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Preface to the New and
Revised Edition

The field of organizational culture has evolved along several
dimensions in the ten years since the first edition of this book.
This new and revised edition attempts to capture this evolution
while retaining the fundamental model of culture that continues
to prove to be a useful tool. My basic model of organizational
culture has not changed, but the application of the model has
certainly changed both research and practice around culture for-
mation, evolution, and managed change. I am still addressing
the practicing leader and manager who wants to understand and
work with culture. To that end the basic structure of the book
will look similar to the first edition.

Culture as a concept in organizational life has come to be
accepted, but there is still a strong divide between (1) those
who want very abstract universal dimensions of culture that can
be measured with surveys and questionnaires and (2) those who
want to study the nuances, details, and dynamics of particular
cultures by observation, interview, and intervention. The first
approach looks for general traits; the second approach looks for
general cultural processes.

Both groups are interested in how cultural forces impact
organizational performance, but whereas the first group is look-
ing for cultural traits that will correlate with performance
across all kinds of companies and industries, the second group
is looking for direct linkages between particular cultural events
and performance outcomes. The first approach lends itself to
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x PREFACE TO THE NEW AND REVISED EDITION

a quantitative cross-sectional analysis, the second requires a
more clinical longitudinal analysis. The first approach of neces-
sity develops variables that are quite abstract and removed from
here-and-now organizational events that the manager or consul-
tant encounters in a particular company. The second approach
looks for proximate variables that enable the manager or con-
sultant to deal with the immediate situation. The first approach
tries to develop broad theoretical principles that apply to large
numbers of organizations. The second approach looks for middle-
level theories that illuminate local situations.

[ have chosen to highlight this difference at the outset in
order to make it very clear to the reader what my own position
is on this dimension. While I gain some insight from the work
of colleagues who work on the first approach, I have found that
my own insights are far greater if I am clinically involved as an
active change agent. | have come to believe that at this stage of
the development of our field we still need the detailed clinical
studies of cultural events because we do not yet know what the
crucial dimensions and variables will ultimately turn out to be.

There is also a more pressing argument for the second
approach. One cannot really build, evolve, or change culture
without getting into the messy details of particular cultures. The
broad dimensions are valid, but they are so distant from the day-
to-day phenomena that leaders and managers are wrestling with
that they do not inform you on what should be done.

So this book, especially this new and revised edition, is
written to the leader and manager who needs to get something
done and, therefore, needs to understand the nitty gritty of
culture dynamics. As it turns out, this nitty gritty has become
much more complex because of the evolution of technological
complexity, leading to more occupational subcultures, and the
growth of globalism, leading to more groups and organizations
that mix both occupational and national cultures. A merger of
two companies in one country is a far different set of issues than
a joint venture of two different companies from two different
countries trying to put together a project in yet another country.
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Leaders and managers of organizations (and societies) are
creators, products, and victims of culture. And it is one of the
unique functions of leadership not only to create cultures in
new groups but also to manage cultural issues in mature orga-
nizations. For all of this, they need concepts and a toolkit. This
book is written from that point of view. It is intended to explain
what culture is, when and how one assesses it, and when and
how one changes it.

The basic structure is similar to the previous edition. In Part
One we examine basic definitions, why culture is important in the
first place, and what range of dimensions can be explored in prob-
ing the content of culture. Part Two begins with an important
chapter on general change theory and how it applies to culture.
In the next three chapters I explain how to work with culture at
different stages of organizational evolution. Finally, we end with
the very new issue of multicultural groups that more or less start
from scratch to blend together to the extent possible the different
assumptions that are brought to a new project by members from
different cultures. This is as yet uncharted territory but some prin-
ciples of how to blend cultures are beginning to emerge.
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