Chapter 9
Organizational culture

Overview

This chapter explores the influence of organizational culture in sport. It
examines why organizational culture is pivotal, highlights its impact and
explains how it can be diagnosed. Several cases and numerous examples
will be used throughout the chapter to help explain the role of culture in a
sport organization’s performance.

By the end of this chapter the reader should be able to:

Define the meaning of organizational culture;

Specify why culture is important to sport organizations;

Explain how different contexts can affect an organizational culture;
Identify how sport organizational cultures can be diagnosed;

Show the dimensions across which sport organizational cultures can be
measured; and :

Discuss how sport organizational culture can be changed,
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VWhat is organizational culture?
e 4

Culture was originally defitied by anthropologists as the values and beliefs com-
ifon to a group of people. [These rescarchers set themselves the task of investigating,
interpreting and translating the behavioural and social patterns of groups of individ-
uals by trying to understand the manner in which they relate to their environment.
From an organizational perspective, researchers like Miles (1975) and Pelligrew
(1979) observed that while people in organizations run the technology and invent the
processes, they in turh, as partof the process, have much of their behaviourdetermined
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operate Jln other words, there are u
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5. Culture is 1We-‘h)-ra.vaﬂety of ways that affect the performance of

i an organization and its members. _\/f ;
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Although elements of commonality exist in the way in which researchers o%ﬂ.
conceive and define culture in organizations, y}g@ inconsistency and i -f g
| controversy can still be found. lﬁlowevel‘, for the purposes of this chapter, ~ O
we shall discuss organizational culture in a way consistent with the view of
Schein (1984, 1997), who invokes a more psycho-dynamic view. [This means !
that he believes/cultt e is, in part, an unconscious } lténmnengﬂi‘.?lﬁf vel
leep Tevel assumptions a nscious Views are metel;
sfacts and symbolic representations. For example, most sport clubs mem-
ers would report that on-field winning is important. Schein’s interpretation ST
of organizational culture would %ead to questldi‘u‘é“”a'bﬁut‘*w}ﬂ‘ﬂtadnumg _1_5-,_%_._: yod
important. Does it have to _do with a need to belong to a successtul group, AN —
s) the pressure of peers, or some other more mysterious explanation? While ' ,,ﬂ{b‘i‘;kt"‘/'}(.i
many people involved in sport would think this question easy to answer, 2
it is less easy to specify the underpinning values that drive wwisual ritwals, 20 (C
emonies, myths, legends, stories, beliefs, memorabilia and attitudes. 4
Ircurrent and former nations of the British Commonywealth, cricket isi m’ﬁ .
played with enormous enthusiasm, but can take upl' to _{iy_e, sixchour days T} o
o complete a single match, which often ends in a draw. Similarly, to the >
\ninitiated, American football seems quite stranggwith each team compris-
\g separate players for offensive and defensive inanoeuvres. Off the field
an be just as odd. In Australia, many (Australian Rules) football clubs have /
‘sausage-sizzles’ (BBQs), /pie-nights’ (involving the traditional meal of a meat
piey and a host of rituals associated wit’ll!grin'king beer. h{_addition, many
sport organizations are packed with memorabilia and expect their employees
—fo work during evening training sessions and weekend games \Spoxt or. a-
~ nizations are rich with strong, meaningful cultural symbols, which on the
”mmpﬁygﬁf iterpret, but sometimes are only superficial symptoms
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[What Schein searches for is not the superficial, but rather the uncon- i
sciously held funda tal concepts of right or wrong; swhat an organization

Tight perceive as ct or incorrect values:. These values, which are

the foundation of an organization’s culture, do not simply exist or come __,

into being by their own volition. Instead, they are painstakingly built up W
by members of the organization as they'gradually learnn to interact and ¢ .*’fo/v ,/
achieve their collective and individual aims (Schein, 1984). The ori'ginators ) ‘m /”\
of the organization, together with the more power ul of the organization’s . O?

past and present members, are usually the most influential in determining . N

“the eulture. Thus, Schein prefers to examine the lon Theld assumptions and opAt S
/ I & p /{I

Dbeliefs in an organization, believing that they will more likely explain the L.

organization’s culture, 0/\ 2
For the purposes of this chapter, weshall define sport organizational culture Y
as follows: \
g
’

Sport oxganizational culture is a collection of fundamental values, beliefs and %
attitudes that ave connmon fo members of a sport organization, and wiich sub- @

sequently set the behavioural standards or noris: for all members (Ogbonna & -
Harris, 2002, Pettigrew, 1979; Schein, 1985). This definition reflects the view s

that sport organizations have ways of approaching things that have evolved )/Y/ /(
over time. In many ways, organizational culture therefore holds answers to

questions about solving problems. Culture is how ‘things are done around

here’ and how we ‘think about things here’. Culture is a subtle form of

‘brainwashing’.

