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Abstract: The current study uses an adapted version of Cameron and Quinn’s OCAI
questionnaire to test the organisational culture of the Faculty of Science and Technology at
the University of Debrecen, Hungary, as it is perceived by its students, and also to discover
what type of organisational culture the same students think would be ideal for them. An
additional objective of this paper is to identify possible gaps between the perceived and the
ideal cultures expressed by the students. Our sample includes 128 questionnaires completed
by bachelor students from 6 different majors at the faculty. According to our results, the
respondents perceive to a significant degree that the faculty’s organisational culture is at an
average level of clan, market and hierarchy cultures, while it also exhibits a relatively low
level of the adhocracy culture. Their ideal faculty culture would be one with average
adhocracy, average hierarchy, high clan and low market features. Significant gaps are
identified between the perceived and ideal cultures in all the four types: students would
prefer an increase in clan and adhocracy cultures, and a decrease in the other two cultures.
Keywords: organizational culture, higher education, Competing Values Framework,
Organizational Culture Assessment Instrument (OCAI)

J.E.L. CODES: M14, 123

1. Introduction

Organizational culture is ever-present and exists in every organization. Several
empirical studies have found evidence of the significant impact of culture on
organizational performance (Martinez et al, 2015). Our study is part of a research
series at a Hungarian higher educational institution — the University of Debrecen
(UD) — which aims to examine the organizational culture as students perceive it. In
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our research we used a widely accepted culture diagnostic method: the
Organizational Culture Assessment Instrument (OCAI). This is a questionnaire-
based instrument, invented for the Competing Values Framework (CVF), and
developed by Cameron and Quinn (2006). Over the course of the research series,
data have been and will be collected from different faculties of the UD. So far, only
the data from the technical manager BSc students from the Faculty of Engineering
(hereinafter UD-FE) have been analysed (Ujhelyi&Kun, 2016). In this paper,
bachelor students on many different majors from the Faculty of Science and
Technology (UD-FST) will be examined with similar methods. Therefore, we will
be able not only to answer our main research questions, but also to compare the
results of the two faculties. Our research questions are:

1. How do the students categorize the organizational culture of the Faculty of
Science and Technology at the University of Debrecen, Hungary, according to the
Competing Values Framework?

2. According to the students, is there a significant gap between the preferred and
perceived organizational culture of the UD-FST? If there is, how can this gap be
described?

2. Literature review

Peters and Watermann (1982) were among the first to draw attention to the role of
culture in influencing organizational success, and began to examine it from
different perspectives. Schein (1985) defined the levels, while Robbins (2005)
described the characteristics, of culture. Several different models of organizational
culture were developed (Covin&Slevin, 1990; Handy, 1993; Cameron&Quinn,
2006), because authors focused on different values in their inquiries (Bakacsi,
2015).

According to Schein (2004, p. 17) “...the culture of a group can be defined as a
pattern of shared basic assumptions that was learned by a group as it solved its
problems of external adaptation and internal integration, that has worked well
enough to be considered valid and, therefore, to be taught to new members as the
correct way to perceive, think, and feel in relation to those problems.” This
definition is an appropriate explanation of what was emphasised by the
“Competing Values Framework” (CVF) proposed by Quinn and Rohrbaugh
(1983). The CVF was originally developed in the context of research examining
indicators of effective organizations. Campbell et al (1974) created a list of 39
indicators which, in their view, defined organizational effectiveness. Quinn and
Rohrbaugh (1983) conducted factor analysis on these indicators and organized
them into four major factors along two dimensions. The first dimension consisted
of the dichotomy of two efficiency criteria: one emphasised flexibility, insight and
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dynamism; the other accented stability, order and control. At one extreme of the
other dimension is internal orientation, comprising efficiency indicators which
highlight unity and understanding, while at the other extreme is external
orientation, with efficiency indicators which highlight outward focus,
differentiation and competition.

