informality means different things to different people. It
is often thought of in terms of things like unprotected workers, low productivity,
unfair competition, evasion of the rule of law, underpayment or non-payment of
taxes, and work “underground” or in the shadows. The informal economy refers to
workers and enterprises that operate informally [27]. The ILO [28] indicates that
informal employment includes agricultural day labourers and urban street vendors.
In the informal economy, more women than men, youths and older people as well as
less-educated workers are involved [27].

The informal employment is classified into two: Self-employment in informal
enterprises, comprising employer/owner operators, own-account workers, and
unpaid contributing family member and wage-employment in formal jobs, com-
prising employees of informal enterprises, casual day labourers, domestic workers,
and industrial outworkers [29].

The general features that are associated with the informal sector include the
following: (i) Lack of legal protection for workers concerning labour and social
services, (ii) Limited access to formal/regulated markets and subsidies, (iii) High
interest rates for loans leading to high capital costs, (iv) Personal and business
properties are usually not separated, (v) Organisation based on family, ethnic and/
or religious relationships (vi) Contracts are not written, (vii) Dominated by women
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(viii) Children are also employed, and (ix) Earnings are consumed directly there-
fore nothing is left for reinvestment [30].

The demerits of the informal sector have been established in the extant litera-
ture. According to ILO [31], policy-makers, workers’ and employers’ organisations
and academics increasingly acknowledge that the high incidence of informality in
all its aspects is a major challenge for sustainable development. According to the
report, Informality has a harmful effect on workers’ rights, including fundamental
principles and rights at work, social protection, decent working conditions and the
rule of law. It also has a negative impact on the development of sustainable enter-
prises (especially in terms of low productivity and lack of access to finance), public
revenues and governments’ scope of action, particularly with regard to economic,
social and environmental policies, the robustness of institutions, and fair competi-
tion in national and international markets.

Street trading has been frequently associated with informality. For example, in
the City of Johannesburg, the term informal is used as a synonym of street trading
[32]. However, Bénit-Gbaffou has argued that street trading is not automatically
informal [32]. According to him, the notion that every street trade is informal is
derived from the classic definition by Castells and Portes [33] which states that
informal activities refer to ways of income generation that are ‘unregulated by the
institutions of society, in a legal and social environment in which similar activities
are regulated’. Bénit-Gbaffou explained that the notion of formality and informal-
ity is essentially linked to management and by-laws and how they are defined. It is
the by-laws that define the boundaries of formality and informality and they often
shift. Therefore, he asserted that street trading could be formal or informal. The
argument of Bénit-Gbaffou is substantiated by the fact that street trading has been
formalised, legalised and well managed in some countries (for example, the United
States of America) and is therefore no longer informal (i.e. breaking the law).

2.4 Theories of street entrepreneurship

To explain the concept of street entrepreneurship in emerging market economies,
four competing theories have emerged [34]. These include: (i) the modernisation
perspective which holds that such endeavour is a pre-modern traditional activity; (ii)
the structuralist perspective that describes such activity as necessity-driven; (iii) the
neo-liberal perspective depicting such endeavour as a rational economic choice; and
(iv) the post-modern perspective portraying such activity as voluntarily pursued but
more by social actors for cultural reasons. Below, each is reviewed in turn.

2.4.1 Modernisation perspective: a pre-modern traditional economic activity

The modernisation perspective views and assumed that street hawkers and
peddlers are a residue from an earlier pre-modern era and their persistence taken as
a signal of ‘under-development, ‘traditionalism’ and ‘backwardness’ Meanwhile,
emergent modern formal economy, was seen to represent ‘progress’, ‘development’
and ‘advancement’. In this view, street vendors are depicted as ‘a residual labour
category’ which some view as ‘unimportant’ and ‘destined to disappear’ [34].

From this perspective, the future is viewed in terms of modern shopping cen-
tres, supermarkets and department stores; while street entrepreneurs are seen as
either parasitic or inefficient. In this view, street trading is described as ‘a disorderly
and superfluous activity that cluttered the urban environment, interrupted traffic
flows, and competed unfairly with new, large, hygienic commercial establishments.
Therefore, according to this perspective, it is something to be eradicated [35].
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2.4.2 Structuralist perspective: a necessity-driven activity

The structuralist perspective depicts street trading as a survival practice con-
ducted out of economic necessity as a last resort in the absence of alternative means
of livelihood [36]. In this view, such entrepreneurship is a direct by-product of the
advent of a de-regulated open world economy. Based on this view, street entrepre-
neurs are depicted as unwilling and unfortunate pawns in an exploitative global
economic system. Therefore, for such marginalised populations, street trading ‘is
the only means for survival’ Street trading activities are depicted by structuralist
perspective as necessity-driven endeavour which is highly insecure and unstable,
composed of long hours, poor conditions, no legal or social protection, limited
access to credit and very limited bargaining power.

2.4.3 Neo-liberal perspective: a rational economic choice

From the neo-liberal perspective, street entrepreneurship is more a matter of choice
than due to a lack of choice. For these neo-liberals, such entrepreneurs are heroes
throwing off the shackles of a burdensome state and making a rational economic
decision to enter street trading so as to escape over-regulation in the formal realm.
Therefore, street entrepreneurship is viewed as the people’s ‘spontaneous and impover-
ished masses. It is a rational economic strategy pursued by entrepreneurs whose spirit
is stifled by state-imposed institutional constraints and who voluntarily operate in the
informal economy to avoid the costs, time and effort of formal registration.

2.4.4 Post-modern perspective: entrepreneurs as cultural/social actors

The fourth perspective, the post-modern perspective, depicts street entrepre-
neurship as voluntarily chosen but not a rational economic decision. It is seen more
as a cultural endeavour. Thus, street entrepreneurs are viewed more as social actors.
The focus of this view is on how the social relations between street entrepreneurs
differ to normal market relations in that business and friendship relations blur and
there is greater community solidarity and reciprocity, and also, on how exchange
relations between street entrepreneurs and their customers differ to mainstream
market relations in that without recourse to a legal contract, interpersonal relations
and trust become more important [37]. Moreover, there has been a focus on how
such entrepreneurship is pursued as a choice because of the greater personal free-
dom and flexibility it affords and allows them to gain control over their lives e.g.,
[42]. Another point of focus in this view is how street trading is often in the eyes of
participants an expression of community support which allows customers to source
goods they otherwise could not afford [38].

3. Research methods

The study was carried out in Ile-Ife, an ancient Yoruba city in Southwestern
Nigeria. Ile Ife is said to be dated back around 500 B.C. when it was founded and is
the oldest Yoruba city. The city is located in present day Osun State. Geographically,
Ile- Ife lies within longitudes 4° 36’E and 4° 56’E and latitudes 7° 28’ N and 7° 46’

N. It is about 218 kilometres northeast of Lagos. To her west lies Ibadan and to the
east lies Akure, gateway to the major Yoruba towns. It is about 40 km to Osogbo, the
capital of Osun State. Evidence of the urbanisation of Ile-Ife dates back to around
500 AD. Today, it is one of the prominent towns of the State [39].
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Ile-Ife is a home to two universities (one private and one federal) and a
private polytechnic; as well as a federal government-owned teaching hospital.
Administratively, Ile-Ife has two local governments namely Ife Central and Ife East
with a population of 167, 254 and 188, 027 inhabitants in 2006 respectively [40].

Data was generated for this paper from a set of primary data gathered among
street traders in Ile-Ife. Interview guide was used to elicit information from traders
who gave oral informed consent to participate in the study. Sixty (60) participants
were selected using stratified random sampling technique. The interview questions
were directed towards generating information to characterise the street traders and
to understand the gains and pains of the activity so as to be able to determine the
support needs of the traders.

The questions for the interview sessions captured (i) socio-demographic charac-
teristics of the respondents (gender, age, parental background, highest educational
qualification, previous entrepreneurship education experience, marital status,
number of children and dependants and length of street trading experience); (ii) the
characteristics of street trades [nature of business e.g. food selling, clothes selling etc.;
category of street trading (e.g. mobile, stationary); pre-street trading employment
status; and economic gains of the business]; (iii) achievement issues (achievements
since the trader engaged in street trading e.g. buy land, build a personal house, spon-
soring child(ren)‘s education etc.); (iv) traders’ perception of and satisfaction with
street trading; (v) health and other hazards associated with street trading; (vi) growth
plan of the traders for their venture; and (vii) interaction with the government.

4, Results and discussion
4.1 The characteristics of the street traders

Most of the traders were female (80.0%) while just 20.0% were male (Figure1).

About 62.0% were youths (less than 40 years of age) and the rest 38.0% were
above 40 years (Figure 2).

The highest percentage of the traders (70.0%) had secondary school qualifica-
tion, about 27.0% did not go beyond primary school but 3.3% attended tertiary
institutions of learning (Figure 3).
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Figure 1.
Respondents’ gender.
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Respondents’ age.
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Figure 3.
Respondents’ highest educational qualification.

Some (32%) of the traders were single, 65% were married and 3.3% were
widows (Figure 4).
Some 35.0% of the traders did not have any child but some 46.6%% had either 3

or 4 children (23.3% each) (Figure5).
While 70.0% of the traders did not indicate that they had any dependant, some
20.0% reported that each of them had one dependant and the remaining 10.0%

claimed that they had 2 dependants each (Figure 6).
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Figure 4.
Respondents’ marital status.
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Figure 6.
Respondents’ number of dependants.

Most (73.8%) of the fathers were self-employed, 11.5% were unemployed, just
13.1% worked for established organisations and received monthly salaries (Figure 7).
Most (73.8%) of the mothers of the respondents were self-employed, 16.4% were
unemployed while 8.2% worked to earn salaries in established organisations (Figure 8).

Most of the traders had poor parents. Most of the parents (93.4%) were
claimed to belong to lower social class while just 3,9% were said to belong to
middle class. The remaining 1.6% refused to mention the social class their
parents belonged to (Figure 9).

4.2 Characteristics of street trades

Many (65.0%) of the traders have been on street for between 1 and 5 years while
the remaining 35.0% had been on street for more than 5 years.

Most (62.3%) of the traders operated mobile street trade while 36.1% operated
on the stationary category (Figure 10).

Most (88.0%) of the traders was never employed while the rest (12%)
were previously employed but started street trading when they lost their jobs
(Figure11).
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Respondents’ parents social class.
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Figure 12.
Respondents’ reasons for vending.

Their reasons for street trading include mostly personal preference (36%) and
lack of capital (51%). The Figure shows that lack of money takes about half of the
space and this makes it outstandingly important (Figure 12).
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This study shows that street trading generates more profit than the salaries
earned by some paid workers in Nigeria. Most (80.0%) of the traders made a profit
of between 1000 Naira (about US$3) and 2000 Naira (about US$ 6) per day. Very
few of the traders (8.3%) reported that they had less than five hundred Naira as
daily profit. Some 11.7% had between five hundred Naira and one thousand Naira.
However, most (98.3%) of the traders could not save more than 500 Naira per day
due to their financial commitments and obligations (Figure 13).

4.3 Achievements of street traders

Only about 7.0% of the traders reported that they had not achieved anything
beyond feeding since they started street trading but the rest 93.0% reported they
had achieved some things with their trade. About 38.0% perceived the level of their
achievements as low, 40.0% as average, 11.7% as high while 3.3% reported that they
had very high level of achievements. Some 20.0% had built houses in which they
lived from the proceeds of the trade (Figure 14).
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Figure 14.
Respondents’ achievements with street trading proceeds.
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4.4 Traders’ perception of and satisfaction with street trading

Most (72.0%) of the traders perceived street trading as yielding more income
than some formal businesses. However, some 13.3% acknowledged that street trad-
ing is associated with risks. Only 13.4% reported that they were dissatisfied with
street trading. The rest were either neutral or claimed to be satisfied. Most (97%)
of the traders believed that street trading yielded more revenue than similar formal
businesses.

4.5 Health and other hazards associated with street trading

Some health challenges were found to be associated with street trading. The
ailments reported by the selected traders include headache (28.0%), body pain
(47.0%) and malaria (25.0%). However, most (72.0%) of the traders perceived
the health effects of street trading as not too serious. Only 13.3% had experienced
motor accident and only 1.7% has experienced street fight.

4.6 Plan for venture growth

About half of the street traders have some plan for future growth for their ven-
tures, the other half do not have any plan, they seemed to be okay with the present
form of their business. Even those that claimed to have plan, the plans seemed to
be like wishes because they were not doing anything specifically to show that they
were planning for growth.

4.7 Interaction with government

The street traders (100.0%) reported very minimal interaction with the govern-
ment. The only activity that connects them with the government is the payment of a
certain amount of money, a form of daily tax which they referred to as ticket.

5. Discussion

Street trading appears to be the first rung on the entrepreneurial ladder and so
could be harnessed for sustainable entrepreneurship development. Based on some
definitions of entrepreneurship, street trading is a form of recognised entrepreneur-
ship. For example, Collins et al. [41] opine that an entrepreneur is someone who
independently owns and actively manages a small business. Also, Timmons [42]
asserts that “At the core of entrepreneurship lies the creation of new business ventures
by individuals or teams”. Street traders, although operates with very small quantity
of goods, their trading activity fits in to this definition. They are independent, doing
business and are generating income for themselves. Also, the definition of small and
medium businesses (SMEs) has been expanded to include micro businesses and so
the emergence of a new concept MSMEs which means micro, small and medium
enterprises. From the definition of the National Council of Industry for MSMEs, the
definition of Micro Enterprise was interpreted to mean “any enterprise employing
between one to nine people and having a capital base from one Naira to five million
Naira excluding cost of land.” [43]. By this standard, the definition of micro busi-
nesses embraces street trading. This is an indication of the acceptance and importance
of street trading in an economy. More so that it has been said that.

Micro, small and medium scale enterprises (MSMEs) is accepted globally as a tool
for empowering the citizenry and economic growth. They are recognised to be vital in the

70



Towards the Development of the Informal Economy: The Case of Street Trading in Ile-Ife, Nigeria
DOI: http://dx.doi.org/10.5772/intechopen.93871

development of developing economies like Nigeria for reasons such as income generation,
social and political vole in local employment creation, balanced resources utilisation,
utilisation of local technology and raw materials in helping to promote change in a
gradual and peaceful manner [44].

Also, with the overall objective of reducing poverty through wealth and job
creation and facilitating national economic development, the micro, small and
medium enterprises are perceived as the oil required to lubricate the engine of socio-
economic transformation [44]. Based on the foregoing, it is clear that while street
trading might be encumbered with challenges, it could serve as a means to an end.
Therefore, it will not be the best decision to rubbish, castigate and destroy it. The
entrepreneurial energies of small businesses like street traders should not be imper-
illed by subjecting them to discrimination, frustration and persecution. It would be
more beneficial to look for ways to support the street traders, to enable them resolve
their challenges and thereby, improve their method of trading. This study shows
that many of the traders have been operating in streets for more than five years. The
entrepreneurial experience they have gathered could be a good leverage for better
forms of businesses if they were adequately supported. Moreover, this study shows
that most of the traders had never been formally employed. Therefore, street trading
is their only hope of gaining livelihood in a responsible manner.