Case 9.1 Culiural change at the Japan Sumo
Association

Amongst the most illuminating cultural markers are the myths and legends
perpetuated within spotf, and no professional sport in the world has more
petuated WIHNL$ no_ c I )

e
]

—

thait_sumo. The Japanese legend goes that it was in fact a sumo match
between two gods that created the Japanese islands. Originally a ritual act
dating back to 712 AD as a dedication to the gods in exchange for a beneficial
hatvest, sumo became part of the imperial court, and later a form of combat
training. The professional sport of today is still fixed in ceremony, ritual and
strict codes of conduct. Young wrestlers enter training ‘stables’ from the age
of 15, beginning daily practice at 4.30 am. They work hard to bulk up and
rise through the rigid hierarchy of ranks with the dream of performing well
in one of the six, 15 day-long Grand Tournaments held each year.

Sumo today, however, is changing. Like all sports, sumo’s governing
body, the Japan Sumo Assaciation, has_been faced with#pxgﬁé_t_u;g_s;,fmm
globalization, social change and professionalism, In fact, the Japan Sumo
“Association is one of the most insular sport organizations in the world, partic-
ularly considering it presides over a sport that is a national obsession. Sumo
champions are superstars, beamed to over 60 percent of households during
Grand Tournaments, a staggering figure considering that only 40 percent
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of households in the United States watch the Super Bowl each year, The
Japan Sumo Association has in the past been notorious for its hierarchy,
secrecy, chauvinism, xenophobia and total resistance to change. Although
still extremely slow, some of these values are softening.

Unlike martial arts, which have thoroughly inculeated the Western world,
sumo has remained a Japanese sport. However, in thelast 50 years, a number
of foreign participants have slowly made progress in opening the sport to
other nationalities. This has partly been because young TJapanese men have
become increasingly interested in more global sports like soccer and golf. In
addition, the traditional system of sponsorship for young sumo has dimin-
ished. Sumo training stables have subsequently been more open-minded to
training non-Japanese wrestlers. There are now over 50 foreign-born sumo
wrestlers from a dazen different countries. Although one Hawaiian sumo
whose results were sufficient was disqualified from reaching the highest
ranking in the sport — the prestigious Yokozuna — because the Sumo Asso-
ciation considered him morally unfit, now several non-Japanese have become
Yokozuna. =
_ The Sumo Association is grapplin with other cultural changes as well, The
sport has periodically been suﬁjec_t to negative media associated with alle-

ations of mateh fixing: what the officials refer to as ‘spiritless’ fights. The
Japan Sumo Association has also caved in to pressure for women’s sumo to
gain greater recognition. While women’s sumo is strictly amateur, the New
Sumo Association has been set up to promote it as a potential Olympic sport. |
However, according to Shinto beliefs which lie at the heart of sumo culture,
a woman is rendered impure by her menstrual cycles, and should not be
allowed to even touch the sumo ring, and certainly not fight in it. This rule
still holds to the point where recently a female provincial governor was pre-
cluded from presenting prize money to the winning sumo in her own region,
a tradition begun by her male predecessors. More positively, the Japan Sumo

Association has spearheaded initiatives banning smoking in venues and fat- |

testing sumo participants to discourage rampant obesity and weight-related
injury and ill-health common in the sport. ;

The importance of culture to
sport organizations

In many countries sport has for some time been regarded as a particularly
important social institution. Sporting heroes are often national heroes as
well. Examples include Michael Jordan and Vince Lombardi in the United
States, Roger Bannister and David Beckham in the United Kingdom, Shigeo
Nagashima and Hanada Katsuji (sumo name, Wakanohana) in Japan, and
Sir Donald Bradman and Tan Thorpe in Australia. Although these names are
not the definitive sporting heroes of the nations identified, their sports and
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personal profiles are illustrative of the national cultural pressures that influ-
ence the sport organizations they host. This quick list, for example, excludes
women; a trait common to many sport organizational cultures, and one that
many are seeking to change. However, the influence of the national culture
means that such changes are more likely to occur in some nations than others

leagutes are more likely to emphasize dispassionate business values, while
smaller, not-for-profit associations are more likely to value participation and
fun. Some sport organizations like Ttalfan and Spanish football (soccer) clubs
‘arc geared almost exclusjvely tolvinningand are prepared to go heavily into
debt in order to do so. Others, like the company Formula One Holdings,
maitage the commercial rights to major events and Tiave liftle other interest
than to niake money, While the Tédération Tnternationale de IAutomobile
seeks to regulate motor spott, Jothers still, like the International Olympic
Committee, aré mterested in d,gigl ping sport ound the world, and in so
doing acquire vast sums of money and spen iberally.

