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About the book

"Diagnosing and Changing Organizational Culture" by Kim S. Cameron and

Robert E. Quinn offers a valuable framework for leaders aiming to

understand and transform the culture within their organizations. Recognizing

that culture serves as the foundation for organizational behavior and

performance, the authors begin by emphasizing the importance of

diagnosing the current cultural state. They introduce a structured

methodology that assists managers in identifying prevailing cultural traits

and values, which are crucial for implementing effective change.

The book outlines systematic steps to analyze the organization's cultural

dimensions, enabling leaders to pinpoint strengths and areas for

improvement. Central to this framework is the Competing Values

Framework, which categorizes organizational culture into four distinct

quadrants: Clan, Adhocracy, Market, and Hierarchy. Each quadrant

represents different cultural attributes, such as collaboration, innovation,

competitiveness, and control. Understanding these categories helps leaders

identify their organization's dominant culture and how it aligns with their

strategic goals.

Cameron and Quinn also provide practical tools, such as cultural

assessments and surveys, that facilitate the evaluation process. They

emphasize the need for leaders to engage stakeholders at all levels to gather
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insights and foster a culture of inclusivity during the transformation journey.

This engagement is essential, as it not only enriches the diagnostic process

but also builds buy-in and commitment to the changes being proposed.

As the narrative progresses, the authors detail the critical steps necessary for

cultural change. They argue that simply diagnosing culture is insufficient;

leaders must also develop strategies to effectively implement cultural

initiatives that support broader change efforts. This includes creating a

compelling vision, aligning systems and processes with desired cultural

values, and establishing metrics to measure progress.

Ultimately, "Diagnosing and Changing Organizational Culture" serves as an

essential resource for managers and change agents. By equipping them with

theoretical insights and practical methodologies, the book empowers leaders

to navigate the complexities of organizational culture, drive meaningful

change, and create a resilient organizational environment that can adapt to

the ever-evolving business landscape. Through this comprehensive guide,

Cameron and Quinn reinforce that a well-understood and strategically

managed culture is key to achieving long-term organizational success.
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About the author

In this summary, we will explore chapters focusing on Kim S. Cameron's

influence in the field of organizational behavior and management,

emphasizing his key contributions and the relevance of his work to modern

organizational challenges.

The chapters begin with an introduction to Cameron's foundational theories

in organizational culture, marking him as a pioneering figure in

understanding how culture shapes organizational dynamics. At the heart of

his philosophy is the belief that a strong, positive culture significantly

enhances organizational performance and employee engagement. His

research highlights that successful organizations are often anchored by a

robust culture that aligns with their strategic goals.

One of Cameron's landmark contributions is the development of the

Competing Values Framework, a diagnostic tool that categorizes

organizational cultures into four distinct types: Clan, Adhocracy, Market,

and Hierarchy. Each type reflects different values and priorities within an

organization, allowing leaders to identify their current cultural stance and the

necessary shifts for improvement. For instance, a Clan culture prioritizes

collaboration and employee involvement, while a Market culture focuses on

competition and achieving results. This framework provides a valuable map

for organizations to navigate cultural transformation, helping leaders
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implement effective strategies tailored to their specific contexts.

Subsequent chapters delve into the practical application of Cameron's

theories through case studies and real-world examples. These narratives

illustrate how organizations have successfully diagnosed their cultural

challenges using the Competing Values Framework and have subsequently

implemented targeted interventions to drive positive change. Cameron

emphasizes the importance of involving employees at all levels in the

change process, as their engagement is crucial for fostering a culture that is

both resilient and adaptable to the evolving business landscape.

Throughout the chapters, Cameron’s insights draw attention to the interplay

between culture and leadership. He argues that effective leadership is not

just about setting direction, but also about cultivating an environment where

organizational values are lived and reinforced. Leaders are encouraged to

model the behaviors that reflect their desired culture, as this authenticity can

inspire widespread commitment and alignment among employees.

