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Abstract:

The concept of culture is closely linked to the concept of knowledge and knowledge as social
capital. To understand the impact of organisational culture on organisational behaviour
(individual and collective) means to understand how knowledge (formal/informal), which is a
result of the interaction (formal and informal, past and present) among staff members and
between staff members and their external environment, influences individuals’ behaviour,
effectiveness and efficiency at work. The purpose of our study, conducted on a representative
sample of Slovenian population, was to answer the question to what extent variables
describing societal and organisational culture predict psychological variables of employees'
attitudes towards work, 1ie. their job satisfaction and organisational commitment.
Characteristics of culture at the society and organisational levels, human resource
management practices and organisational climate as explicit elements of organisational
culture influence employees’ attitudes towards work and their workplace. The knowledge that
individuals have and transfer from their social environment to the organisation, and the
knowledge of how things are done in the organisation affect key psychological variables
explaining behavioural intentions and behaviour of employees in the workplace. Knowledge
is a historical phenomenon in an organisation and has not only a denotative, but also an
evaluative — affective role.

Keywords: organisational culture, societal culture, organisational knowledge, satisfaction,
commitment.
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1. INTRODUCTION

The concept of culture is closely linked to the concept of knowledge and knowledge as social
capital. In social sciences, culture is defined as a phenomenon that results from learning of
members of a community. One of the first psychological definitions describes culture as
“learned solutions that have been adopted because they brought the desired results” (Ford,
1942, in Kroeber & Kluchkohn, 1952, pp. 107); it represents pragmatic, connotative and
denotative knowledge of staff (Diener, Scollon, Oishi, Dzokoto & Suh, 2000). At the
organisational level, Schein (1992, pp. 12) describes organisational culture as basic
assumptions adopted by a group in the process of learning through solving problems of
external adaptation and internal integration, and passed on to new members as the right way
of perceiving, thinking and problem solving. Culture is that public and tacit knowledge of an
organisation that determines the description and interpretation of events within the
organisation, how things are done in the organisation, and why certain things are done at all.

The understanding of organisational culture and societal culture as something that staff “has”
and not something that staff “is” (Smircich, 1983), and related quantitative studies of culture,
was further strengthened with the establishment of economic theories recognising the role of
the human factor in organisational efficiency and the overall social, economic and political
functioning of the state (Adjibolosoo, 1993). The postmodern management model in theory
and practice established the importance of resources that are valuable, rare and not easy to
imitate (Barney, 1986; 1991). Culture and its carriers — people — are one of such resources
(Becker & Gerhart, 1996).

1.1. The concept of culture, climate and organisational knowledge

Culture is a phenomenon present at various levels, i.e. from the level of an individual, which
Brandtstadter (1999, pp. 41) calls personal or subjective culture, to the level of an
organisation, profession, race, gender, social class, state and society (Hofstede, 1997).

The fact that culture is so multifaceted causes a lot of confusion when defining and
operationalising the concept. Manifestations of culture can be compared to the layers of an
onion, arranged from the interior to exterior depending on how concrete they are, to what
extent external observers recognise them and staff members are conscious of them, and their
variability (Brislin, 2000; Hofstede, 1997; Hofstede, Neuijen, Ohayv & Sanders, 1990;
House, Javidan, Hanges, & Dorfman; 2002; Rousseau, 1990; Schein, 1992; Trice & Beyer,
1993; Trompenaars & Woolliams, 2003). The layers of culture described by ideologies (Trice
& Beyer, 1994), basic assumptions (Schein, 1992), cultural values (Hofstede, 1980; Schwartz,
1999) and norms (Rousseau, 1999; Schwartz, 1999) are the primary elements of culture. The
explicit layer of culture consists of behavioural and material elements. Material products of
culture include various elements such as symbols, buildings, transport routes, clothing, tools,
utilities, language and stories. Its behavioural elements range from simple (rituals) to complex
(societal institutions) (Hofstede, 1985; 1997; Rousseau, 1990; Schwartz, 1999). The degree of
their formalisation increases with complexity. Explicit elements of culture include formalised
norms/rules and formal behavioural patterns reflected in the formal organisational structure,
formalised principles, techniques and practices of management (Rousseau, 1990).