When the two dimensions were placed together, four distinct sets of efficiency
indices emerged, indicating what people value in organizational performance, and
what they consider to be good, accurate and appropriate. More specifically, the
four different sets of criteria define the core values that guide organizational
decisions. In a coordinate system stretched along the two dimensions this value
appears as four quarters (see Figure 1): clan (one dimension features internal focus
and integration, the other flexibility and independence), hierarchy (internal focus
and integration - stability and control), market (external focus and differentiation -
stability and control) and adhocracy (external focus and differentiation - flexibility
and independence). This model does not suggest that organizations fit precisely
into only one of the quarters (these quarters later will be called culture types), nor
that one quarter is better than the others, but it does state that there is a tension
among them (Senior&Swailes, 2010).

Flexibility and Discretion
A

Clan Adhocracy

Hierarchy Market

Internal Focus and Integration
A

v
uonenualaylq pue snooH [eulalxy

v
Stabilitv and Control

Figure 1. The Competing Values Framework
Source: Cameron&Quinn, 2006, p. 35.

Cameron and Quinn (2006) also found that the four quarters resulting from the
analysis fit accurately to four types of organizational structures defined by
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organization theories, as well as to management theories known from
organizational theory, and also to approaches to understanding organizational
quality, leadership roles and management skills.

The Organizational Culture Assessment Instrument (OCAI) is an organizational
culture assessment gquestionnaire based on the CVF (Cameron&Quinn, 2006). Over
the years, several extended variants of the questionnaire have been developed, but
the parsimonious version, which consists of six times four, i.e. a total of 24
statements, was found to describe the organizational culture no less appropriately
than the longer versions. This instrument is a suitable method of determining the
current culture (referred to as ‘now’ in the OCAI) as described by organizational
members and also of defining the ideal culture (referred to as ‘preferred’ which fits
future environmental needs and organizational opportunities.

The OCAI consists of six parts, which are also referred as dimensions. It must be
noted that the OCAI’s six dimensions do not correspond to the CVF’s two
dimensions. These parts, or dimensions, are the following: (1) dominant
characteristics, (2) organizational leadership, (3) management of employees, (4)
organization glue, (5) strategic emphases, and (6) criteria of success. In each part
respondents have to distribute 100 points among four alternative statements,
depending on how much they fit the respondents’ organization (Fralinger&Olson,
2007). The four alternative statements in a given dimension represent the four
culture types: hierarchy, clan, adhocracy and market.

Using OCAI in cultural analysis is quite common. More than one thousand
organizations had already used it before the appearance of the questionnaire our
study is based on (Cameron&Quinn, 2006); and it has also been successfully
applied in the examination of university cultures (Fralinger&Olson, 2007; Shirbagi,
2007).

3. Material and methods

The empirical part of this paper is based on primary survey data. Cameron and
Quinn’s (2006) OCAI questionnaire was slightly modified by the researchers,
working together with masters students during seminars. The last dimension was
removed from the original six-dimensional questionnaire due to its irrelevance (the
sixth dimension asked about the organization’s success criteria from an employee’s
point of view, something that students cannot be aware of, thus leaving it in the
guestionnaire would have led to random or biased answers). Therefore, the
modified OCAI questionnaire contained 5 times (5 dimensions) 4 statements (4
alternatives), totalling 20 items, together with some additional, mainly
demographic questions, created for this specific survey (see Table 1 in the
appendix). The five times four items corresponded to four culture types (clan — A,
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adhocracy — B, market — C, hierarchy — D). Respondents had to distribute 100
points among 4 statements per dimension, awarding more points for statements
they considered more appropriate. In the evaluation process, the scores belonging
to the 5 statements for each culture type were averaged to obtain the overall scores
for each culture type. Respondents were asked to assess both the current (‘now’)
culture and the one they perceive to be ideal (‘preferred’). For a detailed
presentation of the original questionnaire in Hungarian, see the study by Ujhelyi
and Kun (2016).

