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with organisations’ financial performance. The challenge of 
managing multi-cultural work forces from different gender, 
race and generation backgrounds has led to a renewed interest 
in understanding how people’s values align with those of 
organisations as reflected in their cultures. The fit or misfit 
between individual and organisational values is essential to 
an effective and functioning organisational culture (Weiss, 
2001). Recent research on value cognisance suggests that 
when employees have work values that match those of 
their organisations they tend to be satisfied with their jobs, 
show commitment and identify with their organisations. In 
addition, retention rates are significantly higher (Amos & 
Weathington, 2008).

This research sets out to explore the perceptions of men 
and women staff members as well as members of different 
race and age groups in a large South African manufacturing 
company about how the company currently enacts its 
organisational values and the importance the employees 
attach to these values. Rollinson (2005) states that the attention 
organisations give to culture and value surveys as a way of 
predicting employees’ commitment to, and satisfaction with, 
their organisations is one of the most prominent trends in 
organisations today. 

Background to the study
The effectiveness of an organisation’s culture is often a 
function of the values and beliefs employees of the 
organisation hold (Luthans, 2011; Weiss, 2001). The 
consistency that results from shared values and beliefs 
provides a basis for coordinated and planned organisational 
action. Culture is a key medium through which organisations 
build best practices. Specific practices (like planning, work 
design, making decisions and resolving conflicts) affect 
performance and effectiveness. Similarly, organisational 
cultural effectiveness is a function of converting core 
corporate values and beliefs into policies and practices 
consistently. According to Brown (2011), a strong, widely 
internalised corporate culture is frequently the reason for 
the success of companies, like 3M, Google, and Disney. 
Organisational culture often determines the way policies and 
best practices are communicated, understood, and accepted 
or rejected (Weiss, 2001).

The focus of the present study is the dominant culture of 
the organisation that represents the core values that most 
employees of the organisation share. The core values of the 
organisation are those concepts or beliefs that are relevant to 
desirable end-states or behaviours. They transcend situations 
and guide selection and evaluations of behaviour and events 
(Kreitner & Kinicki, 2010, p. 66). The dominant organisational 
culture is a system of shared meaning that employees hold. 
It distinguishes the organisation from other organisations. 
The dominant organisational culture gives an organisation 
its distinct personality (Hoffman & Jones, 2005). The shared-
meaning aspect of culture makes it a potent device for 
guiding and shaping behaviour. 

In a strong organisational culture, employees value the 
organisation’s core values and share them. High attachment 
to, or acceptance of, the organisation’s core values lead to 
higher levels of commitment and results in a stronger and 
more effective organisational culture because of the high 
degree of sharedness (Schneider, Salvaggio & Subirats, 
2002). According to Robbins and Judge (2011), a strong 
organisational culture reduces employee turnover because 
it demonstrates high agreement about what the organisation 
represents. Such unanimity of purpose builds cohesiveness, 
loyalty and organisational commitment. 

Because of the importance attached to the organisation’s 
culture, managers are often concerned with how employees 
perceive the characteristics of an organisation’s culture, 
of which their perceptions of the actual enactment of the 
espoused organisational values are core aspects (Robbins 
& Judge, 2011). Whereas espoused values represent the 
explicitly stated values and norms that the organisation 
prefers, enacted values represent the values and norms that 
the organisation actually exhibits or converts into employee 
behaviour (Kreitner & Kinicki, 2010). According to Chatman 
and Jehn (1994), characterising an organisation’s culture 
according to its central values requires it to identify a range 
of relevant values and then to assess how strongly employees 
hold and share them. 

In a sample of United States firms, O’Reilly, Chatman, and 
Caldwell (1991) identified seven dimensions of organisational 
culture: 

1. innovative 
2. stable 
3. respectful of people 
4. outcome-orientated 
5. detail-orientated 
6. team-orientated 
7. aggressive. 

Interestingly, these dimensions are similar to those of 
Hofstede and colleagues (1990), which they generated 
from an international sample of firms. The dimensions that 
Chatman and Jehn (1994) developed resemble two of the four 
types of cultural knowledge that Sackmann (1992) found 
generalised across a single organisation. After conducting 
canonical correlations, their research showed similar factor 
patterns in the firms they studied. It seems that innovation, 
stability, an orientation toward people, an orientation toward 
outcomes or results, an emphasis on being easygoing, 
attention to detail and a collaborative or team orientation 
are pervasive themes in organisational culture. In summary, 
studies a number of researchers conducted (Chatman & 
Jehn, 1994; O’Reilly, Chatman & Caldwell, 1991; Xenikou 
& Furnham, 1996) show that seven primary characteristics 
seem to capture the essence of an organisation’s culture and 
which organisational values and norms generally express. 
Table 1 shows that these include innovation and taking risk, 
attention to detail, outcome orientation, people orientation, 
team orientation, aggressiveness and stability (Robbins & 
Judge, 2011). 
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The OVS (Martins & Coetzee, 2009) uses two 4-point Likert 
scales to measure employees’ perceptions of how frequently 
they observe the currently enacted values in the organisation 
and how important the employees regarded them. The scales 
that measured the frequency were ‘seldom’ (or < 25%), 
‘not often’ (or < 50%), ‘regularly’ (or > 50%) and ‘mostly’ 
(or > 75%) whilst the scales that measured the importance of 
those values to the employees were ‘not important’, ‘slightly 
important’, ‘important’ and ‘very important’. 