At the organisational level, the explicit layer of culture, particularly practices as elements of

culture, collides with a well-established and relatively effective concept of organisational
climate, established in studies of organisational behaviour before the concept of
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organisational culture by Lewin (1952, in Dennison, 1996). In contemporary studies of
organisational culture that use questionnaires with descriptive statements, measuring
organisational climate through perceptions of practices, especially human resource
management (HRM) practices, has blurred the differences between the concepts of
organisational climate and culture. Although some authors (e.g. Trice & Beyer, 1993; Schein,
1992) strongly oppose it, the boundaries between both concepts are nowadays very blurred
(Babnik, 2010; Susanj, 2000).

However, culture as a collective phenomenon present at various levels, and culture as a
multifaceted phenomenon is not related only to the concept of organisational climate.
Characteristics and functions of culture, with the focus on providing guidance and thus the
basic security of an individual and a group, and on ensuring the efficiency of staff and its
members, may also be associated with the concept of organisational knowledge. Knowledge
is usually defined as a mixture of insights, interpretations and information (Schultz, 2001).
Three dimensions are critical for understanding knowledge in the organisational context. The
first dimension specifies the level where knowledge resides: individual, group or
organisational level (Huysman, 2000). The second dimension differentiates between explicit
(formal, systemic, easily codified and communicated) and tacit (highly personal, context
specific, difficult to codify and communicate) knowledge (Nonaka, 1994). Organisations
acquire theoretical knowledge by employing freshmen, hiring consultants, sending employees
to training courses, educational programmes, etc. Thus acquired knowledge becomes practical
if it is used to detect and correct problems or errors and to carry out work, if it is accepted and
shared within the organisation. In the language of culture, the practical/theoretical dimension
of knowledge is associated with the formal/informal nature of cultural manifestation.

1.2. Models for explaining the role of organisational culture in employee and
organisational performance

To understand the impact of organisational culture on organisational behaviour (individual
and collective) means to understand how knowledge (formal/informal), which is a result of
the interaction (formal and informal, past and present) among staff members and between
staff members and their external environment, influences individuals’ behaviour,
effectiveness and efficiency at work. In the history of researching the impact of culture on the
behaviour of individuals, groups and organisations, numerous models have been developed in
attempt to explain the impact of organisational and societal culture on individuals (their
attitudes towards work and the workplace, and their behaviour at work) and on the
effectiveness and efficiency of organisations. In the frames of the concept of organisational
climate, the first such model was developed by Likert (1961, quot. Kopelman et al., 1990, pp.
294). Based on Likert’s model and the model by James and Jones (1974), the model
developed by Kopelman et al. (1990) is probably the most comprehensive model to date
explaining the impact of societal and organisational culture on organisational productivity
(Figure 1). The model by Kopelman et al. (1990) assumes that within societies only small
differences exist in organisational culture; they are determined by the implicit layers of
culture brought by individuals to the organisational environment, and strengthened by the
institutionalised norms and rules of that particular society. Therefore, societal culture to a
large extent determines organisational culture, while the societal context determines HRM
practices established in organisations. HRM practices such as hiring, employee training and
development, and rewards have both a direct and indirect impact on the productivity of
organisations. Organisational climate determines employees’ affective and cognitive
responses, motivation and behaviour, which is reflected in organisational productivity.
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Parts of the model were tested by numerous authors, especially the part describing the
relationship between organisational climate and employees’ attitudes and behaviour (e.g.
Burke, Serafin, Salvador, Smith & Sarpy, 2008). However, due to its complexity, the model
has not yet been tested in its entirety. It has also not been linked to the concept of
organisational knowledge even though HRM practices and systems are most directly related
to knowledge management in organisations (Fister, 2004).

Figure 1: “Climate, culture and productivity”” model

Societal culture

\ 4

N Cognitive and Work
»”|  HRM practices Organisational q J—e
Organisational ia it L affective H»| performance | Orgamsa@gnal
culture chmate LCSPRISES productivity

Source: Kopelman et al., 1990, pp. 289.