The survey was conducted in December 2015, in the framework of the course
“General economics and management studies” taken by bachelor students from the
Faculty of Science and Technology, University of Debrecen (UD-FST). The
participation was voluntary and anonymous.

200 questionnaires were at least partially answered (the number of students in the
course was 235), but incomplete or incorrectly answered questionnaires were
excluded from the study (for example, when more, or less, than 100 points were
distributed among the four alternative statements in any of the dimensions).
Questionnaires connected to years and semesters with an insufficient number of
students were also excluded from the analysis. The size of the sample finalized in
this way was 128, 109 of whom began their studies in the autumn semester of 2014
(44 male, 65 female), and 19 in the autumn of 2015 (10 male, 9 female) at UD-
FST. The permanent place of residence of 28 respondents was Debrecen (the city
of the UD). Based on these responses, 97 students lived in a city or in a town, and
27 in a village. According to the responses, the year of birth ranged between 1981
and 1997. The estimated average age of respondents was 20.97 years (the standard
deviation was 1.90 years), which was estimated from the difference between the
year of birth and the date of the survey. The median age was 20.46 years. Students
reported studying the following majors: 61 studying Biology, 21 Chemistry, 18
Geography, 14 Geology, 12 Mathematics, 1 Environmental Sciences, and 1 who
did not respond. Majors with a low representation were not excluded from the
sample, since there is a great overlap among them from the cultural perspective
(e.g. instructors, study office, common courses). Our analysis is based on simple
statistical methods: descriptive statistics, one-sample t-tests and paired-sample t-
tests.

4. Results

Based on the data collected through the questionnaire survey described above —
which was non-representative but provided a relatively large sample size — we were
able to estimate the students’ perceptions of the organizational culture of the
Faculty of Science and Technology at the University of Debrecen. OCAI
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questionnaire results are traditionally presented via web-diagrams (Fig. 2), but to
better support a more rigorous analysis, the necessary numerical information is also
shown in Table 2, together with some of the test outcomes, described below in
detail.

Clan Clan
Overall 4 Dominant culture 40

Hierarchy Adhocracy Hierarchy Adhocracy
Market Market
Clan Clan
Faculty leadership Management style 40
Adhocracy Hierarchy Adhocracy

Hierarchy

Market Market

Clan Clan
Organization glue 40 Faculty emphases 40

Hierarchy Adhocracy Hierarchy Adhocracy

Market Market

Figure 2. Web-diagram of the culture(s) perceived and preferred by the students
Note: dashed lines represent the ‘now’ culture, solid lines represent the ‘preferred’ culture.
Source: primary research
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4.1. The organizational culture of the faculty as students perceive it

According to the average of the sample, the present (‘now’) culture was perceived
by students to be significantly different (at the 5% level) from 25 — the expected
value of a culture perfectly balanced in the competing values —, when answering 9
of the 20 statements (i.e. 45 %). See Table 2 for the data of the one-sample t-tests.

Table 2. Values of OCAI dimensions and organizational culture types

Dimension; ‘Now’ culture ‘Preferred’ culture Difference
culture-type

Mean S.D. t Mean S.D. t t
2877 | 16.20 | 2.637 | 29.77 |13.76| 3.927 0.83
2077 | 11.23 | -427 | 2254 |[11.19] -2.49 152

FHE FHE

1. Dominant
characteristics

2792 | 1542 | 2.147 2117 [10.17| -4.26 -5.04

2255 | 11.16 | -2.497 | 2652 |[1148] 150 3.237
2. Faculty 29.99 | 1466 | 3.85 | 3810 |[1458] 10.16 | 651"
leadership 2363 | 9.79 -1.58 2326 | 7.96 | -2.48" -0.43