From this paper, it is obvious that in the study area, youths are more involved in
street trading than elderly people. Therefore, any support given to street traders would
be an activity supporting poor youths to reduce hunger and poverty. This in turn, might
reduce the rate of crime in the society. Street traders are hard-working Nigerians just
trying to make an honest living, if they are rendered jobless, they may go into crime.

Also, from Table 1, it is clear that most of the traders are married with children
and some even have dependants. If they are sent out of business, the traders, their
children and dependants will suffer and this may turn around to affect the society
negatively. Such victims of the circumstance may turn to become beggars in streets,
or disturbing the peace of the community.

The study shows that most of the traders operate the mobile form of street vend-
ing. This form of street trading is likely to be as hazardous to the health of the street
traders. This justifies some governments’ negative disposition towards street trad-
ing. However, learning from countries such as the United States of America, India
and others, provision of space for street traders to erect shops not a long distance to
the road will reduce hawking in traffics and will be of benefit to the traders as well
as the people patronising them.

This study reveals that most of the street traders have limited level of educa-
tion. This gives insight into the reason why they could not engage in better forms
of employment than street trading. Also, it was found that the street traders lacked
entrepreneurship education/training. This confirms the assertion of Amegah and
Jaakkola [11] that the urban poor are mostly uneducated or have low educational
attainment. Education is a powerful tool in any poverty alleviation programme. It
is a means to provide individuals with the requisite knowledge and skills to improve
their livelihoods. Nigerian governments at the three tiers (federal, state and local)
should therefore extend access to entrepreneurship education to those who already
are practising entrepreneurship in streets. Therefore, to support them to improve
their businesses and make them more sustainable, there is need to develop suit-
able programmes for them to enable them acquire entrepreneurial and managerial
education. Attendance at such programmes has to be free of cost because, it has
been shown that the traders as well as their parents are poor.

Another important need of the traders is capital. It is common knowledge that
any meaningful business requires capital. However, micro enterprises tend to lack
capital to start or even expand their business, and this has affected the level of

71



A Closer Look at Organigational Culture in Action

Characteristics Frequency Percentage
Gender

Male 12 20.0
Female 48 80.0
Total 60 100.0
Age

<40 37 617
40 and above 23 383
Total 60 100.0
Marital Status

Single 19 317
Married 39 65.0
Widowed 02 03.3
Total 60 100.0
Highest Educational Qualification

Primary 16 26.7
Secondary 42 70.0
Tertiary 02 03.3
Total 60 100.0
Length of Trading Experience

1-5 years 39 65.0%
>5 years 21 35.0%
Total 60 100.0%
Number of Children

0 21 35.0
1 01 17

2 10 16.7
3 14 233
Total 60 100.0
Traders’ Parents’ Occupation

Mother’s Occupation Frequency Percentage
Unemployed 07 117
Self-employed 45 75.0
Salaried employment 08 133
Total 60 100.0
Father’s Occupation

Unemployed 10 16.7
Self-employed 45 75.0
Salaried employment 05 08.3
Total 60 100.0
Respondents’ parents’ social class

Lower Class 57 95.0
Middle class 03 05.0
Total 60 100.0
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Characteristics Frequency Percentage

Number of Dependants

0 42 70.0

1 12 20.0

2 06 10.0

Total 60 100.0
Table 1.

Socio-demographic characteristics of street traders.

Achievement Frequency Percentage

Traders’ Residence Category

Parent’s house 12 20
Rented house 30 50
Living with a friend 06 10
Personal house 12 20
Total 60 100

Traders’ Perception of Level of Achievement

No achievement 04 06.7

Low 23 383

Medium 24 40.0

High 07 117

Very high 02 03.3

Total 60 100.0
Table 2.

Achievements of street traders.

success of a lot of such enterprises in Nigeria. To start micro enterprises, entre-
preneurs tend to depend upon their personal or family savings. Such is the case of
the street traders whose family members are poor and hence, could not support
them. Further, this study shows that the daily savings of a large proportion of them
were very small, below five hundred Naira. This could never be sufficient to be
relied upon for business development and growth, knowing full well that other
commitments and obligations will take away part of the savings from time to time.
Obviously, there is a need for external support. The matter is worse because most of
them cannot meet the requirements for commercial loans from banks [45].

Table 2 shows that some of the traders have gotten some levels of achievement.
Some claimed they sponsor their children in school and some, even though not
many, claimed they had built houses of their own. This means that, if supported,
street trading could be a meaningful and sustainable source of livelihood to some
people. This supports Inolia’s [10] assertion that street trading had contributed
immensely to the social and economic life of Nigerians.

Actually, most of the street traders believed that “street trading yields more
income than some formal trades.” This may explain why about 88.0% did not feel
dissatisfied with street trading. This is corroborated by the notion that street trad-
ing is a source of income and employment opportunity [12].

In support of Olurinola et al’s [13] report that the activities of street traders are
associated with a number of health hazards, this study shows that street trading
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is challenged by some health and other hazards. However, most of the traders did
not consider the hazards and health issues to be too serious for them to cope with.
This may be because they consider ability to generate income to be of more weight
than the health problems they might have.

Lastly, this study reveals that some of the traders were thinking of growth.
This is an indication that any effort to assist the growth of their businesses would
be embraced. It is clear from this study that government at any level, did not have
the street traders in their plan. They collected daily levy from them but did not
include them in national development and are not positively regulated. This indeed
is unfortunate because it shows that the importance of the activities of the street
traders to the economy was not appreciated.

6. Conclusion

Street trading has benefits to traders and others. The major needs identified
from this study were capital and entrepreneurship education/training. Most of the
respondents had poor parents that could not support them with funds for entrepre-
neurship development. Also, they had low level of education and no formal entre-
preneurship education. Thus, they were not trained for enterprise development.

Four points are established in this paper: First, the value of street trading in
poverty alleviation has to be publicly recognised and appreciated. Second, the
activity has to be officially regulated in favour of the traders and the community as
awhole. Third, street traders need to be supported by giving free entrepreneurship
education to the traders. This will enable them to grow and expand their businesses.
When this occurs, more benefits will be derived from the businesses. More people
may be employed and poverty may thereby be completely eradicated. Fourth,
supporting street traders with capital will go a long way to improve on the nature of
their trading activity. This may make them more responsible and make their busi-
nesses more valuable to their communities and to the nation as a whole.

Based on these findings, we offer some policy recommendations. Though they
are context-specific to Ile-Ife, we believe that the model, and thus the recommenda-
tions, may hold relevance beyond the current study area.

6.1 Policy recommendations

1. Street and informal traders require laws that recognise their economic activi-
ties as an important component of the urban economy, and ensure their right
to trading space.

2. Street trading is a means of livelihood for some people and therefore, should be
considered for inclusive physical planning for economic sustainability of the ur-
ban poor. Policy measures that incorporate design of trading space for the street
traders may be of assistance to solve the problems of street trading activities.

3. Street traders are to be involved in the plan for youth entrepreneurship education.

4.0Organised street traders are to be included in loan schemes which are directed
towards supporting small businesses.
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Rethinking Innovative Learning
Opportunities for Teachers in
Educational Organizations toward

Education 4.0

Siileyman Davut Goker and Mubeher Uriin Goker

Abstract

Teacher behaviors play a key role in forming and shaping organizational culture
in schools. The current innovative and leadership-based learning objectives intro-
duced by Education 4.0 have made the transformation obligatory from traditional
classrooms of the industrial society to creation of digital classrooms. This trans-
formation will embrace digital curriculum that might impact learning outcomes
and reduce in-class management. How is it different from traditional classrooms?
The spaces in a digital classroom are both digital and physical. This environment
asks for future creative convergence talents, thus giving teachers new tasks to
take greater ownership of change processes of their school culture. This shift also
requires creation of reflective learning communities together with a redefinition of
the meaning and scope of teacher supervision. This study introduces, a “Teacher
Competency Development Model,” in which innovative learning opportunities for
teachers in educational organizations toward Education 4.0 are offered through
innovative models in teacher supervision based on cognitive, reflective, and peer
coaching and their utilization within the educational contexts. Within this frame-
work, the contents and strategies of three supervision models, namely, reflective,
cognitive, and peer coaching to be able to help teachers survive and cope with their
adaptation to Education 4.0 will be discussed.

Keywords: redefinition of learning opportunities, teacher competency development
model, Education 4.0, school culture, peer, cognitive and reflective coaching

1. Introduction

Teacher behaviors play a key role in forming and shaping organizational culture
in schools. The current innovative and leadership-based learning objectives intro-
duced by Education 4.0 have made the transformation obligatory from traditional
classroom of the industrial society to creation of digital classrooms. The Fourth
Industrial Revolution has taken people to an era of new social and unprecedented
changes. In all sectors of all industries, today’s hot issue is the Fourth Industrial
Revolution. The First Industrial Revolution was based on the mechanization
through the steam engine; the Second Industrial Revolution was based on mass
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production through electric energy; and the Third Industrial Revolution was
based on intelligence information revolution through computer and internet. And
the ongoing Fourth Industrial Revolution is based on IoT, Cloud, big data, AI,
and mobiles. Also, in the near future, we will meet the 5G wireless network era.
The speed of 5G is 280 times faster than LTE. And in some countries, this Fourth
Industrial Revolution can be called digital transformation. Figure 1 illustrates the
advent of the Fourth Industrial Revolution (IR) age.

The Fourth Industrial Revolution makes three major changes namely intellectu-
alization of human and machine, virtualization of the real and virtual, and hyper
connection of human and things. This revolution brings about changes in future
society due to technological progress. Technological progress includes infinite
increase in data as well as explosive growth of network. This technological progress
will bring increase in value of data and according to these changes the future society
will evolve toward role change between humans and machines. In particular, we
need to note the increasing data value, which will become more important in the
near future.

Within this framework, we need to discuss the global change trends to respond
to the Fourth Industrial Revolution. First of all, adaptability is more critical to
success than ever. In other words, the importance of the user experience is grow-
ing and growing. Additionally, as the amount of data increases, big data manage-
ment and analytics will become more important. For example, in 2027, bitcoin
and the blockchain will become very popular in the business fields. With regard to
the key success factors, we need to look at three aspects: technology, industry, and
society.

From a technological point of view, technology will evolve into “High Intelligence
Information Tech” and “High Quality Data Infrastructure” and provide high-quality
intelligent information technologies to industry. And with technological assistance,
the whole industry will achieve intelligent information.

Internet of Things
Cloud
Big data

Artificial Intellizence

Mobile

Aectandation Wians prodictien
theugh siesm Hhrough sieciric S
sngine gy

The 4™ Industrial Revolution leading
the Intelligent Information Society and the Digital Transfarmation,

5G wireless network: 280 times faster than LTE and
70 times faster than 4G.

(Papss/ 201 6-PRIS as0m

Figure 1.
The advent of the fourth industrial revolution (IR) age.
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2. What Education 4.0 proposes

As far as the educational innovation in the Fourth Industrial Revolution era is
concerned, these changes have accelerated many things and respective and unique
skilled sets of human capital have been required by the different conditions of
social economy. The important factor in the future intelligent information society
is to cultivate human-tech literacy resources. The importance of development of
the required skills lies in people in learning management, to develop the skills as
well as knowledge abilities taking the needs of the society into consideration [1].
Leapfrog [2] called the education in this era responding to the agrarian society as
Education 1.0, industrial society as Education 2.0, globalization as Education 3.0,
and innovation as Education 4.0.

To be able to cultivate human-tech literacy resources in the future intelligent
information society, new and creative fusion talents are required. These creative
fusion talents should have the following four intelligences: context intelligence,
emotional intelligence, social emotion intelligence, and physical intelligence as
indicated in Figure 2.

As can be seen in Figure 2, the intelligences traditionally known as multiple
intelligences within the theory of multiple intelligences developed in Gardner [3]
(logical-mathematical, linguistic, bodily-kinesthetic, musical, spatial, intraper-
sonal, interpersonal, and naturalist intelligence) look to have been reshaped and
focus has been given on social, physical, context, and emotional intelligence with
a new understanding. This shift will bring many changes in learning and teaching
theories currently being followed as well.

From today on, we will be discussing creative talent cultivation through fusion
education together with the introduction of the importance of these four intel-
ligences with more emphasis on various ICT-based learning models. These learning
models will also replace traditionally known learning models used in different
educational contexts. These various kinds of learning models are evolving based

Cultivate human-tech literacy resources in the 4" IR Era

Context Intelligence
Emotional intelligence

Learner with the ability ta
understand and
apply it creatively

Learner whe could organize
thoughts and feelings to
build relationship with

Creative

fusion e
talent )
Physical intelligence
Learner with the ability to {gam o - Learners who pursue and
i Lo i
establish good relationship ing comm maintain their health and
and resolve conflict within happiness

the team

Figure 2.
Creative fusion talents for future intelligent information society.
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on mobile. Particularly, in some countries, mobile has become commonplace
beyond the PC. Figure 3 describes the diversification of digital learning in the
Fourth IR era.

The learning models given in Figure 3 also include various elements of learning
ecosystem to provide optimized learning system to each learner in response to the
Fourth Industrial Revolution. This learning ecosystem has to be considered to pro-
mote innovative and optimized learning. This innovative and optimized learning
introduces change trends of educational digital contents. Nowadays, digital content
is evolving in the following six directions. 1. Interactive, 2. Characteristic, 3. Clipped
(mobile-based), 4. Global, 5. Realistic (AR/VR embedded), and 6. Emotional.

Almost each of these directions gives a special focus on coding education. In the
Fourth Industrial Revolution era, the importance of coding education is emphasized
around the world in following ways:

1. Coding is the building block of the future.

2. Learning code is your gateway into understanding how to make the future
yours.

3.The coding really determines how it will look on the screen. Learning to code
will guarantee that your vision gets carried through to completion.

4.Behind code is a bunch more 1s and Os that do the real work inside the brain of
the computer. Code is a fascinating world of its own.

5. Coding will change the way you think.

6. Code will give you a fresh way to look at problems. Code is a lot like structured
poetry and will change the way you see the world through computational
thinking.

To sum up, the future education direction is to create a leading country
of intelligence information society with creative fusion talents. This change
trend also redefines the objectives of future of education in the following
reflected ways:

1. Education to maximize student interest and aptitude
2.Education for thinking, problem-solving, and creativity

3. Customized education considering individual learning ability

4.Education to raise key talents in intelligence information technology
5.Education to focus on people and contribute to social integration.

From the stand point of educational innovation for the intelligent information
society, the content and objectives of educational system in the world seem to move
beyond rote education to realize problem-solving and critical-thinking centered
education. This will require an expansion of SW/STEAM education and fulfilling
computational thinking-oriented education and a reorganization of curriculum

and system overall for developing autonomous competency and supporting future
preparation. Establishing an adaptive learning system using intelligent information
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Figure 3.
Diversification of digital learning in fourth IR era.

technology will also set up an adaptive learning system by analyzing history and
level to maximize learning efficacy.

These chain changes will develop intelligence learning platform to support
activities for advanced learning according to individual interest and level and
create a core personnel specializing in intelligent IT that is capable of leading new
industries. These systems are expected to raise intelligence information talents who
are good at computer science, data analytics, and SW development (foster talented
children in intelligent information area).