Sports organizations are increasingly compelled to join the commercial
world, and are under great pressure to adopt the operational and structural
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‘We can expect that different types of sport organizations will possess dif- ¢ AT S
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chatacioristics of business enterprises. The infltienice of madern communtica="

tion has been profound, with sporting results being available from overseas
as readily as domestic results. Many sporting organizations have realized
that in order to remain competitive they must provide similar entertainment
value to that provided by other sports on television as well as the wide array
of alternative leisure options available. Subsequently, corporate boxes line
major sporting venues, sport is blanketed across pay or cable and free to
air television, high profile athletes earn extraordinary sums, and politicians

associate themselves with certain teams. The commercial and competitive

pressures placed upon sport organizations from local football clubs, univer-
sities and colleges, to professional leagues and teams, has encouraged sport
managers to embrace business tools and concepts like or anizational culture,
tcan helpto u’{'\‘éghmd.cﬁmge Since organizational culture is so influential
on the performance of its members, it is critical that cultural traits are both
appropriate and strong. In the case of sport, it is common to have strong cul-

‘Culture s imp @W&ﬁﬁ&fﬁ}fﬁiﬁﬁﬁffébﬁ&ii'é*é’fﬁ’ei‘t'éf'uiidé?éiéshdiiig‘ of

tures that have been forged by_nmfj_tjpn nd a fierce sense of history, but/?@ / 1"_{(_}( /
some cultural characteristics like excessive drinking and on-fie d violence Y -~

may no longer suit the more professional management approach that needs
to be assumed, o - e
it

Cominentaries on organizational culture, while as disparate as the number
of researchers pursuing its investigation, generally emphasize its most super-

ficial manifestation. Moreqver, organizational culture is frequently seen as

mono-cultural; that is, it is perceived at one level, and as one entity. The orga-

nization s distinguished as a giant cultural m

| { ‘no internal vaviability. Flowever, this method-
ology is diffictlt to sustain when gnalysing a sporting organization. Sporting
club cultures are inherently polg- (multi-) cultural, z_}nd can be perceived
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readily at‘seve‘ral levels, or as several entities. For example, as an organi-
zational or administrative tmit.co}npm’able to other business organizations;
as a supporter organization, whose aims, objectives and traditions may be
different (such as winning matclies in preference to making a financial profit);
and as a player unit, where motivation may vary from glory to money, While
& a player may perform for a club because of loyalty or remuneration (or any
‘ ‘/, Ql \// aumber of other reasons), the supporters ave usually passionately attached to
/ f\) J the clubs’ colours and traditions, expecting only on-field success in return.
@ ﬂ/.pj

1
v 7 Sub-cultures and sport

g In spog;ti_ngg_nrgamzﬂiionauumue_s_gﬁ’;qgjs the additional hurdle of trans-

N ; " T : -
dp’ﬂ/) ) lating and adopting a.c lture divectly from traditional business theory. It is
N dangerously simplistic to assume that a sporting organization should adopt

\ G’U‘ 2 the methods and practices of a traditional business without addressing the

cultural variables. While business methods can be transferred to accom-

modate the organizational strategies of a sporting club, a direct transfer

fails to confront the issue of what it is that makes the culture of a sporting
e organization differ from that of a traditional business enterprise.

2555 Tdeal business culture tends to reflect a willingness by an organization’s 7
Pl \ willingness Dy 8 lon's | J
. employees to embrace a standard of performance that promotes quality in AU
il > ployces to emac ndard of performance thal pronotes ¢ ¥ (/3
VY the production of goods and services, in the attempt to encrate a finan- A4 A
Dv‘ /\U 1. " E"_“._—T‘"-‘g . T . "E"""""- g““""':"“"'.“.'f . l);
\- \)V \J\ g ‘??i‘,[ _proﬁt‘ This cultural ideology, while cognizant of business necessities, is ,/)'C) ) o/
¢ \ unabletocaterfortl\emorecliversestructuresthatexistinas orting organiza- 01/
5N V P tion. In any business, fiscal realities must be acknowledged, but in a sporting T
;/l i 5 business, additional behavioural variables require recognition and respect. /[/ y i
\\\“ " While different businesses have different cultures, they are less variable than ’va
Y ,.

. ’Y the cultural differences between individual spon‘ts.:{lgigaxmtlot be assumed, fo,r
( fjJ RIS E;-example, that a single unified culture exists for all sports.
' Figlting duving_a_sporting context is an oxamiple of the variability of
15 U’V sportiig culture, While in just about every ball game it is illegal to punch X
; people,“{ti§ acceptable behaviour in some cases. The situation could not
/,)/ 7 ﬂ’ be clearer in terms of official rules and regulations. An overt punch in soc-
{ P U cor is an immediate red-card, sending-off offence. In contrast, a punch in
[]0 y (}ﬂ) \ ( 7 rugby-union will only get the player a warning, and the opposition a peunalty
¥Rt ,ﬂ/ P in their favour. In soccer, punching is unacceptable. In rugby, it is merely
Up () 2% o b discouraged. The identical behaviours have quite different cultural mean-
£ p ings. Furthermore, in ice-hockey, fighting is virtually considered an inherent
2 and accepted part of the game, and charging the pitcher, although ille-
e gal, is considered to be almost within the batter’s moral right should they
/ﬂ/ 2 & be struck by a wayward pitch in baseball. Consider the ramifications of a
4 ( L}fl/ ) punch thrown at the Wimbledon Tennis Championships or on the eighteenth
(,) r// green of Augusta. Sport managers must be aware of the cultural nuances of
’~