In conclusion, these chapters highlight Kim S. Cameron's influential role in

advancing our understanding of organizational culture and leadership. His

research, particularly the Competing Values Framework, provides invaluable

tools for diagnosing and transforming culture. By recognizing the critical

link between cultural dynamics and organizational success, leaders can
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navigate the complexities of today’s business environment and foster

thriving organizations.
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Chapter 1 Summary: Diagnosing and Changing
Organizational Culture: Based on the Competing Values
Framework

Summary of Chapter 1: Diagnosing and Changing Organizational Culture

In the introductory chapter of "Diagnosing and Changing Organizational

Culture," authors Kim S. Cameron and Robert E. Quinn lay the groundwork

for understanding the pivotal role of organizational culture in facilitating or

hindering change. They introduce the Competing Values Framework, a tool

designed to help organizations identify their cultural characteristics and how

these elements influence behaviors, performance, and adaptability.

The chapter emphasizes that organizational culture encompasses shared

values, beliefs, and practices that shape the environment and ethos of an

organization. Given its significant impact on change management, it

becomes vital for leaders to assess and understand their existing culture.

This assessment allows them to navigate necessary changes effectively,

enhancing organizational performance.

Cameron and Quinn outline the book’s structure, which aims to provide

practical methodologies for diagnosing cultural issues and implementing

successful transformations. They also address the importance of utilizing
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structured frameworks to gain insights into an organization’s culture,

facilitating strategic change initiatives. The chapter concludes by setting the

stage for a deeper exploration of cultural dynamics and their implications for

ongoing development within organizations, preparing readers for the

comprehensive analyses and guidance that will follow in subsequent

chapters.

Overall, this introduction serves as an essential primer, elucidating the

significance of organizational culture in the context of change, and signaling

a systematic approach to understanding and reshaping it.
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Chapter 2 Summary: 1. An Introduction to Changing
Organizational Culture

An Introduction to Changing Organizational Culture

In an ever-evolving business landscape, organizations are increasingly

required to embrace change, as stability often connotes stagnation.

Traditional change strategies, such as Total Quality Management (TQM) and

downsizing, frequently fall short because they overlook the fundamental

element of organizational culture. This culture encompasses the core values,

beliefs, and behaviors that shape an organization's identity and foster

employee relationships.

The Need for Change in Organizations  

Organizations must recognize the necessity for change, especially in a world

where remaining static can lead to decline. The failure to consider

organizational culture in change initiatives has led many well-intentioned

programs to falter. Acknowledging and addressing the underlying cultural

dynamics is crucial for true transformation.

Understanding Organizational Culture  
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Organizational culture is not merely a backdrop; it serves as a vital social

glue that defines interactions and influences decisions. Companies that

possess a strong and distinct culture often outperform competitors not solely

due to external market factors, but because their culture fosters employee

engagement, morale, and commitment to shared goals.

Culture’s Impact on Performance  

Extensive research confirms the strong link between an organization’s

culture and its overall performance. Successful companies demonstrate that

their competitive advantage materially stems from their unique cultural

attributes, which support higher levels of productivity and job satisfaction.

In contrast, organizations that fail to manage their culture risk declining

morale and a loss of vitality.

Framework for Culture Change  

To address the cultural dynamics within organizations, the book proposes a

structured framework aimed at managers and change agents. This framework

facilitates the diagnosis and transformation of organizational culture,

integrating changes at both the individual and organizational levels to ensure

comprehensive alignment throughout the change process.

The Consequences of Ignoring Culture  
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The history of corporate failures provides ample examples of organizations

that neglected to prioritize cultural change, often resulting in a significant

loss of market position. Such inertia underscores the importance of actively

engaging with an organization’s culture to achieve sustainable

improvements and avoid obsolescence.

Defining Culture and its Elements  

Cultural attributes manifest in a variety of forms: from overarching global

influences to specific organizational practices. This includes the implicit

beliefs, explicit values, and observable artifacts that constitute the workplace

environment. Understanding the connection between culture and climate is

essential; while culture is deeply rooted and resistant to alteration, climate is

more fluid, capable of adapting to immediate challenges.

Levels of Analysis in Culture Assessment  

Cultural assessments can occur at various tiers, including global, national,

and specifically within organizations. This book primarily emphasizes the

importance of organizational culture to provide actionable insights that can

lead to performance enhancements through deliberate culture change.

Advantages of the Proposed Framework  
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The methodology advocated in this text offers a range of advantages, such as

practicality, efficiency, inclusiveness, and a balance of qualitative and

quantitative approaches. This structured approach facilitates the effective

execution of culture change initiatives, contributing to long-term

organizational effectiveness.