The main purpose of this paper is to describe and explain to what extent the variables of the
societal and organisational context influence employees’ attitudes towards work and their
workplace. More specifically, it aims to answer the following research question: to what
extent the variables describing the societal (societal culture) and organisational context
(organisational culture, HRM practices and organisational climate) predict the psychological
variables of employees' attitudes towards work, i.e. their job satisfaction and organisational
commitment. In accordance with recommendations by certain authors (e.g. Denison, 1996;
Rousseau, 1990), in the operationalisation of the concept of societal and organisational culture
we took into account its complexity (the layer of values and the layer of practices). Culture
was operationalised as perceptions of dominant values, and climate as perceptions of
dominant practices.

2. METHODOLOGY

2.1. Participants

The study was conducted on a sample of 824 employees of organisations from different
sectors (manufacturing and services) and with different ownership structure (public, private,
mixed). The biggest share of participants (44.5 %) carry out executive work, followed by the
middle management and professionals; the lowest share of participants are managers (9.1 %).
Men and women are relatively evenly represented in the structure of participants. The biggest
share of participants are aged between 21 and 50, with only 6.8 % younger than 20 and 4 %
older than 51. Most participants have worked for their organisation for more than 21 years.

2.2. Measurement tools: questionnaires and rating scales
Questionnaires used in the study include measures of societal cultural values and practices,

organisational cultural values and practices (organisational climate), employee satisfaction,
and demographic data. Table 1 describes the measures used.
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3. RESULTS

In order to answer our research question, we used multiple regression analysis. A multiple
regression model was developed on the basis of the theoretical model developed by
Kopelman et al. (1990). Individual variables were entered in the model using the method
“enter”. In the first step, we entered dimensions of societal values, in the second step
dimensions of societal practices, in the third step dimensions of organisational culture, in the
fourth step dimensions of HRM practices, and in the fifth step dimensions of organisational
climate. A multiple regression model was used for each dependent variable, i.e. job
satisfaction and organisational commitment.

Table 2 summarises the results of the multiple regression analysis for the dependent variable
“job satisfaction”. The whole model (step 5) explains 21 % of (adjusted) variance in the
ratings of overall job satisfaction, with 79 % of variance in employee satisfaction remaining
unexplained. The first step — societal values does not have a statistically significant predictive
power. In the second step, societal practices were entered in the analysis. The change in the
explanatory power of the second step according to the first step is statistically significant (F =
5.23; df' 1 =9, df 2 = 805; p = 0.00). In the third step, we added dimensions of organisational
culture. The change in the explanatory power of step 3 according to step 2 is statistically
significant (F = 3.46; df 1 = 4, df 2 = 806; p = 0.01). However, step 3 increases the share of
explained variance only by 1%. In step four, we added to the variables societal values,
societal practices and organisational culture dimensions of HRM practices. The change in the
explanatory power of step 4 is statistically significant (F = 12.9; df 1 =9, df 2 =792; p =
0.00). The fourth step explains 17 % of total variance in employee satisfaction. Step 5
(entering dimensions of organisational climate) statistically significantly contributes to the
prediction of employees’ job satisfaction (F = 10.24; df 1 = 4, df 2 = 788; p = 0.00), and
increases the share of explained variance to 21 %.

Table 2: Multiple regression analysis for predicting job satisfaction on the basis of the variables societal and
organisational context

Step1 | StEP2 | STEP 3 | STEP 4 | STEP 5
SV SV SV SV SV
SP SP SP SP
oC oC oC
HRM HRM
OCL
R 13 27 307 45" 497
R prilagoicni) ,01 ,05 ,06 17 21
AR” ,02 05 027 127 047

¥ ...p<0,01, ... p<0,05.