; their respective sports and the influence they have upon players, employees,
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members, fans and the general public.
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{ selash, in addition to the immense cultural significance inherent in the game.
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Culture is not a simple matter within a single sport either. Professional
players, Tor exal ﬁTpIE:’l’i’zi'\_rE‘é different cultural attitude from some amateurs
and spectators. This variability of attitudes is symptomatic of a wider, more
troublesome area: the clash of cultures within sports. This is illustrated best
at an international level, where players from different countries have been
brought up with profoundly different ideologies of the game, and how it

hould be played. Soccer — the ‘world game’ — is indicative of this culture

Like all living cultures, sport is incessantly changing, dynamic in nature and , —

subject to constant reinterpretation by its participants and viewers,%mi}{x‘. " 6 g L

apparent consistency in sporting cultwe is the pursuit of competition, the - i
love of winning, and the ability to summon slrong emotional responses in ’]V =1

bath victory and defeat. ¢/

0 ‘ :
Clearly, there is a need to study organizational cultures, accounting for the X! /{///’J 1/ i
/ Y

) ( ffect of the sport itself, For example, in the same wa that we might expect )
Uﬂ/ﬁ P p v g PE

that accounting firms might share some cultural traits, so might we predict .
that judo clubs do also. Similarly, the tradition and discipline central to a judo g,’ Qo O /
club might be expected to encourage cultural characteristics different to the a)ﬂ st i

youthful and eclectic philosophy. found in a BMX club. Furthermore, these

cultural characteristics might seep into the executive officers and employ-

ces of the clubs. Since so many sporting organizations covet tradition and

the accomplishments of the past, they also tend to be resistant to change.

However, before any change can occur, an organization’s culture needs to be

accurately diagnosed.

Case 9.2 From the superficial to the deep

Saskatchewan is a province in Canada. Its official sport is curling, but like
many Western societies, it is supportive of an eclectic variety of sports, includ-
ing gymnastics, Conversely, the Jargest city in the US state of California is
Los Angeles, which hosts several prominent professional sport clubs, includ-
ing the National Basketball Association team, the Los Angeles Lakers, In
this case study, some 9_‘r’__t_he organizational culture differences between the
Gymnastics Saskatchewan (G5) and the Los Angeles Lakers (LA Lakers) are *
considered. Specifically, readers are invited to visitthe respective websites of
th& Two organizations as we imagine what deeper values and cultural char-

acteristics might reside behind the public profiles that are displayed on the

internet.

Gymnastics Saskatchewan A WY P y
http: //www.gymsask.com/mission.html %\/} “Cﬂ ) -
NS /.z-MM/Uf 5

Los Augeles Lakers
http://www.nba.com/lakers/
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Organizational culture analysis can begin with the obvious. For example,
ud) what is the first impression given by each interfiet site? While sites change in

Although @ modestly sized
sional image, through the

Ve, content and composition over time, it is likely that the QS site will remain
relatively simple with the intention of providing some basic information.
. -~ e o o J

sport organization, GS still presents a profes-
use of a logo and appropriately coloured web

pages. The photos in the ‘About Us”section reveal the chief business’ of
thie organization in the form of gymnasts performing and practising, The

content of the site further

reinforces a'strong orientation toward athletic

development and participation. This is clearly articulated in the ‘Mission’
page in a brief set of strategic statements. T he values listed include the

following:

Respect: We respect each
properties.

other as individuals, owr organization and its

Quality:’We strive to achieve personal bests in everything that we do.

Discipline/Ethical: We behave according to high moral standards in accor-
dance with the organization’s rules of conduct and ethics.

Cominitment: We are committed to the goals of the organization.

Teamwork: We work together to achieve the goals of the organization.

Honesty: We are truthful with ourselves and others in everything we do.

Fairness/Impartial: We do not show favour in making judgments and we put
all individuals on an equal footing.

(’ Contrast the GS website to that of the LA Lakers. Neither a governing body
g nor a non-profit entity, thg' LA Lakers site is demonstrably commercial in
orientation, The homepage is packed with game and player information and

the cursor is even automatically converted to a sponsor’s logo (at the time of

writing this was the McDonald's arches). In addition to news, schedules and

purchase a vast range of merchandise.’ Ehe site is

luttcr(?d with information a
From-tliese websites it is
GS and the LA Lakers are

(ﬁlﬁf@%ﬁ"gtics, visitorscan
¢

nd permeated by the LA Lakers colours and logo.
already clear that the organizational cultures of
likely to be quite different. GS seems to value

participation in their sport, while the Lakers are unashamedly concerned with
on-court and fimancial (they go hand in Fand) success to the exclusion of

niostelse,
Do the above brief obsery

but an exercise like this is

be masks covering deeper

Similarly in sport, we need
organizational culture from

presents itself through both superficial and covert communication and both
e "ﬂéeﬁw’dfmmmmﬁzﬂp_es-thn&driuel{xggxganizaﬂgu.
fimes, however, the overt and covert da-not match. @B’ﬁous symbols can