In conclusion, this introduction underscores the critical importance of

organizational culture as a driver of adaptation and success while

highlighting the risks associated with neglecting cultural factors. It presents

a structured approach aimed at navigating cultural transformations to foster

improved organizational outcomes.
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Chapter 3 Summary: 2. The Organizational Culture
Assessment Instrument

THE ORGANIZATIONAL CULTURE ASSESSMENT INSTRUMENT 

 

Overview of OCAI  

The Organizational Culture Assessment Instrument (OCAI) stands out as a

leading tool used globally for measuring organizational culture. Its

widespread application spans numerous academic studies and practical

implementations in diverse sectors, including health care, education, and

government. The OCAI has become a staple in over sixty doctoral

dissertations and more than one hundred research projects, demonstrating

strong correlations between the measured cultures and indicators of

organizational effectiveness.

Instrument Structure  

The OCAI is composed of six key items designed to capture the essential

dimensions of organizational culture. These dimensions examine critical

areas such as dominant characteristics, leadership approaches, management

styles, the organizational glue that binds members, strategic emphases, and

criteria for success. While some critics point out the simplicity of the
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six-item format, substantial evidence underscores its accuracy and

effectiveness in predicting organizational culture.

Purpose and Application  

The primary aim of the OCAI is to facilitate a comprehensive understanding

of an organization's current culture while also defining a desired culture to

navigate future challenges. This diagnostic process unfolds in two stages:

first, assessing the present culture, and second, envisioning the preferred

cultural state over the next five years.

Instructions for Use  

Participants engaging with the OCAI are prompted to reflect on their

organization, whether it involves their immediate team or a larger

organizational unit. Each individual is tasked with distributing a total of 100

points across four alternative descriptions for each of the six items,

signifying which option most accurately portrays the existing and future

cultural landscapes of their organization.

Scoring the OCAI  

Scoring the OCAI is straightforward and involves basic arithmetic.

Participants will total their responses for each item in both the “Now” and
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“Preferred” columns. Subsequently, averages for each alternative (A, B, C,

D) are calculated by dividing the totals by six. Chapter Four delves deeper

into interpreting these scores, providing participants with guidance on

creating a cultural profile that can inform strategies for potential cultural

change and transformation within the organization.
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Chapter 4: 3. The Competing Values Framework

### The Competing Values Framework

Introduction to OCAI and the Framework  

The Organizational Culture Assessment Instrument (OCAI) is grounded in

the Competing Values Framework, a prominent model for assessing

organizational culture developed from research into organizational

effectiveness. This framework categorizes cultures into four dominant

types—clan, adhocracy, market, and hierarchy—reflecting their core values,

assumptions, and operational approaches. Understanding these cultural

dimensions is crucial for organizations seeking to align their internal

practices with external demands.

The Value of Frameworks  

Analyzing organizational culture provides valuable insights for management

and development. Among the various models available, the Competing

Values Framework stands out as it integrates diverse dimensions backed by

empirical research, facilitating a structured approach to diagnosing and

transforming organizational culture.
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Development of the Competing Values Framework  

The framework emerged from research delineating two critical dimensions

of organizational effectiveness: flexibility versus stability and internal versus

external focus. These dimensions intersect to create four quadrants, each

representing unique cultural types, indicative of different effectiveness

benchmarks within an organization.

The Four Major Culture Types  

1. Hierarchy (Control) Culture: Focused on structure, rules, and

 consistency, this culture prioritizes order and control through clearly

defined roles. It is typical of organizations such as government agencies,

which require stability and efficiency.

2. Market (Compete) Culture: This culture values results, competition,

 and a strong external orientation. With a focus on productivity and

profitability, organizations like Xerox and Philips exemplify the market

culture’s drive toward achieving high performance in competitive

environments.

3. Clan (Collaborate) Culture: This culture fosters a family-like

 atmosphere centered on teamwork, employee participation, and community.

Companies like Pixar thrive in this environment by prioritizing collaboration
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and personal growth among their employees.

4. Adhocracy (Create) Culture: Emphasizing innovation and flexibility,

 this culture supports creativity and entrepreneurship. Such organizations,

often found in fast-paced sectors like technology, embrace change and

risk-taking, as seen with firms like Google and IDEO.