Furthermore, these new trends will also have implications for universities. For
example, industry-university-research collaboration intensive learning courses with
top faculties will be opened and the quality gains of the students registered in these
courses will naturally support best graduation schools in intelligence information
technology area.

3. A teacher competency development program for the future

Development of direction of cloud-based intelligent personalized learning
service will consider new assessments based on individual service, service benefi-
ciary, visualized technology, Al platform technology and resource. For example,
in the case of individual service, online activity, analytics, assessment/diagnosis,
and so on will be implemented. These will bring new insights into the evaluation
of student products and learning outcomes. Because data will be collected based
on learner’s use and learning activities, and analytics results are recommended for
optimized personalized learning. However, older teachers will hesitate to use new
learning methods or new ICT-based devices.

Above all, in order to cultivate future creative convergence talents, a teacher
competency development program for the future is needed. Within this
framework, we need to rethink innovative learning opportunities for teachers
in educational organizations toward Education 4.0. To be able to create these
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Teacher Competency Development for Educational Innovation

Training of Leading Customized Teacher
Teachers Training
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Figure 4.
Teacher competency development for educational innovation.

innovative learning environments for teachers, we should train teachers and
expand infrastructure for the intelligent information society. Additionally, we
should commit customized training of S/W education for teachers’ continuous
reinforcement of SW capacity. Doing so, we will also supply wireless internet
network in all schools and develop high-tech future school model using AI, AR,
and VR. The content and areas of teacher competency development are summa-
rized in Figure 4.

As can be seen in Figure 4, this teacher competency development can be
realized with “Training of Leading Teachers,” “Customized Teacher Training,”
“Development and Offering of New Teacher Training Programs,” and “Training for
Creative Convergence Education.”

4. Innovative teacher supervision models within the teacher competency
development for educational innovation

The huge transformation in learning and teaching models, digital classroom,
and educational contexts will bring a radical change in teacher behaviors. For
the teachers to change, creation of reflective learning communities is required
together with a redefinition of the meaning and scope of teacher supervision.
Such a change would only be possible through development of new coaching skills,
which would require development of reflective and cognitive skills of the teachers
themselves and peer coaching environments to be able to survive and cope with
their adaptation to Education 4.0 within the educational contexts. Serving teacher
development and collaboration for better learning and teaching, this model will
also change teacher behaviors and it will help reshaping. Within this framework,
three supervision models namely, reflective, cognitive, and peer coaching to be
able help teachers survive and cope with their adaptation to Education 4.0 will be
discussed.
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4.1 Reflective coaching (reflection: a great asset for a teacher competency
development for the future)

The fourth industrial based on changes such as intellectualization of human and
machine, virtualization of reality and virtual and hyper connection of human and
things and its reflections on Education 4.0 are catering to the needs of the learners
and teachers in “innovative era.” These require changes in behaviors with certain
features of connectivism, parallelism [4], and visualization. The learner’ ability
should be developed through this learning management for the sake of applying the
new technology. According to Sinlarat [1], the learning management mentioned
looks to be a new learning system, which will allow learners to grow with knowl-
edge and skills to survive during their whole life and they will be equipped with the
best of their abilities. From this perspective, Education 4.0 would be more than just
an education. On the other hand, learning management is expected to cope with
the changes in economic and social and environments to serve the human capital
need. To be able to achieve this, a change would be needed in learning management,
which requires reflection. Through reflection and reflective learning environments,
teachers would have a great opportunity to self-evaluate their reflective teaching
practices. Because, they can raise their professional development as long as they
become more aware of their weaknesses as well as strengths in their actual teaching
practices.

From this point of view, reflection could be regarded as a powerful tool to reflect
and change and it could be conducted with some methods [5]. According to some
scholarly works, it could be achieved through reflective practices, which would
allow teachers to grow professionally [6]. Schon [7] named reflective practice as
a critical process in refining a person’s artistry and crafting a certain discipline. In
other words, this process requires a person to see his or her experiences in practice
while being observed and coached by other people. Smyth [8] maintains that there
are four serial stages regarding questions, which lead a teacher to critical reflection:

1. Describing—What do I do?

2. Informing—What is the meaning of this?

3. Confronting—How did I come to be like this?

4. Constructing—In what other ways could I do it?

These types of reflective practices are utilized in both in-service and pre-service
education and peer involvement and coaching are regarded as two essential parts of
reflective practices observed mostly in pre-service education for teachers [9]. In this
study, our focus will be on journals for individual reflective practices, collaborative
learning, video or audio recordings of lessons, teacher educator’s feedback, student
feedback, action research, study groups for reflective practice of small groups,
teacher portfolios, instructional rounds, classroom walk-throughs for school-based
reflective practice, and cognitive coaching and peer coaching even though different
approaches to each type of reflective practice are available.

4.1.1 Strategies to practice veflection

To have a brief understanding of the content and functions of reflective
coaching, one needs to find out the reflective instruments and strategies employed
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during the teacher evaluation. The preliminary stage before the reflective process
is to collect data about what is actually happening in classes. There are some
options to do that:

88

* Reflective journals/diaries: This could be regarded as the easiest way to

initiate the reflective process because it is completely personal. Through the
use of journals to create reflective learning environments, Goker [10] argues
that teachers could provide other teachers with some opportunities to reflect
on their actual practices. Within this framework, writing diaries is often used
in various learning environments. In writing diaries, teachers would basically
express his or her feelings, ideas, and reflections considering their own teach-
ing practice. Doing so, teachers could keep notes in learning logs or personal
narratives, dialog journals including various reflections providing them with a
critical understanding of how they act in classes and assisting them in realizing
other alternative strategies to develop their own practice.

Collaborative learning: According to Brookfield [11], an ongoing communica-
tion with the peers created in mutually cooperative environment is essential.
This type of collaborative work with peers is expected to contribute to devel-
opment of reflective thought among teachers. Through efficient discussions,
teachers could report their experiences and reframe, and check to broaden
their vision about the practices. These would bring changes in teacher behav-
iors and the school culture could change naturally.

Video or audio recordings of lessons: Recording of lessons could present
quality data for the reflective practice. After watching these recordings of their
own or other peer members, teachers could develop better awareness of their
own teaching. Because, many things happen in classes and teachers may not be
aware of what is actually happening and teachers may not normally see. Within
this perspective, this type of recording could present a clearer picture about
the whole process of teaching. Discussions to be made would trigger a teacher’s
reflective thought, reflecting on their strengths and weaknesses, thus helping
them get some inspiration toward their development in their teaching.

Teacher educator’s feedback: This type of feedback would assist the teachers
in reflecting upon their lessons, tasks, and activities in the school culture.

Student feedback: Students in classes could also give more information
about what is actually happening in classes. Teachers could ask their students
to present information about what is going on in classes, because, students’
perceptions and opinions could present a different and valuable perspective.

Action research: Seeing it as a reflective process, a teacher could find out pro-
gressive responses and solutions to problems to understand his or her practice
and develop the ways they address issues. This type of reflective process would
help teachers to develop more awareness about what is actually happening in
classes by means of defining the main problems and speculating on prospective
causes and solutions. They would then attempt to initiate a proper action plan.

Study groups for reflective practice of small groups: This type of forma-
tion of groups has been utilized since colonial times, the first of which was
documented in America by Franklin [12]. The basic aim then was to search for
better business practices. These groups were organized and utilized for teacher



Rethinking Innovative Learning Opportunities for Teachers in Educational Organizations...
DOI: http://dx.doi.org/10.5772/intechopen.93153

development to serve the quality of teaching by means of professional reading,
dialog in the 1980s [6, 13-15] (Little, 1981). To achieve their objectives, 5-10
teachers form a group to begin discussions on a defined topic or curriculum,
methodology, and testing to be able to compare and review their own experi-
ences and to seek answers to implement new things in their future teaching
practices. The members highly value class observations and they come together
after observation to discuss the issues targeted before. This approach is still fol-
lowed during post-conference sessions of today’s cognitive and peer coaching
implementations.

* Teacher portfolios: They were first initiated and utilized professionally after
the formation of a professional model for teachers by the NBPTS (The National
Board for Professional Teaching Standards) seeking national certification [16].
To achieve teaching standards, experienced teachers [17] wishing to get the
highest honor in teaching profession came together.

* Instructional rounds: These rounds have recently been initiated by City
etal. [18]. They attempted to adapt and extend on health practices to be able
to develop their knowledge and practices through observations, analysis, and
discussions conducted with other physicians. School principals and supervi-
sors employed a similar method to create a learning environment serving the
progressive solutions to problems to improve instruction together with the
teachers and develop their teaching practices. They carried out four different
steps consisting of identifying a problem, observing, debriefing, and taking
corrective steps [18]. Their aim was to form a reflective culture through the use
of a common language among each other. Within this framework, a cultural
reflective transformation was targeted to create a reflective learning environ-
ment, in which they would reshape teacher behaviors. They did it as a type of
reflection-for action because they aimed to improve teaching practices within
a system.

* Classroom walk-throughs for school-based reflective practice: Classroom
walk-through, as a supervisory technique and a type of reflection on action,
was first initiated in educational settings in the 1990s [19]. Supervisors visit
classes to observe classes and evaluate practices of teaching and learning
outcomes. Professional dialogs between supervisors and teachers consist of
dialog, focus on what is actually happening in classes are highly valued [18].
Follow-up dialogs conducted in reflective in nature are expected to move
teachers to achieve a certain level of reflection and collaboration to teaching
practices.

4.2 Cognitive coaching

This type of coaching model was first initiated by Costa and Garmston [20] asa
critical and “nonjudgmental mediation of thinking” based on constructivist learn-
ing theory. The ultimate goal is to foster a person’s capacity to improve abilities of
self-monitoring, self-directedness as well as those of self-modification. Planning
conversation, observation, and reflecting conversation basically constitute a
three-stage coaching cycle. The model described as a teacher supervision means in
this study is mainly based on (a) the theories by Bandura [21] and Vygotsky [22],
(b) application of the researcher’s model of peer coaching [9] and model of reflec-
tive coaching [10, 23] implemented within different educational contexts, and
(c) similar mentoring or coaching studies.
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During the coaching process, a competent coach (mentor) is regarded as an
essential figure with a capacity to: (1) create interactions with the participants giv-
ing priority to produce self-directed learning; (2) seek trust in maintaining coach-
ing relationships; (3) evaluate and intercede the five states of mind; and finally
(4) produce new approaches to foster the five states of mind to be able to create a
learning environment, in which the trainees could mediate the capacity of their
own and that of others to develop. Cognitive coaching, within this process, could
also be described as a formative model to promote teacher self-evaluation to help
them develop their self-efficacy, identity, and teaching skills. From this perspec-
tive, it is important to ease reflective process and possible responses coming from
the mentee, the mentor in this study drafts questions. To be able to produce any
cognitive development, a good mentor should use paralanguage, structuring as well
as meditative questioning response behaviors [20]. The four strategies given above
are always utilized during both the planning and reflective conversation sessions
to help the mentees give the most suitable decisions about their teaching practices.
A teacher could also be provided autonomy to a certain extent and this would ease
their professional development conducted through cognitive coaching.

4.3 Peer coaching

Peer coaching is regarded as a part of reflective process and a fruitful tool to
create collaborative efforts and it warrants consideration as a potentially serviceable
solution for improving teacher effectiveness when implemented both in pre-service
and in-service teaching settings. Peer coaching as almost the most basic supervi-
sion mode employed in classes is regarded as a clinical and reflective process, in
which teacher teams or student teachers regularly observe themselves for the sake
of refining teaching practice, encouraging reflective practice, providing assistance,
suggestions, and support [9, 24, 25]. This process is considered as a tool for the more
experienced teachers to use the skills they gained during their in-service teacher
program. Research also advocates the use of peer coaching implementations to
empower transfer of training to real teaching practice in classes, supercharging col-
legiality by means of peers’ exchange of feedback together with reflective develop-
ment of teachers [9, 25].

The most common way of peer coaching is conducted in the following way: A
teacher invites his or her peer to monitor his/her class to collect data about what
is really happening in class. This could be done through note taking, checklist, a
narrative agreed, a simple observation task, and drawing conclusions. The teacher
could ask his/her peer to put emphasis on, for example, what different patterns of
interaction occur or which students contribute the most in the lesson. It is better
for the observer not to be involved in evaluating the teacher’s lesson for the sake of
having a positive evaluation. Coaching benefits and expectations are negotiated
between the peers during a pre-conference and post-conference.

Taking the recent developments and changes in Education 4.0, Géker [9] argues
that these peer coaching environments could play a key role in creating the required
reflective learning communities, in which teachers and teacher candidates would
be trained as practitioners to lead to change. Goker [9] further maintains that one
strategy for development of teachers mostly suitable for the creation of a reflective
learning community is that of peer coaching, described as the process of two peers
studying on planning instruction, developing support materials, and monitoring
each other’s work with students. Within this framework, peer coaching is regarded
as nonjudgmental, based on classroom observation followed by feedback, and
intended to develop teaching skills. Openness and trust are the two essential charac-
teristics of peer coaching process and peers need to be sensitive to be non-evaluative
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or nonjudgmental during the pre/post-conference sessions, in which they discuss,
share their own experiences, teaching, and learning behaviors as well as teaching
practices.

5. Conclusion

Any change in teacher behavior, which plays a key role in forming and shap-
ing organizational culture in schools, is not an easy task. From the stand point of
educational innovation for the intelligent information society, promoting reflective
practices and developing professional learning communities through reflective,
cognitive, and peer coaching implementations is essential to lead to a teacher
change. The current innovative and leadership-based learning objectives introduced
by Education 4.0 have made it obligatory for teachers to change. As Education 4.0
environments require future creative convergence talents, teachers should carry out
new tasks to take greater ownership of growing creative convergence talents and
to change processes of their school culture. This change process could be achieved
through creating reflective learning communities together with a redefinition of the
meaning and scope of teacher supervision. For the sake of achieving these changes
in teacher behaviors, this study discussed a “Teacher Competency Development
Model,” in which, innovative learning opportunities for teachers in educational
organizations were offered through innovative models in teacher supervision
based on cognitive, reflective, and peer coaching and their utilization within the
educational contexts. It is obvious that if teachers create a professional and reflec-
tive learning community aiming at behavioral change in reflective practices and
promoting professional development, learning becomes self-directed and they
definitely become empowered thorough learning management, which looks to be
an essential task required by Education 4.0. Today, we have a digital society and
life style has changed. Learning management needs to respond to the prospective
changes of behaviors of both teachers and learners.
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Chapter7

Communication and
Organizational Culture

Halvor Novdby

Abstract

When people in an organization understand themselves and their context of
interaction from very different perspectives, there is an increased risk of poor
organizational dialogue. The reason is not only that individuals’ social interpreta-
tions of others are influenced by their idiosyncratic perspectives. In interactions
involving a significant diversity of individual perspectives, there is also a risk that
communicators form radically different interpretations of goals and processes
in the organization. It is therefore of crucial importance that people have a suf-
ficiently similar understanding of action-guiding information, communicative
acts and the workplace itself. The chapter focuses on the importance of creating
shared organizational culture on the basis of four communication conditions from
social interaction theory. (1) In communicative processes, senders need to secure
the attention of audiences. (2) Senders and audiences need to have a sufficiently
similar understanding of the language that is used. (3) Senders and audiences need
to interpret communicative acts in a sufficiently similar way. (4) The attitudes and
values that audiences ascribe to senders must correspond to the values and attitudes
that senders actually have. After having clarified these conditions, the chapter
applies them to analyse fundamental organizational challenges. The final part of the
chapter argues that the conditions can, typically on management levels, constitute
conceptual tools for creating unifying communicative cultures. Furthermore, using
the conditions (1)-(4) actively as a means for securing communication across a
diversity of individual perspectives can contribute to reaching organizational goals,
no matter how they are defined.