The OVS (Martins & Coetzee, 2009) is a self-rated, multi-
factorial measure. It consists of nine sub-scales for measuring 
the currently enacted values and the importance of the 
values. Descriptions of the various sub-scales follow.

Empowered to grow and contribute (fourteen items): This 
relates to questions about employees’ and leaders’ attitudes 
towards, and behaviour about, developing the skills and 
competencies they need to perform their jobs and providing 
the necessary support and guidance.

Performance monitoring (eight items): This relates to 
questions about employees’ and leaders’ attitudes towards, 
and behaviour about, taking accountability for tracking 
their own and others’ performance and results, providing 
feedback and encouraging others to perform and develop the 
skills they need to deliver results.

Ethical and responsible behaviour (eight items): This 
relates to questions about employees’ and leaders’ attitudes 
towards, and behaviour about, behaving in an ethical and 
responsible manner towards others in the organisation as 
well as honouring and respecting the organisation’s values, 
goals, rules and regulations, policies and procedures.

Alignment to business strategy (seven items): This relates to 
questions about employees’ and leaders’ attitudes towards, 
and behaviour about, ensuring that they understand and 
align their personal and teams’ goals to the business strategy 
and goals of the organisation.

Health and safety (five items):  This relates to questions about 
employees’ and leaders’ attitudes towards, and behaviour 
about, taking responsibility for their own and the safety of 
others by promoting health and safety and addressing unsafe 
and unhealthy working processes, behaviours and actions.

Responsible self-development (seven items): This relates to 
questions about employees’ and leaders’ attitudes towards, 
and behaviour about, taking responsibility for one’s self-
development, seeking feedback from others, developing 
new skills and seeking out and providing growth and 
development opportunities.

Risk and innovation (four items): This relates to questions 
about employees’ and leaders’ attitudes towards, and 
behaviour about, seeking and implementing breakthrough 
ideas and approaches and being committed to excellence and 
innovation.

Teamwork (four items): This relates to questions about 
employees’ and leaders’ attitudes towards, and behaviour 
about, adhering to and supporting team objectives and codes 
of behaviour, contributing actively to the team and engaging 
members, communicating openly and treating members 
with respect by sharing relevant knowledge and information 
with members

Problem solving (four items): This relates to questions about 
employees’ and leaders’ attitudes towards, and behaviour 
about, understanding problems, finding best solutions, 
sharing insights and implementing the best ideas.

Research procedure
The researchers followed an electronic survey approach. 
Ethical clearance and permission to conduct the study 
were obtained from the managers of the organisation 
that participated in the study. The managers informed the 
relevant employees of the purpose of the study. Participation 
was voluntary. This procedure ensured that the employees 
participated of their own free will and allowed participants 
to complete the electronic survey in their own time. This 
may have increased the possibility that they answered the 
questionnaires honestly. 

Comprehensive instructions and details about confidentiality 
and the purpose of the questionnaire were provided to all the 
participants. Because of the possible sensitive nature of the 
study (participants reported on their attitudes and feelings 
about the organisation), the data collection method  used 
seemed appropriate because the participants could complete 
the questionnaires anonymously. Written consent was 
obtained and the participants were informed to complete a 
consent form. The participants who completed and returned  
the questionnaires and consent forms indicated that they 
had granted permission for the researchers to use their 
questionnaires for research purposes. 

The researchers were available to answer questions and 
address any concerns. They maintained the confidentiality of 
the participants and kept completed questionnaires secure. 
The participants who wanted feedback provided their 
contact information and received feedback about the results 
of the study. 

Data analysis
The Statistical Package for the Social Sciences (SPSS, 2008) 
was used to analyse the data. Cronbach’s Alpha coefficients 
were used to assess the internal consistency of the measuring 
instrument. ANOVAs and several post hoc comparisons of 
means tests were conducted to test the research hypothesis. 
The biographical groups of gender, race and age were treated 
as the independent variables and the OVS dimensions as the 
dependent variables. A cut-off point of p ≤ 0.05 was set for 
interpreting the statistical significance of the results. 
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Secondly, given that White participants and men dominated 
the sample, a more balanced sample would have contributed 
more meaningful insights about the socio-demographic 
differences between the race, gender and age groups. It is 
recommended that participants from various organisations 
and occupational contexts, and a more demographically 
diverse group, are used in future studies to obtain a more 
representative sample. 

Thirdly, longitudinal studies are needed to validate the 
differences between the various socio-demographic groups 
the researchers observed in this study. Although the 
social context of an organisation creates and sustains an 
organisation’s culture, it is dynamic and constantly evolving 
(Brooks, 2009). 

In the context of employment equity and affirmative 
action, researchers should examine, both theoretically and 
empirically, the constructs that are relevant to the present 
study, as well as other psychological constructs, to yield 
broader conclusions about how the socio-demographic 
characteristics of employees influence their perceptions of 
the enactment of the core organisational values espoused in 
the dominant organisational culture.

Conclusions and implications for practice
Given that employment equity and affirmative action have 
contributed to a more demographically diversified workforce 
in South African workplaces, one can conclude that the 
findings of the present study added valuable new knowledge 
that organisations can use to inform their organisational 
practices concerned with creating strong organisational 
cultures for sustained effectiveness. Organisations can use the 
findings when designing interventions aimed at achieving 
a greater match or better fit between the core values of the 
dominant organisational culture and its staff members. 
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