Applicability of the Competing Values Model  

The framework’s influence extends to various organizational aspects,

including leadership styles, effectiveness metrics, management theories, and

total quality management (TQM). It offers a holistic perspective on how

different cultural types shape an organization’s overall success and

responsiveness to the market.

Leadership and Effectiveness  

Leadership approaches are closely tied to the dominant organizational

culture. For example, leaders in a hierarchy culture act as coordinators who

enforce structure and clarity, while those in a market culture adopt a

competitive stance. The most effective leaders possess the adaptability to

navigate and operate within multiple cultural quadrants, leveraging diverse

strategies for success.
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Culture Change Over Time  

As organizations develop, they often follow a predictable pattern of cultural

evolution. Typically, they transition from an adhocracy focus on innovation

to a hierarchy as they establish processes, and eventually may adopt a

market orientation driven by external pressures. This evolution reflects the

organization’s maturity and responsiveness to changing operational needs.

Summary  

The Competing Values Framework presents a robust mechanism for

diagnosing and understanding organizational culture, highlighting the

significance of alignment between culture, leadership styles, and

effectiveness. By acknowledging and utilizing these relationships,

organizations can enhance their performance and effectively navigate the

complexities of cultural change.
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Chapter 5 Summary: 4. Constructing an Organizational
Culture Profile

### Constructing an Organizational Culture Profile

Introduction  

The chapter opens with a reference to John W. Tukey, a respected statistician

known for his emphasis on the power of data visualization. Highlighting the

importance of transforming complex cultural data into visual forms, the text

sets the stage for understanding organizational culture beyond mere

numbers. The aim is to create a clear visual representation of organizational

culture that captures the underlying attributes often overlooked in traditional

analysis.

Plotting a Profile  

To effectively gauge an organization’s culture, the chapter introduces the

Organizational Culture Assessment Instrument (OCAI), a tool designed to

categorize and evaluate cultural characteristics. The process of creating an

organizational culture profile unfolds in three key steps:

1. Current Culture Scores: This involves charting the average scores
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 from the “Now” column on the culture profile form, aligning these scores

with four distinct culture types. Each type represents unique organizational

values: 

   - Clan Culture (A): Focuses on collaboration, morale, and customer

 appreciation.

   - Adhocracy Culture (B): Encourages innovation and agility in a

 fast-paced environment.

   - Market Culture (C): Prioritizes competitiveness and achieving

 results.

   - Hierarchy Culture (D): Emphasizes structure, efficiency, and

 procedural adherence for stability.

2. Connect the Points: After plotting the scores, the next step is to create

 a graphical representation, forming a kite-like shape by connecting the

plotted data points.

3. Preferred Culture Scores: Finally, the scores from the “Preferred”

 column are plotted using a different color or a dotted line to highlight gaps

between the current and desired cultural states.

Understanding Culture Types  

The four culture types are essential for evaluating an organization’s cultural

landscape. Each type serves a specific purpose within the organizational
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setting and influences decision-making, employee interaction, and overall

effectiveness.

Interpreting the Culture Profiles  

Once the culture profile is established, the chapter explores various

analytical lenses to interpret the data:

1. Type of Dominant Culture: Identifying which culture type has the

 highest score reveals the predominant cultural assumptions at play within

the organization.

2. Discrepancies: Noticing substantial gaps (5-10 points) between

 current and preferred scores highlights areas in need of cultural adjustment.

3. Culture Strength: The score for a dominant culture type reflects the

 intensity of its influence on behavior and operations across the organization.

4. Cultural Congruence: This aspect examines the alignment of cultural

 values across leadership, strategy, and management practices, ensuring a

unified approach.

5. Comparisons: By benchmarking against the average culture profiles

 from other organizations, one can gain context on their own culture's

position.

6. Trends: Regularly monitoring these profiles reveals evolving patterns

 and trends in organizational culture over time.
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Conclusion  

This chapter lays out a structured approach for analyzing and visualizing an

organization's culture, offering valuable insights that reveal both strengths

and potential areas for improvement. By employing this analytical

framework, organizations can facilitate informed discussions about cultural

dynamics and initiate structured change processes, a topic that will be

further developed in the next chapter.
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Chapter 6 Summary: 5. Using the Framework to
Diagnose and Change Organizational Culture

### Using the Framework to Diagnose and Change Organizational Culture

The Competing Values Framework (CVF) serves as a strategic tool designed

to assess and facilitate changes within organizational culture. This

framework allows organizations to evaluate various cultural dynamics,

including management styles, strategic priorities, and core values. For

effective cultural change, it is crucial to first identify these components and

then engage in constructive dialogue among members of the organization.