Keywords: organizational communication, shared understanding, philosophy of
language, cultural interaction, methodological tools

1. Introduction

One of the key concepts in communication theory is horizons of understanding.
The concept refers to individuals’ overall cognitive, emotional and experiential per-
spectives on themselves. It denotes the totality of mental states—representational
and non-representational—that an individual has at a given time [1-3].

Defined like this, it is not difficult to understand why the concept of a subjective
horizon has received a lot of attention in theories of organizational communica-
tion: Communicative challenges typically arise when communicators understand
each other from very different perspectives [4, 5]. Such differences do not only
shape individuals’ interpretation of others. They can, even more fundamentally,
create barriers of meaning connected to the language that is used. In such cases,
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the meaning a sender uses a communicative act to express in a communicative
process is not the same as the meaning the audience associates with the act [6-8].

Differences in horizons can be intrinsically personal, and they can be connected
to individual values and idiosyncratic preferences. However, and this is particularly
interesting from a cultural perspective on organizations, differences can also be
traced to formal and informal roles and positions [9, 10]. Consider for instance
typical relations between managers and employees working in frontline services in
organizations. Managers have, in many ways, a top-down perspective on frontline
organizational challenges and employees’ roles. Frontline employees, on the other
hand, typically have a bottom-up point of view, closely connected to their roles and
experiences in the organization [11-13]. This positional difference can make it dif-
ficult to reach aims of shared understanding in manager-employee dialogue about
job tasks, principles of efficiency and quality aims [14, 15].

These kinds of communicative challenges related to organizational roles and
positions can be analysed from various analytical perspectives. In this chapter, I
focus on how different horizons of understanding can affect dialogue and social
interaction understood as fundamental communicative processes. I will, more
specifically, distinguish between four communication conditions: (1) the need
to have attention, (2) the need to have a shared language, (3) the need to avoid
associative misinterpretation and (4) the need to communicate attitudes, emotions
and experiences.

After having clarified these conditions, I will argue that they can contribute to
explain how organizational culture can be improved in two ways: From a descrip-
tive perspective, the conditions can be used to understand the significance of
having a shared communicative practice as an essential part of a well-functioning
organizational culture. From a normative perspective, they can be used, on personal
and system-based levels, as conceptual tools to strengthen communicative cultures.
Fundamentally, I will conclude that collective knowledge and application of basic
communication principles can improve the efficiency of organizations.

2. Background

It is widely recognized that communication is vital for organizational function-
ing [16-18]. If the communication within an organization is poor, then it is difficult
to find adequate solutions to organizational challenges. If the communication is
good, then the probability of efficient organizational performance is improved, no
matter how the goals and aims of the organization are defined [19]. When he was
asked about the secret of his success, August Busch, CEO of one of America’s most
successful companies, famously said in an interview with Forbes Magazine (June 23,
1997): “You're going to laugh at this ... it sounds so simple — but the key is communi-
cate, communicate, communicate’

The issue of how organizational efficiency depends on efficient communication
has been explored in a number of ways [15, 20]. Many theorists have, in particular,
analysed how communicative challenges typically arise in organizations and why
it is of fundamental importance to meet these challenges [12, 15, 21]. On a general
level, it is possible to categorize the challenges into two types:

* Exchange of information—how knowledge and action-guiding norms are
conveyed, interpreted and implemented throughout an organization

* Relational communication—how people understand each other as autonomous
subjects with attitudes, concerns, values and experiences
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The informational and relational dimensions of human communication can be
addressed from a variety of perspectives. In organizational contexts, two important
sources of analysis are theories of communication and empirical studies of the
diversity of understanding within organizations [22, 23].

Within the theoretical perspectives, a core idea has been the conditional
that if communicators in organizations have very different individual perspec-
tives, then it is difficult to secure efficient communication. Inconsistent or even
incommensurable perspectives, many theorists have argued, will necessarily influ-
ence interaction, cooperation and organizational efficiency and undermine goals of
performance [9, 20, 24].

Empirical studies have established that the antecedent of the theoretical
conditional is, de facto, correct. Furthermore, the empirical research has not only
shown how there is diversity of individual and group perspectives in different
types of organizations but also contributed to explaining why this so and what the
consequences are. A number of studies have, in particular, explored how barriers of
communication are caused by individual and system-based factors and how these
barriers have negative consequences for organizational performance [15, 24, 25].

The importance of implementing empirical knowledge about negative conse-
quences of communicative barriers in organizational analysis has been thought of
as essential [26, 27]. Generally, in social interpretation, it is impossible for com-
municators to step out of their idiosyncratic first-person perspectives—no person
can see himself entirely from the outside. It is therefore not possible to avoid being
influenced by one’s own perspective in social interpretation [28, 29]. Arenas of
interaction in organizations are no exception. As long as social interaction in orga-
nizations involves human beings with thoughts, beliefs, values and attitudes, one
has to accept that it is of fundamental importance in organization theory to address
communicative challenges related to gaps of subjective meaning and different
idiosyncratic perspectives [30].

Recognition of the need to focus extensively on the diversity of understanding
has led many theorists to focus on the relational ‘soft side’ of management and
leadership [13]. The empirical studies of communicative challenges have also been
a main source for the interest in relational aspects of organizations and human
resource management [31, 32]. Within this tradition, many theorists have, on the
basis of normative theories, elucidated how it is possible to reach aims of agreement
and cooperation across gaps of understanding in organizations. These analyses
have, in turn, been used to develop practical models for securing efficient organiza-
tional communication.

2.1 Shared horizons

In the philosophical literature on social interaction, many have argued that hav-
ing partially shared horizons is a precondition for communication [1]. This has been
connected not only to Hans Georg Gadamer’s [2] theory of consensus as a condition
for understanding. In the context of epistemology, aims related to shared horizons
have also been connected to Jurgen Habermas and his theory of deliberate interac-
tion. While Gadamer’s theory concerns the basis for meaningful dialog, Habermas
is more concerned with how communicators need to be able to communicate freely
and rationally in order to get shared knowledge about a topic of discourse [29].

Hermeneutical analyses of the kind developed by Gadamer and Habermas
have typically been applied on an individual explanatory level: The analyses have
been used as frameworks to clarify what individuals can do to improve commu-
nication and how they can get the same kind of understanding about a topic of
discourse [33, 34]. Nevertheless, it is widely recognized that the hermeneutical
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analyses also apply on group levels of explanations. For instance, a professional
group will often need to understand other group perspectives in order to reach
agreement about routines on interdisciplinary work. In organizational theory,
conceptual resources from Gadamer and Habermas have been used to discuss such
challenges along a number of dimensions, most notably to understand tensions and
conflicts that arise when groups’ horizons become too heterogenous [23].

Communicative conditions for organizational efficiency have not only been
linked to the general concept of knowledge understood as justified true belief [35].
They have also been connected to various kinds of more specific knowledge.
Furthermore, knowledge can be explicit—literally expressed in words. But knowl-
edge can also be implicit and visible more indirectly through what people do. As
described by Bermudez [36], this kind of knowledge is grounded in ‘principles that
guide our social behaviour and social understanding in those situations where we
are not explicitly deploying the concepts and tools of propositional attitude psy-
chology’. It is, in short, knowledge that is non-conceptualized [37].

Another dualism related to knowledge is the distinction between formalized
and practical knowledge [38]. Knowledge that is part of a formal framework is not
necessarily the knowledge that, in fact, governs practices. Formal knowledge might
be poorly related to practice, and formal knowledge does not necessarily capture
action preferences.

The distinction between formalized and practical knowledge [38] has often
been used to analyse challenges related to transmission of information across
levels of knowledge. Knowledge that people have on one level of an organization
is not always known on other levels—even when the knowledge would have been
important on those levels [30]. This type of problem has typically been addressed in
discussions of interaction between managers and frontline employees in organiza-
tions. In particular, economic-administrative knowledge on management levels
is not always understood in frontline groups, and experiential and professional
judgement-based knowledge in frontline groups is not always adequately under-
stood on management levels [13, 39].

No matter what the causes of this kind of decoupling are, gaps of knowledge
can have a number of dramatic negative consequences [16, 25]. It is, after all,
first-line professionals that directly deliver the product or service of the organiza-
tion. Securing efficient ‘vertical’ information exchange and, more generally, good
cooperation and shared knowledge is therefore of crucial importance. This s, to a
large extent, a management responsibility [9].

2.2 Organizational culture

The concept of organizational knowledge has many dimensions, related to con-
texts of interaction and the abovementioned challenges [11]. There is, however, a
general and close conceptual link between the concept of organizational knowledge
and organizational culture. The latter concept has been defined in various ways in
the literature, but the majority of definitions fall under Schein’s [40] famous short
characterization of organizational culture as ‘This is how we do it here’

Understood like this, the concept denotes what people actually do in an orga-
nization, not necessarily what they say they do or what written information to the
external world outside the organization describe what people in the organization do
[41, 42]. Schein’s more precise definition is well known:

The culture of a group can now be defined as a pattern of shared assumptions

learned by a group as it solves its problems of external adaption and internal
integration, which has worked well enough to be considered valid and, therefore, to
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be taught to new members as the correct way to perceive, think and feel in velation
to those problems. ([40], p. 18)

The key concept here is shared practices. Organizational culture is manifested in
collective action, it is action guiding, and it is often implicit: It cannot be explicated
as surface knowledge or norms in collective practices. Just like implicit knowledge,
as I explained this concept above, organizational culture is non-conceptualized and
essentially tied to actions that are not directly governed by formal frameworks.

Schein calls this dimension of organizational culture for ‘tacit, taken-for-
granted, underlying assumptions) and he argues that ‘unless you dig down to the
level of the basic assumptions, you cannot really decipher [the culture] ... On the
other hand, if you find some of those basic assumptions and explore their relation-
ship, you are really getting at the essence of the culture and can then explain a great
deal of what goes on’ ([40], p. 53).

Consequently, one might say that if an organization expresses a certain external
profile to the outside world—for instance to a group of clients or stakeholders—but
nevertheless is governed by very different basic assumptions on the ‘inside), then
the main identifier of the organizational culture are those ‘inside’ assumptions, not
the descriptions that are communicated externally. And the culture is a substantial
driving force; it is a main ‘engine’ in the organization. Cultural practices have a large
impact on how organizations actually work and how they function economically
and reach performance goals [43].

Given the correlation between a ‘good’ culture and efficiency, the need to form
a communicative platform is obvious: People need be able to communicate in order
to share cultural frameworks. The point generalises to social interaction in orga-
nizations: Achieving aims of shared understanding is the key to getting people to
cooperate.

In particular, this significance of organizational culture is salient in conceptions
that emphasize that dialogue is the glue that ties a culture together. As Eisenberg
and Riley ([43], pp. 294-295) notes, ‘a communicative view of organizational
culture sees communication as constitutive of culture’ This conception of culture
as a communicative practice opens up for a variety of descriptive analyses, first
and foremost on structural levels, in the sense that a communication perspective
‘acknowledges the symbolic character of ordinary language and the ways in which
cultural meanings are coconstructed in everyday conversation’ [43]. However,
explanations of how culture is a communicative practice can also be tied to indi-
vidual levels, particularly connected to how ‘the practical interests of organizational
members seeking to enhance their effectiveness’ [43].

3. Communication theory

How should the idea of communicative glue of an organizational culture more
precisely be understood? The concept of communication can be analysed from
different academic perspectives, but it is widely acknowledged that theories of
meaning and understanding from philosophy of mind and language can be impor-
tant resources in any conceptual analysis and thus also in analyses of organizational
communication. This relevance of conceptions of meaning and shared language is
first and foremost recognized in the abovementioned conceptions of organizational
cultures as communicative practices but also in many other theoretical traditions
that emphasize the importance of relational interaction in organizations [39, 44].

Within a general framework of philosophical analysis, I will in the follow-
ing focus on four communication conditions—conditions that must be met for
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successful communication to happen. They focus, in turn, on the need to have
attention, the importance of having a shared language, the need to avoid misinter-
pretation and the significance of understanding attitudes, values and preferences.

3.1 Attention

There is no hope of communication if a sender in a communicative process does
not have the attention of the audience. Furthermore, communication has not suc-
ceeded if a message is not processed by an audience even though he or she observes
the communicative act in question. This can happen, for instance, when an audi-
ence is so stressed or full of anxiety that a message does not really enter his or her
consciousness [4, 5].

Having attention is particularly important in communication of action-guiding
information. If such information is not received, the consequences—lack of action
or nonintentional actions—can have dramatic negative consequences.

The importance of securing attention has a psychological dimension as well. If
the argumentative basis for a decision does not reach the attention of an audience,
there is an increased risk that the audience will fail to understand the rationale of
the decision. For instance, changes in an organization can easily be experienced as
negative by those who are affected by them if the justifications for the changes are
not communicated properly [9]. Such lack of understanding of underlying reasons
can cause a variety of negative consequences related to motivation, conflicts and

(thereby) efficiency [20, 25].
3.2 Language

Having attention is no guarantee for communication. Consider a sender who
aims to communicate something to an audience. The sender might have the atten-
tion of the audience—the audience might be able to observe the sender’s com-
municative acts—but if they do not have a shared language, then the acts will not
be interpreted as intended. Understood like this, having a shared language is also
a necessary condition for communication. Communication breaks down if send-
ers and audiences understand the language that is used—no matter what kind of
language it is—in very different ways.

In philosophy of mind and language, there are various conceptions of what it
means to share a language [6, 7, 37, 45, 46]. However, most theorists have, in one
sense or another, tied this to exchange of concepts. As an illustration, consider as
an everyday example a person who aims to communicate his belief that it is rain-
ing to another person. What is commonly defined as the propositional content of
this belief is made up of the three concepts it, is and raining, and communication is
successful if the audience associates the speech act with the same concepts as the
sender, if the audience understands that the sender means it is raining. The sender
and the audience need, in other words, to have a sufficiently similar understanding
of the verbal or nonverbal expressions of meaning that are used [6, 46].

3.3 Associative misinterpretation

Together, having attention and having a shared language are still only neces-
sary conditions for successful communication. The reason is that what is directly
expressed in language is only the top of the iceberg in social interaction. In typical
verbal or nonverbal dialogue, communicators ascribe to each other many beliefs
and thoughts that are not literally expressed in words. Theoretically, the main
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reason is that in normal dialogue, communicators intend to be as economical as
possible when they convey meaning. As Sperber and Wilson [47] observe:

When communicating humans automatically aim at maximal relevance, i.e.
maximal cognitive effect for minimal processing effort. This is the single general
factor which determines the course of human information processing.