T T

8.99 9.21 | -1967 | -6.20
-0.12

Eiid

16.59 | 16.19 | -5.87

29.78 | 12.14 | 4.45 2965 |10.41]| 5.05
2637 | 1285 | 1.20 3130 [1198] 595 | 470

3. Management

style 2359 | 1126 | -1.41 2666 | 856 | 2.197 | 260"
2391 | 1536 | -0.81 17.23 |1051| -8.36" | -5.037
26.13 | 13.46 | 0.95 2481 | 873 | -0.24 -1.13

4. Organization glue 21.34 | 1121 [ 3707 | 2720 [1013| 245 6.26
2389 | 11.30 | -1.11 2770 [10.07| 3.037 | 376
2856 | 1371 | 2947 | 2752 |[1043] 2737 -0.95
2621 | 1629 | 0.84 1759 | 824 | -10177 | -5.997

5. Faculty emphases 2391 | 1226 | -1.01 30.08 |11.05] 5207 | 555

2684 | 1259 | 1.66 2820 | 928 | 3.917 1.29
2366 | 1342 | -1.13 1890 | 9.97 | -6.927 [ -3.60"
2559 | 13.28 | 0.50 2282 | 844 | 2927 | -2.127

O|0|w|>0|0|w(>00w>o|0|w > 00w >

i EX53

(A) Clan 2607 | 825 | 1.47 3129 | 7.19 | 9.89 8.94

(B) Adhocracy 2375 | 6.45 | 2207 | 2567 | 444 | 171 3447
(C) Market 2413 | 9.30 | -1.06 1876 | 6.30 | -11.217 | -7.217
(D) Hierarchy 2605 | 6.82 | 175 2428 | 480 | -1.707 | -2.837

Notes: In the ‘now’ and ‘preferred’ culture columns, t indicates the one-sample t-
test, while in the “difference’ column it represents the paired-samples t-test. ~ significant at
the 10 % level, ™ significant at the 5 % level, ~ significant at the 1 % level; T = culture
type, where A = clan, B = adhocracy, C = market, D = hierarchy; N = 128.
Source: primary research
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All of the previously mentioned 9 items were connected to three dimensions of the
five: ‘dominant characteristics’, ‘organizational leadership’, and ‘organization
glue’. The students identified the culture of their faculty as above-average (>25) in
the following:

- dominant characteristics: informal and family-like (1A), competitive, job- and
results-oriented (1C),

- behaviour of the faculty staff and the management: mentoring, facilitating (2A),
coordinating and cooperating (2D);

- the glue holding the faculty together: emphasis on achievement and goal
accomplishment (4C).

At the same time, the ‘now’ culture was perceived to be below-average (<25) in:

- dominant characteristics: dynamic and entrepreneurial, willingness to take risks
(1B), controlled and structured (1D),

- behaviour of the faculty staff and the management: aggressive and results-
oriented (2C),

- the glue holding the faculty together: loyalty and mutual trust (4A).

According to the four culture types (calculated as the mean of the statements’
values connected to the given type) only the adhocracy showed a significant
difference from 25, indicating that students feel the culture of the Faculty of
Science and Technology is palpably low in adaptation, flexibility and
innovation/creativity.

4.2. The culture that students would prefer

The ‘preferred’ culture had much stronger features than the ‘now’ culture. The
former was found to be significantly different from a neutral culture (again,
represented by the value 25) by students when answering 18 statements (90%). In
other words, there were only two questions where the average value of the ideal
culture was not significantly different from 25 (see Table 2). According to the
answers, the ideal culture would be above-average (>25) in the following features:
- dominant characteristics: informal and family-like (1A),

- behaviour of the faculty staff and the management: mentoring, facilitating (2A),
coordinating and cooperating (2D);

- management style: teamwork, and participation (3A), innovation, freedom and
uniqueness (3B),

- the glue holding the faculty together: loyalty and mutual trust (4A), commitment
to innovation and development (4B), emphasis on achievement and goal
accomplishment (4C),

- strategic emphases: human development, trust, and participation (5A),
acquiring new opportunities, resources and coping with new challenges (5B).
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Students expressed the opinion that a below-average (<25) level would be ideal in
the following features:

- dominant characteristics: dynamic and entrepreneurial, willingness to take risks
(1B), competitive, job- and results-oriented (1C),

- behaviour of the faculty staff and the management: exemplify entrepreneurship,
innovation (2B), aggressive and achievement-oriented (2C),

- management style: hard-driving competitiveness, and achievement (3C),

- the glue holding the faculty together: formal rules and regulations (4D),

- strategic emphases: competitive actions and achievement (5C), permanence,
stability, efficiency and control (5D).