Central to this process is the Organizational Culture Assessment Instrument

(OCAI), which helps organizations articulate and quantify their cultural

characteristics.

### Methodology for Culture Change

The methodology for initiating cultural change is comprised of several

critical elements:

1. Dialogue and Assessment: Often, organizational culture is an

 overlooked aspect that members take for granted. The OCAI acts as a

diagnostic tool, identifying key characteristics of the current culture and
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assisting in formulating an actionable agenda for change.

2. Engagement Across Levels: Change should be a collective effort,

 requiring participation from managers at every level. This inclusive

approach encourages both novice and experienced change agents to

contribute.

3. Case Example: To illustrate these concepts, a case study of a

 multinational circuit board manufacturer demonstrates a targeted cultural

shift aimed at implementing self-managing teams. By leveraging OCAI, the

leadership team diagnosed their existing culture and articulated a desired

profile that focused on enhancing clan and adhocracy cultures.

### Nine Steps for Culture Change

To facilitate effective culture change, the following nine steps are

recommended:

1. Consensus on Current Culture: Gather key individuals to share their

 insights, fostering a unified understanding of the existing organizational

culture.

2. Consensus on Future Culture: Engage participants in interactive

 discussions to envision and define what the organization’s preferred culture
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should look like for future success.

3. Clarifying Change Implications: Outline the significance of proposed

 changes while recognizing which core values should be preserved,

alongside the new cultural dimensions that need to be embraced.

4. Identify Illustrative Stories: Leverage narratives that highlight

 desired cultural values to effectively communicate messages and foster a

shared sense of purpose.

5. Develop a Strategic Action Agenda: Craft a detailed plan that outlines

 specific actions to initiate, discontinue, and sustain supporting behaviors

and practices for culture change.

6. Identify Immediate Small Wins: Implement small, achievable changes

 that can quickly demonstrate progress and help build momentum for

broader transformation.

7. Leadership Implications: Focus on cultivating leaders who possess the

 requisite skills and competencies to embody and drive the new culture,

reaffirming their commitment to the change.

8. Metrics and Accountability: Establish measurable benchmarks and

 milestones to monitor the progress of cultural change, ensuring
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accountability among individuals and teams.

9. Communication Strategy: Develop a comprehensive communication

 strategy that not only raises awareness but also fosters a deep commitment

to the new cultural direction.

### Conclusion

These nine steps present a structured approach to managing cultural change

within organizations. A common pitfall is the insufficient assessment of the

current culture before initiating change processes. This methodology stresses

the importance of alignment across various organizational elements,

ensuring that changes are coherent and reinforce broader goals. Effective

cultural transformation encompasses both organizational shifts and personal

growth, as illustrated through numerous case studies that confront

challenging issues and promote candid discussions within the organization.
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Chapter 7 Summary: 6. Individual Change as a Key to
Culture Change

Individual Change as a Key to Culture Change

Organizational culture change hinges on the behavior of individuals within

the organization. For a successful transformation in culture, it is crucial that

members adopt new behaviors aligned with the desired values of the

organization. This chapter emphasizes the pivotal role of managerial

behaviors in this process and introduces the Management Skills Assessment

Instrument (MSAI) as a means to facilitate individual change that supports

broader cultural transformation.

Critical Management Skills

The landscape of business has evolved from an era of plentiful resources and

minimal competition to one that demands effective leadership for survival.

Research has identified key managerial competencies critical for

organizational success, categorized according to the Competing Values

Framework. These competencies are divided into four primary areas:

- Clan Skills: Focus on teamwork and interpersonal relationships,
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 fostering an environment of collaboration and staff development.

- Adhocracy Skills: Prioritize innovation and adaptability, emphasizing

 future communication and the pursuit of continuous improvement.

- Market Skills: Concerned with competitiveness, these skills motivate

 employees and emphasize stellar customer service.