The point is that in ordinary communication we only say what we think we need
in order to convey all that we want to communicate. We include the part of the com-
municative iceberg that is beneath the visible surface and hope, due to more or less
contextual or conventional norms for interpretation, that the audience also gets the
part of the message that is beneath the directly visible surface in the way we intend
it to be understood [48].

An everyday example from an organization might be a situation involving a
manager and an employee who talk about a job task. The manager asks ‘Is it possible
for you to look into this?’ The employee interprets this as an informal request, but
the manager, we can imagine, understands this differently. What he means is that he
wants the employee to take responsibility for the task.

The lack of clarity about this might cause a misunderstanding and have negative
consequences. We can imagine that the employee does nothing about the task—he
thinks this is a viable option in the light of the managers’ vague question—and
that the manager after some time discovers that nothing has been done. He says to
the employee: ‘But I asked you to do this!” The employee gets frustrated. He thinks
that the criticism is unfair in the light of what the manager actually asked him—he
thinks that his interpretation of the question was valid.

In this kind of situation, it is always a good question if someone is to blame for the
misunderstanding. Initially, one might think of this in the light of the idea of a social
norm: If there is a common social norm for how an utterance should be interpreted,
and if only one of the parties interpret a message in accordance with this norm, then
the other party is, at least prima facie, to blame for the misunderstanding.

Here, the idea of a social norm can be understood broadly, as a norm in the
whole language community. But it can also be understood more narrowly within
a context or social group, as a way of interpreting what have been established as
part of a culture [8, 43]. If there are many different contextual or group-related
interpretative frameworks within an organization, then this can have a huge
negative impact on organizational communication and, thereby, on organizational
performance.

In many cases one might appeal to such broad or narrow norms in formal or
informal analyses of misunderstandings—one can legitimately argue that a person’s
interpretation is non-standard compared to a relevant norm that it is normal to
defer to. However, in some cases it is far from clear that there are any definite norms
that should govern interpretation. In such cases it is often not justified to blame one
or both communicators for the misunderstanding.

3.4 Relational communication

The abovementioned communication conditions focus on thoughts and
beliefs—information that is expressed and interpreted. The final condition focuses
on a remaining aspect of communication, what one might call the relational aspect
of social interaction: In addition to beliefs and thoughts, senders attempt to convey
attitudes, preferences and values, and communication is only successful if audiences
interpret these mental states as they are expressed by senders.
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The idea of similar interpretation is the same: A sender who intends to convey
a mental state like an emotion, experience or attitude must be experienced in the
intended way by the audience. The immediate consequence of this is that it is not
how a person defines himself as someone who expresses a specific mental state that
defines successful communication of this kind, but how he is experienced by his
audience.

An example might be the attitude of empathy. Consider an employee in an
organization who thinks of himself as empathetic in dialogue with a colleague. The
employee’s understanding of himself does not help for communicative purposes if
the colleague does not experience him as empathetic. Or consider a manager who
defines himself as a friendly person. There might be factors that cause his audi-
ence to experience him differently in a dialogue, for instance, the manager’s body
language. Then, for communicative purposes, he does not appear friendly to his
audience. It is how the audience perceives him that determines how successful the
communication is.

The same goes for a range of other non-conceptual mental states like values,
interests and preferences. The way a sender intends to be understood must cor-
respond to how the audience experiences him. Incongruent communication—com-
munication in which there is an inconsistency between verbal and nonverbal
language—causes uncertainty about intentions and negative interpretations [5].
Fundamentally, the significance of avoiding this kind of communication is con-
nected to the need to clearly express positive attitudes in order to create a positive
culture [49].

Together, the four communication conditions I have outlined can be under-
stood as principles for communication that it is especially important what com-
municators think of. Communication as a process involves many aspects, and the
process can be understood as a cycle: The audience needs to close the communica-
tive loop, and in order to get a confirmation that a message has been received,
senders need to get feedback from the audience [4, 5]. The four conditions above
are core pitfalls that communicators easily can fall into when trying to secure two-
way dialogue.

Turned around, the conditions can also be understood as conceptual resources.
To each condition, there is a crucial question that any communicator can use as a
mental checklist for evaluating the quality of social interaction: (1) Do I have the
attention of my audience? (2) Do we have a shared language? (3) Do we interpret
beliefs and thoughts that are not directly expressed in language in a sufficiently
similar way? (4) Do the attitudes, values and preferences that we ascribe to each
other correspond to what we intend to convey? These questions can be understood
as methodological tools that can be implemented individually or collectively to
sharpen communication practices.

4. Applications

The need to meet basic communication conditions is general and therefore also
of crucial importance in organizations. Such conditions have not, however, been
linked to organizational culture: In the academic literature, the question of how it is
possible to change organizational culture by implementing communication prin-
ciples has not received much attention.

The significance of this question is striking on personal levels. After all, and as
Eisenberg and Riley ([43], p. 316) notes, ‘the most significant information exchange
among organizations has always occurred through personal flows’. However, the
need to focus on communication as part of culture is recognized to be important on
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system levels as well. This has, in particular, been connected to the importance of
creating communicative networks and especially to analyses of how such networks
arise. Nevertheless, as Gailhurst [8] observes, the literature ‘focuses much more on
the creation of networks than their maintenance or dissolution ... [and] this reflects
a serious shortcoming in current theoretical perspectives and empirical research’.
This is the main reason why analyses of communicative cultures are so relevant.
Such analyses can explore how formal and informal communication networks
actually work.

This dependency between communication and the dynamics of cultures has
been addressed in many ways. The important point for the present purposes is that
both on individual and general levels, the four communication conditions above
have striking implications for how it is possible to strengthen communicative
organizational cultures. It is not difficult to understand how this is so.

4.1 A culture for efficient information exchange

Related to the abovementioned initial communication condition about atten-
tion, the most fundamental principle is to create a culture for involving all relevant
persons in communication loops, so that relevant persons are included. Simply put,
if action-guiding information does not reach the attention of relevant recipients,
then members of the organization will not act as presupposed and thereby, at least
typically, not in the best interest of the organization.

This point is of crucial importance on management levels and, more generally,
in analyses of how communication channels should be designed throughout an
organization [38]. It is, however, also significant for individuals, in the light of their
personal responsibility for securing communication. In particular, it is an important
individual responsibility to make sure that one does not become what Varey [27]
labels an ‘information dump’—a person who does not pass on information that
should be passed on.

The amount of information that flows through organizations can be huge. A
crucial communication principle is therefore to avoid creation of too much com-
municative noise—contextual disturbances or transmission of information that
is not necessary or sufficiently important. Furthermore, it is imperative to clarify
the most essential information. A thumb rule in communication theory is that if it
is important to express a message in a clear and concise way, and if it is possible to
state the message in such a way, then this should be done. This will normally be a
matter of formulating the message in a language that expresses clear concepts that
the communicators have a shared understanding of.

Another example of a principle related to attention that can be part of a com-
mon culture is the principle of giving summaries of information. This is something
that typically should be done towards the end of a meeting or a formal talk like an
appraisal interview. Furthermore, many dialogues involve a variety of sub-dis-
courses, and it is not easy to identify the most important information for audiences.
Controlling that information that has been received and digested can therefore be
of crucial importance.

4.2 Creating a shared language

As noted above, barriers of meaning can create communicative gaps. In organi-
zational theory, this has often been connected to barriers of meaning—inconsistent
or even incommensurable ideas of what language means [13]. There are several
ways in which such barriers occur in organizations, but many can be traced to roles,
positions and opposing ideologies.
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More fundamentally, the need to have a shared language can be tied to the
significance of consensus. Brutal disagreement—conflicts—can have a variety of
negative consequences [10, 44]. Many of the conflicts that arise in organizations are
semantic conflicts. They are caused by inconsistent conceptions of what language
expressions mean.

By creating a shared understanding of key concepts as part of a common culture,
it is easier to avoid such conflicts. It is also important to remember that inconsistent
conceptions of what expressions mean can be intimately tied to group thinking
within an organization. Two good examples can be the expressions ‘quality’ and
‘efficiency’. On management levels, interpretation of these expressions is often
influenced by economic-administrative ideology: The word ‘efficiency’ is typi-
cally associated with economic performance and ‘quality’ with observable quality
indicators. On first-line levels, on the other hand, ‘efficiency’ is less connected to
resources, administrative thinking and economy, and ‘quality’ is often associated
with professional standards—Ilike the need to meet medical norms for sound patient
treatment in organizations like hospitals.

If these kinds of inconsistent conceptions of what language mean are not
uncovered, discussions about how it is possible to improve ‘efficiency’ and ‘quality’
can easily escalate into conflicts [13]. When this happens, the real root cause of the
problem is that the parties in the conflicts have inconsistent understandings of the
language that is used. These conflicts are, in reality, pseudo conflicts, and they can
often be resolved in a simple way, by making the opposing parties aware of the fact
that they understand language very differently.

4.3 Creating a culture for norms of interpretation

I emphasized that having a shared language is not sufficient for communication.
When people interpret each other, they do so on the basis of vast and huge assump-
tions about the part of the message that is not directly expressed in language.

As noted above, the concept of a ‘norm of interpretation’ is highly relevant in
analyses of poor and successful communication. Interpretation is always made on
the basis of implicit or explicit norms of interpretation. Common concepts are,
obviously, often used in interaction in organizations, and in such cases interpreta-
tion of utterances is crucially connected to ‘outside’ norms of public meaning. Some
of these norms are explicit, others are more implicit. But no matter which of these
categories relevant frameworks of meaning fall into, senders and audiences need
to have learned the same ‘external’ norms—they need to share a sufficiently similar
interpretive perspective.

It would be too demanding to expect that it is possible to create an organizational
culture in which everyone has the same ideas of how utterances should be inter-
preted by relevant members of the organization. However, some potentially vague
or disputed concepts can often have a central role in organizational discourses. By
creating, as part of the organizational culture, a shared understanding of how these
concepts should be interpreted, it is possible to prevent many unnecessary misun-
derstandings that can easily lead to conflict.

One example could be the concept of an information meeting. There is usually
no fundamental semantic problem with this concept in organizational discourse:
Communicators typically share a core conception of what a meeting is and what
it means to give information in a meeting. Communicators can nevertheless have
inconsistent ideas of how such a meeting should be arranged. Some might think
that it is okay to have discussions in an information meeting. Others might think
that such meetings should only involve one-way communication—typically from
manager groups to employees affected by changes decided on management levels.
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Disagreement about how successful a meeting has been can be caused by these
kinds of inconsistent conceptions.

Another even more everyday example can be the word ‘have’ as in a message “We
have to do this’ about a job task in a business. What does this mean? Some might
interpret such an utterance literally and think that everything is at stake if the
task is not done—that the business will go bankrupt (and a person who thinks this
might react even more negatively if he thinks that it is impossible, within the given
competence or resource situation, to get the job done). Others might think of the
utterance in a weaker way—as a moral suggestion that the task in question merely
should be done. Such misunderstandings can lead to different actions. The moral
interpretation can easily lead someone to give priority to other tasks, and those who
interpret the utterance in this way can end up in a conflict with those who interpret
the utterance in the hard “We have to do this’ sense.

4.4 Creating a culture for communicating positive attitudes

In addition to the informative and action-guiding aspect of organizational com-
munication, many theorists have recognised that manager-employee dialogue has
‘softer’ relational aspects and ‘a human side’ [31]. As Hargie observes, it has been
extensively documented that:

... when we are suffering emotional difficulties, we remember how we are treated
by managers and co-workers ... Concern shown for an employee, especially by

a manager, is veciprocated in terms of increased attachment and loyalty to the
corporation, with a resulting increase in effort ([12], p. 37).

It is first and foremost personal motivation and organizational commitment
that are affected by lack of intimacy [8, 21, 50]. And such attitudes, it has been
recognised, are grounded in well-functioning relations with managers. It has been
extensively documented that employees appreciate communicative managers.

To a large extent, this is a question of being informative and communicating
positive attitudes like concern, care and empathy when this is needed. As noted
above, to really communicate, an attitude involves more than expressing it. It has to
be experienced in the intended way by the audience in the communicative process.

There is, of course, many things individual members of an organization can do
in order to contribute in creating a culture in which practices of communicating
positive attitudes are recognized as important. Furthermore, some persons are,
more often than others, disposed to interpret the world through a negative filter,
and by understanding the importance of having a less negative perspective, indi-
viduals can improve their relations to others [44, 49].

On system levels, collective learning about the importance of good relations can
have individual implications so that the organizational culture as a whole is improved.
Such initiatives can, to a large extent, use resources from positive psychology and
empirical studies, models and theories about job engagement and motivational
behaviour from organizational theory. The potential of such collective learning has,
in particular, been connected to human resource management. Many studies have
shown that there is a correlation between inspiring management and employee moti-
vation and, in turn, between motivation and organizational performance [15, 20].

Again, the point is that when there is a collective focus on this, then positive
changes become part of a cultural improvement. It concerns how something is done
generally. By making the importance of relational aspects of interaction part of a
shared consciousness—as ‘this is how we do it’—then the shared focus will shape
practices in a positive way.
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Much more could be said about the importance of shared implementation of
communication practices. However, doing that would fall outside the limits of this
article. The aim has been of a more general character: I have argued that focusing on
issues related to communication is important for building organizational culture.
The communication principles I have focused on are especially important for the
purpose of reaching this goal, so there is a special incentive for implementing on
them within the organization. But the importance of establishing a communicative
culture is more general.

5. Conclusion

In the literature on organization theory, the dependency between organizational
communication, culture and performance has been recognized and explored in
many ways. Focusing on this dependency falls under what Gailhurst [8] calls a
dialogue perspective on organizational communication generally and on manager-
employee communication in particular:

An individualistic focus produces the tendency to see the leader’s communication in
monologic and transmission terms. A system focus emphasizes meaning as a social
construction through leader-constituent dialogue.

Focusing on organizational culture as a communicative practice falls under the
latter focus and has been tied to the correlation between good ‘two-way’ dialogue
and organizational performance. That there is this kind of correlation and that it
is important have been recognized in the literature. However, there have not been
many studies that have contributed to explaining how this should be understood in
more detail.

The aim of this article has been to contribute to this ‘how’ issue. I have done this
by introducing key concepts from communication theory and explained how the
concepts are relevant for understanding and improving culture. A communicative
organizational culture, I have argued, can be improved by focusing on attention,
language, interpretation and attitudes. In each way these concepts give substance
to the idea of a relational culture—how it can be created, maintained and, most
importantly, developed.