In terms of the aggregated culture-types, the students would prefer the clan culture
to be significantly above, and the market culture significantly below, the neutral
level (see Table 2).

4.3. Analysing the ‘culture gap’

We would also like to know how much the perceived and the preferred cultures fit
each other, and, if there is a significant gap between them, which dimensions are
responsible for the lack of fit. Since we compared means to each other, the selected
method was the paired-samples t-test, which is expected to be robust to non-
normality at this sample size (Lumley et al, 2002). The numeric results are
presented in the last column of Table 2. In 13 statements out of the total of 20
(65%), significant mean-differences were identified (at the 5% significance level).
First, we list here those statements in which students would welcome an increase
(i.e. the ‘now’ value was significantly lower than the ‘preferred’, on average):

- dominant characteristics: controlled and structured (1D),

- behaviour of the faculty staff and the management: mentoring, facilitating (2A),

- management style: teamwork, and participation (3A), innovation, freedom and
uniqueness (3B),

- the glue holding the faculty together: loyalty and mutual trust (4A), commitment
to innovation and development (4B),

- strategic emphases: human development, trust, and participation (5A).

Second, we present the features that the respondents would like to weaken (i.e. the
‘now’ value was, on average, significantly higher than the ‘preferred’ value):

- dominant characteristics: competitive, job- and results-oriented (1C),

- behaviour of the faculty staff and the management: aggressive and
achievement-oriented (2C),

- management style: hard-driving competitiveness, and achievement (3C),

- the glue holding the faculty together: formal rules and regulations (4D),
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- strategic emphases: competitive actions and achievement (5C), permanence,
stability, efficiency and control (5D).

On the level of culture-types, significant gaps between the ideal and the perceived
values were identified in all the four cases (according to the paired samples t-tests).
An average respondent would welcome an increase in the clan and adhocracy
types, and a decrease in the market and hierarchy types.

Dimension

1 2 3 4 5 1 2 3 415 1 2 3 4 5

2A | 3A | 4A | 5A Clan

3B | 4B Adhocracy

Market

Increase

1D Hierarchy

1A Clan

1B 2B 5B | Adhocracy

4C Market

adAy aunnd

3D 2D Hierarchy

Preferred change
No change

Clan

Adhocracy

Decrease

1C 2C 3C 5C Market

4D 5D Hierarchy

Low Average High

Preferred level

Figure 3. Nine-box diagram of the expected cultural level and change
Source: primary research

Figure 3 presents a nine-box matrix that shows the preferred strength of the four
culture-types and the perceived gap between the ideal and the present position of
these types. We can identify that there is one culture type (market) and six OCAI
features (1C, 2C, 3C, 4D, 5C, 5D) in the lower left corner box; while another type
(clan) and another six features (2A, 3A, 3B, 4A, 4B, 5A) appear in the upper right
corner box. In these cases the respondents prefer a low (or high) value which is
lower (or higher) than the current level. In the case of adhocracy culture and the 1D
statement, the students feel the current value should be increased, but only to an
average level from its current below-average ‘now’ value. Just the opposite is the
case with the hierarchy culture, where the desired level is also the average as well,
but this time, in order to achieve it, the current value should be lowered. For the
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remaining seven statements (1B, 2B with low preferred value, 3D with average
preferred value, 1A, 2D, 4C, 5B with high preferred value) the current level is
considered to be appropriate by the respondents.