‘cious-when-fast food restau

rations constitute an organizational culture anal-

ysis? Absolutely not. It would be dangerous to assume that we now have
anything more than the most dupetficial understanding of the two cultures,

nevertheless instructive. Ofganizational culture

ome-

realities. Foi| example, we are naturally suspi-
vants claim td be interestéd in promoting health.
to be cautioud before making assumptions about
the superficial.
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Diagnosing and managing
organizational culture

The central problem is that in order to grasp the concept of culture and its
relationship to the individual, the group, and the organization, an in-depth
approach is required. Sport organizations create intentions and atmospheres
that influence behaviour, routines, practices and the very thought systems
of people. These systems and processes subsequently form patterns that
are acquired primarily through socialization, or learning over time from
the reactions and behaviours of others.” Inzggsence, individuals within an
organization are exposed to what researchers call ‘eulture re‘\'éal'ing{ situa-
tions, which might inglude_ t_lxe'gh_s,le;'v_z_tb;e.h'ﬁ:._l.\a\'?iqgr _ f other members, their
‘organizational mel hods, ‘artefacts’ ~ the photos, honour boards and other
memorabilia on show — and interactive communication, or the way in which

{individuals talk to each other. Some of these common superficial and observ-

able representations of organizational culture are reproduced in Table 9.1.
These are important to recognize because the driving values and belief

‘symptoms’, | [ S R i
yp o= ’ TR "Z_')f'-” (r_ (DAY s ‘**‘i-((.'u.:r’
Table 9.1 Observéble symptoms of sport organizational culture

P

Symptom Explanation ~

systems behind them can-neverbeen seen as anyTliin‘gmm‘e‘thm\‘ﬁlfs’eﬁfeiﬁléﬁ

Environment The general surroundings of an orgjanlzation. like the
building it is housed in and the geographical location, like
the city or in a grandstand, '

Artefacts Physlcal objects located in the organization from its
furnishings to its coffee machine.

Language The common words and phrases used by most
organizational members, including gestures and body
language.

Documents Any literature including reports, statements, promotional

material, memos and emails produced for the purpose of
communication.

Logos Any symbolic visual Imagery including colours and fonts
that convey meaning about the organization.

Heraes Current or former organizational members who are
considered exemplars.

Stories' Narratives shared by organizational members based at least

‘ partly on true events.

Legends An event with some historical basis but has been
embellished with fictional details.

Rituals Standardized and repeated hehaviours.

Rites Elaborate, dramatic, planned set of activities.
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Although the superficial aspects of culture can be observed, the difficulty
comes in their interpretation because they are merely surface representations
) S f Y of deeper values. Thus, a useful cultural diagnosis will always seek to under-
AAN [ o / -/L stand what drives the obseryable behaviour. Forexample, what does it mean
(’ i) )]") ~~ Wan employee makes a mistake and is sever ly reprimanded by his or her
/ boss? What does common jargon imply? Why are cettain rituals typical, like

the celebration of employee’s birthdays?

*

A The question remains as to how observations made translate into deeper
5 values, Most researchers recommend some form of classification system that ‘
describes organizational culture in the form of ‘dimensions’, each one a

haracteristics as an aid to categorizing cultures, The summation of these

7 e
’V])Un pr J]/ll/( /7 characteristics is used to describe an organization’s culture, which can then
( ﬂ /1/(;/(,,\,0 - allow for comparisons to be undertaken betiveen varying organizations. For

L LR
N eeper, core value, These dimensions reflect 60 particular organizational
ol P e value P &
1 &2

J\\ Py Y \ 7 )L 2 example, observable evidence in the form of an end of season awards night
4 ) - &‘[ in a sporting club might be suggestive of the nature of the organization’s
V‘m ) reward /motivation values, Enough observable evidence can lead a sport

-, Manager to make some tentative conclusions about each dimension. Table 9.2
/]/i-/l/ lists some common dimensions used to describe organizational culture. They
' can be seen as conlinua, an organization’s position someswhere between the

two extremes.

0 Any analysis that captures the complexity of organizational culture may
have great difficulty in separating the interwoven strands of organizational
history and personal relationships. As a result, concrete conclusions may
be difficult to establish. It is therefore important to take advantage of the
symbolism created by myth, ritual and ceremony that is abundant in sport
organizations in order to gain a complete understanding of the full range of
human behaviour within a complex organization, The traditions, folklore,
mythologies, dramas, and successes and traumas of the past, are the threads
that weave together the fabric of oxrganizational culture.

A psychological approach is helpful in identifying and interpreting human
behaviour in organizations as cultural phenomena. Psychologists, originally
stimulated by the work of Carl Jung, suggest that there are different levels of
behavioural awareness, from the conscious to unconscious. Organizational
psychologists have appropriated this kind of thinking and transposed it to
U culture. The key analogy is that an organization is like a mind.