Obviously, much more could be said about communication and culture. In this
sense an important aim of this chapter has been to set a general agenda: Good com-
munication is crucial for establishing a good culture. Consequently, in order to get a
sufficiently rich focus on the significance of organizational culture, future theo-
retical and empirical research cannot ignore organizational dialogue as a research
area. Furthermore, research should not only explore how communication theory is
relevant for understanding organizational culture. There is also a need for scientific
models and principles that can be used in a normative sense to improve culture.
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Chapter 8

Learning Culture as the Enabler of
Business Transformation

Nopriadi Saputva and Ismirviati Nasip

Abstract

Business organizations experience not only episodic but also continuous and
disruptive changes. Those changes make the organization need not only transitional
and developmental but also transformational initiatives. Based on business trans-
formational experience in many prominent companies, organizational culture was
one of eight factors that make transformation fail. Organizational culture plays a
strategic role in business transformations and management. It can be an asset or
liability for business transformation. The development of organizational culture
should not only impact on work engagement but also learning agility of people in
the organization. Based on the impact, organizational culture can be differenti-
ated from the hierarchal-centralistic culture and the learning culture. By using
the concept of culture map, learning culture is mapped and reflected into eight
dimensions: communicating, evaluating, persuading, leading, deciding, trusting,
disagreeing, and scheduling. By mapping the culture gap of the current condition,
management practitioner has a road map for developing the learning culture.

Keywords: business agility, learning culture, culture map

1. Introduction

The discovery and utilization of technology have brought fundamental and
revolutionary changes in the world. These changes have enabled companies to have
better opportunities in creating and delivering value to their customers. The discov-
ery and utilization of mechanization, electricity, and automation technology have
led to Industry 1.0, Industry 2.0, and Industry 3.0. These technologies have enabled
companies to conduct mass production simultaneously non-stop without interrup-
tion 24 hours a day, 7 days a week [1]. The latest developments of the Internet and
the utilization of digital technologies or cyber-physical systems in doing business
have also led the world to Industry 4.0.

Digital technology enables companies to collaborate with different parties wher-
ever and whenever around the world in achieving their sustainable business growth
[1]. In addition to making it easy to collaborate and innovate, digital technology also
brings companies into the VUCA World—a world which makes business become more
volatile, more uncertain, more complex, and more ambiguous [2-4]. The VUCA world
causes the convergence of various defined industries. One consequence of the VUCA
world is that the life expectation of companies has decreased. In 1958, average of a
company’s life expectation that was listed in the Standard and Poor’s 500 was 61 years.
This life expectation had shrunk to 25 years in 1980 and 18 years in 2012. It is even
predicted that a company’s life expectation is going to shrink to 10 years in 2020 [5].
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2. Business agility and transformational initiative

That is why one of the challenges companies face today is the business sustain-
ability. Many companies, especially large companies that become the market
leaders, must be able to adapt quickly by developing business agility [6-9]. Business
agility is the ability of a company to anticipate and utilize business opportunities
and to avoid the negative consequences of changes quickly, flexibly, and decisively
[10]. Meanwhile, business agility is defined as the organizational capability to inno-
vate through collaboration and to anticipate business challenges and opportunities
before these changes occur [7].

There are three types of initiatives that companies can take in adapting to
business environment changes. They are developmental, transitional, and transfor-
mational initiatives [11]. Building and developing business flexibility is a transfor-
mational initiative because it requires fundamental change in culture, behavior, and
mentality of people in the organization as a whole. The initiative has uncertainty
and runs a high risk of failure. The initiative also requires a lot of resources and
the effectiveness of the transformational initiative will have a major impact on the
company’s sustainability.

From the perspective of organizational development (OD), the development of
business agility requires change management capability in open system context. It
is more than individual or group dynamic context. The transformational initiative
is implemented in the context of the organization as an open system where the
business is influenced by the environment and consists of various and interacting
subsystems. In the open systems context, transformational initiatives can be viewed
in four main subsystems. They are organizational goals and values, management
capability, psychological and technical perspective [12]. This chapter elaborates the
development of business agility as a transformational initiative that focused on the
organizational goals and values subsystem only.

Based on research in more than 100 prominent companies, it is discovered that
there are eight reasons why a transformation fails. Those factors are: (1) easy to
compromise with circumstances, (2) not building coalitions that are strong enough
to support the transformation, (3) underestimating the power of vision, (4) not
communicating the vision of transformation intensively, (5) having obstacles hin-
dering the vision of transformation, (6) no transformation to short-term success of
transformation, (7) explain the success of information transformation too quickly,
and (8) make transformation was not part of the corporate culture [13]. Because
corporate culture is an important factor in determining the success of a transforma-
tion, this chapter attempts to further evaluate transformation initiatives to build
business agility from the perspective of corporate culture.

3. Corporate culture as the proposed approach

Corporate culture can be defined as a system of ideas that is developed dynamically
in a social system called business organization [14], contains a set of defined attitudes,
values, behaviors, and expectations [15], gained through shared experiences from
external adaptation and internal integration processes [16], then agreed as the way of
thinking, perceiving, and responding to solve problems [17] and become distinctive
identity which distinguish themselves from other companies or organizations [18].

Corporate culture is an organizational capability that is source of sustainable
competitive advantage (SCA), as long as corporate culture is well managed and
developed by company; produce a positive effect on business performance; difficult
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for other companies to imitate; and only a few companies developed it [19]. An
empirical research has been conducted on eight pairs of companies from eight
different industries. Each pair consists of a successful company and a company with
financial difficulties in the same industry. The research measured and tested every
aspect and how important are the differences between the two groups of companies
when doing business. The research concluded that successful companies have
proven significantly better at six capabilities: managing markets; managing prod-
ucts; managing resources; managing operational systems; managing managerial
systems; and managing corporate culture. Organizational capability in managing
corporate culture is an essential factor and differentiator that distinguishes success-
ful companies and companies with financial difficulties [20].

Previous empirical research has also shown that corporate culture has a positive
and significant impact on an organization’s ability to adapt, innovate, be agile, and
dare to take risks in a turbulent business environment [21-27]. Corporate culture
influences the strategic orientation and financial performance of the company [21].
In the context of corporate globalization, corporate culture plays an important role
in influencing corporate capacity to take risks. Cultural values that prevent uncer-
tainty and harmony have negative effects, while cultural values that have individu-
alism have a positive effect on the company’s ability to take risk [22].

Learning culture has a positive and significant impact on the organizational
flexibility in the port industry [23]. A flexibility-oriented culture or development
culture has a positive and significant impact on adaptability and the ability to inno-
vate [24]. Corporate culture that is focused on novelty has a positive and significant
impact on the strategic flexibility of the company. Although a business culture
focused on efficiency has no influence on strategic agility [25], corporate culture
that is hierarchical—such as bureaucratic, strict with the rules and one directional
from top to bottom, weakens the effect of absorbency on organizational agility [26].
Related to transformational initiatives to build business agility, the business culture
can be an enabler as well as a block for the company in dealing with changes. A
company cannot create a corporate culture overnight, nor can it change a corporate
culture overnight. But we can identify which behaviors are relevant and important
for developing business agility and then we can nurture them in the context of
corporate culture in the whole organization [27].

4. Learning culture as a part of corporate culture

Company as an organization that deals with dynamic changes needs adaptive
capability. The adaptive capability is developed by learning activities individually,
collectively, and organizationally. Those learning activities are not sporadic and
temporary, but they must be conducted systematically and continuously.

Learning has become a culture with learning activities in the company display-
ing four indicators [16]. First is the width indicator. Learning activity is not only
carried out by one or several people but by most people in the company. They come
from various functions and various layers of the organization. Second is the depth
indicator. Learning activity is not an impulsive or temporary behavior, but it has
become a habitual behavior or even become a permanent character. Third is the
integration indicator. Learning activity has been integrated with the main systems
within the company. Fourth is the structural stability indicator. Learning activity
will be conducted continuously. No matter who is the top executive of the company,
no matter who comes in and goes out the company, learning activity is continuously
conducted in the whole company.
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Learning culture is a derivative concept of corporate culture in management
and it comes from the culture concept in sociology. Culture concept refers to AGIL
scheme from the theory of action [28]. AGIL scheme explains that a social system
in order to become sustainable requires four main functions to be considered:
first, Adaptation—how the resources needed by the social system can be fulfilled;
second, Goal attainment—how the social system collectively sets a common goal
and makes it happen; third Integration—how the social system maintains solidity
and coordinates to achieve common goals; fourth, Latency—how the social system
creates, maintains, and passes on relevant values to new members who come later.
Organizational culture is part of the latency function, which is how organizations
create, maintain, and pass down relevant value systems for the sustainability and
future progress of the company to all existing and new employees.

In the early 1980s, two books were published that sparked the development
concept of corporate culture. Those books are In Search of Excellence [29] which
concludes that the difference between high- and low-performing companies is that
they have a strong culture and Corporate Culture [30] which suggests that organi-
zational performance can be improved by strengthening the shared values that are
believed by whole employees in their daily business practices.

The concept of learning culture also refers to organizational culture theory [31],
organizational learning theory [32], and learning organization [33]. Organizational
culture theory explains several things. First, organizational culture is an adaptive
feature of organizations that has an influence on organizational effectiveness.
Second, company founders and top leaders are very influential in instilling values
into organizational culture. Third, organizational culture reflects collective learning
about what works/does not work for dealing with organizational challenges. Fifth,
organizational culture is composed of artifacts, values, and basic assumptions used
by companies in carrying out business practices [31].

Whereas organizational learning theory [32] explains that in facing a chang-
ing environment, organizations are encouraged to create mechanisms to produce
effective actions and then be taught to all organizations so that organizational goals
can be realized. There are two types of learning, namely: (1) single-loop learning—
which occurs when errors are detected and corrected but do not make changes in
principle, and (2) double-loop learning—which occurs when correcting errors and
requires changes in principle [34]. This organizational learning theory continues to
grow and then becomes the basis for the concept of learning organization [33].

Learning organization [33] explains that culture is a pattern of basic assump-
tions learned by groups or organizations to overcome problems in terms of external
adaptation and internal integration. This is considered a valid way and is taught
to new members of the organization as a perspective for overcoming future
challenges. In developing a company into a learning organization, there are five
subsystems that must support one another. Those are learning process, organiza-
tion, employees, knowledge, and technology. The learning process subsystem must
get attention, especially on three things: first, the level of learning that includes
individuals, teams, and organizations; second, the type of learning that are antici-
pative, adaptive, and/or action learning; third, learning skills, which consist of
systemic thinking, mental models, personal mastery, independent learning, and
dialogic processes [33].

The previous researchers have their own definitions and views about learn-
ing culture. Organizational learning culture is an organizational culture that is
directed to encourage and facilitate employees in doing organizational learning,
both individual and group learning, and the learning contributes to organizational
development, performance, and success [35]. Learning culture has the capac-
ity for integrating people and structures to move organizations toward learning
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and sustainable change [36]. Learning culture is viewed as values, beliefs, and
assumptions that encourage the realization of collective learning in the whole
organizations [37].

Learning culture from organizational culture, has a difference or distinctiveness
than other organizational culture such as work culture, service culture, or mutual
culture. Learning culture makes learning as core value of the company. Learning
culture is oriented to the development of human capabilities. Learning culture con-
cerns all stakeholders, stimulates experimentation, and fosters responsible for risk
attitude. Learning culture builds a willingness and openness to learn from mistakes
and promotes open and intensive communication to work together, interdepen-
dence, and knowledge sharing.

5. Impact on work engagement and learning agility

The previous study has proven that corporate culture has positive and significant
impact on work engagement. Employees who have a mindset, value system, and
habits that are relevant to the corporate culture will be encouraged to stay engaged
to the company.

Some concepts that related to corporate culture that have been proven empiri-
cally to be antecedents of work engagement are organizational culture [38-41],
psycho-social safety climate [42], psychological climate [43, 44], supportive
organizational culture [45], service culture [46], safety culture [47], and ethical
culture [48].

Several studies have proven empirically that culture has a significant effect on
work engagement. Learning culture has a positive and significant effect on organi-
zational commitment and job satisfaction [49]. Organizational learning culture has
a positive and significant effect on job satisfaction and customer satisfaction. While
organizational commitment and job satisfaction are also part of work engagement.
As a consequence of this, both studies have indirectly proven that there is a cultural
influence on work engagement [23].

Empirical study on 394 hospitality professionals in the United States have proved
empirically that psychological climate is an antecedent of work attachment as well
as moderating variables on the effect of core self-evaluation on work attachment.
Psychological climate covers aspects of customer orientation, internal services,
managerial support, as well as information and communication. Meanwhile, the
psychological climate has a close concept with corporate culture [44].

Organizational learning culture has a positive and significant influence on affec-
tive commitment and organizational citizenship behavior, and intention to exit.
Affective commitment and intention to exit are also part of work engagement [50].
Workplace ethical culture through mediation from perceived ethical leadership has
a significantly positive effect on work engagement in the whole dimensions—vigor,
dedication, and absorption [51].

A multi-level longitudinal research on 134 employees in Malaysia also proved
that hierarchical culture and empowering leadership significantly impact on work
engagement [52]. But contrary to empirical study by Collier, Fitzpatrick, Siedlecki,
and Dolansky, it has proved oppositely that employee engagement actually has a
positive and significant effect on the application of safety culture by nurses from 25
ICUs in United States hospitals. Work engagement is the antecedent of the culture,
not the culture is an antecedent of attachment [53].

In addition, the learning culture also has a positive and significant impact on
learning agility of the employees. Learning culture will encourage the employ-
ees continuously to carry out learning activities individually, collectively, and
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organizationally in their daily routine activity. In the long term, it will build and
develop learning agility. Learning agility is different from learning ability.

Learning agility is defined as the individual ability to be flexible and speedy in
utilizing experiences to deal with complex and new situations. Learning agility is
reflected in four dimensions: (1) mental agility is the willingness to make difficul-
ties, failures, and mistakes as a vehicle for learning; (2) change agility is enthusiasm
in utilizing the changes that occur as a vehicle for learning; (3) result agility is the
ability to focus on achievement despite being in a complex condition for a long
period; and (4) people agility is the ability to learn from the experiences of others
and collaborate with others in achieving superior performance.

Several studies have empirically proven the impact of corporate culture on
learning. Organizational learning culture together with transformational leadership
has a significant positive impact on organizational learning which then impacts the
learning performance of the agricultural faculty [54]. Learning culture had a posi-
tive and significant effect on learning achievement of 209 nursing students experi-
mentally in three different learning environments [55]. Organizational learning
culture has a positive and significant impact on individual capabilities, especially in
exploration, exploitation, and individual creativity [56].

Study on 475 logistics service provider units in the United States has proven that
learning culture and knowledge management have a positive and significant effect
on human capital [57]. Meanwhile, human capital is knowledge, skills, and abilities
obtained and accumulated through various learning processes such as training,
development, education, and experiential learning [58]. Islamic work ethics has
a positive and significant effect on adaptive performance mediated by innovative
work behavior and moderated by ethical leadership through conducting research on
257 hospitality industry employees in Pakistan. This confirms that the work culture
based on Islamic ethics influences the ability to learn, especially in innovation [59].
Empirical study on 123 lecturers from the Top 100 MBAs in India and proved that
organizational learning culture had a significant and positive effect on motivation
to transfer training, which was negatively moderated by resistance to change and
moderated moderately positive by coaching performance [60].