SV — societal values (societal culture); SP — societal practices (societal climate); OC — organisational culture
(organisational values); HRM — human resource management practices; OCL — organisational climate
(organisational practices)

Table 3 summarises the results of the multiple regression analysis for the dependent variable
“organisational commitment”. The whole model (step 5) explains 37 % of (adjusted) variance
in the ratings of employees’ organisational commitment. In the first step, we entered societal
values in the analysis. The first step is statistically significant for the prediction of employees’

" Degrees of freedom (df).
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organisational commitment. In the second step, we added societal practices. The change in the
explanatory power of the second step is statistically significant (F = 7.02; df 1 =9, df 2 = 805;
p = 0.00). Societal values and practices together explain 11 % of variance in employees’
organisational commitment. In the third step, we added dimensions of organisational culture
which statistically significantly contribute to the explanation of differences in employees’
organisational commitment. The change in the explanatory power of step 4 (entering HRM
practices) is statistically significant (F = 24.25; df 1 =9, df 2 =792; p = 0.00). Step 4 explains
31% of total variance in the ratings of employees’ organisational commitment, and thus
improves the predictive power of the model by 18% compared to the previous three steps.
Step 5 (entering dimensions of organisational climate) statistically significantly contributes to
the prediction of employees’ organisational commitment and increases the share of explained
variance to 37 %.

Table 3: Multiple regression analysis for predicting employees’ organisational commitment on the basis of the
variables societal and organisational context

Stepl | Step2 |  STEP3 | Ster4 | STEP 5
SV SV SV SV SV
SP SP SP SP
0C oC 0oC
HRM HRM
OCL
R 26 37 397 58" 63
R (rilagojeni 06 11 13 31 37
AR? 07" 07 027 187 07

EX3

...p<0,01,7...p<0,05.

SV — societal values (societal culture); SP — societal practices (societal climate); OC — organisational culture
(organisational values); HRM — human resource management practices; OCL — organisational climate
(organisational practices).

4. DISCUSSION

The results of the multiple regression analysis show that the power of the variables societal
and organisational context to predict employees’ job satisfaction is lower than their power to
predict employees’ organisational commitment. This confirms that the two employees’
psychological responses to their work and workplace are qualitatively different phenomena.
Furthermore, the role of implicit elements of societal culture is different for predicting both
variables of employees’ attitudes towards their work and workplace. Employee satisfaction is
less influenced by the implicit elements of culture, suggesting that their satisfaction is mainly
a response to their workplace “here and now” which is relatively independent of an
individual’s values and the perceived values of society. Organisational commitment, on the
other hand, is a cultural phenomenon that is not only indirectly (through determining lower
cultural layers and levels) but also directly determined by the implicit societal culture. In
accordance with the model by Kopelman et al. (1990), perceptions of practices carried out in
the immediate working environment have the most important role in both regression models.
In both multiple regression analyses, entering HRM practices significantly improves the
predictive power of the regression models which is further improved in the next step (entering
organisational climate). Workplace as spatially the closest and most immediate context of
operation has the most important role in employees’ attitudes towards work which confirms
the importance of spatial and temporal proximity of the context for its influence.

607




Our study also has an important role in understanding the concept of organisational
knowledge. Several theoretical perspectives connect culture, learning and knowledge
management. The learning organisation and knowledge management perspective defines
organisational culture as an element influencing the organisational learning process (Fiol &
Lyles, 1985; De Long & Fahey, 2000; Senge, 1990). Literature on the social perspective of
organisational learning defines learning as a cultural artefact (Eljkaer, 1999). Moreover,
culture is seen as acquired collective knowledge (Schein, 1992).

Characteristics of culture at the society and organisational levels, HRM practices and
organisational climate as explicit elements of organisational culture influence employees’
attitudes towards work and their workplace. The knowledge that individuals have and transfer
from their social environment to the organisation, and the knowledge of how things are done
in the organisation affect key psychological variables explaining behavioural intentions and
behaviour of employees in the workplace, with the latter determining organisational
productivity and performance (Kopelman et al., 1990). Knowledge is a historical phenomenon
in an organisation and has not only a denotative, but also an evaluative role. Employees come
up with their own maps, ideas and beliefs about how the organisation handles itself in the
relationship with its employees, and respond to their workplace accordingly.
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