From the psychological viewpoint, the readily apparent and observable
qualities of a sporting organization are the same as the conscious part of an
individual mind. These include the physical environment, the public state-
ments of officials, the way individuals interactively/communicate, the form of
language used, whatclothesare worn, and the memorabilia ;ha’t fills therooms
and offices. Another of the most important observable qualities involves the
place of sporting heroes. 'l;r;my are culturally rich and are highly visible indi-
cators of the culture that is sought. Teroes give an insight into the cultwe

of an organization, since they ave selected by the rank and file as well as &
“the power brokers. In addition, they ijidicate those qualities in individu- y
als which are respected and admired by a wider audience. The hero is a ‘
powerful figure in a sporting organi tion, and may be simultancously an
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Table 9.2 Cultural dimensions

Organizational culture 155

Authors

Characteristics

D/\ k}Dhmnsion
; )

v

o
/

5
e

4 "
COQ\
o

\L/
¢
/

1
\\)
N

V)

—

Stability/changeability

Cooperation/conflict

Goal focusforientation

Reward/motivation

Control/authority

Time/planning

Cooke & Szumal,
1993; Quinn &
Rohrbaugh, 1983

Denison & Mishra,
1995; Hofstede,
2001; Schein, 1997

Sashkin, 1996; Van
der Post & de
Coning, 1997

Bettinger, 1989;
Robhins, 1990

Sashkin, 1996;
Schein, 1997

Hofstede, Neuijen,
Ohayv & Sanders,

1990; Van der Post
& de Coning, 1997

Disposition toward change:
Degree to which organization
encourages alternative "ways of
doing things' or existing ways.

Disposition toward problem
resolution: Degree to which
organization encourages
cooperation or conflict.

Clarity and nature of objectives
and performance expectations.

Nature of reward orientation of
organizational members: Degree
to which organization
encourages seniority or
performance,

Nature and degree of
responsibility, freedom and
independence of organizational
members.

Disposition toward long-term
planning: Degree to which
organization encourages
short-term or long-term thinking.

Reproduced from: Smith, A, & Shilbury, D. {2004). Mapping Cultural Dimensions in Australian
sporting Organizations, Sport Management Review, 7(2): 133-165.

employee and ex-player. The hero may also be charismatic, entrepreneurial,
or just plain administrative, which often characterizes business enterprises.
By understanding the orientation of hero figures, both past and present, it is
possible to map the trends in cultural change. Heroes can be both reactionary
and progressive. Heroes that reinforce the dominant culture will not change
the values and attitudes that the culture emphasizes. On the other hand, a
hero that transcends and transforms the dominant culture will be a catalyst
for change in the behaviours and values of a club. Often a hero is the most
powerful medium for change management to be successful.

"Tradition is another window into the culture of an organization. Like
heroes, traditions are readily observable through memorabilia, butitis impor-
tant to note that the underlying values and assumptions that give meaning
to heroes and tradition reside in the deeper levels of a culture, Tradition may
on one hand be preserved by the present cultural identity, while on the other
hand the sporting organization may have developed a contemporary cultural
personality. Thus, it is useful to acknowledge the importance of tradition
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and history to a sporting organization because it may be a cultural linch-
pin, or a stepping stone from which their cultural character has launched
itself.

In order to bypass the obstacles (in the form of stercotypical views and
superficial signs) that can block an assessment of culture, it is essential to
analyse and explore natural, observable outcroppings of culture; places where
the cultural understandings can be exposed. By analysing these sites, it is
possible to gain a practical insight into the undetlying culture of the organi-
zation. Thus, this level deals with organizational rites because, firstly, their

_ performance is readily apparent, and secondly, in performing these rites,

employees generally use other cultural forms of expression, such as certain
customary language or jargon, gestures, and artefacts. These rites, which are
shared understandings, are additionally conveyed through myths, sagas, leg-
ends, or other stories associated with the occasion, and in practical terms may
take the form of barbecues or presentations. In order to actively assess this
level of culture, not only must observational techniques be employed, but
meanings must be attached to them. This requires more than a superficial
level of analysis. 5

There are also ‘unconscious’ parts of organizations as well. In effect, it is
the unconscious that controls the individual. This incorporates the beliefs,
habits, values, behaviours and attitudes prevalentin a sporting organization.
An accurate assessment of this level of culture is difficult and fraught with
danger, For example, how employees say they behave and what they state
they believe, has to be compared to their actual behaviour.

As a cautionary note, it is relevant to be aware of the fact that there are
different interpretations possible of the same evidence. For example, one way
of Tooking at culture is to focus attention on consistency and congruence of
policies and practices within an organization as members are confronted with
problems to solve, In contrast, it is also valid to consider ambiguities and
inconsistencies in behaviour. These anomalies often represent the difference
between espoused values and actual values. Cultural manifestations can be
interpreted in multiple ways, and change over time and location. As Schein
counselled, it is important to look for both patterns and exceptions.