Learning culture as a corporate culture has been proven from the many studies
which apparently not only impact on work engagement, but also impact on learn-
ing agility of their employees. Learning culture will encourage employees not only
to be engaged with the company for long period, but also endorse employees to
adapt continuous and disruptive changes through their flexibility and speed in
learning.

6. Transforming corporate culture into learning culture

Based on its impact on work engagement and learning agility, corporate culture
can be grouped into three categories: No Impact, Single Impact, and Double Impact.
No impact category is a corporate culture that has no impact or only has a low
impact on work engagement and learning agility. We call this corporate culture a
hierarchical-centralistic culture. Single impact category is a company culture that
impacts on learning agility only or on work engagement only. This category can
make employees engaged-but-not-adaptive or adaptive-but-not-engaged. The third
category is the double impact culture. That is learning culture. Corporate culture
that impacts both work engagement and learning agility. The learning culture
makes employees engaged and adaptive to the business changes (Figure1).

A hierarchical-centralistic culture makes teams or organizations less dynamic.
Because subordinates who deal directly with operational situations on the ground
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Corporate culture category.

do not have the freedom to think and decide which actions will be the best to.
Meanwhile superiors do not have enough information to make quick and right
decisions. As a result, companies experience delays as well as rigidity in the face
of a constantly changing environment. Besides that, in a hierarchical-centralistic
culture, all problems that arise naturally become the authority to think and make
decisions. Employees only accept decisions and carry out task orders.

Therefore, the corporate culture should be transformed from a hierarchical-
centralistic culture to a learning culture. It is important for us to elaborate what the
essential differences between hierarchical-centralistic and learning culture are. By
using the culture map, the hierarchical-centralistic culture has eight tendencies:

1. Hierarchical: In hierarchical-centralistic culture, there is a psychological
distance or power distance between superiors and subordinates. Superiors
treat subordinates inferior so that subordinates are not free enough to express
their thoughts to superiors. Then superiors tend to be closed to the thoughts of
subordinates.

2. Top-down: In a hierarchical-centralistic culture, decisions are made entirely
by superiors. Subordinates are only involved in the process of execution or
implementation.

3.Indirect negative feedback: In hierarchical-centralistic culture, there is often a
sense of reluctance to provide negative feedback to the work team, especially to
superiors, for fear of offending the person.

4.High context: Hierarchical-centralistic culture in communication really cares

about the right ways to convey thoughts, rather than the true intentions
and goals.
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5.Relationship based: In trusting, other people are more inclined based on
relationships that are built. It is hard to trust people who are just known or did
not have a good relationship before.

6. Avoid confrontation: In hierarchical-centralistic culture, people always avoid
arguing to achieve objective and factual thinking.

7. Principle first: In hierarchical-centralistic culture, persuading others is done by
presenting the underlying philosophical principles.

8.Linear time: In hierarchical-centralistic culture, activities are arranged sequen-
tially or one by one, completing one thing first, then continuing to other things
next (Figure 2).

Meanwhile, the learning culture that wants to be developed companies for
enabling business agility development. It has the opposite tendency compared to the
hierarchical-centralized culture:

1. Egalitarian: In learning culture, relationship between superiors and subordi-
nates should be equal. Power distance is strived to be as minimal as possible.
This will make it easier for subordinates to express their ideas and superiors are
open to learning from subordinates.

2. Consensual: In learning culture, decisions made should be the result of a
mutual agreement between the supervisor who is responsible for the results
and subordinates who are responsible for the process.

3. Direct negative feedback: In learning culture, everyone has freedom to convey

negative feedback to anyone. The underlying spirit is to achieve the common good
(collaborative driven), not to bring down other parties (competitive driven).

1. Communications

Low-contmd ... . High-context
2. Evaluating
Direct negative Incdir ¢t nesgative
Feedback feedback
3. Persuading
Principhes-first ... Applications-first
4. Leading
Egalitarian ... . Hierarchical
5. Deciding
Consensual Tap-down
5. Trusting
Task-based Relationship-
based
7. Disagreeing
Confrontational .. . Awvoids
conlrontaton
8. Scheduling
Linear-tima . Fleible time
Hierarichal -Centralistic Learning Culture

Culture

Figure 2.
Hierarchical-centralistic vs. learning culture.
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4.Low context: In learning culture, communication should pay more attention
to the content of messages rather than the way they are delivered. It cares more
about what is conveyed than who delivers it.

5.Task-based: In learning culture, persons should be trusted based on their
ability to complete tasks well, not based on how good the relationship is. Thus,
even new people who join the team can be quickly given the opportunity to get
involved in the problem-solving effort.

6. Confrontation: In learning culture, confrontation or argumentation is the best
way to achieve objective and factual thinking.

7. Application first: In learning culture, others are persuaded based on aspects
of application. How well the new concepts, ideas, or findings can be applied
and provide the expected results. It is not based on philosophical concepts that
become the background.

8.Flexible time: In learning culture; activities are scheduled flexibly. It is more
goal-oriented and accommodates lots of dynamic changes or developments.
More activities are carried out in parallel rather than just serially.

By understanding the culture map that explains the differences in characteristics
between hierarchical-centralistic and learning culture, it makes it easy for us to
carry out transformational initiative in developing corporate culture. By using
cultural elements, the set of behaviors of employees can be directed more in line
with what is expected by learning culture. It is especially the behaviors in com-
municating, evaluating, persuading, leading, deciding, trusting, disagreeing, and
scheduling.

7. Conclusion

Technological developments have brought the companies into industrial revolu-
tion 4.0 and VUCA world, which makes companies experience continuous and
disruptive changes intensively. For protecting their sustainable growth, it is impera-
tive for companies to take transformational initiative. Transformational initiative
is directed to develop business agility as the organizational adaptive capability.

In implementing transformational initiative, corporate culture often becomes an
obstacle or a blocker rather than an enabler. Directing corporate culture into learn-
ing culture is one of the recommended efforts.

Learning culture is a corporate culture that encourages learning activities car-
ried out systematically and continuously on individuals, teams, and organization
scope. The learning culture that is developed will have an impact on work engage-
ment and also learning agility of employees throughout the company. Culture map
can be used as compass to help the management in directing corporate culture into
learning culture.
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Chapter 9

Effects of Information
Technologies on Organizational
Culture: A Discussion Based on
the Key Role of Organizational
Structure

Eser Evdurmazh

Abstract

This chapter discusses the influences of information technologies on cultural
features of organizations with an emphasis on the concept of “organizational
structure” because research shows that organizational culture and organizational
structure are in a very close relationship. In this regard, it argues that information
technologies can have direct and indirect effects on organizational cultures based
on the information technologies’ influences on organizational structures and the
processes, activities, and human relations within these structures. Underlining dif-
ferent and controversial approaches and findings in the literature, this study makes
some deductions by referring to important features of information technologies
and organizational culture. Therefore, the approaches and evaluations given here
are thought to be useful for the practitioners and students who are interested in the
subject and the academic staff who are interested in doing research on this subject.

Keywords: organizational culture, organizational structure, information
technologies, information, knowledge

1. Introduction

Today, information has become the main component of what we produce, do,
buy, and consume. Having an economic value in almost all products and services
that meet the needs of today’s societies, it has been now obligatory for individuals
and organizations to obtain information technologies and to actively use them in
both work and social life domains. Hence, in the current information age, where
information is seen as power, this situation has made it imperative for organizations
to become increasingly information-based and to benefit from information tech-
nologies in many processes and activities.

The intensive use of information technologies in many functions and processes
has also required some changes in organizations [1]. This is due to the fact that
information technologies, unlike traditional technologies, do not only change the
technical fields but also affect the communication channels, decision-making
functions and mechanisms, control, etc. [2]. Consequently, one of the most striking
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developments is on organizational structures that are becoming increasingly
flattened and horizontal. Relatedly, information technologies have begun to take
over the role of middle management, which supports decision-making processes of
senior management and has reduced the importance of this level [3-5]. Similarly,
while information technologies enable managers to obtain faster, more accurate,
and more information [6-8], it also provides lower-level managers with more
information about the general situation of the organization, the nature of current
problems, and important organizational matters [9-12].

Moreover, information technologies also have an important potential in determin-
ing whether organizations have a mechanical or an organic structure [13]. Within
the mechanical organizational structures, people do not have much autonomy, and
behaviors expected from employees are being careful and obedience to upper author-
ity and respect for traditions. In such organizations, predictability, consistency, and
stability are desirable phenomena. In contrast, people in organic structures have
more freedom in shaping and controlling their activities, and being enthusiastic,
creative, and taking risks have important places among the desired behaviors [14].

Accordingly, information technologies begin to influence the cultural values of
the organization over time, through these transformations they create on organiza-
tional structures, processes, and operations. In other words, the fact that organiza-
tional structures are mechanical or organic causes the formation of diverse cultural
values in organizations [15]. Therefore, the desired cultural values in mechanical
organizations are quite different from those in organic structures [1, 16, 17]. In this
context, this chapter deals with the influences of information technologies on cultural
characteristics of organizations along with the reflections of the use of these technologies
on organigational structures and their functioning.

When we look at studies on the relations between organizational culture and infor-
mation technologies, we generally see the studies on the effects of culture on technol-
ogy adaptation or use [18-21], as well as on the effects of certain specific information
technologies and applications (e.g., e-mail use, group support practices, etc.) on some
aspects of any organizational culture [22-31]. However, the number of studies that
consider the use of information technologies as a “whole” and that address “why”
and “how” its effects on organizational culture occurred is still limited. And so, this
chapter aims to examine and discuss the overall effects of the usage and intensity of
information technologies established in organizations on the cultural life within.

In this context, the chapter plan is as follows: Firstly, the basic concepts related to
information and information technologies are included. Emphasis is placed on the
meaning differences between knowledge and information, and their connections
to information technologies are tried to be explained briefly. Secondly, the effects of
information technologies on organizational structure are given particular attention.
The reason for this is that as a system of values, beliefs, assumptions, and practices
[32], organizational culture encompasses many features closely related to structures
of organizations. Thirdly, possible links between organizational structure and
organizational culture are included. Fourthly, important theoretical approaches and
studies on the relationships between information technologies and organizational
culture are provided. Finally, by deepening a bit more and by emphasizing key
points, some important arguments are discussed.

2. Information and information technologies
In the literature, the concepts of information and knowledge are sometimes

expressed by a single term, “information.” However, although the concepts of
knowledge and information are intertwined, they are two different concepts that
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have different meanings and describe different phenomena. The reason for this is
that knowledge is also included in the concept of information as it is transformed
into a commodity when it begins to be processed, stored, and shared by information
technologies.

Becoming the basic elements of today’s economic, social, and cultural systems,
information is obtained in a certain hierarchy. The images are at the beginning of
the process, and the process is completed with a hierarchical staging in the form of
data, information, and knowledge, respectively [33]. Image is located in the first
step of the process. Humans copy the picture of any object and event they previ-
ously perceived by sensory organs. When faced with a similar phenomenon in the
later stages of life, these pictures in the mind are redesigned. We call these pictures
of realities occurring in the human mind as images [33]. The next stage, the data,
contains symbols that represent events and their properties. For this reason, data
are expressed as figures and/or facts without content and interpretation [34].
Information that constitutes the next stage of the process and is mixed with knowl-
edge and used interchangeably is expressed as a reporting of one system’s own status
to another system [33]. In information, associated data are combined for a specific
purpose. Therefore, we can explain information as meaningful data [35]. Knowledge,
on the other hand, is defined as personalized information that allows people to
fully and accurately grasp what is happening around them and manifests itself
in the form of thoughts, insights, intuition, ideas, lessons learned, practices, and
experiences [36]. According to Kautz and Thaysen [37] who stated that knowledge
is found only in the people’s minds, knowledge is, therefore, a subjective formation.
In other words, knowledge is the form of information enriched with interpretation,
analysis, and context [38]. However, here, it should be emphasized again by high-
lighting a very important issue that knowledge is also accepted as information when this
knowledge begins to be processed, stored, shared, and used over information technologies.
Therefore, after this, when talking about information, one should consider not only
the information created by the data brought together in a meaningful way but also
the knowledge shared and used over information technologies.

On the other hand, information technologies, used as the most important tool of
generating value today, are defined as the technologies that enable processes such as
recording and storing data, producing information through certain operational pro-
cesses, and accessing, storing, and transmitting this produced information effectively
and efficiently [39-46]. The term information technologies is used to cover computer
and electronic communication technologies, as they are now inseparably intertwined
in literature and everyday use and are generally used in this way [47]. In this context,
data processing systems, management information systems (MIS), office automation
systems, executive support systems, expert systems, intranet and extranet, electronic
mail (e-mail), group applications (groupware), database management systems,
decision support systems, artificial intelligence, and telecommunication systems can
be given as examples of information technologies [33, 48, 49].

3. Information technologies and organizational structure

Towards the end of the twentieth century, the rapid changes with the impact
of developments in information technologies led to the emergence of customer
satisfaction-based, learning, knowledge-based, and constantly changing organiza-
tions [50]. The fact that organizations have become considerably information-
based and benefit from information technologies intensively in their activities
and processes has made also the changes in their organizational structures manda-
tory [1]. Accordingly, the effects of information technologies on organizational
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structure will be summarized under the subtitles of differentiation, centralization,
and standardization/formalization, which are the three main components of
organizational structure [15].

3.1 Effects of information technologies on differentiation

Differentiation within an organization occurs in three ways: Specialization/
division of labor, horizontal and vertical differentiation, and hierarchy and size
[15]. Specialization refers to the amount of different expertise or types of work
[51, 52]. Specialization generally increases the number of subunits and makes
it harder to understand the larger structure that people contribute to with their
skills and expertise [53]. Information technologies have the potential to reduce this
tendency by providing more access to information and experts at this point. In this
way, access to information resources provides synergy [54].

Vertical and horizontal differentiation refers to the amount of hierarchical
levels in an organization [55]. Information technologies, with the support of
problem solving and decision-making, lead to the emergence of more flattened
organizational structures as they require fewer levels within the hierarchy [56].
Since information technologies give employees in lower positions more autonomy to
harmonize their activities, this can allow them to find and try better methods while
performing their work. In this context, we can increasingly see that organizational
structures have become horizontal and strengthened and that virtual organizations
have begun to emerge as the most cost-effective structure [17].

In terms of hierarchy and size, Heinze and Stuart [4] argue that the mid-level
management staff is unnecessary, increases bureaucracy, reduces efficiency, and
has no function in organizations any more. Since most of the tasks performed by
mid-level executives can be fulfilled by computers, both less costly and faster, infor-
mation technology has begun to take over the role of mid-level management, which
supports the decision-making process of senior management [5]. Sharing the same
opinion, Fulk and DeSanctis [57] also stated that the largely witnessed situation in
modern organizational designs is the reduction of intermediate-level managers and
administrative support.