5. Conclusions

According to the first research question, the diagnosis identified that the students in
our sample could not place the Faculty’s culture into any of the four types of the
Competing Values Framework. The only distinctive feature which they found to be
significant (at the 5% level) is a low level of the adhocracy-culture. We can also
note that at a lower level of significance (10%), the hierarchy was perceived to be
higher than in a neutral culture.

We can give a positive answer to the first part of the second research question: i.e.
the students did indeed seem to prefer a faculty culture which differs from the
present one. We respond to the second, ‘how’ part of the question, with the
following details. In the opinion of the respondents the ideal culture would be high
in clan-like features and low in market-like ones (compared to a neutral culture). If
we decrease the significance level to 10%, we can also add that the culture would
be better if it were weak in hierarchy and strong in adhocracy.

It may be even more interesting for the faculty management that we have identified
gaps along all the four culture types (at the 1% significance level). Clan and
adhocracy cultures are perceived as being too low, and the other two types too
high, according to the students.

Our findings support some of the conclusions of Ujhelyi and Kun (2016), as the
students’ ‘preferred’ culture proved to be differ more from a totally neutral culture
than their ‘now’ culture in this faculty, too, just as was the case in the previously
analysed Faculty of Engineering. It was also similar to the earlier research in that
the respondents showed a preference for a culture close to the clan and adhocracy
types but far from the market and hierarchy types. On the other hand, the ‘now’
cultures of the two faculties were diagnosed to be different. The latter leads to a
conclusion — within the limitations of our research — those students’ cultural
preferences are very similar, even if they perceive different cultural traits in their
institutions.

However, it is very important to note that this research did not reveal the actual
organizational culture of the faculty, but only what the students perceived.
Moreover, neither does the students’ preferred culture necessarily describe the
culture the faculty should develop. Thus, the faculty’s management should not
consider it as an aim. At the same time, our results reveal important information
about how the students see the cultural side of their institution, and what features of
this culture make them feel comfortable or uncomfortable. The management can
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take this information into consideration when making decisions in connection with
student satisfaction.

For the future, an interesting research orientation could be the comparison of
student-perceived ‘now’ and ‘preferred’ cultures at different faculties within many
higher education institutions to explore potential cultural traits connected to
faculty-types (e.g. faculties with a business orientation, faculties of arts,
engineering-oriented faculties etc.). Expanding the research internationally
(involving institutions from more than one country) could also reveal the
moderating effect of national cultures.
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Appendix
Table 1. The OCAI questionnaire administered to students, adapted to our research
with 5 dimensions (translated from Hungarian)

The Faculty you are studying at is

Now

Preferred

.a very informal place. It is a like a big family.

...dynamic and entrepreneurial, members are willing to take risks.

1.
Al.
B
C

...achievement-oriented. The priority is that all jobs and tasks must be
done.

D

...controlled and structured (well organised, regulated, and
transparent).

Total:
The management and the staff of the Faculty

100

100

Now

Preferred

...are mentoring and facilitating.

...exemplify entrepreneurship and innovation.

...are aggressive and achievement-oriented.

...are cooperative and coordinating.

Total:
The management style of the Faculty is characterised by

100

100

Now

Preferred

...teamwork and participation.

...innovation, freedom, and uniqueness.

...hard-driving competitiveness, and achievement.

...conformity, predictability, and stability in relationships.

Total:
The glue that holds the Faculty together is

100

100

Now

Preferred

...loyalty and mutual trust.

...commitment to innovation and development.

...emphasis on achievement and goal accomplishment.

...formal rules and regulations.

o

Total:
The Faculty puts emphasis on...

100

100

Now

Preferred

...human development. A high level of trust and participation are
present.

... acquiring new opportunities and resources, and coping with new
challenges.

... competitive actions and achievement.

... permanence and stability. Efficiency and control are important.

Total:

100

100
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