- Hierarchy Skills: Relevant to the management of systems and

 processes, including control and coordination.

Personal Management Skills Profile

To gauge their managerial competencies, leaders utilize the MSAI, which

facilitates a 360-degree feedback mechanism. This comprehensive

assessment allows managers to compare their self-ratings with those of peers

and subordinates, benchmarking their performance against global standards.

The insights gained from this evaluation are vital in identifying

developmental areas that need to align with the organization’s desired

culture.

Personal Improvement Agendas

The feedback derived from the 360-degree assessment informs the

development of targeted improvement agendas for managers. This strategic
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approach includes:

1. Identifying specific skills to enhance based on discrepancies between

self-assessment and peer feedback.

2. Crafting an actionable improvement plan tailored to address these skills.

3. Ensuring that new competencies directly contribute to the necessary

cultural shifts within the organization.

Assessing and Enhancing Competencies

To effectively identify gaps in competencies, managers must engage with

key questions that elucidate discrepancies between their self-assessments

and the feedback from others. This focused improvement plan should be

communicated with management teams, fostering a supportive network that

promotes accountability and collective growth among managers.

Conclusion

Cultural transformation within an organization is unattainable without

personal behavioral change among its leaders. Systematic improvement of

managerial competencies is crucial for supporting this transformation,

underscoring the theme that individual change serves as the cornerstone for
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broader organizational success. By prioritizing personal development,

managers can cultivate a culture that aligns with the strategic objectives of

their organizations.
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Chapter 8: 7. A Condensed Formula for Organizational
Culture Change

A Condensed Formula for Organizational Culture Change

In every organization, a dominant organizational culture typically emerges,

categorized into four main types: adhocracy, clan, hierarchy, and market

culture. These cultures develop as values and priorities morph over time,

particularly in response to challenges and environmental shifts. This

evolution allows organizations to cultivate a sense of stability while

remaining adaptable to change.

Key Steps in Organizational Culture Change Process

This chapter outlines a streamlined approach to managing cultural change,

presenting a checklist of steps designed for clarity and practical application

rather than an exhaustive procedural guide.

Diagnosis Steps

The journey begins with a thorough diagnosis of the current culture:
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1. Utilize the Organizational Culture Assessment Instrument (OCAI) to

evaluate the existing organizational state.

2. Encourage team members to independently fill out the OCAI, ensuring a

range of perspectives is captured.

3. Analyze the results to formulate a current culture profile, and build

consensus around it.

Subsequent Steps

Following the diagnosis, organizations should:

4. Conduct the OCAI once more to define a preferred future culture profile,

striving for consensus on this vision.

5. Engage in discussions to uncover the implications of the necessary culture

shifts.

6. Collect key narratives and incidents that illustrate the envisioned future

culture.

Implementation Steps

With a clear understanding established, move into implementation:
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7. Craft actionable strategies to facilitate cultural change, delineating

specific actions to initiate, abandon, or sustain.

8. Identify attainable early successes, or "quick wins," to generate

enthusiasm and momentum.

9. Pinpoint the managerial skills required to effectively lead the change

efforts.

10. Establish metrics and milestones to ensure accountability during the

transition.

11. Develop a communication plan that promotes open dialogue,

encouraging feedback and engagement.

12. Assess every organizational facet that must evolve to support the desired

culture, referring to the Seven S model (structure, strategy, systems, shared

values, style, staff, and skills).

13. Customize the cultural transformation by pinpointing the necessary

competencies for each team member, ensuring alignment with the new

culture.

14. Employ the Management Skills Assessment Instrument (MSAI) to

synchronize personal capabilities with the envisioned cultural changes.

Summary
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Embarking on a cultural transformation is a nuanced and challenging

endeavor that demands unwavering commitment from management,

particularly when discrepancies arise between organizational performance

and external expectations. Such dedication is crucial in nurturing a vision

that necessitates a cultural pivot. Cultural compatibility often poses

challenges during change initiatives and mergers; thus, addressing culture

change is paramount for bolstering overall organizational success. The tools

and methodologies outlined serve as a foundation for instigating and

navigating culture change, yet the true trials emerge during implementation

and follow-up. Managers should anticipate an ongoing commitment,

revisiting these steps iteratively to ensure effective progress throughout the

transformation process.
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