3.2 Effects of information technologies on centralization

Centralization points to the extent to which decision-making power within an
organization is scattered or centered [58]. Due to increasing local and global compe-
tition, many companies have started to leave their strategic decision-making task
further down the organization to benefit from the expert people with more precise
and timely local knowledge [10]. Information technologies affect these efforts
directly in two ways. Firstly, information technologies increase local knowledge by
contributing to obtaining closer information about market trends, opportunities,
and customers. Secondly, information technologies can create synergies for organi-
zations because, thanks to information technologies, communication and coordina-
tion between distributed decision makers, central planners, and senior managers
can be realized more effectively and efficiently [59].

However, whether information technologies will lead to centralization or
decentralization is a very controversial question. Regarding centralization, it
enables managers to acquire faster, more accurate, and more information, reduces
uncertainty, and allows them to make decisions that they cannot make before
[6-8]. Conversely, by the use of other forms of information technologies (e.g.,
electronic bulletin boards), decentralization provides more information to lower-
and mid-level managers about the general situation of the organization and the
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nature of current matters and problems [9-12]. Raymond et al. [60] argued that
because information technologies facilitate the use and transmission of informa-
tion by all levels and units in the organization, it enables top management, which
is the decision authority, to be disabled in certain areas and the decentralization of
control. Thach and Woodman [61] maintained that this is due to the fact thatasa
result of sharing information at lower levels with the help of information technolo-
gies, this power of senior management has decreased to a certain extent, and the
knowledge and participation of the staff in organizational matters have increased.
The literature shows that information technologies allow both centralization
and decentralization. Researchers are in the agreement that information technolo-
gies make it possible for organizational managers to leave their decision-making
power to a large part of the hierarchical levels without compromising the qual-
ity and timeliness of the decision [62, 63]. Keen [64] combined the concepts of
centralization and decentralization and used the term “federated organization” in
which organizations do not have to choose either because information technologies
simultaneously allow centralization-decentralization [64, 65].

3.3 Effects of information technologies on standardization/formalization

Formalization is the process of detailing how activities are coordinated for
organizational purposes in order for employees and organizational units to respond
routinely to recurring situations [51, 66]. Formalization involves rules, instructions,
shared values, and norms [67]. In fact, formalization is based on the objective of
more efficiency and less uncertainty [13].

Information technologies provide the ability to reduce the negative effects of
formalization by facilitating the documenting and retrieving of information on
organizational occurrences and endeavors that make behaviors and processes more
consistent through formalization [63]. The more information technologies assist in
reducing search times and preventing downtime, the more the administrative cost
of formalization decreases and the productivity increases, which ultimately benefits
the path to innovation [68].

4. Organizational structure and organization culture

Different organizational structures lead to the development of different cultural
values [15]. The fact that the structure which an organization has established to
control its activities and is defined as a formal system consisting of duties and
authority relations is mechanical or organic causes the emergence of completely
different cultural values, rules, and norms [69]. While mechanical structures
are vertical, highly centralized, and almost everything in them are standardized,
organic structures are horizontal, decentralized, and based on mutual adaptation
[14]. People feel relatively less autonomous in vertical and centralized organiza-
tions, and being careful, obeying the upper authority, and respecting traditions are
among the desired behaviors. Therefore, in a mechanical organizational structure,
there are cultural values where predictability and stability are important [69]. In
contrast, in horizontal and decentralized organizations, people can freely choose
their own activities and control them. Creativity, courage, and risk-taking are given
importance as desired behaviors. Therefore, organic structures contribute to the
formation of cultures that value innovation and flexibility [15].

Organizational structure is also important for the development of cultural
values that support integration and coordination. In a structure with stable task
and role relations, sharing of rules and norms is more since there will be no
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communication problems and the information flow will be fast [70]. In organiza-
tions where the sharing of cultural values, norms, and rules is at a high level, the
level of performance also increases [15]. Particularly in team or matrix structures
where face-to-face communication is intense, the sharing of these cultural values
and common reactions to the problems develop more rapidly [9].

Whether an organization is centralized or not causes different cultural values
to emerge. In decentralized structures, authority is divided into subordinate levels,
and an environment is created for the formation of cultural values in which creativ-
ity and innovation are rewarded [13]. Employees are allowed to use the organiza-
tion’s resources and work in projects that they want, by spending some of their time
in these projects, thus contributing to the production of innovative and creative
products and services [15]. The structures of such organizations constitute the
cultural values that give their employees the message “as long as it is in the interest
of the organization, it is okay to do things in an innovative and the way you want.”

Conversely, in some organizations, it may be more important for employees
not to decide on their own and all activities to be followed and controlled by their
superiors. In such cases, a centralized structure is preferred to create cultural values
that will ensure accountability and obedience [71]. Through norms and rules, all
employees are expected to behave honestly and consistently and inform their supe-
riors about wrongs or mistakes, because this is the only acceptable form of behavior
within these structures [72].

5. Information technologies and organization culture

Since working on the factors that determine the consequences of the adoption
and use of information technologies, researchers have focused on people’s beliefs,
values, assumptions, and codes of conduct. As a result, they have given names to
this research field such as “socio-technical systems,” “social system,” “social struc-
ture,” and most recently “culture” [73]. For example, Markus and Robey [23] using
“social elements” and Barley [26] using “social system” or “social structure” tried
to explain this phenomenon. When examined more closely, it is seen that the details
that these authors emphasize while depicting the case are the assumptions, beliefs,
and values that exist in common among the group members, and this corresponds
to the definition of organizational culture.

Research examining the relationships between information technologies and
values, beliefs, and norms belonging to a particular group has gone through certain
stages and used rich and complex research models to explain the relationships in
each of these stages [74]. In the first studies on information technology applica-
tions, it has been suggested that information technologies cause changes in various
organizational phenomena including structural features and thus have certain
effects on organizations [74]. For instance, in some studies on adoption of group-
ware software, several researchers have used this deterministic approach to describe
how groupware use affects communication and collaboration among employees and
their productivity [27, 28]. These studies assume that certain results will certainly
emerge after the adoption of information technologies, without considering the
motives or activities that shape the use of information technologies by managers
and employees. Like much more deterministic studies, these authors often assumed
that information technologies would have predetermined influences on the adop-
tion of information technologies, regardless of the environment in which informa-
tion technologies were applied, how they were applied, and the users’ specific
behaviors and particular purposes.
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The second group of views concerning the relationships between organizational
culture and information technologies includes the fact that information technolo-
gies are seen as a tool that can be used for any change that managers desire to make
in organizational practices [22]. In studies in this approach, researchers believe that
there is a wide range of possibilities to identify changes in organizational culture,
structure, processes, and performance [22, 75]. Researchers from this tradition
presume that with the right choice of information technologies and appropriate
system design, managers can achieve whatever goals they desire.

These works were mostly adopted in the 1980s and reflect a perspective that
managers think can manipulate organizational culture in the way they want. Often
called “management and control,” “a functional or instrumental approach” to
organizational culture, this methodology has caused serious debate in the literature
[76]. This approach attributes great powers to the management level in this regard,
which conflicts with anthropologists’ views that culture cannot be consciously con-
trolled and goes much deeper to understand it [76]. Robey and Azevido [77] also do
not accept the rational thought on the assumption that culture can be manipulated
directly in this way.

Studies with this rational perspective in the information technology literature
assume that managers can use information technologies as a leverage to make
changes in the norms of behavior, strategy, structure, and performance among
members within the organization. For example, in studies on group support systems
(GSS), we find managers’ beliefs that they can use collaborative technologies to
create a more cooperative organizational culture. This perspective was not accepted
by Karsten [78] and some experimental research on GSS [30, 79]. Organizational
necessity is no longer accepted, as it is viewed by information technology research-
ers as an overly simple approach [23, 80].

Researchers who take another approach suggest that information technolo-
gies and organizational culture can interact with each other to produce various
results [22, 23]. These results can be in the form of adoption and effective use of
information technologies (if there is a harmony between organizational culture
and information technologies) or user reluctance, refusal, or sabotage (if no fit).
Researchers who have been working on information systems since the 1980s have
focused on understanding information technology features and functionality that
cause effective or problematic information technology applications and the inter-
action between users’ values, assumptions, and other elements of organizational
culture. In this regard, Romm et al. [81] argued that many forms of information
technologies comprise cultural assumptions embedded within themselves and these
assumptions may conflict with existing values of a particular organization. The
authors argued that these embedded assumptions present information technolo-
gies as a “cultural boundary” and that a cultural analysis should be made to predict
compliance or incompatibility. The authors in this approach warn managers to think
of organizational culture as a binding limitation in information technology applica-
tions. In a warning by Pliskin et al. [76], managers are advised not to try to change
the culture of the organization. Regarding this issue, Orlikowski [30] cites Lotus
Notes (a group software) application at Alpha Corporation, a consultancy company.
In this example, this system, which was established by the CEO of the company
only with the benefits to be obtained, did not create the expected effects, became
unsuccessful, and disappointed due to reasons such as no cultural analysis and
inadequate training. Employees responded to the use of Notes with resistance and
refrained from using it. The reason for this was that the employees in this organi-
zation, which had a competitive culture where information was seen as a power,
avoided sharing information with others. As a result, this incompatibility between
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the collaborative culture that Notes had in itself and the competitive culture of the
organization in question had failed this application of information technologies.

In a different approach, it is stated that information technologies and culture are
not fixed and they are more flexible in terms of change [23, 75]. Managers in this
approach may set specific goals for the use of information technologies, but actual
results of the use of information technologies are not deterministic, and results cannot
be predicted or controlled even under the best conditions [23]. The effects of informa-
tion technologies are not deterministic because technology has interpretable flex-
ibility considering that it can have different meanings for different employees. Similar
technology can be interpreted in a different way by distinct people, based on certain
assumptions, beliefs, and values. Robey and coauthors [24, 25], for instance, showed
that it would be an empty attempt for organizational managers to try to intentionally
manipulate the effects of these technologies, since there are many ways that diverse
employees can configure a particular technology in different social environments.

Gopal and Prasad [31] also achieved similar results in their work on group sup-
port system (GSS), claiming that for researchers seeking fixed laws or regulations
on how information technologies affect user behaviors, this would be an impossible
goal to pursue. Conversely, the results of using information technologies depend on
the symbolic meanings that information technologies have for a particular user. This
work of Gopal and Prasad [31] expresses similar results with the work of Barley [26]
and Robey and Sahay [25]. The authors stated that the symbolic meanings of certain
technologies for users affect their perceptions of information technologies and their
specific behaviors.

6. Discussions

In the light of the above-mentioned approaches, arguments, and important
studies in the literature, it will be useful to discuss some important points by
deepening a little more and by emphasizing the key features related to the concepts
of information, information technologies, and organizational culture.

First, organizational culture is a complex phenomenon that develops and changes
in a historical process [32, 82, 83]. Thus, although it might seem like a plain and simple
concept, organizational culture includes many subdimensions and processes. When
considered as a complex pattern of these interactions of many factors with each other,
itis also a difficult process to identify the direct and indirect effects of information
technologies on organizational culture within this cluster of relationships and interac-
tions. Moreover, culture is not a phenomenon that changes and develops in a short time
and is therefore open to manipulations of managers. On the contrary, from this point
of view, it is not possible to easily achieve control over cultural changes, and it is neces-
sary to go much deeper [76]. So, it is not rational to expect that the rapid developments
and changes in information technologies will cause changes in cultural characteristics
at the same speed. In this sense, it could be inaccurate to seek direct relationships
between two phenomena in question, whose rates of change are quite different.

Second, for cultural changes, there must also be changes in the basic assump-
tions, beliefs, and values on which the culture is built [84]. It would be misleading
to expect little or intensive use of information technologies to cause changes in these
rooted assumptions. For the desired changes in these basic assumptions, beliefs,
and values, it is necessary to design the structure accordingly, to recruit employees
who are qualified for the targeted culture, and to set ethical values and property
rights to employees in accordance with this culture [15]. In this sense, information
technologies may only catalyze the contribution of organizational structure to
organizational culture.
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Third, there are many and different types of hardware and software that fall
under the scope of information technologies. It is not logical to accept all of them
as homogeneous technologies in all aspects (with the same functions and features,
similar usage areas, standard conditions they are applied, similar intentions, and
behaviors of all users), and it can be, therefore, misleading to carry out research
under a single “IT” concept from this perspective. The reason for this is that, as
stated in the sections above, cultural features of each information technology
application or product embedded in it might be different. The interactions between
the cultural characteristics of the environment in which information technologies
are applied and the unique cultural contents of information technologies may cause
different results on the culture of the organization.

Fourth, contrary to what is believed, some of cultural features that we anticipate
to support information technology applications and products may be interpreted
otherwise by diverse people contingent on different assumptions, beliefs, and
values. In fact, Robey et al. [24, 25] showed that managers cannot control the effects
of these technologies, since different users can configure a particular technology
in numerous ways in different social environments. Also, Gopal and Prasad [31]
argued that this would be an impossible achievement for researchers looking for
fixed laws or regulations on how information technologies affect user behaviors.

Fifth, information technologies were defined above as technologies that enable
processing, storage, and sharing of information. The key concept in this defini-
tion is “knowledge-based” information and not the technology itself. Therefore,
what makes information technologies essential and important is the information
itself. According to the definition of knowledge, the most significant character-
istic that differentiates it from information is its being a product of the human
mind [37]. Because knowledge is the interpretation of information and expresses
the value produced from it, qualifying information technologies as good-bad,
useful-useless, and necessary-unnecessary can be a meaningless evaluation. So,
the basic thing that creates value-added for organizations is not the technology
used but the information itself, which is processed, stored, and shared on this
technology. In this context, even if it is the latest, most advanced, and most
expensive technology in the world, if the organization does not have a qualified
human resource capable of producing knowledge that will create value-added, an
appropriate organizational structure and culture that will activate this creative
potential, and a management approach, all investments in these technologies will
also be wasted.

7. Conclusions

This chapter has aimed to examine the impacts of information technologies
on organizations’ cultures, and for this purpose, a special emphasis is given to the
concept of “organizational structure” within the theoretical framework presented
above. The most important reason for this is that relevant literature shows that
organizational culture and organizational structure are in a very close relationship.
Indeed, when the question items in the Denison organizational culture scale [85],
which is the most frequently used in the literature, are examined, it is possible to see
that most of these items point to many features of organizational structure concern-
ing centralization, formalization, and differentiation dimensions. Therefore, it is a
very rational approach to expect that information technologies can have direct and
indirect effects on organizational cultures based on the influences of information
technologies on structures of organizations. However, it should be underlined that
different and controversial approaches and findings in the literature mentioned
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above on the relations between information technologies and organizational culture
generate question marks in the minds as well.

In this regard, it is already quite difficult to draw a clear picture of the impacts of
information technologies on cultural characteristics of organizations. The number
of studies on the subject in the literature is still very limited. Accordingly, it is
necessary to underline the great need for interdisciplinary studies in this field. But
still, this study argues that the main factor that determines the actual impact and
value of information technologies, which have become an integral part of human
life in today’s world, is the information itself rather than technology, and it should
be kept in mind that information technologies can only function as a means or tool
in this knowledge-based social, economic, and cultural life. In other words, the
determinant of the benefits, meaning, and importance of information technologies
might be the conditions created by organizational factors such as cultural environ-
ment and organizational structure where knowledge is created, developed, and
used and human resources have become the most important capital element and
source of wealth.
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