L T s ot

Changing organizational
culture with mapping

Cultural understanding stems from successfully translating information into

meaning. Every aspect of a sporting organization is symbolically represen-

tative in some way of its culture./All information is not equal, however,
yet all possible data must be analysed in order to establish the most holis-
tic representation possible of the existing culture. In order for a culture to be
created and bolstered, shared values and beliefs must in some way be rein-
forced and transferred to organizational members through tangible means.
Case Study 9.3 describes the types of information that conmunicate culture,
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and is a useful tool for mapping a sporting club’s organizational culture, in

this case illustrating the features of the Ferrari Formula One Team. A eul-,
tural map summarizes the predominant features of a sporting organization’s
\c'ﬁﬂiu'e,m_-__ﬁg_c,l_pnmdde@az_mcans in which raw data can be interpreted into

measurable criteria, It works by providing sets of categories in which infor-
rmp—— ' " e T BTy 3T DT T |
matlot éan be collected and summarized with the intention of identifying
‘/f" e MR . ¢ ‘
the |coam _ti_hgmﬁ tit continually einerge. Some researchers believe that this
approach.canalso be used in a more statistical form, the numbers attached
to responses from questions derived from the dimensions and answered by

organizational members (e.g. Howard, 1998).

Case 9.3 A Cultural map of Ferrari Formula One

Ferrari Formula One motor racing team has enjoyed remarkable success,
including six constructor’s and five consecutive driver’s championships up to
and including season 2004, The team may well be a contender for the greatest
ever sporting team. Led by Ferrari President and CEO Luca di Montezemolo,
Team Manager Jean Todlt, chief driver, Michael Schumacher, and design and
engineering managers, Ross Brawn and Rory Byrne, the team brought about a
massive cultural change beginning in the mid-1990s after a prolonged period
of poor performance.

While a genuinely insightful cultural diagnosis requires long-termaccess to
an organization, the following hy pothetical map for the Ferrari Formula One
Team creates an initial picture of the organization’s culture. Keep in mind
that in a thorough map, each of the variables under the heading ‘Evidence
Suggests’ would include detailed data. Collectively, the information in the

map paints a picture of the organization’s cLg‘l__ﬁifé]'E:E@’\g_tp_n;i_sﬁgs-f'l"—h_q'kind_s___ B
of cultiiral traits that are suggested in this brief summary map might becon-

sidered against those that might be imagined for the Japan Sumo Association

described in Case 9.1.

=

Cultural Dimensions and Variables Evidence Suggests

Dimension 1: Change

1 Preparedness to change High

2 History of change Low

3 Method of change Rapid

4 Types of change Transformational
5 CEO attitude to change Strong focus

6 staff attitude to change Generally positive
7 Board attitude to change nfa
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Cultural Dimensions and Variables

Evidence Suggests

8 Process of change Strategic re-focus followed by
, structural change
9 Supporter/member reaction to Very positive
change
10 Organization's financial position Excellent
1 Organizational budget Largest In class (US$300m)
12 Human resources Yes — department
13 Staff age Youthful, but experienced
14 Staff turnover Medium (high pressure)
Dimension 2: Competitors
i Organizational perception of Respectful
competition
2 Organizational competitors Yes
readily identified
Dimension 3: Customers
1 Organizational Yes
supporters/members considered
customers?
2 Principal revenue sources Indirectly from fans
3 Supporter base location Global, mainly Europe
4 Organizational focus Commercial
Dimension 4: Decisions
1 Decision-making process Fast and de-centralized
2 Involvement of Board membersin No
operations
3 Organizational perception of n/a
Board involvement
4 Involvement of controlling body Subservient to strict rules of the
FIA
5 Staff background as competitors some, but mainly professionally-
trained
6 Board background as competitors No
7 Professional Board members Yes
Dimension 5: Goals
1 Service focus Yes
2 Goal focus - financial? Winning

Memberships? On field success?
participation?
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Dimension 6: Heroes

1 On-field heroes Yes (Schumacher)
2 Off-field heroes Yes (Todt)
3 Heroes' traits Dynamic, successful
4 Organizational recognition of Strong
past heroes
5 Organizational use of heroes for Moderate
promotion
6 Public perception of heroes as Strong
role models

Dimension 7: History and Tradition

1 Internal formal recognition of
history and tradition

2 Maintenance of sport/athlete
archives

3 Perception of sport/club success

Financial impact of success on
organization

Very strong, particularly of Enzo
Ferrari

Yes

High
Vast impact

5 Age of organization Moderate (approaching a
century)
6 Organizational attachment to Flexible
traditions

Dimension 8: Risk
1 Organizational approach to risk

High risk

Dimension 9: Rituals

1 Organizational celebration of
success

2 Office atmosphere after
victory/defeat

Regular and strong

Subdued, but not depressed

Dimension 10: Symbhols

1 Positioning of memorabilia Prominent
2 Organizational value attached to High
memorabilia
3 Staff wearing uniforms Yes
Staff dress requirement Yes
5 Staff appearance Immaculate

Dimension 11: Values

1 Employees work in excess of
40 hours per week

Far in excess
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Cultural Dimensions and Varfables

Evidence Suggests

2 Employee motivations Money is relevant, but staff are
motivated by passion for the
sport and company

3 Organlzational gender bias Strong toward males

4 Organizational use of Strong

performance reviews

5 Employees provided with specific Yes

job descriptions

6 Average current employment Uncertain, but due to the stress

length and travel, relatively short for
junior and middle-level positions

7 Employee sporting participation Yes, in some form of motor sport

background

8 Specific employee performance Yes, thorough measures in all

measures in place facets of performance

9 Office atmosphere Reported to be strong morale,
and strong pressure for work
ethic

10 Employee duties Fixed

1 Employee supervision Line reporting

12 Organizational use of volunteers No

13 Organizational recognition of nfa

volunteers
14 Employees working outside Constantly
business hours
15 Employee handbook provided Yes, induction system
16 Females hold senior No
management positions
17 Employee assoclation with the Strong
organization

Dimension 12: Size

1 Number of staff 800+

2 Number of members Fan groups estimated in the

millions globally

Dimensions adapted from: Smith, A, & Shilbury, D. (2004). Mapping Cultural Dimensions in
Australian Sporting Organizations, Sport Management Review, 7(2): 133-165.
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While the range and diversity of information available for cultural analy-
sis is profound, many cultural studies ignore all but the most apparent and
accessible data. A holistic cultural analysis will utilize every available piece
of information, with the more obvious elements becoming vehicles for the
transmission of less tangible, more subjective facets of culture. However,
the culture of any one sporting organization cannot be classified into one
of just a few categories, even though there are many models (e.g. Goffee
& Jones, 1996) which offer four quadrants or divisions. There are as many
organizational cultures as there are sporting organizations, and they cannot
be generically categorized into one of a fixed number of groups. Sporting
clubs are immersed in tradition, history, values, and myths, and these should
figre promiently in any diagnosis. From an accurate diagnosis change is
possible————— .

The main lesson for cultural change is that it cannot be tackled without
a clear prior understanding of an organization’s chief cultural traits and
how they are manifested. Once an accurate diagnosis has been undertaken,
through some form of formal ot informal cultural map, elements of culture /\)f‘ /%,
«canbe managed. Sincea sport1'_:1_2\1:}_3@_ca_gm_oE!_iterally,changepeop!eshninds, .
they instead have to Change peoples’ actions. To some extent this can be Ve
intposed or encouraged, but it is a slow process. For example, new rituals )// |

can be introduced to replace older, less desirable ones, like a club dinner /l
instead of a drinking binge. Entrenched values and beliefs can be extremely | 1
difficult to change, and even with the right introduction of new symbols, ( ks
language, heroes, stories, employees ctcetera, genuine cultural change in an 21

organization can take a generation of members to take hold. 7

summary &

In the world of sport management, organizational culture has gained promi-
nence as a concept useful in assessing and managing performance. Sport
organizational culture can be defined as the collection of fundamental val-
ues and attitudes that are common to members of a sport organization, and
which subsequently set the behavioural standards or norms for all members.
The difficultly is, however, that the deep values common to organizational
members are not easy to access. As a way of getling around this inaccessibil-
ity problem, sport managers can use cultural dimensions which suggest some
of the possible values that are present. A step further, cultural maps show
the variables and observable manifestations of culture that need to be inves-
tigated. These maps use the tip of the cultural iceberg (the accessible aspects
of culture like symbols and artefacts) to estimate the iceberg’s underwater
composition (the deep values and beliefs of organizational members). Once
a thorough diagnosis has been completed, sport managers can work toward
adapting and replacing undesirable cultural characteristics.
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Review questions

1. What is the difference between organizational culture and national

culture?

Why is organization culture important to sport managers?

Explain how organizational culture can be manifested at different levels.

Describe the difference between superficial clements of culture and

deeper elements of culture.

What is a cultural dimension?

How can organizational culture be measured in a sport organization?

How does measuring organizational culture help in changing it?

Select a sport organization you belong to or have belonged to. Create

a list of attributes or values that you believe embodies its organizational

culture, Which are the characteristics that distinguish it from othér similar

sport organizations?

9, Selecta sport organization you belong to or have belonged to. Describe 10
artefacts that are on show inits premises and explain how eachilluminates
organizational culture,

10. With a colleague or group, select a website of a sport organization no
one has heard of before. Based on what is on the website, create a list
of organizational cultural characteristics, in order from the superficial to
the deep.
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Relevant websites

The following websites are useful starting points for further information on
sport organizational culture:

# ‘Measures of Organizational Culture’ at
http: //wiwsv.uwee.edu/Sampsow/Measures /Culture.htm
# ‘Organizational Culture Links' at
http: // wiww.new-paradigm.co.uk/Culture.itm
# ‘Organizational Culture & Leadership — Edgar Schein’ at
http://www.tnellen.com /ted/tc/scheinhtml




